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The aim of this study is to gain an understanding of the implications of digital
transformation to B2B-marketing of large industrial multinational corporations (MNC).
The drivers, implementation and subsequent beneficial consequences of digital
transformation in the context of B2B-marketing are not well known. This qualitative
longitudinal multiple case study contributes into filling this research gap in the current
literature by researching four large MNCs. As a result, the appearance of internal and
external drivers, adopted technological as well as organizational innovations and their
characteristics in terms of digital transformation and B2B-marketing are described.
Moreover, the subsequent benefits of digital transformation in B2B-marketing and the
challenges in seizing those are pointed out.

This research employs three distinctive theoretical models describing organizational
change in order to explore their feasibility in this research context. Empirical study
consists of findings derived from eight thematic semi-structured interviews and
retrospective longitudinal data collected from annual reports and journals from the last
five years. The data was analyzed with qualitative content analysis and cross-case
analysis. The findings indicate that digital transformation provides many risks and
opportunities for firms’ B2B-marketing, thus influencing the role of drivers for change,
causing changes in processes, strategies, cultures and business models, and
ultimately leading to improved reach, efficiency, and strategic importance of marketing.
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Tämän tutkimuksen tavoitteena on selvittää digitaalisen transformaation vaikutuksia
B2B-markkinointiin suurten monikansallisten teollisuusalojen yritysten keskuudessa.
Digitaalisen

transformaation

ajureita,

siihen

liittyvien

organisaatiomuutosten

implementointia ja sen aiheuttamia hyötyjä B2B-markkinoinnissa ei tunneta hyvin.
Tämä laadullinen pitkittäinen monitapaustutkimus pyrkii täyttämään tutkimusaukkoa
tutkimalla neljää suurta monikansallista yritystä. Tutkimus kuvaa B2B-markkinoinnin
digitaaliseen transformaatioon liittyvien ulkoisten ja sisäisten ajureiden merkitystä,
siihen liittyviä omaksuttuja teknologisia ja organisaatioon liittyviä innovaatioita sekä
näiden ominaispiirteitä. Lisäksi tutkimus käsittelee B2B-markkinoinnin digitaalisen
transformaation tuomia hyötyjä ja keskeisimpiä haasteita näiden saavuttamisessa.

Tutkimuksessa hyödynnetään kolmea kilpailevaa organisaatiomuutosta käsittelevää
teoreettista mallia, joiden käyttökelpoisuutta tarkastellaan tässä tutkimuskontekstissa.
Empiirinen tutkimus rakentui kahdeksasta puolistrukturoidusta haastattelusta ja
viimeisten viiden vuoden aikana julkaistujen vuosikertomusten sekä markkinoinnin
aikakauslehtien sisällöstä. Dataa analysoitiin laadullisen sisällönanalyysin ja
vertailevan tapaustutkimuksen avulla. Digitaalinen transformaatio tarjoaa yritysten
B2B-markkinoinnille monia riskejä ja mahdollisuuksia, vaikuttaen muutosajureihin,
prosesseihin, strategioihin, kulttuuriin ja liiketoimintamalleihin, parantaen lopulta
markkinoinnin tavoittavuutta, tuottavuutta ja strategista merkitystä.
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INTRODUCTION

The digital revolution in B2B-marketing is becoming more and more significant source
of competitive advantage for organizations as it provides massive opportunities but
also considerable challenges (Leeflang, Verhoef, Dahlström et al., 2014, p.1). Number
of emerging digital technologies are about to transform how businesses operate
through new kind of value and experience creation to various stakeholders
(Morakanyane, Grace & O’Reilly, 2017, p.428). Hanna (2016, p.1-432) argues that the
digital transformation appearing in intended or unintended adoption and use of
information and digital technologies is presenting a new type of transformation.

According to Leeflang et al. (2014, p.1-12) the diffusion of new and/or disruptive
technologies and digital tools forces organizations to adapt their existing business
models accordingly in order to be able to cope with rapid changes and increasing
complexity of markets. Also, Lam (2004, p.3) states that the appearance of new
technology oftentimes leads organizations to face complex challenges and
opportunities, causing changes in managerial policies and even establishing new
organizational forms. In other words, digital transformation changes the nature how
firms create, capture and deliver value (World Economic Forum, 2016, p.3-14).

Still, while relatively recent survey conducted by Accenture Interactive revealed that
as much as 90 percent of B2B-sales executives thought that it is crucial for their firms’
strategic priorities to create customer experiences that are digitally driven, the vast
majority of B2B-marketers felt that they are not ahead of their competitors in creating
such customer experiences (Michaels, 2018, p.23). According to the insights of
McKinsey & Company (2017) marketing organizations have not been able to transform
as fast as digital technologies and expectations of customers have, and as a
consequence there are only few marketing-oriented organizations that have been able
to improve the effectiveness, agility and engagement of their marketing extensively
through the adoption and use of digital technologies and related changes.

In fact, many traditional companies across industries acknowledge the need for
organizational change driven by digitalization but the anecdotal and distant examples
of successful digital transformations presented by high-tech firms such as Google,
1

Amazon, Facebook and Apple along with innovative digital start-ups that represent so
called “born digital” pioneers do not provide generalizable examples that would
support the vast majority of companies in understanding whether and how to conduct
digital transformation in their business contexts (Westerman, Calmejane, Bonnet et
al., 2011, p.7; Reis, Amorim, Melao et al., 2018, p.411-412).

1.1

Initial literature review

In business organizations, the form of technology-enabled organizational change is
focused on the utilization of digital as well as information technologies in order to
impact different organizational areas (Morakanyane, Grace & O’Reilly, 2017, p.428).
As a myriad of emerging technologies are disrupting and transforming particularly the
field of marketing, the executives are in need of a consistent and balanced model, to
be able to identify, evaluate and prioritize technologies according to their impact on
certain business and thus in initiation of innovation (Gartner, 2018). However, the
relationship between innovation and organization tends to be multi-level, complicated
and dynamic in nature, not to mention that the related scientific literature is somewhat
vast, fragmented and incoherent (Demirciouglu, 2016, p.1-5; Lam, 2004, p.31). Yet,
many scholars argue that innovation capability of a firm is one of the most, if not the
most important determining factor of firm performance (Mone, McKinley & Barker,
1998, p.115-132; Calantone, Cavusgil & Zhao, 2002, p.515-524; Afuah, 2003, p.1400; Klomp & van Leeuwen, 2001, p.343-364).

As Michaels (2018, p.23) states that when it comes to the digital transformation, most
organizations in the field of B2B-marketing are barely taking their initial steps in the
path of digital transformation and that such transformation will take a lot of time, the
author of this study argues that the organizational capacity to handle innovation as a
process and conduct changes successfully is perhaps more important than ever.
Despite in the reality digital transformation among organizations is dependent on the
context, strategies, needs and requirements, in general companies that are too prone
to their status quos will not succeed in the long run as digital disruption is already
under way (Myron, 2016, p.2).
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While the number of research publications regarding digital transformation in
marketing has been according to Reis et al. (2018, p.414) growing considerably during
the recent years, it seems that so far the majority of research and practical
development has taken place within the context of B2C as can be concluded from the
publications of Michaels (2018, p.23), Dremel, Wulf, Herterich et al. (2017, p.81-100),
Hänninen, Mitronen and Kwan (2019, p.380-388), and Hagberg, Jonsson and EgelsZanden (2017, p.264-269). One of the reasons supporting such development might
arise from the fact that as stated by Habibi, Hamilton, Valos et al. (2015, p.640-642)
purchase decision-making influencers tend to be more complex in B2B-context, and
as Jobber and Lancaster (2012, p.331), Johnston and Marshall (2009, p.8-11) as well
as Hänti, Kairisto-Mertanen and Kock (2016, p.54-56) state that marketing and sales
are increasingly becoming polarized into transaction- and relationship-based,
therefore making the shift to using digital touchpoints has been perhaps less
complicated

among

B2C-marketers.

Nevertheless,

the

massive

risks

and

opportunities that the digital transformation causes to B2B-marketing cannot be
neglected by managers, nor by researchers anymore.
Currently, there is not comprehensive understanding of digital transformation and its’
impact in the form of new opportunities and challenges on organizations, industries
and society (World Economic Forum, 2016, p.3-4; Morakanyane, Grace and O’Reilly,
2017, p.427-428). Digitalization being one of the most critical and pervasive drivers of
transformation ever as well as enabler of paradigm shift and disruptive innovation, it
is important to understand how combinatorial effects of emerging digital technologies
such as Internet of Things, Artificial Intelligence, Cloud-services, Big Data -analytics
et cetera build organizational capabilities in a cumulative manner, thus enhancing the
pace of change in number of business areas and industries (World Economic Forum,
2016, p.3-6). While Quinn, Dibb, Simkin et al. (2016, p.2103-2108) argue that the
implications of digital transformation especially to the discipline of marketing are
revolutionary but not yet well understood, this study aims to contribute in filling the gap
in the literature, thus also following request of Morakanyane et al. (2017, p.439) for the
future research to study how digital technologies and capabilities might affect and/or
have affected particular organizational functions.
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In addition, as Morakanyane et al. (2017, p.437) defines digital transformation above
all as an evolutionary process occurring slowly at organizational areas and the report
of World Economic Forum (2016, p.6) emphasizes the increasing pace of change
among firms caused by digital transformation, this study aims to address the gap that
whether potential radical transformation in B2B-marketing of businesses’ caused by
digital transformation can occur abruptly, or does the change have incremental and
evolutionary characteristics instead. In that sense, characteristics of digital
transformation are considered in this study in terms of scope/magnitude, pace and
continuity.

Regardless of the conflicting views and according to some opinions incoherency of
literature (see e.g. Demirciouglu (2016, p.1-5), Crossan and Apaydin (2010, p.11541155), and Lam (2004, p.31)), organizational innovation and change have been
subjects to the research for decades. Since, drivers and orientation towards renewal
seem to be some of the most significant differentiators of theoretical models in the field
of organizational change and innovation (see e.g. Agostini, Nosella and Filippini (2016,
p.129), and Hrebiniak and Joyce (1985, p.336-349)), clarifying what is the role of
internal and external factors in driving digital transformation of organizations’ B2Bmarketing is to be pursued by this study as well.

1.2

The aim of the study and research questions

The aim of this study is to gain an understanding of the implications of digital
transformation to B2B-marketing of large industrial multinational corporations. In order
to achieve comprehensive understanding of the implications of digital transformation,
different phases of transformation process are included into the research covering
initiation, implementation and subsequent consequences.

While different theoretical viewpoints described in the theory section of this study tend
to some extent have conflicting understandings regarding the role of internal and
external drivers of organizational change as discussed e.g. by Crossan and Apaydin
(2010, p.1154-1191), Bunea, Dinu and Popescu (2016, p.83), and Lam (2011, p.173),
the first research question RQ1 is defined as: what kind of role do strategic choice and
environmental determinism play in organizational change related to B2B-marketing
4

among organizations influenced by digital transformation? Consequently, RQ1 aims
to explore that whether drivers of digital transformation stem from dominantly proactive
or reactive organizational behavior or from balanced combination of both.

Besides digital technology adoption and usage, digital transformation in B2Bmarketing is fundamentally about conducting considerable organizational changes
and adaptations in the pursuit of improving competitiveness (Leeflang et al., 2014, p.112; Morakanyane et al., 2017, p.427-428). As for example Quinn et al. (2016, p.21032108) have stated that such implications of digital transformation in marketing are not
well understood, the second research RQ2 and its’ investigative sub-question IQ1 are
formed in order to be able to clarify how digital transformation of B2B-marketing has
occurred in the implementation stage of digital transformation related changes. In
other words, the focus is on the digital technology related organizational changes and
on the characteristics of such changes. Therefore, RQ2 is stated as: what kinds of
organizational changes and adaptations have occurred in B2B-marketing as a result
of digital transformation?

When it comes to the characteristics of digital transformation driven organizational
changes and adaptations, first of all it seems that there is no prevailing consensus
regarding the pace of potential organizational change caused by digital transformation
(see e.g. Morakanyane et al., 2017, p.437; World Economic Forum, 2016, p.6;
Leeflang et al., 2014, p.1-12). Secondly, there are divergent opinions among scholars
regarding the scope or magnitude of digital transformation driven organizational
changes. For instance, Loebbecke and Picot (2015, p.149-157), Morakanyane et al.
(2017, p.438), and Matt, Hess and Benlian (2015, p.339-343) emphasize the
pervasiveness of organizational change related to digital transformation whereas
Abrahamson (1996, p.254-285), and Cortez and Johnston (2017, p.98) on the contrary
view the actual magnitude of change rather cynically. Thirdly, as continuity of
organizational change has for a long time been a topic of debate among scholars that
have been researching the characteristics of organizational change as shown e.g. by
Peter and James (2017, p.2-6), Kets de Vries (2011, p.151-172), Tidd and Bessant
(2013, p.32-33), and Tushman and O’Reilly (1996, p.18-20), this study aims to expand
the literature regarding the characteristics of organizational change in terms of
continuity specifically in the context of digital transformation and B2B-marketing.
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Conclusively, the investigative question IQ1 is stated as: what kind of characteristics
the organizational changes in B2B-marketing resulting from digital transformation tend
to have in terms of scope, pace and continuity?

Even though there is a lot of hype around emerging digital marketing technologies and
digital transformation of marketing, the subsequent implications or consequences are
currently not yet well known (World Economic Forum, 2016, p.3-4; Morakanyane et
al., 2017, p.427-428; Quinn et al., 2016, p.2103-2108). In order to contribute in filling
the gap in the literature, the third research question RQ3 is: what kinds of subsequent
consequences/implications related to digital transformation driven changes have
appeared in organizations’ B2B-marketing? As such, RQ3 focuses on the ultimate
consequences that digital transformation is likely to cause in B2B-marketing of
organizations such as improvement in marketing performance, changes in dynamic
capabilities, emergence of new competitive advantage and penetration of new markets
whereas RQ2 focuses on the implications regarding the changes occurring e.g. in
operational processes, culture, structures, strategy, business model and value
proposition in order to incorporate the adopted digital technologies into B2B-marketing
of organizations’. Furthermore, to be able to better understand potential barriers and
challenges in achieving the advantageous subsequent consequences and
implications of digital transformation in B2B-marketing, the investigative sub-question
IQ2 constitutes as: what have been the biggest challenges or barriers for organizations
in achieving the identified opportunities and advantages enabled by digital
transformation of B2B-marketing?

1.3

The key concepts

Digital transformation
Based on their systematic literature review Morakanyane et al. (2017, p.437) define
digital transformation as an evolutionary process leveraging digital technologies and
capacities to contribute to value creation through operational processes, customer
experiences and business models. In a similar vein, Reis et al. (2018, p.418) state that
digital transformation refers to the utilization of novel digital technologies enabling
considerable improvements in business as well as influencing all areas of customer
experiences. According to Westerman et al. (2011, p.5) digital transformation means
6

the utilization of technology in order to significantly enhance performance or reach of
companies. Yet, Pramanik, Kirtania and Pani (2019, p.323-343), Reis et al. (2018,
p.411-419) as well as Kane, Palmer, Phillips et al. (2015) among others highlight that
the essence of digital transformation is not merely in harnessing emerging
technologies but more of in organizational capacity to reinvent, reimagine and
reorganize its prevalent business (such as capabilities, models, operations and
processes) to gain advantages from implementing digital technologies. Therefore, the
concept of digital business strategy that is according to Pramanik, Kirtania and Pani
(2019, p.323-343) referring to a strategy of an organization that is formed and
executed to leverage digital resources for differentiated creation of value, is intertwined
with digital transformation.

Marketing and digital marketing
The manifold conceptualization of marketing has long been an issue among scholars
and practitioners working in the field of marketing (Bolajoko, Salome & Sikuade, 2013,
p.56; Contreras & Ramos (2016, p.49-51). One of the most well-known definitions
provided by American Marketing Association in 2007 defines marketing as the activity,
set of processes and institutions aiming to create, communicate, deliver and exchange
offerings from which clients, customers, marketers and society at large are able to
receive value (Gundlach & Wilkie, 2009, p.260). According to Hollensen (2014, p.21)
marketing refers to organizational commitment to develop and coordinate strategies
and activities through exploring, exploiting and transferring of knowledge in order to
be able to satisfy the needs of selected customers better than the competition.

Digital marketing on the other hand, is nothing more than marketing that involves the
use of modern digital tools for the placement and communication of offerings
(Grishikashvili, Dibb & Meadows, 2014, p.147). Yet, Smith (2007) points out the
definition provided by Digital Marketing Institute that emphasizes that digital marketing
differentiates itself from traditional marketing through the utilization of digital
technologies enabling creation of targeted, integrated and measurable communication
that supports in acquiring and retaining customers in addition to developing marketercustomer relationships that are deeper. Lastly, business-to-business (B2B) and
business-to-consumer (B2C) contexts have been identified to greatly affect the nature
of marketing and the key differences tend to result in the number of purchase
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influencers, time invested and drivers affecting into decision-making, value exchange,
depth of marketer-buyer relationships, complexity of products and services, and
differences in marketing communication (Habibi et al., 2015, p.640-642).

Organizational change
Change can be defined as the action resulting in giving a thing a different kind of form
or aspect, in other words alteration (Bunea et al., 2016, p.83). According to Jarret
(2009, p. 13-15), in organizational context change can be divided into four broad types
of organizational change that are temporary change, progressive or gradual change,
organizational restructuring and transformational and cultural change programs.
Temporary change is a type of organizational change in which initiative for change
falls apart as the old practices take over whereas progressive or gradual change is a
certain minor improvement including small risks and advantages, and that is rapidly
and easily implemented (Jarret 2009, p.13-15). Organizational restructuring means
changing fundamental structures, relationships and systems of organization, and
transformational and cultural change programs refer to redefining the strategic
direction, identity and culture of organization (Jarret 2009, p.13-15). According to
Jarret (2009, p.13-15) the more radical the change, the more risks and benefits it
includes.

Innovation
Innovation that is a process as well as an outcome can be defined as creating or
adopting, embedding, and exploiting novelty that includes added value in social and
economic spaces; revising and expanding services, markets and products; developing
novel production procedures; and generating new kind of systems for management
(Crossan & Apaydin, 2010, p.1155-1156). According to Crossan and Apaydin (2010,
p.1154-1191) the overwhelming majority of research concerning organizational
innovation has concentrated more on the outcome side of innovation, therefore
neglecting the organizational process that takes place with it.

Strategic inertia and renewal
The concept of strategic inertia means according to Hopkins, Mallette and Hopkins
(2013, p.77) the organizational proclivity to stick with the status quo as well as the
resistance of organization to renew their current strategy beyond the boundaries of the
8

current strategy. The contradictory concept to strategic inertia is strategic renewal that
is defined by Floyd and Lane (2000, p.155) as a process having evolutionary
characteristics that is related to promoting, orchestrating and exploiting new
knowledge as well as innovative behavior regarding pursuing of change in
organization’s market domain and/or in its’ core competences.

1.4

Theoretical framework

The theoretical framework of this study includes three distinctive theoretical models or
viewpoints explaining the characteristics of organizational change as well as the
organizational drivers and ability to overcome inertia toward change and renewal.
Each model offers its’ own unique approach for the phenomenon although also some
similarities exist. Consequently, the models are not completely exclusive although they
include alternative views for the nature and origins of organizational change. As digital
transformation is among others according to Hanna (2016, p.1-432) said to represent
completely new kind of change for businesses and disruptively transform marketing
as argued e.g. by Morakanyane et al. (2017, p.428), it was arguable and even
intriguing to apply three traditional distinctive theoretical views explaining
organizational change, in order to see how feasible are they in the contexts of digital
transformation, B2B-marketing and large industrial MNCs.

The three theoretical models or viewpoints include punctuated equilibrium theory,
incremental/evolutionary view of organizational change, and theories of strategic
organizational adaptation and continuous change. The table 1 presented in chapter
2.4.2 summarizes the key elements, differences and similarities between the three
theoretical models and includes also contextual propositions pertaining to how
implications of digital transformation in B2B-marketing are according to the theoretical
views assumed or suggested to occur within case organizations. The perspectives of
the theoretical models are organizational or managerial, thus supporting specifically
managers in understanding organizational behavior and drivers affecting initiatives for
change.
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1.5

Research methodology and delimitations

When it comes to the delimitations of the study, an obvious delimiting factor is that the
empirical part of the study was conducted by researching only large industrial MNCs,
manufacturing machinery, parts and technologies to different industrial sectors.
Consequently, the insights provided by this study are not necessarily applicable to
organizations that differ greatly in size, degree of internationalization and business
model. Moreover, this study focuses merely on the context of B2B when researching
implications of digital transformation to marketing of businesses. As such, it might not
be wise to apply the findings into the context of B2C due to the considerable
differences between marketing in these two contexts that have been widely recognized
in earlier literature as demonstrated by Habibi et al. (2015, p.640-642), Hollensen
(2014, p.471-472), and Jobber and Lancaster (2012, p.10-12, 90-119). Yet, as the
digital transformation of marketing in B2C context seems to be ahead of B2B context
in terms of research and practical development as discussed in the literature review,
B2B-marketing specifically requires more attention from scholars and this is why the
context is delimited to B2B-marketing in this study.

Another contextual delimitation of this study is that although it focuses on MNCs, the
limited resources and time scale did not allow collecting of primary data broadly from
different market regions and thus some of the insights provided are highly related to
geographical area of Northern Europe although the global perspective wasn’t
neglected when collecting primary and secondary data. Moreover, when it comes the
theoretical and managerial perspective of this study, the theoretical framework and
focus of the study are highly described from organizations’, managers’ and marketers’
perspectives,

therefore

neglecting

for

example

the

implications

of

digital

transformation in marketing from customers’ perspective (e.g. to perceived value and
buying behavior). Lastly, this study is delimited also in a sense that it does not
investigate the processes of certain technological innovation adoptions that deeply but
rather aims to concentrate on the “big picture” in changes and implications related to
digital transformation of organizations’ B2B-marketing. Thus, this research does not
necessarily provide in-depth findings pertaining to implications of a certain digital
marketing technology (e.g. artificial intelligence) to a certain marketing function (e.g.
target marketing).
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The research method of this study is qualitative and the type of research longitudinal
retrospective descriptive multiple case study as these are the most feasible in terms
of the research aims, questions and delimitation. Longitudinal research enables
exploration and explaining of development and change over long time periods
(Gottfredson & Hirschi, 1987, p.581-614). From theoretical perspective, earlier similar
studies that have researched the adoption of innovation and its implications to different
organizational areas have mainly utilized secondary data gathered from databases,
business/market/industry reports or earlier studies. Also, combining some of the
aforesaid secondary data collection sources with interviews providing primary data
have been utilized in earlier longitudinal studies.

Due to the limitations and unavailability of rich as well as relevant secondary data
sources, this study emphasizes the findings derived from primary data which were
complemented with secondary data gathered mainly from public annual reports of the
case companies. The primary data was gathered from case companies’ marketing
managers and specialists with qualitative thematic semi-structured interviews.
Although the case companies do not compete/operate in the same markets and
industries, all of them are large MNCs manufacturing and marketing machinery and
technologies to organizations operating in different industrial sectors. Consequently,
the underlying business models of the case companies can be considered rather
traditional when compared to innovative IT-technology focused companies.

The analysis of primary and secondary data gathered from qualitative thematic semistructured interviews and annual reports was conducted by utilizing qualitative content
analysis which made possible the interpretation and describing of relevant themes and
topics in the data in a systematic manner. Moreover, the content analysis was done
by applying abductive approach that is a directed approach, best serving the nature of
the applied research design and methods. Along with utilizing qualitative content
analysis, also cross-case analysis was employed in order to compare similarities and
differences between multiple cases of this study.
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1.6

Expected theoretical contributions and managerial implications

When it comes to the theoretical contribution of future research in the field of
innovation and organizational change, Lam (2004, p.33) highlights the area of
evolutionary processes as well as organizational choice in facilitating innovation and
change in organizations, and Demirciouglu (2016, p.1-5) somewhat agrees by
emphasizing the need for further research particularly in adoption and outcome of
innovation at organizational level. Furthermore, as the theoretical frameworks
explaining factors of innovation adoption have been created, discussed and
empirically tested in numerous scientific papers over the years (only to mention few
e.g. Sharma and Citurs (2005, p.1213-1218), Iavacou, Benbasat and Dexter (1995,
p.465-485), Oliveira and Martins (2011, p.110-121), and Al-Jabri and Sohail (2012,
p.379-391)), this study takes a different perspective by applying three theoretical
models discussed e.g. by Lam (2004, p.4, 26-31) that focus on organizations’ abilities
and factors to overcome inertia regarding change and adaptation precipitated for
example by technological changes or considerable shifts in environmental conditions.
As such, the kind of turbulence that the digital transformation represents for
organizations all over the world.

By researching implications of digital transformation in B2B-marketing of large MNCs,
this study will boost an understanding of the scientific community regarding the
characteristics and drivers of organizational change in the digital era. As digital
transformation is presenting completely new kind of organizational change, it may be
that the applied theories explaining organizational change do not necessarily answer
to the needs of changing world and business anymore. Consequently, if essential this
study seeks to provide revised or novel theoretical model of organizational change for
research purposes that is up to date and feasible for rapidly and constantly changing
environment that the digitalization represents.

This study will provide important insights for marketing managers and specialists but
also for top management of firms about implications and characteristics of digital
transformation within contexts of large MNCs, industrial machinery and technology
manufacturers and B2B-marketing. It will support executives in developing
organizational capabilities for identifying as well as for addressing opportunities and
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challenges enabled by digital transformation. Nowadays, gaining an understanding of
such topic is crucial for number of firms in order to conduct organizational changes
successfully and ensure long-term survival of the firm as discussed by Reis et al.
(2018, p.411-412).

1.7

Structure of the study

The chapter two will provide detailed and profound theoretical review of the three
distinctive theoretical models derived from the existing literature, that are describing
drivers, characteristics, challenges and implications related to the organizational
change and innovation adoption. At the end of the chapter two, the research context
including digital transformation and B2B-marketing are discussed from the basis of the
existing literature. In addition, the key differences and commonalities of the theoretical
models applied as well as the propositions how such theories are likely to explain
organizational change related implications in the research context are summarized in
the table at the end of chapter 2.

The empirical part of the paper starts from chapter three, in which research design
and methods applied are explained in a detailed manner in order to provide
transparent and scientifically acceptable view of the research for the readers,
particularly concerning its’ findings and conclusions made. Consequently, research
cases and design, methods used for collecting and analyzing data as well as reliability
and validity of the research are discussed. The findings of this study are logically
presented in chapter four according to the themes derived from the initial research
model and from the content of theoretical framework. Finally, the key findings of the
study are discussed and concluded by the evaluation of theoretical contributions and
managerial implications. In addition, the limitations of the study are discussed and
appeared future research avenues suggested.
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2

THEORETICAL FRAMEWORK

According to Lam (2004, p.3) organization’s ability to innovate creates a foundation
for the successful utilization of emerging technologies and inventive resources. In
other words, technological and organizational innovations are highly associated as
adoption of new technologies often requires also changes in organizational forms and
management practices (Lam, 2004, p.3). The relationship between innovation and
organizations is today becoming more and more multilevel, dynamic and complicated
leading organizations to adopt more complex innovations in order to be able to tackle
complex problems (Demirciouglu, 2016, p.3-4). Yet, Lam (2004, p.31-32) states that
there is not scientifically accepted consensus regarding the definition of organizational
innovation, nor coherent theoretical framework for the phenomenon as it has been a
subject to different interpretations and theoretical perspectives.

The core discussion regarding theories of organizational evolution and adaptation
relates to the topic whether the ability of organizations to adapt and change to
considerable environmental shifts and radical discontinuous technological changes
stems internally or whether radical organizational changes are originated from the
process of selection occurring at the population level (Lewin & Volberda, 1999, p.519534; Park & Krishnan, 2003, p.265). Secondly, the prevailing characteristics of
organizational change in terms of scope and pace as well as their exclusiveness tend
to vary between the theoretical approaches described in this study as demonstrated
e.g. by Lam (2004, p.25-31), Lam (2011, p.173-174), McKnight (2013, p.105) and
Farjoun (2010, p.202-225). Consequently, as each theory has its limitations and
distinctive perspective, the three models are included to find the most feasible one for
the empirical and conclusive sections of this study.

The three theoretical models or rather broad theoretical approaches discussed and
utilized in this study are punctuated equilibrium theory, incremental/evolutionary view
of organizational change and theories of strategic organizational adaptation and
continuous change that have been juxtaposed for instance by Lam (2004, p.25-31).
Despite the different approaches of chosen theories to organizational change,
Burgleman (1991, p.239-262) and Child (1997, p.1-22) agree that in this theoretical
context innovation is nevertheless a capacity for organizations to be able cope with
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changes taking place in external environment as well as to be able to mold and
influence it. Hence, understanding the characteristics of change and adapting
organizational behavior are the key capabilities for organizations in this corporate
world that is constantly under change (Kets de Vries, 2011, p.151-172).

2.1

Punctuated equilibrium theory

Theoretical paradigm of punctuated equilibrium was originally developed in 1972 by
Niles Eldredge and Stephen Gould as an alternative biological theory for prevalent
Darwinism describing gradual evolution (Gersick, 1991, p.10-11). However,
afterwards the core idea of punctuated equilibrium theory has been utilized in number
of social science studies such as by Tushman and Romanelli (1985, p.171-222),
Levinthal (1998, p.217-247), and Peter and James (2017, p.1-6). For instance,
punctuated equilibrium theory can be used to bridge the gap between alternative
perspectives of incremental technological change and fast, even discontinuous
technological change (Levinthal, 1998, p.217). According to Gersick (1991, p.10-11)
the paradigm of punctuated equilibrium can be applied broadly to organizational
studies and it helps to explain the nature and appearance of change in social entities
as well as how the change can be managed. In that sense it provides generally useful
tool for practical and theoretical matters. Therefore, it is not surprising that Peter and
James (2017, p.1) state that punctuated equilibrium theory is nowadays widely
recognized as a feasible theory for studying evolutionary changes or paradigm shifts
in activities of business and economics.

Punctuated equilibrium theory proposes that organizations tend to conduct
fundamental transformations (i.e. change involving most or all key areas of
organization) in rather short periods of time as a result of environmental changes,
leading to discontinuous leaps of development instead of continuous gradual
development (Lam 2004, 28-29). In their regular patterns of activity, organizations
experience rather long periods of stasis in evolving called equilibrium periods that in
time become punctuated by rather brief bursts of fundamental change called
revolutionary periods (Gersick, 1991, pp.10-22; Romanelli & Tushman, 1994, p.11411166; Peter & James, 2017, p.2).
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According to Peter and James (2017, p.2), and Gersick (1991, p.21; 1988, p.17) as
revolutionary periods disrupt basic patterns of organizational activity, a foundation
(deep structure) for new equilibrium periods is established. McKnight (2013, p.106)
argues that such punctuations caused by external pressures can trigger disruptive or
revolutionary change in organizations resulting in transformational strategies such as
in redefining the value proposition, reconfiguration of value stream and positioning,
and redefining the driving force of the organization. Figure 1 below demonstrates the
stages of evolution described by punctuated equilibrium model juxtaposed to gradual
continuous evolution. As it can be seen from the figure 1, gradualism suggests, that
change occurs in incremental and continuous manner over time whereas punctuated
equilibrium paradigm describes that periods of equilibrium and rapid change occur
alternately.

Figure 1. Gradualism change versus punctuated equilibrium change. Adopted from McKnight (2013,
p.105).

The discontinuous organizational evolution described by punctuated equilibrium
model is also closely associated with technological change occurring as cyclical
patterns as mentioned e.g. by Lam (2004, p.25), Peter and James (2017, p.2-6) and
Levinthal (1998, p.217-247). As Lam (2004, p.29) emphasizes that discontinuous
emergence of radical technologies shapes the competitive environment over time by
posing strategic opportunities and challenges for firms, Tushman and O’Reilly (1996,
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p.8-30; 1999, p.20-23) highlight the importance of organizational capability to
simultaneously adapt to incremental as well as to radical changes in technology.
Hence, organizations need to balance between incremental and radical innovation.

McKnight (2013, p.106) discusses that changes concerning advanced technology may
cause immediate changes in firm’s capacity, product and service occasionally
resulting in discontinuous innovation. However, even though major environmental
changes have been acknowledged to trigger and influence innovation adoption and
fundamental transformation of organizations as mentioned e.g. by Peter and James
(2017, p.1-6), and Boushey (2012, p.142), also internal forces such as managerial
urge play an important role in the aforesaid as stated e.g. by Romanelli and Tushman
(1994, p.1141), Tushman and O’Reilly (1996, p.8-30), and Levinthal (1998, p.217247). Still, Gersick (1991, p.22) argues that external or internal changes do not cause
revolutionary change per se, but they only form the need for it.

According to Gersick (1991, p.13-15) as well as Tushman and Romanelli (1985, p.171222) punctuated equilibrium theory includes three main elements that are deep
structure, equilibrium periods and revolutionary periods. The concepts and their
respective definitions provided by different scholars for the elements of punctuated
equilibrium theory vary to some extent partly because of the diverse contexts where
the theory has been applied. (Gersick, 1991, p.13-22; Peter & James, 2017, p.2). For
instance, Peter and James (2017, p.2) refer to equilibrium period also as the random
phase and Haken (1981, p.17) uses the concept of order parameters when describing
the deep structure.

2.1.1 The components of punctuated equilibrium theory

Romanelli and Tushman (1994, p.1144) view deep structure as an organizational
system composed of interrelated parts of organization that is sustained by mutual
dependencies between the parts and with regulatory, competitive and technological
systems external to the organization that strengthen the legitimacy of choices made
by management that created the parts. Deep structure is the set of underlying choices
that a system has conducted regarding the organizational parts into which its units are
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organized as well as the fundamental patterns of activity maintaining existence of an
organization (Gersick, 1991, p.14).

Despite the interdependence of organizational parts, uniform adaptation and change
over organizational subunits without any “friction” is not how the deep structure works
as executives of organizational subunits maintain complicated network of relationships
and commitments causing resistance to overall change of an organization (Romanelli
& Tushman, 1994, p.1144). Lam (2004, p.28), Gersick (1991, p.19) and, Romanelli
and Tushman (1994, p.1144) argue that inertia and resistance to change caused by
such organizational structure is a critical part of organizational change and innovation
following the model of punctuated equilibrium. It prevents gradual changes in
organizational subunits from prevailing, thus enabling the key condition for means to
achieve fundamental transformation through revolutionary period of change (Gersick,
1991, p.19-21; Romanelli & Tushman, 1994, p.1144). Tushman and O’Reilly (1996,
p.18) do not use the concept of deep structure but suggest that over time organizations
form two types inertia, structural and cultural, from which definition of structural inertia
is very much related to the resistance stemming from organizational complexity, size,
processes, systems, procedures and structures. Cultural inertia that is formed through
organizational learning represents expectations on “how things should be carried out”
and can be expressed in the informal norms, myths, values, heroes and stories
evolving in organizations in the long run (Tushman & O’Reilly, 1996, p.18).

McKnight (2013, p.107-108) suggests that dismantling of deep structures and inertia
as well as sense of urgency can strengthen the organizational uncertainty and
turbulence caused by punctuated change, hence underlining the ability of individuals
and managers to cope with uncertainty and adapt one’s behaviour accordingly.
According to Tushman and O’Reilly (1999, p.20-22) revolutionary periods, generating
discontinuous innovation require compact organizational units that possess loose
work process and product structures, robust technical and entrepreneurial skills as
well as somewhat heterogenous and young workers.

The second component of punctuated equilibrium theory, equilibrium period, is defined
by Tushman and Romanelli (1985, p.195) as a period during which internal
consistency dominates the organization. During periods of equilibria, the basic
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organization and patterns of activity within the system stay somewhat constant
(Gersick, 1991, p.16-19). Peter and James (2017, p.2) refer to period of equilibrium
also as the random phase of punctuated evolution, which is the network having
condition of stasis, meaning that there is nearly not change at all in its’ structure and
otherwise random changes without significant implication.

Romanelli and Tushman (1994, p.1143) as well as Lam (2004, p.28) argue that the
common state of organizational activity is characterized by equilibrium or stability.
Nevertheless, incremental changes can take place in a system even during periods of
equilibrium in order to be able to cope with external and internal perturbations but in a
way that deep structure is not changed (Wake, Roth & Wake, 1983, p.211-224). In
other words, organizations concentrate on maintaining and slightly improving their
existing processes and outputs in a way that the “rules of the game” embedded among
organizational players do not become altered (Tidd & Bessant, 2013, p.32-34; Phillips,
Noke, Bessant & Lamming, 2006, p.175-196). Also, Brown and Eisenhardt (1997, p.1)
point out that in punctuated equilibrium model incremental change is not excluded but
the focus is in radical events of change. According to Gersick (1991, p.18) there are
three barriers maintaining organizational inertia toward radical change including
motivation, cognition and obligation.

Revolutionary period which is the third component of punctuated equilibrium model is
according to Romanelli and Tushman (1994, p.1141) a period during which
established activity patterns of organization become essentially disrupted by short
burst of paradigm shift leading to new basic patterns of activity. Gersick (1991, p.1922) explains that during revolutionary period the deep structure of organizational
system is dismantled, temporarily making the system disorganized which permits the
fundamental change as a part of system’s old structures as well as some new
structures can be integrated and configured as a system operating according to new
logic.

Peter & James (2017, p.2) approach the revolutionary or growth phase (as they call it)
through innovation by stating that innovation can trigger sudden growth in
organization, also catalyzing further innovation which will eventually transform into a
system of entrepreneurial region. Likewise, Tidd and Bessant (2013, p.32-33) argue
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that occasionally discontinuous innovation and change take place within but also
outside the organization in a way that fundamental “rules of the game” become
redefined potentially involving a process what Schumpeter (2003, p.81-86) appointed
as a process of “creative destruction”, leading to reframing of the competitive space.
Miller and Friesen (1982, p.867-892) and Miller, Friesen and Mintzberg (1984, p.1320) demonstrated that organizations which decision-making routines, informationprocessing devices and formal structures were rapidly and radically changed,
performed better in long run compared to the organizations changing incrementally or
gradually in the aforesaid areas.

2.1.2 The advantages and limitations of punctuated equilibrium theory

Over the recent decades, punctuated equilibrium theory has been applied to number
of contexts among social theories including for instance organization (Romanelli and
Tushman (1994); Gersick (1988 & 1991); Lam (2004)), innovation (Peter and James
(2017); Boushey (2012)), leadership and management (McKnight (2013); Mudambi
and Swift (2011)) and technology (Levinthal (1998); Loch and Huberman (1999)). This
demonstrates that, the theory of punctuated equilibrium provides rather useful
theoretical framework whenever studying radical but discontinuous change in different
contexts. It is extremely useful in retrospective studies as demonstrated for instance
by Mudambi and Swift (2011, p.429-440), Boushey (2012, p.127-146) as well as by
Peter and James (2017, p.1-6).
On the contrary, punctuated equilibrium paradigm too has its’ limitations as every
theory. According to Gersick (1991, p.33) the first issue with the theory is that it in a
sense excludes the possibility of gradual change although the developers of the theory
Gould and Eldredge (1977, p.115-151) never argued that gradualism would not exist.
The second limitation has to do with too loose or literal application of the punctuated
equilibrium theory to different research domains as human systems may evolve in
completely different manner depending on the context, settings and circumstances
(Gersick, 1991, p.33). Lam (2004, p.29) argues that the weaknesses of the theory
include that it does not explain how new organizational forms are established during
the revolutionary phase by actors of an organization as well as inability to address
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long-term opportunities of an organization for survival when new organizational
structures occur.

2.1.3 Punctuated equilibrium theory in earlier studies

While the punctuated equilibrium model has been successfully applied to
organizational contexts to explain patterns of activities related to change such as by
Tushman and Romanelli (1985, p.171-222) as well as by Gersick (1991, p.10-36), the
study of Romanelli and Tushman (1994, p.1141-1168) managed to confirm three core
hypotheses derived from the theory with data gathered from U.S. minicomputer
manufacturers. Firstly, the results suggested that succession of top manager and
significant environmental shifts affected transformation of organizations (Romanelli &
Tushman, 1994, p.1158). Secondly, minor changes in distribution of power, strategies
and structures did not trigger fundamental transformation (Romanelli & Tushman,
1994, p.1157-1158). Thirdly, preponderance of transformations among organizations
were achieved via change that took a nature of discontinuity and swiftness, along with
changing all or most areas of activities that took place in organizations (Romanelli &
Tushman, 1994, p.1156-1157).

In the study conducted by Levinthal (1998, p.217-247), punctuated equilibrium theory
was applied in the context of technological development particularly in the context of
wireless communication. Levinthal (1998, p.217) demonstrates that the framework of
punctuated equilibrium can be used to explain speciation that is applying of existing
technology to a new field of application as the critical event of technological change
instead of developing new technologies itself. Two basic forces of distinctive selection
criteria (such as degree of price sensitivity and the key attributes of functionality) and
associated resources of application domain are affecting the result of applicability of
technology to new domains (Levinthal 1998, p.217-218).

According to Levinthal (1998, p.217-220) the adoption of technologies through
speciation to new domains may precipitate the phenomenon of creative destruction in
which the commercial impact of adopted technologies invades other niches and leads
to replacement of prior technologies used. In other words, the commercial impact of
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adopted technology is likely to reflect the increased impact of the technology in its new
domain of application but also its ability to penetrate other domains (Levinthal 1998,
p.245). Consequently, identification of potential domains of application for current
technologies is a key element of innovative activity (Levinthal 1998, p.220). Finally,
Levinthal (1998, p.220-221) summarizes that the pace and nature of technological
change are driven by two elements that are the process of adaptation (adaptation of
technology to the unique needs of the niche) and abundance of resources in the niche.

Boushey (2012, p.127-146) built his study on punctuated equilibrium theory to analyze
the diffusion of public policy innovations in the United States across different states as
he identified that there had been significant variation in the scope and speed of
adopting policy innovations. As a consequence, Boushey (2012, p.127-146) analyzed
mechanisms and factors influencing the speed and scope of diffusion of 81 public
policy innovations in addition to examining whether the diffusion of innovations
followed the evolution described by the punctuated equilibrium theory. The results of
the study regarding pace and scope of the diffusion of innovation in the context were
aligned with punctuated equilibrium theory (Boushey 2012, p.127-146).

Mudambi and Swift (2011, p.429-440) conducted massive study by analyzing
punctuated equilibrium model in the context of firms’ R&D management. Applying the
theory to panel of nearly 11 000 firm-years between years 1997 and 2006, the study
found out that R&D expenditure volatility goes hand to hand with increase in innovation
and firm growth as there was positive relationship between the variables, even though
the relationship was weaker in firms that are highly diversified and negative among
small firms as well as in firms operating in industries in which innovation and change
appear slowly (Mudambi & Swift, 2011, p.429).
According to Mudambi and Swift (2011, p.430-435) as well as Tushman and O’Reilly
(1996, p.24-25; 1999, p.20-23) firms need to be ambidextrous by exploiting their
existing competencies during periods of equilibrium and exploring new opportunities
and competencies during periods of revolution under external turbulence. This causes
volatility to firms R&D investments and organizational change following the
development of punctuated equilibrium theory (Mudambi & Swift, 2011, p.430-435).
Crossan and Apaydin (2010, p.1154-1191) reckon that due to fact that nowadays
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increasing number of firms are highly market oriented, focusing only on R&D as the
source of innovation somewhat excludes the considerable impact that the external
sources may have regarding innovation adoption and organizational change, and
therefore both internal and external sources of innovation should be considered when
making theoretical interpretations.

2.2

Incremental and evolutionary view of organizational change

The most common form of strategic change appearing in organizations according to
the view of evolutionary or incremental change process is a sequence of rather minor
and continual strategic adjustments building upon existing strategies that over long
periods of time evolve incrementally. (Fornaciari, Lamont, Mason & Hoffman, 1993,
p.275; Mintzberg, 1987a, p.11-24; Mintzberg, 1987b, p.25-32; Lindblom, 1959; p.120128). According to Lam (2004, p.25) incremental and evolutionary view of
organizational change which is related to institutional, evolutionary and organizational
ecology theories emphasizes that organizations change incrementally as a
consequence of environmental selection process and organizational inertia. Park and
Krishnan (2003, p.266) determine evolution as a process related to successive
integration as well as differentiation. Organizational change is viewed by evolutionary
theories as a product following the “local search” for improved practices (i.e. search
for similar methods that are already used) meaning that the skills and routines of
organization change incrementally and slowly (Lam, 2004, p.27).

The evolutionary view suggests that organizational change is inevitable but uncertain
process favoring “survival of the fittest” as well as that organizations that are patient in
their changes in respect of environment and do not conduct structural changes rapidly
are more likely to survive (Park & Krishnan, 2003, p.266-267). New organizations will
replace the previous ones failing to adapt their structures and strategies to
environmental changes over time (Lam, 2004, p.26). While there is constant battle
between implication for organizational stability and change, determinism is
emphasized over voluntarism in theories related to incremental and evolutionary
change of organizations (Park & Krishnan, 2003, p.265-269). Yet, Lam (2004, p.28)
argues that organizational ecology and evolutionary theories have generally neglected
the fact that the significance of determined selection versus voluntary adaptation
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leading to appearance of new organizational forms is likely to vary between contexts
of different type. Consequently, some of the incremental and evolutionary change
perspectives have mixed elements of evolution and adaptation, meaning particularly
determinism and voluntarism or planning and learning (Jarret, 2009, p.28-53; Lam,
2004, p.26-27; Park & Krishnan, 2003, p.267; Miller, 1993, p.116-134; Fornaciari et
al., 1993, p.275-276).

According to Hobday (2005, p.121-146), and Crossan and Apaydin (2010, p.11541191) about findings of Mahdi (2002), several innovation models developed over the
years have not been consistent enough to explain empirical findings across and within
different domains apparently due to innovation’s iterative and path-dependent
characteristics thus leading e.g. Hobday (2005, p.121-146), and Van de Ven, Polley,
Garud and Venkataraman (2008, p.1-28) to highlight adopting an evolutionary
approach when trying to understand and manage innovation within organizations. Van
den Ven et al. (2008, p.1-28) recommended managers dealing with innovation to “go
with the flow” as controlling the whole innovation journey is simply impossible.

2.2.1 The organizational inertia and capacity as drivers of stability and change

According to Hannan and Freeman (1977, p.929-963; 1984, p.149-164) organizations
are rarely successful in conducting radical changes in structure and strategy even if
environmental changes would require it as inertial forces stemming from
organizational structures restrict such changes. These organizational structures
represent rather constant reproducible routines, providing stable and reliable basis for
organizations to operate while also making them to oppose change (Lam, 2004, p.26).
In a sense, the deep structure described as the key element of punctuated equilibrium
theory is also taking place as the key element of incremental and evolutionary view of
organizational change but the evolution and change just occur differently.

While Hannan and Freeman (1989, p.1-366) believe that organizational inertia toward
change stems from structural arrangements of organization, Park and Krishnan (2003,
p.266) argue that such inertial forces grow over time as organization remains rather
stable and becomes older. Also, Lindblom (1959, p.120-128) as well as Fornaciari et

24

al. (1993, p.275) suggest that organizations rely heavily on their past when conducting
changes, as it serves as the foundation for the actions of future. However,
organizations that get too firmly stuck in their past actions are doomed in the long-run
(Kets de Vries, 2011, p.151-172; Tushman & O’Reilly, 1996, p.23-24).
Tushman and O’Reilly (1996, p.18-20) argue that while structural and cultural inertia
both make particularly discontinuous, disruptive innovation adoptions challenging for
organizations to conduct, the cultural inertia is likely to foster incremental innovation
adoption and thus continuous change of organizations in relatively stable
environments as it provides an efficient custom for coordinating and controlling people
without formal control structures. Nevertheless, incremental change in organization
can be justified because compared to radical changes it is less likely to raise resistance
among the parties whose power positions would possibly become threatened
(Fornaciari et al., 1993, p.275).

Also, Kets de Vries (2011, p.151-172) advocates continuous, gradual change in
organizations as it prevents the chaos associated with radical changes, and provides
managers and employees naturally appearing possibility to continually evaluate their
current activities in contrast to the external environment. In addition, the most costeffective actions vary only slightly from the current ones, thus conserving limited and
valuable resources of organizations (Fornaciari et al., 1993, p.275). Although
Tushman and O’Reilly (1996, p.8-30; 1999, p.20-23) too understand the benefits and
need for evolutionary change among various organizations, they emphasize that
sustainable long-term business requires also organizational ability to be able to
manage discontinuous, radical changes from time to time, as they stress that the
paradox of success turning into failure that is discussed also by Kets de Vries (2011,
p.151-172) is more likely to occur at some point if organizations stick merely to
incremental change.

According to Bunea et al. (2016, p.83) successful organizational change is built on
internal organizational capacity including resources, people, managerial capabilities
and culture along with the ability to take into account trends in external environment.
Tushman and O’Reilly (1999, p.20) emphasize that different innovation types require
customized organizational hardware such as systems, motivators and structures as
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well as customized organizational software such as culture, human resources and
networks. For instance, organizational units that foster incremental change are
relatively big, efficiency-oriented, homogenous, experienced, sales and manufacturing
oriented, and have formalized responsibilities as well as centralized processes
(Tushman & O’Reilly, 1999, p.20). In other words, such characteristics does not
provide a lot of leeway for disruptive or radical innovation to take place in organizations
thus undoubtedly preventing paradigm shifts.

2.2.2 The role of external context for organizational change

Institutionalization or institutional perspective is another theoretical perspective that
can be perceived to belong under the theoretical strand of incremental and
evolutionary organizational change (Lam, 2004, p.26-28; Park & Krishnan, 2003,
p.265-268). According to Park and Krishnan (2003, p.268) a sort of basis for
institutionalization perspective is that an organizational structure is not necessarily the
most feasible for supporting the operations conducted in the organization. Therefore,
institutionalization can be defined as a process that supports organizations to adopt
certain structures due to the external legitimacy that the elements related to structures
have with external constituents (Dimaggio & Powell, 1983, p.147-160).

Park and Krishnan (2003, p.268) as well as Lam (2004, p.26) argue that according to
the institutionalization view, organizations tend to follow institutional norms, myths and
expectations of intra- and inter-organizational field in order to pursue stability,
legitimacy and survival for organizational structures. As a consequence, isomorphism
causes organizations in the same environmental field or industry to modify their
existing organizational structures so that they resemble each other (Park & Krishnan,
2003, p.268; Dimaggio & Powell, 1983, p.149; Hawley, 1968). Consequently,
isomorphism acts as a constraint for organizational change but also stimulates it (Park
& Krishnan, 2003, p.268). Lam (2004, p.26) prefers to use the concept of normative
embeddedness of an organization when referring to the same phenomenon of
organizations being defined by their institutional contexts.
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In the face of shifting environment caused by entrepreneurial activities of emerging
firms and radical technological innovations, new entrants within the industry force the
old organizations to adapt their structures, capabilities and competences accordingly
or the old organizations become superseded although the pace and scale of
environmental change influences to some extent development of organizational forms
(Lam, 2004, p.27). According to Lam (2004, p.27), Aldrich and Mueller (1982, p.3387), and Schumpeter (2003; p.81-86) emerging firms have proven to be more
successful in utilizing radical technological innovations compared to firms already
established due to their pioneering organizational forms. This makes sense as the new
technological innovation-oriented companies can build their organizational structure,
culture and activities to support the utilization of radical, emerging technologies from
their inception.

Tushman and Anderson (1986, p.439-465) as well as Henderson and Clark (1990,
p.9-30) suggest that the nature of organizational evolution affected by technological
change is dependent on whether the competences of existing organizations are
enhanced by the emerging technology or destroyed by it. According to Lam (2004,
p.27) organizations that are already established have better abilities to initiate required
changes when adopting “competence-enhancing” new technologies whereas new
entrants are in better position to master “competence-destroying” technological
innovations and thus set the requirements for organizational evolution within industry.
Yet, in the end organization’s ability to adapt and survive under technological changes
is highly dependent on how fast the organization can achieve skills and competences
to be able to fulfil the requirements set by new technological innovation and
organizations utilizing it (Lam, 2004, p.27-28).

2.2.3 Incremental/evolutionary view of organizational change in earlier studies

Incremental/evolutionary organizational change has been also studied in a myriad of
empirical contexts over the years. The research of Maslach (2016, p.714-723)
examined in the context of US medical device manufacturers that whether
organizations failing to adopt incremental or novel innovation will change their
innovation activities that is the course for organizational change or persist with the one
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accompanied with failure. According to Maslach (2016, p.714-716) failure with
innovation should be tackled within organization by conducting radical changes with
the adoption of novel innovations as such actions are more likely to prevent failures in
the future caused by persistence with earlier innovation strategies. However, the
results of the quantitative study which included 1249 firms and observations from 1998
to 2010 proved that organizations tend to behave otherwise as persistence of
incremental innovation related actions are likely to continue even after failure with the
adoption of incremental innovation but is also preferred course of change in the case
of failure with novel innovation adoption (Maslach, 2016, p.714-723). It is argued in
the study that the results can be explained by the fact that compared to novel
innovations, firms have more experience and understanding about the incremental
innovations and feedback related to those making it naturally easier to implement
changes that are incremental in their nature (Maslach, 2016, p.718-722).

As radical technological changes typically include risks to organizations affected by
them, the organizational risks related to engagement with continuous incremental
technological innovation and change under certain circumstances have not been
widely studied (McKendrick & Wade, 2010, p.613). Consequently, McKendrick and
Wade (2010, p.613-639) conducted a study in which they analyzed the data set
consisting of global floppy disk drive manufacturer companies to find out how frequent
incremental change is linked to performance and mortality of firms given the
differences in firm size. The findings suggested that frequent incremental changes in
technologies of organizations increase the mortality of smaller firms and decrease the
mortality of larger firms as well as make larger firms more effective in competing
against other firms (McKendrick & Wade, 2010, p.627-634). As such, McKendrick and
Wade argue (2010, p.632-633) that larger organizations have better possibilities to
gain advantages and survive through incremental technological innovations than
smaller organizations but also based on the findings of Carrol and Teo (1996, p.619644) as well as Khessina (2004, p.1-50) assume that smaller firms may be more
successful in taking the full advantage from large changes related to disruptive or
radical innovation. The findings have commonalities with Lam’s (2004, p.27) claim that
emerging organizations (that are likely small) are in better position to gain advantage
from

“competence-destroying”

technologies
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(i.e.

radical)

and

established

organizations (that are likely to be larger) have better chances to benefit “competenceenhancing” (i.e. incremental) technological changes.

According to the study of Morakanyane et al. (2017, p.427-428) business
organizations are nowadays being influenced by digital transformation more and more,
but the growing landscape of research literature regarding the basics of the
phenomenon such as defining the concept as well as its’ impacts, drivers and
characteristics has remained immature due to limited understanding and conflicting
views. In order to, create comprehensive understanding of digital transformation as a
concept, its’ drivers, characteristics and impacts as well as areas transformed by it, a
systematic literature review was conducted by Morakanyane et al. (2017, p.427-444).
While Morakanyane et al. (2017, p.432-439) found out that several earlier studies
considered digital transformation related behavior to have radical, disruptive, complex
or abrupt characteristics, they concluded that digital transformation is ultimately
evolutionary process evolving organizational areas over time, eventually leading to
radical change in organization. When it comes to the avenues of future research,
Morakanyane et al. (2017, p.439) highlight the importance of understanding how
specific digital technologies and digital capabilities of organizations, affect particular
organizational areas.

2.3

Theories of strategic organizational adaptation and continuous change

Theories of strategic organizational adaptation and continuous change offer a contrary
view for incremental and evolutionary view of organizational change accumulated from
organizational ecology and institutional theories (Lam, 2011, p.173; Lam, 2004, p.2631). Instead of organizational change being mostly an evolutionary outcome of passive
selection process occurring in environment in which new entrants can set the
requisites of change for others and displace those that are not able to adapt, strategic
adaptation and change theories offer more proactive view by emphasizing that the
form of organizational change is a result of strategic choice as well as actions
conducted by management (Lam, 2011, p.173; Lam, 2004, p.26-31; Park & Krishnan,
2003, p.265-269).
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Miner (1994, p.76-89) provides rather pragmatic view of the adaptation perspective by
encapsulating that as a result of scanning the relevant environment, organizations
develop strategic responses to environmental shifts, and try to adapt to environmental
contexts that are changing to be able to ensure the survival of the organization. While
voluntary actions in organizational change and adaptation are emphasized,
organizational learning is one of the key elements maintaining organizations’ abilities
to adapt and change successfully in respect to environment (Child, 1997, p.43-76;
Burgleman, 2002, p.25-357; Park & Krishnan, 2003, p.267; Teece, 2007, p.13191350).

According to Park & Krishnan (2003, p.267) the influence of environment for
organizational change and adaptation should not be neglected although they argue
that the influence of people and organizations are considered to be even stronger.
Nonetheless, organizational adaptation as a process is dynamic in its’ nature
(Hrebiniak & Joyce, 1985, p.336-349; Teece, 2007, p.1319). Still, it is possible for
organizations to be able to find an underlying pattern leading to success regarding
managing of highly complex and uncertain process of innovation and hence means
for adaptation and change (Tidd & Bessant, 2013, p.79; Henderson & Clark, 1990,
p.9-30).

2.3.1 The elements of continuous stability and change

Despite the significant role organizations are considered to have in change and
adaptation in respect to their environments, organizational action is still constrained
by internal and external structures or boundaries of an organization (Hrebiniak &
Joyce, 1985, p.340-343; Child, 1997, p.60; Park & Krishnan, 2003, p.267; Teece,
2007, p.1319; Crossan & Apaydin, 2010, p.1154-1191). According to Child (1997,
p.60) these structures include material, cognitive and relational structures.
Nevertheless, a prominent point of view in theories of strategic organizational
adaptation and continuous change is that organizational actors possess capability to
redefine and alter these boundaries and structures through their actions, even those
that are considered external to the organization, thus opening new opportunities for
change (Weick, 1979, p.1-294; Child, 1997, p.60; Leifer, McDermott, O’Conner et al.,
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2000, p.1-272; Park & Krishnan, 2003, p.267; Teece, 2007, p.1322-1323; O’Connor,
Leifer, Paulson et al., 2008, p.1-368). Consequently, creativity and innovation as
means for change have a lot of room in strategic organizational adaptation theories
(Park & Krishnan, 2003, p.267; Lam, 2004, p.30; Teece, 2007, p.1319-1350; Lam,
2011, p.173). According to Schilke (2014, p.179-203) creative improvisation as well as
dynamic capabilities are essential components and “igniters” of organizational change.

To some extent there lies a consensus among strategic adaptation scholars that
organizational adaptation is relatively continuous process in which change, and
continuity as fundamental forces are encompassed (Child & Smith, 1987, p.565-593;
Weick, 1996, p.738-746; Kodama, 2003, p.235-268; Lam, 2004, p.30; Lam, 2011,
p.173). Therefore, discontinuity and abruptness described by punctuated equilibrium
type of change are not prevalent forces pertaining to change that emphasizes
organization’s strategic choice and voluntarism (Lam, 2004, p.30). According to Weick
(1996, p.738-746) and Kodama (2003, p.235-268) continuity in organizations sustains
a sense of identity for learning and thus renewal. Also, Child and Smith (1987, p.565593) argue that there are advantages in continuity as it increases the acceptability of
change among organizational actors affected by it as well as increases political
legitimacy of organizations.

Findings of Burgleman (1991, p.239-262; 2002, p.25-357) suggest that organizations
that are consistently successful in renewal combine utilization of “autonomous” and
“induced” processes in decision making from which the induced processes are more
related to continuity and the autonomous processes to change. Both processes
produce initiatives but the difference between them is that the initiatives produced by
the induced processes build on existing learning of an organization and are within the
reach of its’ current strategy whereas the initiatives produced by the autonomous
processes occur outside of the organization, hence providing opportunities for new
organizational learning to take place (Burgleman, 1991, p.239-262; 2002, p.25-357).

Even though, strategic organizational adaptation theories emphasize continuity the
paradox between stability and change is still encompassed by many theorists (Park &
Krishnan, 2003, p.267; Farjoun, 2010, p.202-225; Lam, 2011, p.174; Hopkins et al.,
2013, p.77-94). According to Farjoun (2010, p.202-225) and Lam (2011, p.174) these
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days business environment possesses a considerable challenge for management of
firms by highlighting the need to pursue stability and change. In a sense, survival and
prosperity of organizations requires reconciling exploitation, reliability, stability with
exploration, innovation and change but the challenge is that the organizational
structures and methods supporting mutually the aforesaid imperatives are considered
rather exclusive and incompatible (Farjoun, 2010, p.202). In a similar vein, Lam (2011,
p.174) argues that especially in the past literature prevalent stance viewed
organizational practices, structures and processes fostering flexibility and change
somewhat incompatible with the ones nurturing reliability and stability within
organization and March (1991, p.83-85) suggests that there appears to be significant
trade-offs in organizational innovation and learning between exploring and exploiting.

According to Park and Krishnan (2003, p.267) organizations can also adapt to the
environment through joint ventures and mergers that enable possibility to remain
rather stable. Similarly, Powell (1998, p.228-240) and Lam (2007, p.993-1016) state
that relevant mechanisms for organizational learning and knowledge renewal in the
environment undergoing disruptive shifts and fast technological development include
hiring new personnel as well as forming network relationships and business alliances
with external actors of the industry.

According to Brown and Eisenhardt (1997, p.1-34), Farjoun (2010, p.202-221) as well
as Hopkins et al. (2013, p.77-94), strategic inertia and strategic renewal stemming
from organizational and managerial structures, practices, features as well as from
environmental pressures causes organizations to balance between change and
stability. The pace of environmental change can also impact the level of strategic
inertia within organization, as the inertia toward change tends to be higher in case the
pace of organizational change is considerably lower compared to the pace of change
outside the organization (Hannan & Freeman, 1977, p.929-963; 1984, p.149-164;
Hopkins et al., 2013, p.77-80). While, Chirico and Salvato (2008, p.176-179) also
argue that the change rate of organizational environment can possibly impact the rate
at which organization adapts its’ dynamic capabilities, they in addition suggest that
resistance to change is higher in family businesses therefore signaling that context
matters. As such, Lam (2011, p.170) highlights that an intrinsic challenge regarding
organizational learning is the need to sustain an external boundary and identity while
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simultaneously keeping the boundary open enough to enable new ideas and
knowledge to flow in from outside the organization as e.g. von Hippel (1988) and
Lundvall (1992, p.85-106) have empirically demonstrated that many times the sources
of innovation are located outside the organizations.

As discussed, maintaining continuous organizational change in a stable manner is
without a doubt challenging. Yet, Lam (2011, p.174), and Agostini et al. (2016, p.129130) suggest that recently complex and rapidly changing environment has forced
organizations to harness ambidexterity in their organizational designs and activities.
In addition, organizational behavior theorists have increasingly developed alternative
theories according which dual choice and ambidextrous organizational behavior are
after all possible to achieve (see e.g. He & Wong, 2004, p.481-494; O’Reilly &
Tushman, 2004, p.74-81; O’Reilly & Tushman, 2008, p.185-206; Farjoun, 2010, p.202225; Tushman, Smith, Wood et al., 2010, p.1331-1366; Agostini et al., 2016, p.129141). For instance, Farjoun (2010, p.202-221) argues that stability and change can
enable each other and O’Reilly and Tushman (2004, p. 74-81; 2008, p.185-206) as
well as Tushman et al. (2010, p.1331-1366) suggest that firm’s ability to
simultaneously explore new possibilities and disruptive innovation as well as to exploit
its’ existing competences and maintain incremental innovation is the key to long-term
success in order to be able to compete in emerging but also in mature markets.
According to Teece (2007, p.1319-1350), and O’Reilly and Tushman (2008, p.189)
such organizational ambidexterity and thus ability to maintain long-term business is
above all a dynamic capability. Ambidextrous organizations create several
competences, cultures and architectures that are internally inconsistent and include
built-in capabilities for exploiting current business operations consistently, efficiently
and in a reliable manner while also enable opportunity for exploring new possibilities
through improvisation and experimentation (Lam, 2011, p.174).

2.3.2 Limitations and drivers of strategic adaptation and continuous change

When it comes to the limitations of strategic organizational adaptation and continuous
change related theories, Lam (2004, p.31) states that while organizational adaptation
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is considered to have incremental and continuous nature, the same process enables
discontinuous change and appearance of even new organizational forms, although
most studies are still conducted in a retrospective manner, emphasizing successful
incremental organizational adaptation from a long-term perspective. Also, Lewin and
Volberda (1999, p.519-534) argue that studies utilizing strategic organizational
adaptation perspective tend to focus on organizational renewal and change within
existing organizational forms instead of applying theories to explain how new
organizational forms can be created through such kind of process. In other words,
linking organizational learning and managerial actions to emergence of new
organizational forms should be further explored (Lam, 2004, p.31).

Strategic organizational adaptation emphasizing continuous change through
organization’s own decisions, actions and learning seems to have been more
prevalent strand of research during the recent years if compared to evolutionary
perspective emphasizing environmental forces in organizational change. As such, this
makes sense, since these days organizational environment tends to be more complex
and changes rapidly (e.g. due to development of technology, increasing competition
and shorter product life cycles) forcing organizations to be dynamic and continuously
adapting their capabilities through incremental and radical innovation as discussed by
Teece (2007, p.1319-1320), Chirico and Salvato (2008, p.169) and Agostini et al.
(2016, p.129). Consequently, researching and understanding how organizations can
achieve short- and long-term success via simultaneously exploiting incremental
innovation and exploring radical innovation, thus sustaining both stability and change
in turbulent environment is perhaps more important than ever.

2.3.3 Strategic organizational adaptation and continuous change in earlier
studies

The authors Chirico and Salvato (2008, p.169-181) conducted a comprehensive
synthesis of existing literature pertaining to organizations’ knowledge integration and
dynamic organizational adaptation. What is interesting, is the context of the study as
it focuses on strategic adaptation of family businesses that are kind of known for their
more long-term and less agile strategic approach to business compared to listed
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companies. Resulting from their review of literature, the authors developed four
propositions regarding the dimensions (internal social capital, relationship conflicts
and affective commitment to change) affecting knowledge integration and therefore
organization’s ability to adapt its’ capabilities (Chirico and Salvato, 2008, p.171-178).
Although the propositions weren’t empirically tested in the study, the review of
literature suggested that only family firms that are successfully able to adapt to
dynamic environment do not have many relationship conflicts but do possess high
levels of internal social capital as well as high levels of affective commitment to change
(Chirico and Salvato, 2008, p.177).

The article of Tushman et al. (2010, p.1331-1366) studied whether alternative
organizational designs shape streams of innovation by investigating longitudinal data
regarding 22 innovations and 13 business units. The results revealed that business
units that adopted ambidextrous designs succeeded simultaneously in exploiting
incremental innovation in existing products as well as in exploring architectural and/or
discontinuous innovation but on the contrary the business units that adopted other
organizational designs faced challenges in either exploring architectural and/or
discontinuous innovations or exploit their current products (Tushman at el., 2010,
p.1359). According to Tushman et al. (2010, p.1359) the results indicate that
managers and their organizations seem to learn from more complicated organizational
designs when undergoing crisis in performance and also based on the findings
recommend that certain organizational designs, internal contradictions in business
units as well as utilization of senior management teams are the key features enabling
possibility for organization to achieve ambidexterity in managing different types of
innovations.

The study of Agostini et al. (2016, p.129-141) applied structural equation modelling for
analyzing data gathered with survey from 185 medium- and high-tech-industry
companies located in Italy and Austria, in order to demonstrate that the ambidextrous
organization involves both structural and contextual dimensions. The findings revealed
that both contextual and structural components of ambidextrous organization support
in achieving innovation ambidexterity that is high-level in its nature (Agostini et al.,
2016, p.139). The authors conclude their findings by stating that while managers need
increasingly handle tensions and paradoxes between contextual and structural
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components of ambidextrous organization, competitiveness can be achieved through
developing synergy between contextual and structural elements of an organization
(Agostini et al., 2016, p.139).

2.4

Summary of the applied theories in respect to context of the study

Already over three decades ago Hrebiniak and Joyce (1985, p.336-338) discussed
that whether two mutually exclusive approaches in literature for organizational
adaptation, strategic choice emphasizing managerially derived change and
environmental determinism emphasizing environmentally derived change, are rather
misleading theories as the organizational adaptation process involves highly
interactive relationship between organization and environment. As a result, Hrebiniak
and Joyce (1985, p.339) developed a model that involves possibility for both views to
occur by examining environmental determinism and strategic choice in organizational
adaptation as two independent variables. The model includes four types for
organizational change presented below in figure 2 that are natural selection (high
environmental determinism and low strategic choice), differentiation (high strategic
choice and environmental determinism), strategic choice (high strategic choice and
low environmental determinism) and undifferentiated choice (low strategic choice and
environmental determinism) (Hrebiniak and Joyce, 1985, p.339).

Figure 2. Environmental determinism vs. Strategic choice in organizational change. Adopted from
Hrebiniak and Joyce (1985, p.336-349).
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As such, being highly cited paper, opinion of Hrebiniak and Joyce (1985, p.336-349)
indicates that applying relatively simplified theoretical models or perspectives of
organizational change suggested in this paper to highly complex and dynamic
empirical context may result in incoherent interpretations. In other words, the nature
how organizations are likely to change as well as the forces causing it described in the
three different theoretical strands included in this study are highly simplified views of
complex reality that tends to vary between different contexts. In addition, each theory
presented has its’ limitations, therefore three distinctive theoretical views are included
in this study to be able to find the one or ones that is/are the most feasible and best
describe the findings of empirical part of this study. Yet, that does not necessarily
mean that the models are exclusive in respect of empirical results, but certain
theoretical elements can possibly be combined in order to be able to best explain the
empirical findings. The table 1 at the end of chapter 2.4.2 compares the theoretical
views of punctuated equilibria, incremental/evolutionary organizational change, and
strategic organizational adaptation and continuous change. In addition, it includes
three propositions that reflect the core characteristics of each theoretical view in
relation to the context of the study.

2.4.1 Digital transformation in B2B-marketing

According to Reis et al. (2018, p.419) despite the recently grown interest toward digital
transformation especially among business practitioners but also among scholars,
there is not scientifically prevalent definition for digital transformation as a concept and
the boundaries of the concept have tended to be fuzzy as e.g. the concept of
digitalization is often used in a biased manner to describe the same phenomenon.
Although there are some differences between the different sources regarding the
definition of digital transformation as demonstrated in the introduction chapter of this
study, the systematic literature review conducted by Reis et al. (2018, p.417-418)
revealed that three prevailing components that are technological, organizational and
social are essential for the definition of concept. In other words, digital transformation
is built upon the usage of emerging digital technologies, requires organizational
changes in terms of business models and/or processes, and finally is a vast social
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phenomenon affecting several areas of human life such as transforming customer
experiences (Reis et al., 2018, p.417-418). Also, Berman (2012, p.16-24) assumes
that the most significant areas to undergo transformational changes among
businesses include operational processes, customer experiences and business
models which according to Morakanyane et al. (2017, p.439) are likely to affect a
number of other organizational aspects as well such as value creation and costefficiency.

As Peter and James (2017, p.3) as well as Leeflang et al. (2014, p.1-12) state,
marketing is one of the domains that has experienced tremendous changes over the
recent years mostly due to emergence of digital marketing tools and change of
customer behaviour. The recent advances in digital technologies have already had a
considerable impact on marketing due to the new possibilities in finding customer
insights, managing customer relationships, and creating and capturing value
(Grishikashvili et al., 2014, p.146-149). Digital transformation or revolution in
marketing provides massive opportunities and challenges for organizations and is
increasingly becoming the ultimate source of competitive advantage among firms
(Leeflang et al., 2014, p.1-12).

While it can be noted that by definition (see e.g. Reis et al., 2018, p.418) digital
transformation goes even beyond marketing depending on the matter of perspective
(how strategic versus tactical marketing is considered) when defining marketing (see
e.g. Contreras & Ramos, 2016, p.50-61), still a comprehensive strategic approach to
marketing is the essence of any company, covering strategic key areas of all
businesses. Consequently, researching digital transformation driven organizational
change in B2B-marketing through adoption of innovation should provide an interesting
research context as among others Jobber and Lancaster (2012, p.10-12, 90-119) as
well as Johnston and Marshall (2009, p.52-59) argue that B2B-marketing tends to be
even more complex than marketing in B2C-context for instance due to more
customized,

complex

and

intangible

offerings,

deeper

relationships

and

communication as well as more rational and complex decision-making processes.
Furthermore, the interaction between marketer and customer tends to influence the
composition of marketing mix more in the B2B-marketing (Hollensen, 2014, p.471472). Nevertheless, Cortez and Johnston (2017, p.98) state that the adoption of digital
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marketing technologies and digitalization evolution overall are significant drivers of
B2B-marketing.

Perhaps one of the most interesting question regarding digital transformation in the
business world arises from the scope or amount of change. While digital
transformation can be viewed cynically as just a new kind of management fashion as
discussed e.g. by Abrahamson (1996, p.254-285), nevertheless the emergence and/or
maturation of digital technologies has already led to rapid and radical penetration of
all industries, markets and society as stated by Ebert and Duarte (2016, p.4-5). Often
new initiatives in organizations aiming to explore and exploit the advantages related
to digital technologies causes changes in processes, products, management practices
and organizational structures, therefore transforming the core of business operations
(Matt et al., 2015, p.339-343).

As organizations seek to maintain their competitive advantages and dynamic
capabilities in the world increasingly influenced by digital transformation in order to
prosper and survive, the real challenge as well as opportunity is to be able to embed
digital technologies successfully into the DNA of business models, strategies and
management (Reis et al., 2018, p.411-419; Horlacher & Hess, 2016, p.5126-5135;
Dremel et al., 2017, p.81-100). Furthermore, several scholars (e.g. Matt et al., 2015,
p.339-343; Loebbecke & Picot, 2015, p.149-157; Morakanyane et al., 2017, p.438)
argue that incorporating adopted digital technologies with organizational culture,
mindset, skills and capabilities is the key to success when conducting digital
transformation within organizations.

It is notable that while there is often a lot of hype around harnessing certain emerging
technologies as digital marketing tools (such as artificial intelligence, Big Data
analytics, Internet of Things, augmented and virtual reality, blockchain, social media
et cetera) as demonstrated e.g. by Gartner’s (2019) hype cycle, the potential radical
implications brought about by such technologies should be considered tentatively as
all the organizational and environmental changes required to derive the actual benefits
are often excluded from consideration or blurred. For instance, Cortez and Johnston
(2017, p.98) argue that in the past decade digital transformation has driven B2Bmarketing executives to adopt digital marketing tools to enable a two-way interaction
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with customers, but still the real benefits that could be gained from utilizing such
technologies are not yet well understood nor widely exploited in the business world.
Fundamentally, digital transformation is about thinking new ways and renewing
strategy and not about emerging technologies per se (Tabrizi, Lam, Girard et al., 2019,
p.1-5; Rogers, 2016, p.5)

Another significant issue related to digital transformation has to do with the pace of
change even though there are likely significant differences between industries. If the
pace of firm’s strategic change over time cannot keep up with the pace and amount of
change occurring in its’ external environment, strategic drift arises, endangering its’
operational excellence (Johnson, 1988, p.75-91). There are already examples of
businesses that went bankrupt or were otherwise forced to run down their businesses
due to their inability to rapidly cope with radical or disruptive digital technology driven
changes (Hess, Matt, Benlian et al., 2016, p.123-139; Rogers, 2016, p.9-10). Many
authors emphasize the abruptness, swiftness and radicalness of digital transformation
(see Tabrizi et al., 2019, p.1-5; Sullivan & Staib, 2018, p.294-298; Gebayew, Hardini,
Panjaitan et al., 2018, p.260; Rogers, 2016, p.1-296; Basole, 2016, p.20-25).

On the contrary Morakanyane et al. (2017, p.432-439), Wiedenmann and Größler
(2019, p.552-553), Zinder and Yunatova (2016, p.155-168) as well as Loebbecke and
Picot (2015, p.149-157) among others point out that digital transformation is an
evolutionary and continuous process occurring incrementally over time, even if the
cumulative long-term changes are radical. It might be that the societal and competitive
pressures as well as the tremendous hype around the term digital transformation and
related terms, creates an illusion for many managers and scholars that the digital
transformation is happening fast and radically.

2.4.2 Feasibility of theoretical views and contextual propositions

The different theories included in the theoretical part of this study have been utilized
in many longitudinal retrospective studies in which they have been extremely feasible
when describing long-term organizational change driven by various types of innovation
adopted over time. Revolutionary change caused by discontinuous, radical innovation

40

is well explained by the punctuated equilibrium theory and thus digital transformation
changing fundamental areas of organizations’ B2B-marketing over relatively short
period of time could be studied in the most feasible manner by employing the
punctuated equilibrium theory. Still, the possible challenge can be that such
revolutionary periods driven by digital technologies that would completely transform
the marketing strategy, business model and operational processes of an organization
appear rarely among well-established traditional companies. Given the assumption
that the organizational change caused by digital transformation would follow the
content and aspect of punctuated equilibrium theory, the first proposition is formed as
follows P1: digital transformation causes periods of discontinuous, abrupt and radical
changes in organizations’ B2B-marketing that are triggered by considerable internal
and/or external turbulence for the pursuit of completely new competitive advantage.

Incremental and evolutionary view of organizational change would be feasible for the
empirical part of this study, in the case in which the findings would indicate that
organizations reactively evolve in incremental manner over long periods of time due
to the influence of digital transformation to society, competitors and customers. If it
turns out that digital transformation causes above all radical, discontinuous and abrupt
changes in B2B-marketing of firms, then the theoretical point of view provided by
incremental and evolutionary view of organizational change is not useful for explaining
the results. The employing of this theoretical model would require data from longer
time periods of organizational development as well as data from the environmental
changes such as appearance of new innovative organizations driving digital
organizational adaptation at population level. Consequently, the second contextual
proposition describing the digital transformation driven change according to the
approach of incremental and evolutionary view of organizational change is P2: Digital
transformation in organizations’ B2B-marketing is driven by external changes and
occurs incrementally over long periods of time. The pursuit of legitimacy and survival
is in the middle of digital transformation driven organizational change as digital
transformation presents above all considerable threats for firms’ marketing.

The theoretical view of strategic organizational adaptation and continuous change is
likely to be feasible for the empirical findings in which organizational strategic choice
would be affecting a lot digital transformation of B2B-marketing. In other words, the
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theoretical view takes into account some of the influencers of organizational renewal
such as organizational decisions, actions and learning. While the theory emphasizes
that

organizations

tend

to

balance

between

exploration

and

exploitation

simultaneously, thus ensuring continuous and stable change, the content is feasible
for describing, continuous incremental change whatever the pace of change. Yet, fully
understanding the influencers and implications of strategic continuous adaptation
might require long-term retrospective approach as well as evaluating the implications
to organizational boundaries thus involving broader scope for the study. The third
contextual proposition following the content of theories of strategic organizational
adaptation and continuous change is formed as follows P3: digital transformation
occurs in B2B-marketing of organizations in a continuous and gradual manner.
Organizations are able to create and explore new business opportunities provided by
digital technologies and capabilities through their strategic choices and organizational
learning. Digital transformation presents above all new opportunities for firms’
marketing.
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THEORETICAL VIEWS
ORGANIZATIONAL
CHANGE RELATED
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THEORY
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CHANGE
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MINUSCULE OR
INCREMENTAL AND
RADICAL

INCREMENTAL

MOSTLY INCREMENTAL

ORIGIN OF
CHANGE

COMBINATION OF
EXTERNAL AND
INTERNAL

MOSTLY EXTERNAL

MOSTLY INTERNAL

CONTINUITY OF
CHANGE

DISCONTINUOUS
PROCESS IN WHICH
RADICAL AND
INCREMENTAL
CHANGE OCCUR
ALTERNATELY

CONTINUOUS PROCESS IN
WHICH ORGANIZATIONS
EVOLVE GRADUALLY OVER
LONG PERIOD OF TIME
(CONTINUITY CAN BE TENUOUS
IN CASE THE EXTERNAL
ENVIRONMENT CHANGES
SLOWLY)

CHANGE IS A CONTINUOUS
PROCESS SIMULTANEOSLY
INVOLVING EXPLOITATION
AND EXPLORATION

PACE OF CHANGE

ALTERNATELY RAPID
AND SLOW

SLOW

SLOW, MODERATE OR EVEN
RAPID

KEY ELEMENTS
DEFINING THE
CHANGE

THE DEEP
STRUCTURE OF
ORGANIZATION,
EXTERNAL CHANGES
(E.G. EMERGING
TECHNOLOGIES)
AND INTERNAL
DECISIONS/ACTIONS

EXTERNAL CHANGES SUCH AS
EMERGENCE OF NOVEL
“DIGITALLY SAVVY”
ORGANIZATIONS OR
DISRUPTIVE TECHNOLOGIES,
CHANGES IN CUSTOMER
BEHAVIOUR AND
ORGANIZATIONAL
AWARENESS/ABILITY TO COPE
WITH EXTERNAL CHANGES

STRATEGIC PLANNING,
DECISIONS AND ACTIONS, AND
ORGANIZATIONAL
LEARNING/BEHAVIOUR

CONTEXTUAL
PROPOSITIONS

P1: DIGITAL
TRANSFORMATION
CAUSES PERIODS OF
DISCONTINUOUS,
ABRUPT AND
RADICAL CHANGE IN
ORGANIZATIONS’
B2B-MARKETING
THAT ARE
TRIGGERED BY
CONSIDERABLE
INTERNAL AND/OR
EXTERNAL
TURBULENCE FOR
THE PURSUIT OF
NEW COMPETITIVE
ADVANTAGE

P2: DIGITAL TRANSFORMATION
IN ORGANIZATIONS’ B2BMARKETING IS DRIVEN BY
EXTERNAL CHANGES AND
OCCURS INCREMENTALLY OVER
LONG PERIODS OF TIME. THE
PURSUIT OF LEGITIMACY AND
SURVIVAL IS IN THE MIDDLE OF
DIGITAL TRANSFORMATION
DRIVEN ORGANIZATIONAL
CHANGE AS DIGITAL
TRANSFORMATION PRESENTS
ABOVE ALL CONSIDERABLE
THREATS FOR FIRMS’
MARKETING.

P3: DIGITAL TRANSFORMATION
OCCURS IN B2B-MARKETING
OF ORGANIZATIONS IN A
CONTINUOUS AND GRADUAL
MANNER. ORGANIZATIONS
ARE ABLE TO CREATE AND
EXPLORE NEW BUSINESS
OPPORTUNITIES PROVIDED BY
DIGITAL TECHNOLOGIES AND
CAPABILITIES THROUGH THEIR
STRATEGIC CHOICES AND
ORGANIZATIONAL LEARNING.
DIGITAL TRANSFORMATION
PRESENTS ABOVE ALL NEW
OPPORTUNITIES FOR FIRMS’
MARKETING.

Table 1. Comparison of theoretical views and contextual propositions.
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3

3.1

RESEARCH DESIGN AND METHODS

Case research design

According to Saunders, Lewis and Thornhill (2016, p.163) research design can be
considered as a general plan that defines the means how one will answer to the
research questions set. Research design should include clear objectives for research,
defining of data sources as well as data collection and analysis methods, and lastly
discussion of ethical issues and research constraints (Saunders et al., 2016, p.163164). The research methodology applied in this study, follows qualitative research
design. In addition, the purpose of the research design is descriptive in its’ nature as
exploratory studies on the researched phenomenon already exist in the literature and
Saunders et al. (2016, p.175) state that descriptive research aims to form an accurate
picture of events or situations, thus better matching the purpose of this study. Also, as
qualitative research is according to Saunders et al. (2016, p.168) interpretive in its’
philosophy and according to Bansal and Corley (2011, p.233-237) highly feasible for
developing theoretical contributions, it is seen to best serve the design of this research
and therefore used. Furthermore, the approach utilized in the theory development is
abductive, that is a mix of deductive and inductive research strategies, and according
to Saunders et al. (2016, p.168) often utilized in practice among qualitative researches.

This thesis utilizes a methodological design of case study research that has been due
to its’ feasibility used widely for researching information technology management and
implications of information technology on markets and companies as stated by Pare
(2004, p.233-234). The scope of a case study is described by Yin (2003) as an
empirical inquiry seeking to examine a contemporary phenomenon within a real-life
context, particularly when the unclear boundaries exist between context and
phenomenon. Case study can be either descriptive, exploratory or explanatory as well
as include either single-case or multiple-cases (Yin, 2003). Case research is useful
research approach especially when researched phenomenon is complex and wide,
where the existing literature is insufficient in order to pose causal questions, when a
holistic, in-depth research is required and when it’s not possible to study a
phenomenon outside the context in which it appears (Bonoma, 1985, p.199-208;
Benbasat, Goldstein & Mead, 1987, p.369-385; Feagin, Orum & Sjoberg, 1991; Yin,
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2003). Following the aforementioned definition of case study research as well as
advantages supporting its’ use along with the statement of Pare (2004, p.234) that
case research method is highly appropriate for capturing the essence of dynamic and
changing organizational conditions, this study utilizes descriptive multiple case study
approach as it serves the best the researched phenomenon, research context and aim
of this study. Moreover, following the example of Keil (1995, p.421-447) in combining
a longitudinal research to case research, this study is by definition a longitudinal
descriptive multiple case study.

Conducting qualitative longitudinal (retrospective) descriptive multiple case study
enables the evaluation of digital transformations’ implications in B2B-marketing of
case companies over the recent years in the most feasible manner. According to
Farrington (1979, p.310-311) a longitudinal study enables well the investigation of
consequences of certain events on the course of development. Therefore, it is used
as an approach to the research design of this thesis as it serves well the aim of this
research to investigate the implications of digital transformation related events to B2Bmarketing of the case companies over a certain retrospective time period.
Consequently, the qualitative semi-structured interviews of case companies’
marketing managers and specialists were supported by collecting longitudinal
secondary data from the last five years to be capable to analyze and evaluate the
implications of digital transformation in marketing in terms of organizational changes
and benefits gained.

3.2

Description of the research context

Altogether, four case companies were included into this study. When it comes to the
selection criteria regarding companies that were included in the study, firstly the size
of the company was a limiting variable as micro enterprises and small and mediumsized enterprises were neglected from the study following the respective definitions
provided by Statistics Finland (2020a; 2020b). This delimitation was made as there
probably would have been considerable differences between recently established
small and agile innovative high-tech start-ups and traditional, well-established, large
corporations. Therefore, the companies included had to be also established at least
ten years ago. Lastly, the companies from which the secondary and primary data were
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gathered, were all operating in industries that are considered somewhat “traditional”,
marketed their products mainly to business customers and manufactured industrial
machinery, parts and technologies. In the findings chapter, the case companies are
referred according to the respective industries in which they mainly operate and
provide their solutions for. These consist of healthcare, construction, forest, and
process and logistics industries.

These criteria were applied as this study was limited to the context of B2B-marketing
(due to the scarcity of earlier literature) and as the basis for digital transformation of
B2B-marketing within traditional manufacturing companies (i.e. traditional in terms of
business model and overall strategy) was more intriguing considering the research
design and methods. In other words, the marketing of case companies would not have
presumably always been based fully on digital solutions and technologies, and would
therefore likely be the kind of companies that would have been “forced” to gone
through some kind of digital transformation in digitally changing environment due to
the traditional characteristics of their ways of doing business.

By definition all four case companies also match to the description of a multinational
corporation. A multinational corporation (MNC) can be defined as transnational
organizational entity that controls facilities and other assets in at least one other
country besides its’ domestic market (Chen, 2020; Pitelis & Sugden, 1991). Some
authors also encompass the criteria that MNC should derive a certain share of its’
sales from foreign markets such as at least a quarter of its’ revenue (Chen, 2020;
Aggarwal, Berrill, Hutson et al., 2011, p.557-577). Even though all the case companies
are large multinational corporations and derive considerable amount of their total sales
from international markets, there are also significant differences in their size in terms
of total revenue, number of employees and the number of markets in which they
operate.

Forest machinery company is the smallest of the four with total revenue of less than 1
billion euros and having less than five thousand employees. Process and logistics
machinery company and a larger construction machinery company have
approximately some tens of thousands of employees each. Yet, construction
machinery company has gained dozens of billions of total annual revenue during the
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recent years, whereas process and logistics machinery company only a few billions
per year. Healthcare machinery company is the largest company of the four with tens
of thousands of employees although its’ turnover is not quite as big as is the turnover
of construction machinery company. The number of countries in which the companies
operated varied from approximately 50 to around 150 countries from which forest and
process and logistics machinery companies represent the base of the scale and
healthcare and construction machinery companies the higher end. All the case
companies operate in Finnish market and for two of them it is the home country. Lastly,
the interviewees that represented the case companies in this study worked for
Northern European strategic business units. Nonetheless the global perspective
wasn’t neglected in this study when evaluating the implications of digital transformation
to case companies’ B2B-marketing.

3.3

Data collection

As already stated, this study employed longitudinal retrospective approach as data
collection method, meaning that the data were collected from the last five years by
utilizing mainly annual reports of case companies as secondary data sources and
thematic semi-structured interviews of marketing managers and specialists as primary
data sources. However, in one case some interviews of case company’s marketing
managers that were published in external marketing journals were used as an
alternative secondary data sources due to the lack of proper public annual reports.
Even if, with some of the cases the secondary data collected was not covering the
whole retrospective longitudinal research period based on the publishing year of the
data (such as the case with process and logistics company), the primary and
secondary data collected reflected the implications to whole retrospective longitudinal
period. Consequently, the reason why not all the cases included secondary data that
were published between years 2015-2016 was that no relevant or insightful data was
found from those years in relation to the research questions of this study.

The cover letter about the thematic semi-structured interviews was sent via email to
number of potential case companies operating in Finland that fulfilled the aforesaid
criteria. Subsequently also the interview questions were provided in advance to
targeted case companies in case requested and to the employees whom with the
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interviews were agreed to be organized with. The names of the case companies and
their employees interviewed were agreed to be kept anonymous in the study. In terms
of interview questions, two most suitable marketing managers/specialists were
interviewed from each organization. As all the case companies were large
multinational corporations, two interviews from each organization increased the depth
and diversity of collected primary data.

Case company

Roles of the
Interviewees

Primary data
collecting
method

Time and
duration of the
interviews

Secondary
data sources

Forest industry
machinery
manufacturer

Marketing
Specialist;
System
Specialist

Semi-structured
thematic
interviews via
MS Teams

4.2.2020 /
36min 29sec;
11.2.2020 /
38min 17sec

Annual reports
2015, 2016,
2017 and 2018.

Construction
machinery
manufacturer

Marketing
Director; Head
of Digital

Semi-structured
thematic
interviews via
MS Teams

26.2.2020 /
48min 35sec;
31.3.2020 /
40min 40sec

Annual reports
2016, 2017 and
2018.

Process and
logistics
machinery
manufacturer

Digital Marketing
Specialist;
Marketing
Operations
Manager

Semi-structured
thematic
interviews via
MS Teams

13.2.2020 /
54min 44sec;
28.2.2020 /
33min 39sec

Annual reports
2017 and 2018.

Healthcare
machinery and
technology
manufacturer

Marketing
Leader; Global
Marketing
Manager

Semi-structured
thematic
interviews via
Skype and MS
Teams

24.2.2020 /
49min 20sec;
2.3.2020 /
52min 40sec

Marketing
journal articles
from the years
2015, 2016 and
2017.

Table 2. Basic information about data collection

All the interviews were conducted through Microsoft Teams or Skype platforms and
recorded with the permission of the interviewees. Three of the interviews were
conducted in English and the rest in Finnish. The length of the interviews varied
approximately from 35 to 55 minutes and included overall approximately 12 open
ended questions (including sub-questions). The questions were derived from the
respective themes involving the theoretical framework of this study. The very same
themes were used as the basis for the data analysis of this study as well. The themes
included three main themes covering drivers of digital transformation in marketing,
implementation of digital transformation in marketing and subsequent implications of
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digital transformation in marketing. Drivers theme was divided into four sub-themes
including proactive approach, reactive approach, internal drivers and external drivers.
Implementation theme was divided into five sub-themes consisting of digital
technologies/tools, organizational changes/adaptations, scope/magnitude of change,
pace/rate of change and continuity of change. Finally, subsequent implications theme
was divided into three sub-themes including advantages gained from digital
transformation, disadvantages of digital transformation and challenges/barriers in
seizing digital transformation related opportunities. Appendices 2 and 3 summarize
the interview questions and the respective themes.

In the beginning of the interviews the background and perspective of the study as well
as researcher’s understanding of some key concepts (e.g. B2B-marketing, digital
transformation)

were

explained

to

the

interviewees

in

order

to

avoid

misunderstandings and biased answers. As the semi-structured thematic interviews
enabled, the interview questions were occasionally slightly adjusted according to the
interviewed companies in order to reflect some retrospective details, choices and
events in respective firm histories derived from the secondary data. Also, the flow of
the interviews affected slightly the questions asked. The recorded interviews were
subsequently transcribed verbatim. The table 2 above summarizes the basic
information regarding the conduction of data collection.

3.4

Data analysis

Qualitative content analysis was used in the data analysis of collected secondary and
primary data. This allowed the interpretation and describing of relevant themes and
topics in the data. Content analysis is a common qualitative research method aimed
at all its distinct variations to support summarizing and interpreting meaning from the
text data content in order to form paradigms (Hsieh & Shannon, 2005, p.1277). In this
study the content analysis was done by applying abductive approach that is a directed
approach. According to Timmermans and Tavory (2012, p.167-186) abductive
analysis aimed at constructing creative and novel theories compounds a qualitative
data analysis by cultivating divergent and unexpected empirical findings against a
backdrop of existing theories. In other words, such directed content analysis approach
utilizes initially formed codes derived from existing theories (Hsiesh & Shannon, 2005,
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p.1277). The conceptualized themes and codes that were derived from the theoretical
framework of this study are therefore also following the initial research model of this
study that is presented in appendix 1.

Initially formed three themes included drivers of digital transformation in marketing,
implementation of digital transformation in marketing and subsequent implications of
digital transformation in marketing. These three themes were then divided into several
codes that were used to label and categorize units of data. Lastly the data was
clustered according to the themes. A few codes were derived from the collected data
such as disadvantages of digital transformation and digital technologies and tools
whereas most of the codes were initially formed based on the themes and theoretical
framework of this study. The table in appendix 3 summarizes the applied themes and
codes along with demonstrating some examples of the respective units of data.

Along with using qualitative content analysis in the data analysis of this research, also
cross-case analysis was employed. According to Cruzes, Dybå, Runeson et al. (2015,
p.1634-1665) cross-case analysis is a useful method for facilitating the comparison of
differences and similarities in case studies’ units of analyses. It’s used to provide a
synthesized outcome from the analysis of multiple case studies by utilizing data
reduction, data display and conclusion drawing, along with typically involving
organizing of data into tables (Cruzes, Dybå, Runeson et al., 2015, p.1634-1665). As
cross-case analysis provided a feasible method for the purposes of this multiple case
study, it was therefore used along with “traditional” qualitative content analysis.

3.5

Reliability and validity

As with any scientific research, reliability and validity are to be discussed in order to
provide transparent view for the reader about possible deficiencies in the research
process and in its’ outcomes. Reliability examines how reliable the research findings
are considering that the research would be replicated in equivalent conditions (Tuomi
& Sarajärvi, 2018). According to Tuomi and Sarajärvi (2018) validity refers to the
concept that the research has researched what has been intended to, given the used
research design and methods. Overall, it can be said that the research design of
qualitative descriptive longitudinal retrospective multiple case study along with
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abductive approach and chosen data collection and analysis methods served the
nature this study relatively well by providing valid and reliable findings.

As discussed by Hiltunen (2009) validity of a research can be evaluated from a variety
of different perspectives such as from the perspective of internal and external validity.
Internal validity relates to evaluating the validity and truthfulness of the outcome and
findings given the used research design in relation to the nature of researched
phenomenon (Hiltunen, 2009; Miles & Huberman, 1994, p.278-279). External validity
on the other hand, is related to the generalization of the research findings to previously
presented theories and findings in the existing research literature (Miles & Huberman,
1994, p.278-279). Yet, generalization of the findings is mainly evaluated in quantitative
research as stated by Hiltunen (2009) and author of this study seeks to rather provide
explaining and describing insights about the researched phenomenon within the
specific research context for which the nature of qualitative descriptive multiple case
study is feasible.

The researcher of this study did not have any personal ties to the case companies of
this multiple case study, thus improving the objectivity when collecting, analyzing and
interpreting the data. Even though qualitative descriptive research provides leeway
when making interpretations from the data, this was pursued to be done as objectively
as possible by the researcher of this study. Saunders et al. (2009, p.326-327) discuss
closely related phenomena of interviewer and interviewee bias meaning that the tone,
comments and non-oral behavior of the interviewer and interviewees cautiousness to
reveal all the detailed insights of the topic may affect the outcome and findings of the
research. All the interviews were conducted in semi-structured manner thus aiming to
facilitate the flow of discussion between the interviewer and interviewees. The
interview questions were derived from the theoretical framework of this study. The
questions were open ended and sub-questions were used to gain more specified
answers. Each interview was recorded and subsequently transcribed verbatim in order
to avoid any misinterpretations. The case companies and their respective interviewees
were agreed to be kept anonymous thus also decreasing the cautiousness of
interviewees to provide insights. The most appropriate interviewees that consisted of
rather experienced marketing managers and specialists were chosen by the case
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companies from the base of detailed cover letters that were sent via email to potential
case companies providing information about the aim and nature of the research.

The primary data provided by interviewees seemed generally consistent and reliable.
Although two interviewees were interviewed per each case company to gain more
comprehensive and reliable opinions, some inconsistencies existed in their views. Yet,
sometimes the role of interviewee, area of responsibility and history in the company
might have affected their views. In addition, also the earlier work experiences of the
interviewees from different industries might have influenced their opinions as there
were a few interviewees who had worked for instance in IT-industries that tend to have
high contrast to the industry contexts of this research in term of marketing’s digital
transformation. As the case companies were large multinational corporations, it is also
debatable whether more interviews per case company should have been conducted
in order to gain more consistency, reliability and insight for the data. Lastly, since this
was a retrospective longitudinal study aiming to explore what kind of implications
digital transformation has had in B2B-marketing of case companies during the last five
years, such interviewees were pursued who would have preferably worked the whole
period in the case company in suitable position(s). A few interviewees had relatively
little experience from their case company considering the aimed five-year
retrospective perspective of this study which might have affected the primary data of
this study to some extent.

Nonetheless, the primary data was also supported with secondary data that were
collected from annual reports published between the years 2015-2018. In one case
the lack of equivalent annual reports was compensated by using interviews of case
company representatives published in commercial marketing journals as longitudinal
secondary data sources. The reliability and validity of secondary data sources used
was not at optimal level, as they tended to focus on building merely positive images of
the companies, thus neglecting potential challenges and downsides related to
researched phenomenon. Moreover, also the comparability of such data between
cases as well as occasionally scarce data regarding digital transformation of marketing
can be considered to have influenced to findings to some extent.
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4

FINDINGS

This chapter discusses the key findings derived from collected primary and secondary
data. Theoretical framework as a whole and initial research model presented in
appendix 1 create the basis for the structure of presenting findings in a cross-case
manner. As such the sub-chapters presenting the themes are mainly derived from the
theoretical models and research model of this study. Summarizing tables are used
whenever appropriate to better demonstrate the differences and similarities of findings
between the case companies within certain themes. Lastly, the contextual propositions
reflecting the three theoretical models described in the framework are discussed in
relation to empirical findings, thus outlining the further discussion for development and
revision of existing theoretical models. While the emphasis of this study is in theory
development by employing cross-case analysis, Saunders et al. (2016, p.647) suggest
that multiple case study and the form of analysis used influence the structuring of
research report. According to Yin (2014) such structure requires that each case is
discussed merely in relation to the other cases, therefore neglecting the separate
discussion of each case. Consequently, such structuring and discussion are used in
this study.

4.1

Origin and drivers of digital transformation in B2B-marketing

Overall, the case companies and their marketing functions are increasingly being
influenced by external and internal drivers related to digital transformation. Despite the
somewhat traditional industry settings in which the case companies are marketing their
products and solutions, the opportunities that the digital transformation provides as
well as the threats related to not being able to adapt to environment disrupted by digital
technologies have become more and more evident for the case companies as well.
While this was pointed out by many interviewees, it was also evident in collected
secondary data as the number of units of data regarding digital transformation related
changes and drivers have clearly increased when comparing the first years of the data
collection period to the latest.
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“I think that it has to do with the opportunity and the risk of falling behind and the opportunity
that’s there and I think it’s becoming more and more evident that that can be a key differentiator
in the strategy.” (Head of Digital, Construction machinery company)

Yet the traditional industry settings in which there have been obviously less external
and internal drivers for digital transformation of marketing, has made environmental
determinism (i.e. reactive approach) quite prevalent among the case companies. In
addition, as all the case companies are large multinational corporations in which
conducting big organizational changes tends to be more challenging (e.g. due to
higher level of strategic inertia), this has also made such reactive organizational
behavior in terms of digital transformation of marketing to be more dominant. In other
words, these factors in the longitudinal data suggest that the drivers and orientation
towards digital transformation of marketing among case companies have tended to
follow more of an evolutionary trait described by theoretical strand of incremental and
evolutionary view of organizational change.
“For us marketing has been very traditional. We have been trying to make the switch from fairs
and exhibitions to digital. Like the world is changing, so we have to change too.” (Marketing
Leader, Healthcare machinery company)

On the contrary, proactive organizational behavior towards digital transformation of
marketing has been recently gaining more and more foothold within case companies,
meaning that they are through their strategic decisions, actions and learning
systematically and proactively driving the digital transformation of their marketing.
Increased investments to digital marketing technologies, establishment of novel
organizational units, close cooperation with stakeholders, managerial support as well
as appearance of new marketing goals and strategies are just some examples of how
case companies have through their strategic choices proactively preparing themselves
for the upcoming trends in digital transformation of marketing. Companies have
explored and identified opportunities for their marketing that are enabled by emerging
digital technologies, therefore pursuing to seize these opportunities among the first
ones within their industry settings. All in all, both the primary as well as the secondary
data indicated that the case companies either consider themselves to be quite
proactive in terms of digital transformation of their marketing within their industry
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setting or at least on a par with their key competitors. Consequently, by definition the
emphasis on strategic choice and voluntarism have increased within case companies
when it comes to digital transformation of their marketing.
“Gradually we have started to consolidate and plan how we could optimize these things (digital
transformation related changes) and have in a way included many of these into our centrally
coordinated operations so that has according to my opinion been the biggest thing… but on
the other hand as a firm we are quite sluggish in adopting novel technologies.” (Marketing
Operations Manager, Process and logistics machinery company)

Still almost all the interviewees expressed that their companies are more of late
adopters of digital marketing technologies at least when compared to many other
companies operating in different industries such as in software or technology industry
or when compared to smaller more agile competitors in certain areas of marketing. In
addition, there were also distinct differences between case companies’ strategic
business units’ orientation towards digital transformation of marketing as the drivers
and possibilities can differ between markets. Moreover, integrating the digital
transformation of marketing between different organizational bodies was identified to
be a considerable challenge more or less in all of the case companies. Despite the
impact of the background of interviewees (e.g. experience from other industries),
organizational position as well as the notion that many of the interviewees found it a
little bit challenging to differentiate between strategic choice and environmental
determinism (i.e. proactive and reactive organizational behavior), organizational
restraints to adopt dominantly proactive orientation towards digital transformation of
marketing were highly acknowledged.
“…the contrast is quite large if I compare the environment where I am coming from and where
I am now as people need clearly more time to process new ideas whenever I am suggesting
that could we adopt these kind of new digital tools… I would describe the prevalent reality that
the people have used to do things in a certain manner and do not fundamentally have the kind
of mindset that they would be willing to explore new things straightaway.” (Marketing
Specialist, Forest machinery company)
“But I agree we are definitely (in the early stages of digital transformation), because I worked
for many industries before as I mentioned you know fourteen years ago with the tech
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companies… and I am having the same conversations fourteen years later… with the you
know people in the construction industry and I am kind of like thinking okay.” (Head of Digital,
Construction machinery company)

When it comes to the ultimate drivers of digital transformation in case companies’
marketing, as already stated the digital technologies/tools and digitalization overall,
have opened up new opportunities but also new kind of threats for the companies.
This is becoming increasingly evident also in the traditional business context of
machinery manufacturing companies. Even though the ultimate source of internal and
external drivers stem from the external changes in terms of digitalization and diffusion
of digital technologies, this study aimed to differentiate between internal and external
to be able to better understand the role of strategic choice and environmental
determinism in digital transformation of case companies’ marketing. In other words,
internal drivers are considered to be drivers that are highly related to proactive
organizational behavior to accelerate and drive digital transformation in marketing. On
the contrary external drivers are considered to be external changes that kind of force
companies to adapt their marketing accordingly in a reactive manner. Some
interviewees found it challenging to differentiate between internal and external drivers
of digital transformation of their marketing.

Probably the most important external driver for digital transformation of marketing
among case companies have been changes in customer behavior and in the
expectations of customers that has put pressure on to adapt marketing and sales
channels in order to optimize the sales. Face-to-face selling and marketing has
typically had considerable role in purchasing journeys of businesses’, but the role of
digital marketing and sales channels has increased significantly. In other words,
organizations as potential customers are more and more searching information online
from search-engines, webpages, chats, videos and social media to support their
purchasing decisions or are even willing to complete the whole purchasing journey
(including transaction) fully via digital channels. Intertwined external driver presumably
caused by changes in customer journeys is related to adoption and diffusion of digital
marketing technologies within case companies’ competitive environment and/or
contextual setting. Case companies aim to be aware of their competitors’ as well as
other B2B-oriented companies’ digital marketing solutions. That information is also
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used to adjust the digital transformation related changes and technology adoptions of
their marketing accordingly.
“By looking at all these market studies it was obvious that digital in marketing represents the
modern era… in B2B world even 92 percent of the purchases begin with online search and
actually the purchase decision is largely done based on those web searches and that is why
five years ago we decided to increase our focus and investments to digital content.” (Global
Marketing Manager, Healthcare machinery company)

Due to the disruptive changes in customer behavior and therefore expected number
of touchpoints in customer journeys, companies are also forming internal drivers and
targets to be able to increase the reach, agility, attribution, conversions and efficiency
of their marketing operations as well as their understanding of customers’ purchasing
behavior. Therefore, companies are proactively trying to integrate and optimize their
digital and physical marketing and sales channels and touchpoints into a seamless
whole, in which the content is always optimized to the right need and moment, and
also allowing interaction between the customer and case company regardless of time
and place.
“If we are able to automate our marketing processes and support our salespersons’ work I
have a vision that we could always be one step ahead of our customer and even be able to
provide a new machine before the customer has acknowledged the need to renew their
machinery.” (System Specialist, Forest machinery company)

Furthermore, as it was visible in the data that the use of digital channels and
consuming of digital content among business customers is expected to increase even
more in the upcoming future, basically all the case companies were also internally
driving the transformation by piloting new digital marketing technologies and/or tools
in order to change the habits of their audiences even if such digital technologies/tools
would not have been widely utilized within their industry setting earlier. Especially in
the cases of construction and healthcare machinery companies the driving force
behind such proactive organizational behavior were also the high expectations that
the industries will soon be radically disrupted by emerging digital technologies after
years of tenuous change which offers new opportunities for digital transformation of
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B2B-marketing. Lastly, other internal drivers advocating the role of strategic choice
among case companies’ digital transformation of marketing included motivation to
automate, simplify and standardize marketing related operations and processes (with
the support of digital technologies) in order to improve cost-efficiency, gain synergy
benefits and improve productivity via more efficient use of resources. Also, internal
motivation to be among the forerunners in digital transformation of marketing within
their competitive environment was more or less evident in all of the case companies
although sustainability of conducted changes was still emphasized.
“The construction industry… there is kind of… nothing happened over the last two decades…
Since this digital transformation and much more focus on proactivity and efficiency, not only
on our side but also on construction, we needed to shift our go to market approach a little bit.”
(Marketing Director, Construction machinery company)
“And now that this shift has started to occur also in the hospital environment due to emergence
of this new generation, I reckon that also the habit how the marketing content of businesses
is to be consumed will change”. (Global Marketing Manager, Healthcare machinery company)

Despite the different markets in which the case companies are operating, it’s clear that
being large MNC has made digital transformation within each case company’s
marketing more or less reactive as conducting massive changes and being dynamic
tends to be challenging considering the amount of stakeholders, business units and
strategic inertia that lies within the structures of such organizations. In addition,
conservative attitude towards digital technologies has been rather visible among
customers of each industry. Because of these factors as well as changes in external
and internal drivers stated above, the general findings suggest that the emphasis on
strategic choice and proactive behavior towards digital transformation of marketing
within case companies has increased.

Based on the collected data, it is still relatively difficult to find differences from the case
companies according to the drivers and origin of marketing’s digital transformation
related change. This has to do with the fact that the secondary data used tended to
focus more on creating a positive image of the companies’ digital change, therefore
emphasizing mainly the proactive and even pioneering orientation. In each of the
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cases the environmental determinism aspect and reactive behavior regarding digital
transformation of marketing was more evident in the primary data. As such, the
categorization of case companies according to the drivers of change described in the
three theoretical models relies more on the primary data, thus leaving also more room
for personal opinions of the interviewees, although the overall development is still
considered.

CASE COMPANY

THEORY
PUNCTUATED

EVOLUTIONARY

STRATEGIC

EQUILIBRIA

CHANGE

ADAPTATION

HEALTHCARE

X

CONSTRUCTION
FOREST
PROCESS

X
X

&

X

LOGISTICS
Table 3. Origin and drivers of digital transformation within case companies' marketing

The table 3 above demonstrates the essential differences and commonalities of the
case companies by categorizing them according to the prevalent drivers and origin of
digital transformation of marketing into three theoretical models described in the
theoretical framework. The healthcare machinery company is the biggest of the case
companies according to the number of employees. In addition, its’ overall
organizational structure and differences between the market areas in which the
company is operating have led to considerable differences between its’ strategic
business units regarding drivers of digital transformation in marketing. Moreover, the
highly regulated and so far somewhat traditional mindset and buying behavior of the
customers have hindered internal, strategic drivers to proactively drive digital
transformation of marketing within such market setting. Consequently, the external
drivers of slowly changing environment combined with high organizational inertia
towards change have made the healthcare machinery and technology manufacturer
company derive its’ digital transformation related change in a manner that mainly fits
to the model of incremental and evolutionary change of organization. In other words,
there is not much leeway for radical and rapid changes. Hence, digital transformation
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in marketing of the healthcare machinery company occurs incrementally and in
evolutionary manner as an implication of local search for improved practices and due
to the requirements set by institutional context.

On the contrary, there are also signs of elements in the organizational behavior of
healthcare machinery company resembling those described in the punctuated
equilibrium theory as well as in the strategic organizational adaptation and continuous
change theory. For instance, during the time of the interview there was a radical
initiative related to digital transformation of marketing going on that was caused by
changes in customer behavior, emerging digital technologies and managerial actions.
Although such paradigm shifts in marketing had rarely succeeded on a global scale of
the organization, there lies a possibility that this change could change the fundamental
way of doing marketing across the business units of whole organization. On the other
hand, there are also signs of ambidextrous behavior that is a combination of
continuously exploiting existing methods and simultaneously exploring novel ways for
adaptation (some of the organizational bodies were more exploring and some
exploiting). In addition, the strategic business units of the organization seem to be able
to increasingly influence the external constraints in order to create new opportunities
for marketing. Consequently, while the healthcare machinery manufacturer’s legacy
of following more of an evolutionary change is still according to the author’s
understanding the one that best describes the overall orientation and drivers of digital
transformation in case company’s marketing, the findings might differ if this study was
to be replicated after a few years from now.

When it comes to the construction machinery manufacturer, it seems that the drivers
of case company’s digital transformation in marketing have during the five-year
retrospective period of this study stemmed from a healthy combination of strategic
actions and external trends. The company has continuously and in a sustainable
manner adapted its’ marketing operations, strategy and value proposition to better
serve its’ customers and own strategic objectives. In other words, the company has
been able to through its’ strategic actions also create new opportunities despite the
constraints set by so far rather traditional construction environment (in terms changes
supporting digital transformation of marketing). As such, the company has been quite
ambidextrous, by exploiting its’ existing capabilities and simultaneously exploring new.
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Even though the construction machinery manufacturer company is the second largest
case company if measured by the number of employees, its’ organizational structure
seems to support quite well implementation and embedding of marketing related digital
technologies and changes.

The forest machinery manufacturer is clearly the smallest of the case companies if
measured by the number of employees, although its’ degree of internationalization is
high, and it can be considered as large MNC. Whether this has affected or not, the
company has been undergoing thorough change in marketing during the recent years
due to the external and internal drivers related to digital transformation. In other words,
the requirements from customers and strategic choices to increase efficiency,
integration and agility of marketing have started a shift that is about the change the
underlying way of doing marketing. There has been a clear deep structure that is likely
to be replaced during this period of paradigm shift that the company’s marketing is
going through. As such, punctuated equilibrium theory is the most feasible of the three
theoretical views to describe the origin and drivers of digital transformation within the
forest machinery company’s marketing.

The process and logistics machinery company has been somewhat reactive in terms
of digital transformation of its’ marketing, especially before the last few years. The
industry setting and the mindset of the stakeholders have been very traditional, which
haven’t enhanced the digital transformation in the case company’s marketing.
However, it seems that the increasing appearance of internal and external drivers of
digital transformation has triggered a change within the organization, as digital
technologies are increasingly utilized, new strategies are formed, and mindset of
management and employees have started to change towards more digitally open
attitude. Still, this is happening slowly and for now the origin of digital transformation
related

change

in

marketing

has

followed

mainly

description

of

incremental/evolutionary organizational change. In other words, the external threats
of digital transformation are mainly forcing the case company to change slowly and in
evolutionary manner. Hence also stability is emphasized over change within the
marketing of case company. Still, as there are signs of adopting more and more
proactive and strategic behavior regarding digital transformation of marketing also
within the setting of process and logistics machinery company, it might be that the
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company is in the upcoming future able to shift its’ approach to more strategic
adaptation described by theoretical strand of strategic adaptation and continuous
change.

4.2

Digital technologies enabling the digital transformation of B2B-marketing

An important notion following statements of Tabrizi, Lam, Girard et al. (2019, p.1-5)
and Rogers (2016, p.5), that was also visible in the data was that while the digital
technologies are the source of digital transformation in marketing, it is not
fundamentally about adoption of digital technologies and tools per se but more of
about renewing different aspects of marketing by utilizing emerging digital
technologies and tools as enablers. As such, basically all the case companies have
acknowledged this and are not adopting emerging digital technologies for the sake of
technologies. Instead they aim to carefully pick the most relevant ones that serve their
essential drivers, seizing of opportunities and changes related to digital transformation
of marketing in the most beneficial manner. In other words, the digital technologies
and tools that the case companies have adopted during the recent years to support
the transformation of their marketing are not driving the transformation as such. The
real challenge is to be able to identify and incorporate the digital technologies and
tools that are essential for the overall transformation of marketing.
“I think that’s where… you know the early days of marketing technology… you know hitting
marketers… a lot of people went wrong… you know they saw technologies to go like bullets
to drive organizational change but you have to drive the organizational change and culture…
and then implement the right technology to support that.” (Head of Digital, Construction
machinery manufacturing company)

Even though there are nowadays a lot of different digital tools and technologies that
can support the transformation of marketing, the case companies shared most of the
digital technologies and tools that have been disrupting their marketing with a few
exceptions. In addition, the extent to which these marketing technologies were utilized
varied to some extent. For instance, being able to utilize marketing automation tool in
its’ full potency may require a lot of time, due to the required organizational changes
and learning. What is more, is that there are differences between the case companies
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regarding the standardization of the digital marketing technologies and tools within the
organizations. For example, the construction machinery company had a system in
which different organizational bodies are forced to adopt the digital marketing related
technologies that are centrally accepted to be used on a global scale. Also process
and logistics machinery company aimed to follow standardized approach in adoption
of digital marketing tools and technologies. Contrary to that, healthcare machinery
company had considerable inconsistencies in utilization of marketing technologies
between different market areas and organizational units and also forest machinery
company indicated about struggling to utilize the same digital technologies and tools
across all its’ business units and market areas in which it was operating.
“We have a global strategy where we have the global guideline. Every country in this world
where construction machinery company is present works with the same software. If you look
at the CRM tool that our salespeople use every day in their interaction, you will find the same
tool across every other country.” (Marketing Director, Construction machinery manufacturer
company)

The digital technologies and tools supporting digital transformation of marketing within
case

companies

included

marketing

automation

software,

social

media

management/monitoring software, webpage management/monitoring software, (Big)
Data analytics tools, product information management tools, enterprise resource
planning (ERP) software, customer relationship management (CRM) software,
search-engine marketing tools, e-commerce platforms, cinematic video footage,
artificial intelligence applications, and even augmented/virtual reality (AR/VR)
applications. As all the case companies are aiming to optimize and analyze their
customer journeys and multiple touchpoints of marketing, the digital technologies and
tools that were the most significantly utilized in digital transformation of case
companies’ marketing were marketing automation tools, social media and webpage
management/monitoring tools, CRM software, e-commerce platforms and different
analytical tools.
“In terms of digital trends, what are the technologies, what are the tools most commonly used
within our industry segment or industry setting. Because they don’t really differentiate so much
from company to company or industry to industry. In B2B-industries mostly used tools are
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websites, social media channels and marketing automation.” (Digital Marketing Specialist,
Process and logistics machinery company)

Although for example webpage, social media, and e-commerce related digital tools
were not necessarily adopted during the last five years, there have been considerable
integrations, renewals and optimizations regarding those among all the case
companies, in order to be able better reach, impact, nurture and understand the
customers. The importance of e-commerce channels has clearly increased among all
the case companies. Yet, the large-scale procurements still require face-to-face
selling. Therefore, e-commerce is utilized mostly to sell additional services as well as
products and solutions that are neither too complex nor too expensive in monetary
terms. In addition to the advantages of increasing usage of e-commerce that the case
companies can better analyze, understand and optimize customer journeys as well as
allocate their sales resources more efficiently, there are also other slowly appearing
opportunities. For instance, the healthcare machinery company has been able to
create new kind of value for its’ customers in certain market areas as the customers
do not necessarily need stocks of their own anymore as the efficient purchasing
process through online channels enables customers to order products whenever those
are actually needed, therefore favoring so called just-in-time thinking.

Despite the hype around AR/VR technologies and AI as disruptive marketing
technologies as described by Gartner (2018), these were not yet adopted or fully
utilized in B2B-marketing of the case companies. Construction machinery, healthcare
machinery, as well as process and logistics machinery companies had adopted some
AR/VR applications to support their marketing and selling processes. On the other
hand, the utilization of AI for the purposes of marketing was also in its’ early stages as
only one interviewee representing healthcare machinery company was aware of
utilization of AI, that was to track customer journeys and optimize the targeting as well
as alignment of marketing content automatically. Also, construction machinery
company was about to implement presumably disruptive AI enabled applications in its’
marketing in the near future. While AI as a technology can be utilized in majority of the
touch points in the customer journey, therefore also underlying the vast potential of AI
in marketing, it is notable that also marketing automation is one of the application areas
in which AI can be utilized (Samala, 2016, p.504). Consequently, depending on the
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sophistication and the degree of utilization of marketing automation system, even more
of the case companies might have already used AI in marketing than it was discovered
from the data.
“Although we tend to think that industrial B2B is somehow different, it is not actually different.
These days people have got used to easy access and convenience… they can buy from the
web basically anything, and organize anything and then in the B2B environment there is still
the kind of behavior that: “wait up, I need to make a call about organizing an appointment so
that I can promote our services”, and at the same time many customers would be already
ready to buy”.” (Process and logistics machinery company, Marketing Operations Manager)

4.3

Organizational changes/adaptations related to digital technology adoption

As the adoption and utilization of technological innovations is only part of the digital
transformation in B2B-marketing of organizations’, this study sought to find out what
kind of organizational changes and adaptations related to digital transformation there
have been in B2B-marketing of organizations. Therefore, all the organizational
changes that could be directly or indirectly related to the adoption and usage of digital
marketing technologies were considered in the collection process of primary and
secondary data. Importantly, at least two interviewees noted that fundamentally they
do not see that the digital technologies adopted into marketing drive and trigger
organizational changes in marketing as such, but rather enable conduction of many of
these changes in overall transformation. Still, it’s clear that, it would have been
impossible to conduct such considerable changes within the case companies’
marketing without many of the adopted digital technologies and solutions. This was
particularly evident in thorough changes of construction and healthcare machinery
companies.

On the other hand, for example essential digital transformation related organizational
changes such as acquiring of new competences as well as incorporating digital
thinking and culture into the organization are changes that are many times driven or
conducted even before the adoption of disruptive digital marketing technologies. The
changes among the mindset and culture of managers, marketers and other employees
were perhaps some of the most important but also some of the most challenging
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changes to conduct for the case companies. Nevertheless, the cultural change seems
to be somewhat crucial in creating the foundation for which to build the adoption and
utilization of digital technologies as well as the overall change of marketing and the
whole business. In a sense, the cultural change and appearance of digital thinking is
also required to happen among customers of the case companies, as somewhat all of
the case companies had faced inertia in their customer interface towards their new
digital marketing and sales solutions. As such, close cooperation with customers and
other key stakeholders, changes to value propositions, and new marketing
communication strategies were some of the means among case companies that were
used to drive the digital transformation in their customer interfaces.
“So digital thinking…you know initially organizations go through a change where they have
digital sat in a silo and then actually integrating digital into the DNA of the company… that’s
really the next step… and part of it is obviously into their customer facing propositions and the
other side of it is obviously the internal culture and the way you work.” (Head of Digital,
Construction machinery company)

When it comes to the shared changes that have been conducted by the case
companies in order to support their digital marketing technology adoptions and
orchestration of overall digital transformation within organizations, firstly the most
essential change has been the increased openness of the key stakeholders (e.g.
customers, employees and managers) towards digital technologies and related
organizational changes. All the case companies have been able to drive the change
in the mindset and culture of their management, employees and customers in terms
of digital transformation, although so far some of them more successfully than others.
Especially forest machinery and construction machinery companies have been quite
successful in incorporating the digital thinking internally, but also externally. Still there
has been a clear shift also in the mindset and culture of healthcare as well as process
and logistics machinery companies. This has become visible for instance in
managerial urge and support for company-wide digital transformation, increased
investments towards digital technologies supporting marketing, increased amount of
cooperation between organizational departments, units and stakeholders, number of
pilot projects, setting digital transformation related goals, demonstrating benefits of
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digital transformation related change and in coordinating digital transformation more
systematically.
“But still the industry setting, the mindset of the sales network and also mindset of the
customers… it is so traditional. So that, that affects everything. At the previous years it
wasn’t… not the digital marketing but marketing overall wasn’t taken so seriously.” (Digital
Marketing Specialist, Process and logistics machinery company)

It’s notable that such cultural shift towards emerging digital marketing technologies
does not appear overnight but is rather a continuous process or a process that takes
for a long time. Consequently, there seems to be still room for improvement internally
and externally among the stakeholders of every case company. Identifying what is the
state of the mindset and culture in terms of digital transformation openness among the
key stakeholders is therefore important part of the change process. Obviously, driving
the mindset of the managers and employees towards digitally open thinking should be
easier than driving such change among the customers and industrial context. This was
particularly evident in the industrial contexts of healthcare, construction and process
and logistics, as the traditional mindset and behavior of the customers seems to be for
now a little bit lacking behind from the development that has taken place during the
recent years within large MNCs of other industries. Additionally, also forest machinery
company had faced similar challenges in some of its’ market areas.

Interestingly, in addition to the shift in the mindset regarding digital marketing
technology adoption and related organizational changes, there has also been a
change within each case company regarding the attitude of managers and other
departments towards importance of marketing. In other words, the strategic
importance of marketing is better understood within case companies and marketing is
increasingly considered as a credible function also by employees of other departments
such as salespeople. This is probably because nowadays digital technologies and
tools enable marketing to better demonstrate its’ value and contribution in sales but
also nurture customers almost across every step of the customer journey as it was
found from the data. As such, the responsibilities of marketing have also become more
diverse than before, also supporting the positive attitude towards marketing.
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“Previously most of our budget was allocated to trade fairs and exhibitions as the value of
digital (marketing) was not acknowledged, and was not seen something that should be actually
invested in. But let’s say that during the last four years, this has changed tremendously as I
came into this trade fair organization and now this is actually beginning to resemble digital
organization.” (Marketing leader, Healthcare machinery company)
“The strategic importance of marketing has increased and it has become more diversified as
it isn’t acting only in the beginning of the sales funnel anymore or you know only in gathering
leads but instead marketing can support the working of the salespeople during the whole
purchasing process and all that so naturally marketing is maybe seen as more credible.”
(Marketing Operations Manager, Process and logistics machinery company)

The changes in operational processes that were related to the adoption of digital
technologies and tools was something that all the case companies shared in common.
Automation of marketing activities with the support of digital technologies and tools
(such as marketing automation software or AI) naturally changes the processes by
reducing or eliminating manual work done by humans regarding specific marketing
activities such as mailing of newsletters. In addition, the adoption of digital
technologies and tools for the purposes of marketing has also changed operational
processes as resources are differently allocated, workflows are differently aligned and
cooperation that goes over departments and business units is increasingly required.
As digital marketing technologies and tools have also considerably changed the
buying behavior of customers and thus sales patterns, the traditional roles of
marketing and sales departments have become blurred, and marketing is closer to
sales than ever. As such, all the case companies have been trying to avoid silos
specifically between sales and marketing in order to support the successfulness of
their digital transformation in marketing. In order to clarify the responsibilities and
cooperation, for example process and logistics machinery company has created some
shared goals and objectives for sales and marketing. Increased need for cooperation,
communication and clear processes and practices between marketing and sales are
also acknowledged among case companies as integrating physical (i.e. face-to-face
selling) and digital (i.e. digital marketing communications) touchpoints of the customer
journey to support and complement each other is ultimately required.
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Since the digital marketing technologies and tools enable collecting and analyzing
massive amounts of data in digital form, that is nowadays valuable driver of decision
making in marketing strategies and operations, the quality of the collected/utilized data
as well as its’ efficient storing and sharing processes are increasingly important within
each case company’s business. As a consequence, all the case companies have
adjusted and integrated their processes at least to some extent in order to manage
data as efficiently and systematically as possible. In addition to using increasingly
shared/integrated and interrelated platforms across organizational units, the changes
in data management processes are also highly related to the aforesaid need for
cooperation across organizational units and departments. Important driver in changing
of processes and practices regarding management and utilization of data, is that as
customers are facing multiple touchpoints in different (digital) channels, the marketing
content and information provided for the customer should be integrated and adjusted
on occasion. In other words, incoherent, repetitive and incorrectly scheduled
marketing communication is aimed to be avoided by all of the case companies.
Although these changes are more or less evident in all of the case companies,
especially forest and healthcare machinery companies have been during the recent
years conducting thorough changes to operational processes and practices in order
to be able to utilize (customer) data as efficiently as possible.

In order to support digital transformation of marketing, there have also been changes
to organizational structures as novel units and/or roles have been established. In other
words, the case companies have hired digitally savvy and talented marketing as well
as technology experts for novel roles and teams in order to allow more dedicated,
strategic and systematic conduction and (digital) development of marketing. For
instance, construction machinery company established a global software team four
years ago to support integrated digital transformation of marketing and adoption of
digital marketing technologies across the business units. In addition, also healthcare
machinery company has established new marketing teams to support the
transformation. Also, process and logistics as well as forest machinery companies
have established new roles that contribute to digital transformation of marketing. The
secondary data regarding the changes of process and logistics machinery company
even highlighted the establishment of new organization, although this apparently
referred to changes, alignments and integrations in processes, responsibilities and
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goals of different support functions of the business. Yet, the company has also done
some higher management changes to enable more digital transformation supportive
management and leadership.

Probably partly because of the aforesaid changes in the mindsets regarding strategic
importance of marketing for the whole business along with the establishments of novel
digital marketing related positions and teams within case companies, marketing overall
has become more strategic and systematically managed than before. Specifically, in
the case of healthcare machinery company, fundamental digital marketing strategy
has been formed instead of earlier spontaneous and not well coordinated marketing
activities. Also, forest, construction and process and logistics machinery companies
have been renewing or building their digital marketing strategies particularly in terms
of marketing communications to better match the requirements set by increasingly
digitized environment. Still, perhaps the biggest strategic change stemming directly
from digital transformation of marketing was conducted by the healthcare machinery
company as increasingly digital customer journeys, investments in digital marketing
technologies/tools and in-depth analysis of customer behavior led to implementation
of account-based marketing strategy. Account-based marketing is a form of marketing
strategy aiming to target the most lucrative customers and optimize marketing content
for those in order to maximize the conversion rates and attribution of marketing
campaigns/activities.
“We have actually started defining complete new digital marketing strategy. We didn’t have
anything. So we had digital marketing operations yes, but it was like spontaneous, it was ad
hoc. It wasn’t based on in a strategy. I can actually share an interesting number with you;
roughly 40 percent of the B2B-industrial marketing companies, they don’t have digital
marketing strategy.” (Digital marketing specialist, Process and logistics machinery company)

Finally, another considerable organizational change related to digital transformation in
B2B-marketing of case companies has been in business models, that is how a
business creates, delivers and captures value. Such change can be also linked to
aforesaid changes in marketing strategies. Fundamentally all the case companies
have conducted changes in order to differentiate themselves increasingly with
comprehensive solutions instead of with products. Therefore, marketing and sales are
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trying to create value for the customers by utilizing more consultative approach in
communication and trying to solve and satisfy the underlying problems and needs.
Customer relationship management and retention is important in such business
models.
“This marketing communication that is targeted to our customers is increasingly about
solutions meaning that we don’t aim to sell just one box or monitor but instead it’s increasingly
marketing communication about pervasive solutions for the problems of the customers.
Because that is what really matters for the customer, not that single box.” (Global Marketing
Manager, Healthcare machinery manufacturer)

Even though these changes with the case companies’ business models have not
merely happened because of digital transformation and adoption of digital
technologies/tools, it’s clear that digital technologies/tools used in sales and marketing
are an extremely important part of the overall solutions creating, delivering and
capturing value. The changes in business models have also resulted in changes
regarding value propositions of the case companies. In terms of business model and
value proposition change, the data indicated that the most thorough change was
conducted by construction machinery company. Also, forest and healthcare machinery
companies have moved to more solution-based marketing and selling along with
utilizing digital technologies/tools and/or data to create additional value for their
customers. In the case of process and logistics machinery company, there weren’t
such considerable changes around this topic, but the company is increasingly trying
to find additional ways to create customer value with the help of digital solutions.
“We did a big step on changing our go to market model or business model or strategy where
we wanted to go away from this product pushing company towards let’s build a relationship
with the customer and not try to win every customer and do every sales you can do… rather
focus on development of the customer. We see the digital trends and then build it in as a part
of an entire solution rather than taking the digital solution and pushing it as a single standing
topic.” (Marketing Director, Construction machinery company)

Overall, considering the prevalent organizational changes related to digital
transformation of marketing that have occurred within the case companies during the
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last years, the earlier findings of Reis et al. (2018, p.411-419), Horlacher and Hess
(2016, p.5126-5135), Dremel et al. (2017, p.81-100), Matt et al. (2015, p.339-343),
Loebbecke and Picot (2015, p.149-157), Morakanyane et al. (2017, p.438), as well as
Pramanik et al. (2019, p.323-343) regarding organizational changes typically related
to digital transformation of marketing were also highly visible within the case
companies of this research. As such, changes in organizational mindset, culture,
capabilities, structures, strategies, processes and value creation seem to be some of
the most essential changes that digital transformation in marketing is likely to involve.

4.4

Characteristics of digital transformation driven change in B2B-marketing
in terms of scope, pace and continuity

In respect of the characteristics of digital transformation related organizational change,
the previous chapter already reflected that the scope/magnitude of organizational
changes has been somewhat pervasive in each of the case companies, as there have
been thorough changes in operational processes, strategies, culture, and value
creation models pertaining to marketing. The data indicated that basically in all of the
case companies, the last five years or even more recent years have included quite
radical and pervasive changes in marketing. Nevertheless, it was underlined by some
of the interviewees that as organizational processes, strategies, structures and culture
are interrelated, obviously a change in one organizational element is likely to change
also others, although this is dependent of the organizational restraints and array.

Although the last years overall have cumulated as broad changes in marketing in
terms of scope/magnitude, still all the case companies are somewhat in the early
stages of their marketing’s digital transformation journey and not even near where they
are pursuing to be in the upcoming future. Again at least the industrial contexts of
healthcare, construction and process and logistics have been previously very
traditional in terms of digital transformation, which obviously has postponed the need
for change within respective case companies. As the industrial contexts of the case
companies might have also affected the scope of digital transformation driven change
in their marketing, this was particularly evident in the case of healthcare machinery
company that is operating in highly regulated industry, therefore also setting restraints
for novel digital marketing tactics.
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When considering the cumulative scope/magnitude of organizational changes related
to digital transformation of marketing case by case during the five-year retrospective
time period of this study, construction machinery company seems to have conducted
the most transformational changes in its’ marketing. This is because the whole new
business model was formed by the company with the support of digital
technologies/tools along with distinctive cultural shift within the company in order to
enhance digital transformation in marketing and in the whole company. In addition, the
company has shaped its’ operational processes, strategies and tactics related to
marketing. Moreover, construction machinery company has established new
organizational units and roles, organized trainings and cooperation with third parties
in order to develop its’ capabilities, and also invested heavily in marketing related
digital technologies/tools. As such, the overall scope/magnitude of change related to
digital transformation of marketing within construction machinery company has been
impressive within the rather traditional industry setting of construction.

Likewise, forest machinery company has been during the last five years increasingly
conducting organizational changes in a pervasive manner in the pursuit of marketing’s
digital transformation related opportunities. As the scope of change in its’ marketing
has been extremely broad, conduction of some of these changes has taken even
longer than expected within the company. Therefore, realizing the actual advantages
and subsequent implications from many of the organizational changes and
adjustments that the case company has been working with are still underway.
Nevertheless, the operational processes in marketing have been already changing a
lot as the company has been paying a lot of attention to be able manage and utilize
product information, and customer data more efficiently. In addition, digital
technologies and tools are more and more employed in marketing activities in order to
automate processes, improve resource usage, and increase proactivity in marketing
activities. The company has also hired new capabilities, invested heavily in digital
marketing technologies/tools, and driven change in the mindset of key stakeholders in
terms of digital transformation of marketing. Yet, although the scope in the cumulative
organizational changes related to digital transformation in marketing has been
thorough, it is acknowledged within the company that there are still many areas that
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need to be changed in order to be able seize many of the identified opportunities in
the upcoming future.
“Recently we have revised a lot of things under the bonnet so that we are capable of
conducting things rapidly in the future. We have been doing this thoroughly instead of adding
plaster upon plaster in a way that it would just look good. We are aiming to be proactive instead
of living in the moment and putting out fires.” (System Specialist, Forest machinery company)

When it comes to the scope/magnitude of digital transformation related changes within
healthcare machinery company, the scope/magnitude of cumulative changes in its’
marketing during the last five years has been somewhat radical. Five years back in
time, company’s marketing looked completely different. This is because fundamental
strategy of marketing has been changed, along with marketing’s value creation and
communication approach. Naturally there have been also changes in the mindset of
stakeholders and processes regarding marketing and its’ digital transformation.
However, the essential reason why the scope/magnitude of marketing’s digital
transformation related change within the healthcare machinery company is not
considered to be as pervasive and thorough as it has been in construction and forest
machinery companies is that the organizational structure, size as well as traditional
and regulated industry have so far prevented organization wide digital transformation
in marketing to take place. In other words, the organizational business units differ from
each other quite a lot when it comes to scope/magnitude of these kind of changes that
have been (or have not been) conducted during the recent years.
“So it’s not only marketing, of course it should cover sales and it should support other related
organizations. So in that sense we try to keep our scope as wide as possible but… these
digital transformation operations has been happening rather freshly. In that case I would say
that the culture and strategy has been changing, going towards digital transformation.” (Digital
Marketing Specialist, Process and logistics machinery company)

Lastly, the scope/magnitude of marketing’s digital transformation related changes
within process and logistics machinery company haven’t according to the longitudinal
data been as considerable as within the other case companies. This is because the
process and logistics machinery company is perhaps in the most early stages of its’
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marketing’s digital transformation journey from the all case companies. More
systematic, managerially organized and strategic changes related to driving of digital
transformation within the case company’s marketing began only a few years ago.
Basically, before that the scope/magnitude of changes related to digital transformation
of marketing was rather tenuous. However, during the last two years, the company
has started to develop its’ marketing strategies, operational processes have been
changed, and also the cultural change has started to occur due to the conducted
managerial changes. In addition, spending towards digital marketing technologies has
increased. As such, the company is increasing the scope/magnitude of its’ marketing’s
digital transformation related changes more and more.

Closely interrelated characteristics of digital transformation related change within case
companies marketing besides to the scope/magnitude of change that were
investigated from the collected data were pace and continuity of change. Being large
MNCs and having high number of stakeholders, all the case companies have been at
least to some extent struggling with the pace of change, although this seems to affect
the scope/magnitude and even continuity of change as well. As such, although some
differences regarding the characteristics exist between the case companies, when it
comes specifically to the pace of change the data indicated that there were at least
some challenges that hinder the pace of change in every case company.
Consequently, nearly all the interviewees discussed the importance of being able to
“sell” and initiate organizational innovations through successful networking and
demonstration of benefits regarding the innovation adoptions. This was seen crucial
by the interviewees in order to be able to accelerate the pace as well as
scope/magnitude of change related to marketing’s digital transformation initiatives.
These findings are well aligned with different theoretical views of this paper discussing
the existence of different forms of organizational inertia towards change as articulated
among others by Gersick (1991, p.18-19), Tushman and O’Reilly (1996, p.18), Park
and Krishnan (2003, p.266), Lam (2004, p.28), McKnight (2013, p.107-108) as well as
Hopkins et al. (2013, p.77-94).
“The prevalent mindset can be described so that there must be clearly visible benefits derived
from to the adoption of new technology. The gained benefits need to be demonstrated well as

75

no one wants to adopt a new technology for the sake of using technology but there must be
clear benefits why it should be utilized.” (Marketing Specialist, Forest machinery company)
“You have dozens of people from whom you need to sort of buy the acceptance so that they
are thinking that damn this is good. That’s kind of internal marketing. In terms of accountbased marketing, we have done that for few years now and it’s slowly starting to produce
results, but personally I don’t see any reason why this change shouldn’t be conducted
immediately because the evidence is so impressive. But it is what it is, that in large
organization you have to be excellent in selling and networking is extremely important in order
to drive things forward.” (Global Marketing Manager, Healthcare machinery company)

Yet, it was also highly visible in the data that the pace of digital transformation related
organizational change within case companies’ marketing is assumed to increase in
the near future. The reasons include accelerating digital technology development, and
better capabilities to implement new digital marketing technologies and related
changes faster (i.e. due to changed mindset/culture and fundamental changes to
processes, strategies, business models already conducted), and accelerating overall
digitalization among companies of traditional industries (e.g. expected digital
revolution in healthcare and construction industries).

Although the pace of change regarding digital transformation of marketing within
construction machinery company has been somewhat rapid or at least moderate
during the retrospective five years of this study, being large multinational corporation,
operating in traditional construction industry, and focusing on sustainable
development in changes have impacted the pace and continuity of change. Still, for a
large MNC, the company has organizational structure that enables rather fast
implementation of digital transformation related changes. Also, the changes in
organizational culture and mindset towards digital transformation along with the
changes in business model and capabilities of workforce have allowed the case
company to proceed in rather rapid and continuous manner with the digital
transformation of its’ marketing considering the industry and size of the company.

Even if there are a lot of elements from continuous ambidextrous organizational
change within construction machinery company described by theoretical strand of
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strategic organizational adaptation and continuous change, one of the interviewees
argued that in the marketing’s digital transformation related change, there are clear
spikes in the scope/amount of change occurring over certain period of time. In other
words, rapidly appearing more radical organizational change periods and periods of
incremental or tenuous change during which the pace of change is slower appear
alternatively and in turns. The reason for this is that incorporating and embedding
substantial changes properly within marketing requires time and therefore keeping up
continuously rapid and radical pace of change by introducing initiatives and
innovations one after another is not sustainable in the long run, at least in the case of
such large multinational organization. Consequently, digital transformation in
marketing of construction machinery company seems to resemble also a lot the kind
of discontinuous organizational change described by punctuated equilibrium theory.

In similar manner, also one of the interviewees representing forest machinery
company stated that marketing’s digital transformation related change within their
company have appeared in cycles of radical and incremental change even if the
overall digital transformation related change within organization has been relatively
continuous. The reason for such kind of change within the case company resembling
to that described by punctuated equilibrium theory, has been that digital transformation
of marketing has so far required a lot of foundational work. In other words, building
such processes, capabilities, structures, culture and systems that can act as a
foundation for radical and rapid changes has required a lot of time. Given some of the
challenges that the company has faced when trying to conduct changes, the pace and
in sense the continuity of change have alternated. Also, incorporating of changes have
affected to the continuity and pace of change. Still, although the change within
marketing of the case company has included pervasive and thorough periods during
which the change has been more substantial and on the other hand periods of
incremental or tenuous change, the expected radical or revolutionary digital
transformation within marketing of the case company has after all taken quite a long
time to appear. As such, theoretical strand of strategic organizational adaptation and
continuous change has also evidence when describing the characteristics of
marketing’s digital transformation related change within the case company.
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“The pace of such changes goes somewhat in cycles and kind of base work is first required.
Incorporating new working methods takes time… it goes somewhat in cycles so that we
develop, implement, receive feedback and develop again.” (System Specialist, Forest
machinery company)

Concerning the pace and continuity of marketing’s digital transformation related
change within healthcare and process and logistics machinery companies, there are
a lot of common between the two. Although the cumulative scope/magnitude of
change within both companies from the recent years is still substantial, it seems that
the organizational and other industrial restraints (such as structures, size and mindset
of stakeholders) have hindered the pace and thus also the scope/amount of change
during the retrospective time period of this study a lot. The data indicated that the pace
of change was considered to be painfully slow within both case companies. Still the
digital transformation related change within marketing of both case companies has
been a continuous process, that is progressing incrementally/gradually. As such, the
evolutionary/incremental view of organizational change describes the characteristics
of digital transformation related change within both case companies the best.
“So I would say until this point it has been really, really slow. Painfully slow because of the
reasons I explained before that mostly these internal restraints that you have to take approvals
and it takes just forever.” (Digital Marketing Specialist, Process and logistics machinery
company)

Still there were also traits of elements supporting description of punctuated equilibrium
theory regarding both companies although these findings were not as well supported
compared to findings favoring the description of evolutionary/incremental view of
organizational change. For instance, the digital transformation related change within
marketing of process and logistics machinery company was tenuous before digital
transformation related change really started a few years ago (although incrementally).
Moreover, there were some examples provided by the interviewees of process and
logistics machinery company that somehow relate to characteristics of change
described by punctuated equilibrium theory such as trial and error type organizational
behavior (i.e. some change initiatives succeed, some don’t) and examples of new
product launch periods during which the digital transformation related development in
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marketing has completely stopped because of the allocation of resources. In addition,
during the time of the data collection of this study, the fundamental change in digital
marketing strategy of healthcare machinery company’s business unit was potentially
about to disrupt the fundamental digital marketing strategy of the whole corporation
even rapidly thus resembling characteristics of change described by punctuated
equilibria. Yet, this remains to be verified by future research.

CASE COMPANY

THEORY
PUNCTUATED

EVOLUTIONARY

STRATEGIC

EQUILIBRIA

CHANGE

ADAPTATION

HEALTHCARE

X

CONSTRUCTION

X

FOREST

X

PROCESS

&

X

LOGISTICS
Table 4. Characteristics of digital transformation within case companies' marketing in terms of scope,
pace and continuity.

The table 4 above concludes the discussion of this chapter on the scope, pace and
continuity of digital transformation related change within case companies’ marketing.
Healthcare and process and logistics machinery companies have so far mostly
followed theories of evolutionary/incremental view of organizational change in their
digital transformation due to the slow and incremental, but continuous change. On the
other hand, findings indicating alternately rapid and radical change, and slow and
tenuous change within construction and forest machinery companies’ marketing
indicated that the characteristics of digital transformation related change have been
following punctuated equilibrium theory. Yet, in the case of construction machinery
company, the conclusion from the data regarding categorization between punctuated
equilibria and theories of strategic choice and continuous adaptation was difficult.

4.5

Subsequent implications of digital transformation in B2B-marketing

Subsequent implications of marketing’s digital transformation did not differ
fundamentally between the case companies. In the primary data there were marginal
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differences which subsequent implications were stressed by the interviewees
depending on the matter of their perspective. Also, some differences existed in the
extent of subsequent implications depending e.g. on the organizational capacity to
utilize synergy benefits of digital marketing content and technologies/tools as well as
to gain valuable customer insights from the data. Although also possible
disadvantageous subsequent consequences were considered by this research, the
data focused almost without an exception on the advantageous implications.
Consequently, at this point it seems that digital transformation tends to essentially
provide nothing but positive subsequent implications for the case companies’ B2Bmarketing.

As already reflected in one of the previous chapters discussing implemented
organizational changes related to adoption of digital technologies/tools within
marketing of case companies’, strategic importance of marketing as well as the
diversity of responsibilities included in marketing have increased. Since digital
technologies, tools and channels enable marketing to nurture leads, prospects and
established customers even across the whole customer journey and purchasing
process, along with the possibility to support sales department considerably,
marketing has become more honored organizational partner. Not so long ago,
marketing’s role in the case companies was essentially about preparing brochures and
organizing face-to-face marketing events such as trade fairs and exhibitions. However,
the digital transformation within case companies’ marketing has allowed them to adopt
multiple digital channels and tools that enable nurturing of customers via multiple
touchpoints, collection of valuable data, and turning that data into valuable insights
that can benefit the business also on a wider basis.
Due to the digital transformation within the case companies’ marketing, collecting,
measuring and analyzing of data with the help of digital marketing technologies/tools
have become inseparable part of marketing activities. In fact, the digital transformation
within marketing of case companies’, has kind of planted the culture of measuring.
Collecting, measuring and analyzing of data have allowed the case companies to
better understand, influence and control their customers’ behavior. Better planning,
real-time reacting and proactive marketing and sales activities are just some of the
benefits gained from efficient utilization of data. Moreover, the attribution of marketing
80

activities and return on marketing investment can be better demonstrated and
calculated. In fact, also the efficiency of marketing activities has increased as better
return on marketing investment, increased attribution level of marketing in purchases,
increased level of customer retention/engagement, and increase in number of gained
leads, revenues, and conversion rates are examples of the advantages gained from
digital transformation of marketing within case companies. Digital transformation has
also improved productivity and capabilities of marketing as well as allowed better
allocation of resources.

All in all, it can be said that the overall reach of marketing has improved in all of the
case companies as adopted digital marketing technologies/tools have allowed ability
to reach target audiences regardless of place, time, and channel. As such recognizing
and satisfying the needs of the customers all over the world, conducting global
marketing communication and building brand globally are some of the implications
related to better reach of marketing. Hence, digital transformation of marketing has
also provided novel opportunities in the form of untapped markets and target
marketing. Moreover, even though all the case companies have been able to utilize
digital marketing and sales related technologies/tools when creating, delivering and
communicating value to their customers, the construction machinery company has
been perhaps the most successful in building the utilization of different digital solutions
within their transformed business model. This has boosted the customer engagement
level of the construction machinery company significantly and at the same time
allowed more integrated and customized customer experience regardless of the
channels and touchpoints through which a customer is interacting with the company.
“One can reach customers promptly by utilizing digital marketing communication technologies
and channels. It’s not bound to a certain time or place, as one can ad hoc communicate
swiftly.” (Marketing Specialist, Forest machinery company)

Another prevalent subsequent implication in B2B-marketing of case companies relates
to so called synergy benefits in terms of marketing communication and content as well
as digital marketing technologies/tools. All the case companies have been trying to
achieve cost-efficiency gains by sharing best practices, content, data and platforms.
Overall, the construction machinery company has been so far the most successful in
81

this area thanks to the organizational structure and management methods enabling
implementation and sharing of the aforesaid on a global basis. Also, process and
logistics machinery company has improved sharing of marketing content and digital
marketing technologies a lot. The forest machinery company has been also
implementing a lot of organizational changes recently in order to be able to integrate
and share marketing and sales platforms and marketing content better. Healthcare
machinery company was due to its’ organizational structures and inertia struggling the
most to achieve such synergy benefits although this was highly acknowledged and
pursued within some strategic business units of the company and might therefore
change in the upcoming future.

Even if digital marketing technologies and tools along with the overall changes related
to digital transformation have allowed all the case companies to collect data, analyze
it and act upon the insights derived from the data, some differences seem to exist on
this matter between the case companies. For instance, very sophisticated use of data
analytics has allowed at least some of the strategic business units of healthcare
machinery company to improve their targeting, attribution level of marketing content
and activities, and overall performance/productivity of marketing. That is because
analyzing of data with the support of digital technologies have allowed sophisticated
targeting, optimization of marketing content and therefore higher conversions. On the
other hand, forest, process and logistics and construction machinery companies are
not according to the data quite there yet when it comes to marketing’s attribution
modelling and highly sophisticated use of data.
“The return on investment was absolutely stunning and this account-based marketing has
been in the centre of that… the results have been excellent as we can measure what is the
impact of this. We understand where those (qualified leads) come from and it’s not about that
generic measuring of leads and stuff that in the end does not matter a thing.” (Global Marketing
Manager, Healthcare machinery company)

If there was something that can be considered as disadvantageous subsequent
implication of digital transformation within case companies’ marketing, it lies in the
aforesaid utilization of data. Many interviewees along with some captions from the
secondary data indicated that while digital marketing technologies and tools provide
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in a sense better influencing, understanding and controlling possibilities regarding
customer journeys, the diversity of touchpoints and channels through which potential
and existing customers interact with the case companies have become increasingly
complex. As such, building integrated marketing and sales channels that complement
each other can be difficult. Another issue is that physical face-to-face selling tends to
still have a considerable role in B2B-marketing which can’t be measured nor analyzed
the same way that is possible in digital interaction. Consequently, although return on
marketing investment and attribution of marketing activities in transactions can be
better estimated, demonstrated and calculated, incautious conclusions should be
avoided. Also, inadequate quality of collected data was something that may lead to
wrong conclusions and actions in marketing and was therefore increasingly
acknowledged subject within the case companies.
“I would still not underestimate you know especially in B2B the role that every channel play in
establishing the relationship with the customer. Construction machinery company has got a
big established customer base… those customer relationships have been nurtured over long
long time so digital has not just arrived from some sort of spaceship and transformed
everything in this and as now you know the key driver of the ROI.” (Head of Digital,
Construction machinery company)

Considering the subsequent implications of digital transformation within case
companies’ marketing in the light of earlier findings, they are well aligned with each
other. Digital transformation of marketing has clearly provided capabilities for the case
companies to create more differentiated customer experiences and find new ways to
create, deliver, communicate and capture value therefore following the earlier findings
of Reis et al. (2018, p.417-418) as well as Berman (2012, p.16-24). In addition, costefficiency and relatedly performance of marketing have improved due to automation
of marketing processes, better allocation of resources and scalability of integrated and
shared content, practices and digital technologies/tools. Such findings coincide with
the ones presented by Morakanyane et al. (2017, p.439). Furthermore, possibility to
find valuable customer insights and manage customer relationships better are
subsequent implications of marketing’s digital transformation discussed by
Grishikashvili et al. (2014, p.146-149), which are also evident within the case
companies. Lastly, as Leeflang et al. (2014, p.1-12) put it, digital transformation in
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marketing has without a doubt become the ultimate source of competitive advantage
among companies.

4.6

The challenges in seizing the opportunities provided by digital
transformation of B2B-marketing

In terms of challenges and/or barriers that need to be tackled by the case companies
in order to seize identified opportunities and positive subsequent implications related
to marketing’s digital transformation, the biggest challenges and/or barriers were
essentially similar. As already discussed regarding the characteristics of digital
transformation related organizational changes in marketing, being large MNC is one
of the biggest factors restraining conduction of organizational changes related to digital
transformation of marketing, and thus also capacity to seize identified opportunities in
time. The bigger the organization, the bigger the number of stakeholders that need be
involved and convinced. This issue has to do also with higher organizational inertia
towards change and fundamental deep structure of organizations that is not easily
disrupted. Even though it is obvious that such large MNCs as the case companies
cannot be as agile and dynamic as smaller companies operating locally, the data
indicated that this is still a challenge that can be at least partially tackled. Some of the
key solutions for tackling the challenges related to the large size and complex
organizational structures included improving cooperation and communication between
organizational functions and units, leading the shift in organizational culture/mindset,
continuous support from management and changes in organizational structures.
These solutions are also underlined with the challenges related to inefficient use of
resources as many case companies reckoned that the large size of an organization
along with a lack of communication and cooperation between some organizational
parties, are likely to inhibit seizing of opportunities in the field of B2B-marketing.
“And the same things are done over and over again in every European country… no one has
big picture of the situation and we simply waste so much money by using these external ad
agencies that are doing the same digital content over and over again. In this account-based
marketing approach we would use the same shared global content systematically with small
local adjustments. With a common sense, one can think how much cost savings there would
be.” (Global Marketing Manager, Healthcare machinery company)
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The challenge of integrating sales and marketing better through closer cooperation
and communication along with better alignment of tasks/workflows between sales and
marketing is something that currently seems to be on everyone’s lips, when discussing
about challenges related to digital transformation of marketing within case companies.
Previously marketing and sales have been working in their own silos, but as marketing
can nowadays increasingly impact the behavior of customers during the whole
customer journey, and also provide qualified leads and insights for sales, it’s important
to eliminate any friction there is between the two. Yet, it seems that it will still take time
to tackle this challenge as there were quite a lot of room for improvement regarding
this matter within all the case companies. Moreover, as the customer journeys have
become increasingly complex and even unpredictable, the integration and
complementary utilization of multiple digital marketing and sales channels along with
face-to-face sales and marketing is also a challenge in seizing the most lucrative
opportunities that successful digital transformation of marketing can offer.
“So we need to break that communication barrier between and we need to communicate more
actively and integrate our operations with the sales so that sales can understand what we can
provide, how we can support sales and we can understand what customers want and what
customers think.” (Digital Marketing Specialist, Process and logistics machinery company)
“And start analyzing you know what is effective and how do we should orchestrate and
manage physical and digital touchpoints.” (Head of Digital, Construction machinery company)

While there are internal challenges and barriers in seizing identified digital
transformation related opportunities within case companies’ marketing, also some
external existed particularly in the cases of healthcare, construction, and process and
logistics machinery companies. As already reflected, these industrial contexts and the
mindset of these companies’ customers have been very conservative in adopting and
using digital transformation related technologies, tools and solutions. Consequently,
the customers are not always ready for the novel digital technologies and channels
that the case companies would be ready to introduce or are introducing. Yet, at least
in the cases of construction and healthcare companies, there were high expectations
that such reluctance towards digital transformation within these industries is likely to
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yield soon. However, in the case of healthcare machinery manufacturer, there are also
regulations that to some extent affect adoption of new marketing tactics related to
digital transformation and these regulations cannot be tackled per se. Lastly, in the
case of forest machinery company, the challenge was somewhat contradictory as one
of the interviewees argued that sometimes the customers demand even more what
they can offer. Still, also the forest machinery company has faced challenges in some
of its’ markets due to the customers reluctance or lack of readiness to use digital
channels provided by the case company.
“I think it is also maybe like some of the traditional businesses it’s a little bit of you know
hesitancy to also look outside… I think that has been a key challenge you know to more
traditional industries… you know the willingness to be shock up culturally.” (Head of Digital,
Construction machinery company)

Another considerable challenges and barriers that were more or less evident in all the
case companies relate to inefficient utilization of data. The quality of collected data
can be inadequate, sharing of data inefficient and/or the conclusions made from the
analyzed data wrong or lacking. As the amount of data that can be collected and used
is nowadays tremendous, it’s already a challenge to decide what kind of data should
be collected and/or measured in order to serve the marketing, sales and the whole
business the best. This was particularly stressed as a challenge by forest machinery
company, although also healthcare, process and logistics and construction machinery
companies saw the importance of managing data properly. Closely related to the
challenges regarding management of data that were also highly acknowledged among
case companies were the security risks and requirements set by GDPR (a type of data
management regulation), although these were not seen that considerable as some of
the aforesaid issues.
“But maybe there is a kind of data saturation or obesity, meaning that what are all the things
that should be followed and how often and what should be done based on that, and what are
the most relevant things that actually matter.” (Marketing Operations Manager, Process and
logistics machinery company)
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“I would point out the quality of data as the biggest stumbling block that will prevent us from
succeeding if there is something that will. With poor-quality data one cannot do anything and
as such we have launched a phrase within our company that rubbish goes in, rubbish comes
out.” (System specialist, Forest machinery company)

Other challenges and barriers that were quite dispersed across the case companies
included lack of proper IT infrastructure, inability of some employees to adapt their
mindset and skills set accordingly (faced by construction machinery company) and
lack of investments or limited budget regarding digital transformation of marketing
(faced by process and logistics, and forest machinery companies). In addition, lack of
support from management and/or internal stakeholders regarding driving of digital
transformation in marketing (faced by healthcare machinery company) and challenges
in deciding which digital marketing technologies/tools should be adopted and used as
there are nowadays tremendous number of options (faced by forest and process and
logistics machinery companies).
“There are some people in the management that believe that a good product will sell itself and
engineers create those. In other words, there are still the kind of thinking among some people
that they don’t want to believe in marketing and possibilities related to digital marketing as
those are seen somewhat redundant, because of a good product will always sell itself type of
thinking.” (Marketing Leader, Healthcare machinery company)

4.7

Summary of the findings, evaluation of contextual propositions and
revised theoretical model

Considering the empirical findings of this research, it seems that although the
companies have a lot in common considering for instance their size, industry settings,
business models and degree of internationalization, still the implications of digital
transformation within B2B-marketing of case companies have appeared somewhat
differently. The findings demonstrate that each of the theoretical views described in
the theoretical framework of this study are still more or less feasible whenever studying
characteristics of organizational change and its’ drivers and this hasn’t changed even
in the era of digital transformation. As such, none of the three contextual propositions
reflecting the theoretical models or views applied in this research cannot be totally
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rejected as there are highly feasible elements in each of them. The table 5 below
concludes the overall findings identified when assessing the digital transformation of
marketing within each case company in relation to theoretical models. As a result, the
cases have been categorized in relation to contextual propositions that tend to
describe the best each case.

Nevertheless, following the statements of Quinn al. (2016, p.2103-2108) and Hanna
(2016, p.1-432) about the revolutionary and novel characteristics of digital
transformation as a driver of organizational change within marketing, the findings
indicate that the theories that were applied to describe organizational change are
becoming increasingly blurred and rather interchangeable. Such conclusion can be
made considering the kind of fluctuating or changing nature of drivers towards
marketing’s digital transformation related change within case companies as well as
the characteristics of implemented organizational changes related to digital
transformation of marketing. Consequently, categorizing the respective findings of
each case company to match certain proposition wasn’t that simple even if the drivers
of digital transformation related change, conducted digital transformation related
changes and subsequent implications of digital transformation were considered from
the whole retrospective longitudinal period.

The findings of Morakanyane et al. (2017, p.432-439), Wiedenmann and Größler
(2019, p.552-553), and Zinder and Yunatova (2016, p.155-168) emphasizing the
incremental and evolutionary characteristics of digital transformation related change
within organizations are somewhat visible especially considering the findings
regarding healthcare and process and logistics machinery companies. On the other
hand, a prominent point of view demonstrated by Tabrizi et al. (2019, p.1-5), Sullivan
and Staib (2018, p.294-298) and Gebayew et al. (2018, p.260) about the abruptness
and radicalness of digital transformation related organizational change better
demonstrates the findings of this research regarding forest and construction
machinery companies. Still, the findings indicated that the scope/magnitude and pace
of digital transformation related change within marketing of case companies’ is
increasingly accelerating considering the long-run development due to the changing
internal and external drivers as well as developing mindset and capabilities.
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The general findings also attest earlier statements of Loebbecke and Picot (2015,
p.149-157), Reis et al. (2018, p.411-419) and Dremel et al. (2017, p.81-100) among
others that digital transformation in marketing is not just about adopting new digital
marketing technologies and tools but rather pervasive organizational transformation
that requires changes in culture, mindset, strategies, processes, structures and
business models along with incorporating all this into seamless entity. As such, due to
the identified organizational restraints there are essentially in each case company that
are related to large size, organizational inertia, complex organizational structures,
internationally dispersed business operations and slowly changing environment,
conducting as swift, thorough and revolutionary organizational changes than
described by punctuated equilibrium theorists seems to be rather debatable in this
research context.

As an underlining statement, with these findings it can be said that digital
transformation within traditional large size multinational corporations’ B2B-marketing
has appeared in somewhat continuous and incremental/gradual manner, although in
some cases (mainly in construction and forest machinery companies) the
scope/amount and pace of change have alternated repeatedly to some extent between
rapid and radical, and slow and incremental. Moreover, the case companies in which
the strategic choice and internal drivers towards marketing’s digital transformation (i.e.
higher proactivity) have had more room (also along with external drivers and
environmental determinism), were able to alternate the pace and scope/magnitude of
change. Contradictory in the case companies in which environmental determinism,
external drivers and thus dominantly reactive organizational change in terms of
marketing’s digital transformation were prevalent, so too was the capacity of these
companies to conduct abrupt and radical leaps of change from time to time.
Nevertheless, despite the differences in the characteristics, drivers and subsequent
implications of organizational change related to digital transformation of marketing, the
cumulative implications from the last five years are already quite considerable or even
radical within all case companies thus supporting the statements of Morakanyane et
al. (2017, p.432-439) and Wiedenmann and Größler (2019, p.552-553) about the
cumulative radicalness of long-term digital transformation evolution in marketing. On
the other hand, as the findings indicated that the pace and scope/amount of
marketing’s digital transformation related change are increasing in the near future and
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that a lot more is yet to come, the findings support the notion of Michaels (2018, p.23)
that many B2B-companies are just in the beginning of their marketing’s disruptive
digital transformation journey.

When it comes to evaluating the propositions in relation to the findings, firstly the P2
and respectively incremental/evolutionary view of organizational change described the
best the digital transformation related organizational change within healthcare
machinery and process and logistics machinery companies’ marketing. As such
external threats and drivers stemming from slowly changing environment such as from
digital trends and customer behavior, are kind of forcing these case companies to
slowly evolve and adapt in order to remain competitive, survive and ensure legitimacy
in the eyes of their stakeholders. The pace and scope/magnitude of conducted
changes have remained slow and incremental as organizational inertia is preventing
any radical and abrupt shifts.

In both of the cases, it seems that the importance of strategic choice and internal
drivers are slowly increasing and therefore also the digital transformation of marketing
is considered more and more to provide new opportunities instead of forming threats.
As such, if the development continues the same, it’s likely that the companies can shift
their orientation to digital transformation of marketing from evolutionary/incremental
view of organizational change to resemble more of that described by theories of
strategic organizational adaptation and continuous change. Lastly, although the
organizational change related to digital transformation of marketing has been
developing gradually and continuously in both case companies, in healthcare
machinery company this has been evident during the whole retrospective period of
this study whereas the findings indicate that in the case of process and logistics
machinery company the scope/amount of change was tenuous or minuscule on this
matter before the continuous gradual/incremental change started roughly a few years
ago. Yet, even in very slowly changing organizational environment and institutional
context, the pace and scope/amount of change may still differ to some extent
occasionally as discussed by Tushman and O’Reilly (1996, p.8-30; 1999, p.20-23) and
Kets de Vries (2011, p.151-172).
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Table 5. Summary of the contextual propositions in relation to the case findings.

According to the findings, there were matching elements from P1 (i.e. reflecting
elements of punctuated equilibrium theory) and P3 (i.e. reflecting elements of theories
of strategic adaptation and continuous change) considering the initiation and
implementation of digital transformation related change within marketing of
construction as well as forest machinery companies. For instance, the characteristics
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of implemented changes specifically in terms of scope and pace have been alternating
from rapid and even radical to slow and incremental within the case companies’
marketing, thus favoring P1. This is because both companies stressed the importance
of periods during which the conducted more disruptive changes in marketing and/or
marketing technology adoptions have been embedded and orchestrated for instance
with mindset, operational processes and strategies of the organization. However, the
drivers of marketing’s digital transformation have dominantly stemmed from strategic
choice and proactive behavior in the case of construction machinery company
considering the last five years, therefore matching especially P3.
In the case of forest machinery company, the driving force behind marketing’s digital
transformation has been a combination of considerable internal and external drivers
(i.e. mix of strategic choice and environmental determinism) that resembles the
elements described by punctuated equilibrium theory and P1. Reflecting the model
presented by Hrebiniak and Joyce (1985, p.336-349) described in the chapter 2.4 of
this study, as both the strategic choice and environmental determinism have been
relatively high considering the drivers of forest machinery company’s digital
transformation related change in marketing, this is likely to lead to inevitable
differentiation. Nevertheless, the strategic decisions to automate and increase
efficiency of marketing along with increasing customer expectations have triggered
kind paradigm shift and thorough change in marketing of forest machinery company
supporting the acceptance of P1.

Even though, the pace and scope/magnitude of digital transformation related change
within the construction and forest machinery companies’ marketing have alternated in
a way described by P1, such paradigm shift and replacement of organizational deep
structure described in the punctuated equilibrium theory cannot be identified per se
from the findings despite the cumulative thoroughness and radicalness of changes.
Still, there have been radical digital transformation related changes within marketing
of both companies as for example forest machinery company completely renewed its’
product information management and construction machinery company changed its’
business model and marketing strategy from product oriented to solution oriented. The
fundamental reason why the findings related to construction machinery company are
seen to better match the P3, although having a lot in common with forest machinery
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company that still better matches with P1 and description of punctuated equilibria, is
that in the long-run continuous, sustainable and relatively steady organizational
change related to digital transformation of marketing within construction machinery
company was still stressed a lot. In other words, despite the fluctuations in the pace
and scope/amount of change, ambidextrous organizational behavior that tends to
balance between stability and change and/or exploiting and exploring can be
somewhat identified. As seizing of marketing’s digital transformation related
opportunities through strategic choice and actions was also highly visible along with
the theories of strategic adaptation and continuous change also allowing some
alternation in the pace and scope/amount of organizational change, P3 is therefore
proposed to be attested in the case of construction machinery company.

As a concluding remark, the findings demonstrate that each theoretical model can be
still feasible. In this research context none of the models was comprehensive enough
to explain the different kind of appearances of organizational change that took place
within the case companies’ marketing. As such, it seems that as digital transformation
in B2B-marketing represents so much threats but also opportunities for the case
companies for years to come, mixing some of elements between the theoretical
views/models can be justified depending on the stage/phase in which the company
currently is in its’ digital transformation journey. For example, as it seems that due to
the gradually changing culture and mindset along with the appearance of novel
strategies within marketing of process and logistics and healthcare machinery
companies, the internal drivers based on strategic choice are starting to arise as
different stakeholders are beginning to realize the potential opportunities there are.
Yet, for example Jarret (2009, p.28-53) Lam (2004, p.26-27), Park and Krishnan
(2003, p.267), Miller (1993, p.116-134), and Fornaciari et al. (1993, p.275-276) have
previously discussed about mixing the driving elements (i.e. environmental
determinism and strategic choice) of evolutionary/incremental view of organizational
change and theories of strategic change and continuous adaptation.

In a similar way, mixing some of the elements of punctuated equilibrium theory and
theories of strategic organizational adaptation and continuous change would be
arguable considering the discussed findings regarding the characteristics of digital
transformation related change within marketing of forest and construction machinery
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companies. As such, the pace and scope/amount of change can alternate repeatedly
from slow to rapid and from gradual to revolutionary, in a way that the change remains
sustainable, stable and continuous in the long run. Moreover, a new deep structure or
fundamental paradigm shift described in the punctuated equilibrium theory do not
necessarily have to occur even if there would be rather distinctive and swift disruptions
within marketing.

Nevertheless, although the idea of punctuated equilibrium describes the nature of
organizational change rather well also in the contexts of digital transformation, B2Bmarketing and large industrial MNCs, at least with the longitudinal data collected in
this research and retrospective longitudinal period of 5 years, it’s hard to find such
revolutionary and swift transformation periods described in the punctuated equilibrium
theory, even if the amount and pace of change have alternated to some extent. It might
be that longer retrospective research period and more insightful data would help in
spotting the bigger spikes of digital transformation related change (i.e. revolutionary
and paradigm shifts in marketing of case companies) as also the cumulative effects of
incremental and gradual change within case companies have been radical as such.

Since it seems that the digital transformation as a driver and enabler of organizational
change in B2B-marketing of case companies appears in different “theoretical” forms
all the way from initiation to implementation and subsequent implications, the
companies can shift their drivers and way of managing changes. As such moving from
evolutionary/incremental change to strategic organizational change or from strategic
organizational change to form of change described by punctuated equilibrium theory
might happen considering the indicative findings of this study.

While for example evolutionary/incremental organizational change theorists Park and
Krishnan (2003, p.268), Dimaggio and Powell (1983, p.149) and Lam (2004, p.26)
have argued that isomorphism that is also known as normative embeddedness,
causes organizations in the same industries to resemble each other thus constraining
and stimulating change, it seems that when digital transformation related change
accumulates further and simultaneously drivers begin to change into more strategic,
such isomorphism becomes subsequently increasingly neglected. Consequently, the
so called “local search” from already used methods within the industrial context has
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according to incremental/evolutionary change theorists such as Lam (2004, p.27)
tended to define the innovations to be adopted by companies operating within certain
industrial context. The findings indicate that this is likely to change when the
environmental drivers become increasingly blurred with internal drivers building on
strategic decisions. For example, few of the case companies in which the strategic
drivers were clearly visible, stressed the need to adopt some novel digital
technologies/tools and/or methods into their marketing from somewhat distant and
technologically more sophisticated industries/environments. Consequently, the search
scope for new technologies and practices is likely to change if company gradually
moves away from evolutionary/incremental organizational change towards strategic
organizational change and continuous adaptation.

Based on the findings and conclusions made in this study, the initial research model
presented in appendix 1 that was built by the author from the basis of earlier theoretical
literature regarding digital transformation of marketing and organizational change is
now presented in revised form below in figure 3 thus summarizing the findings.

Figure 3. Revised theoretical model: Organizational change in the context of digital
transformation, B2B-marketing and large industrial MNCs.
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5

CONCLUSIONS AND DISCUSSION

This research has contributed in aiming to fill the research gaps in the literature
regarding comprehensive understanding of digital transformation and its’ impact in the
form of new opportunities and challenges on organizations and industries that were
stressed e.g. by World Economic Forum (2016, p.3-4) and Morakanyane et al. (2017,
p.427-428). Moreover, as Quinn et al. (2016, p.2103-2108) and Morakanyane et al.
(2017, p.439) also stressed the need to gain better understanding of the implications
of digital transformation to organizational functions like marketing, and the existing
literature has focused mainly on B2C-context, this research was clearly needed.
Lastly, since drivers and orientation towards organizational renewal have positioned
organizational change and innovation theorists to conflicting groups for years (see e.g.
Agostini et al. (2016, p.129), Hrebiniak and Joyce (1985, p.336-349)), clarifying what
is the role of strategic choice and environmental determinism related drivers in the
contexts of digital transformation, B2B-marketing and large industrial MNCs was
pursued by this study as well. Following these research gaps in the literature, the aim
of this study was to gain an understanding of the implications of digital transformation
to B2B-marketing of large industrial MNCs.

5.1

Theoretical contributions

This study makes five significant contributions to existing literature by providing novel
insights about initiation, implementation and subsequent implications of organizational
change and innovation adoption in the contexts of digital transformation, B2Bmarketing and large industrial MNCs. Even though organizational change and
innovation have been subjects to the research for decades, Demirciouglu (2016, p.15), Crossan and Apaydin (2010, p.1154-1155), and Lam (2004, p.31) among others
have stressed the incoherency of literature. Furthermore, following the requests for
the avenues of future research expressed for example by Quinn et al. (2016, p.21032108), Morakanyane et al. (2017, p.427-439) and Leeflang et al. (2014, p.1-12), this
piece of research has contributed into building more comprehensive understanding of
the digital transformation as a concept and its’ implications to marketing. By employing
three somewhat conflicting theoretical models describing organizational change, the
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findings of this research have demonstrated that each of these models can be feasible
when analyzing drivers, implementation and characteristics of digital transformation
related organizational change in B2B-marketing of large industrial MNCs.

When it comes the five significant theoretical contributions that this study makes to the
existing literature, first as the drivers and the origin of organizational change have set
many scholars apart for years as demonstrated by Agostini et al. (2016, p.129), and
Hrebiniak and Joyce (1985, p.336-349), this study has addressed that the roles of
strategic choice and environmental determinism in these research contexts are not
constant. In fact, although authors such as Lam (2004, p.26), Hannan and Freeman
(1977, p.929-963; 1984, p.149-164) and Fornaciari et al. (1993, p.275) emphasize the
long term constancy of environmental determinism as the prevalent driver of
organizational change, the findings of this study indicate that even companies that
operate in relatively stable and traditional industries and markets in terms of digital
transformation related change, the prevalence of environmental determinism is likely
to yield as the role of strategic choice seems to increase when digital transformation
related change proceeds in strategies, culture and business models. Although, earlier
publications from Hrebiniak and Joyce (1985, p.336-349), Jarret (2009, p.28-53), Park
and Krishnan (2003, p.267), and Miller (1993, p.116-134) have discussed the
possibility that organizations can even toggle between environmental determinism and
strategic choice depending on the contextual settings thus mixing the elements of
both, this study has demonstrated that particularly in the contexts of digital
transformation, B2B-marketing, and large industrial MNCs such change is likely to
appear over time.

Secondly, as there have been some conflicting views among scholars (see e.g.
Abrahamson (1996, p.254-285), Cortez and Johnston (2017, p.98), Horlacher and
Hess (2016, p.5126-5135), and Dremel et al. (2017, p.81-100)) regarding the
organizational changes that are likely to appear when adopting digital technologies
and tools to B2B-marketing, this study has clarified that implementation of digital
transformation in B2B-marketing of companies requires and is likely to cause
pervasive changes in operational processes, organizational cultures, strategies,
management, business models and value propositions. Thirdly, the findings indicate
that in this research context digital transformation related change in B2B-marketing is
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nowadays likely to occur in a continuous manner, beginning from slow-paced,
incremental change and moving towards more alternating pace and scope of change
when the digital transformation related change proceeds further in its’ magnitude and
pervasiveness. As such, the conflicting views of Morakanyane et al. (2017, p.432-439)
as well as Zinder and Yunatova (2016, p.155-168) favoring

the evolutionary

characteristics of digital transformation related organizational change and on the
contrary approach of Tabrizi et al. (2019, p.1-5), Sullivan and Staib (2018, p.294-298)
and Gebayew et al. (2018, p.260) favoring the abruptness and radicalness of digital
transformation related organizational change are not exclusive but rather
interchangeable.

Fourthly, this research has pointed out some of the most essential subsequent positive
implications that digital transformation of B2B-marketing can provide for large
industrial MNCs including for instance better capability of marketing to manage
customer journeys and create value, along with improved reach, targeting, agility and
efficiency of marketing. In addition to providing some new insights to subsequent
implications, the earlier literature findings of Grishikashvili et al. (2014, p.146-149)
regarding the new possibilities in understanding and managing customer relationships
along with novel value creation possibilities are supported by the findings of this
research. Lastly, the fifth theoretical contribution of this study relates to the challenges
and barriers in seizing opportunities and benefits provided by digital transformation of
B2B-marketing, as this study has shown that communication, cooperation and
integration between different organizational functions such as sales and marketing
should be improved a lot along with aligning the processes and management practices
regarding collecting, sharing and analyzing of data. Other considerable challenges
stated were mostly acknowledged by earlier literature. The presented five theoretical
contributions made by this study are now discussed in a detailed manner below by
addressing each research question and investigative question (i.e. sub-research
questions) one by one in order.

RQ1: what kind of role do strategic choice and environmental determinism play in
organizational change related to B2B-marketing among organizations influenced by
digital transformation?
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Both the strategic choice related drivers as well as the environmental determinism
related drivers still have considerable implications to organizational change within the
research context. Within the industries such as construction, healthcare and process
and logistics the prevalent mindset towards digital transformation tends to be
somewhat traditional, thus hindering the pressure for digital transformation related
changes within such companies’ B2B-marketing and even setting restraints as the
companies do not want to make too risky shifts. As such, following the findings of
Tushman and O’Reilly, 1999, p.20, Park and Krishnan (2003, p.268) as well as Lam
(2004, p.26), such inertia stemming from the environmental structures as well as from
firmly embedded organizational culture do not provide much leeway for strategic
choice that would possibly enable more radical changes within marketing.

An interesting notion made by this study was that as digital transformation within B2Bmarketing of large companies is all about incorporating, orchestrating and embedding
different areas of change, the further the cumulative scope/magnitude of these
changes proceeded, the bigger the role of strategic choice related drivers within the
company. As such, it seems that when e.g. the organizational culture and mindset
have changed and/or new supportive strategies have been established, the internal
stakeholders are beginning to better realize the opportunities and risks related to
digital transformation of marketing and strategic choice begins to gain more foothold
in driving the changes. As an example, despite the environmental restraints of
somewhat traditional construction industry in terms of digital transformation, one of the
case companies had adopted dominantly driving orientation towards digital
transformation of its’ marketing due to the changed strategies, culture, value
proposition and business models, thus being able to influence also the external
boundaries and create new opportunities to seize through the company’s strategic
choice and actions.

RQ2: what kinds of organizational changes and adaptations have occurred in B2Bmarketing as a result of digital transformation?

The findings of this study provided attesting material to support that statements of Matt
et al. (2015, p.339-343), Loebbecke and Picot (2015, p.149-157), Morakanyane et al.
(2017, p.438), Tabrizi et al. (2019, p.1-5), Rogers (2016, p.5), Reis et al. (2018, p.41199

419), Horlacher and Hess (2016, p.5126-5135) and Dremel et al. (2017, p.81-100) that
while adoption of digital marketing technologies and tools is often considered to be in
the center of digital transformation taking place within the marketing of organizations,
ultimately digital transformation of marketing is about conducting and seamlessly
embedding changes related to strategies, management, structures, capabilities,
business models, processes, value propositions and culture. The pervasiveness of
organizational changes related to digital transformation within organization can be
emphasized. As such, somewhat pragmatic views regarding the digital transformation
of marketing provided by Abrahamson (1996, p.254-285) as well as Cortez and
Johnston (2017, p.98), should be considered tentatively. The findings indicate that in
order to seize the most lucrative opportunities and subsequent implications in the
digital transformation of B2B-marketing, it’s not only about changes with marketing but
also other areas of business as fundamentally everything within the companies is
interrelated and connected.

IQ1: what kind of characteristics the organizational changes in B2B-marketing
resulting from digital transformation tend to have in terms of scope, pace and
continuity?

Considering the characteristics of the organizational changes related to digital
transformation of B2B-marketing within the context of large industrial MNCs, overall
the statements of Morakanyane et al. (2017, p.432-439) as well as Zinder and
Yunatova (2016, p.155-168) catch rather well the essence of digital transformation’s
implications by stating that digital transformation is ultimately continuous and
evolutionary process evolving organizational areas over time, eventually leading to
radical change in organization. It’s clear that digital transformation within large
organizations marketing will not happen overnight as conduction of related
organizational changes takes time. For instance, novel digital marketing strategies let
alone cultural shifts or changes in mindset cannot be carried out just like that especially
if the organizational inertia towards organizational changes tends to be high.
Nonetheless, the findings indicate that from its’ inception, digital transformation seems
to be somewhat continuous process, incrementally and gradually proceeding. Still, the
earlier suggestions made by Tabrizi et al. (2019, p.1-5), Sullivan and Staib (2018,
p.294-298), Gebayew et al. (2018, p.260), Rogers (2016, p.1-296) and Basole (2016,
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p.20-25) about the abruptness, swiftness and radicalness of digital transformation
related change can be also supported to some extent. In the context of large
multinational corporations operating in traditional industries, the possibility of rapid,
and radical change periods to occur seems to increase when the strategic choice
related drivers have more room within the organization even if the external pressure
stemming from environmental determinism would still have significant role as the
driver of marketing’s digital transformation related changes as well.

RQ3: what kinds of subsequent consequences/implications related to digital
transformation driven changes have appeared in organizations’ B2B-marketing?

Since there has not been comprehensive understanding of the subsequent
consequences/implications of B2B-marketing’s digital transformation as argued by
World Economic Forum (2016, p.3-4), Morakanyane et al. (2017, p.427-428) and
Quinn et al. (2016, p.2103-2108), this study has contributed into filling the gap in the
theory by indicating some of the most essential subsequent implications. Earlier
findings on this matter regarding the new possibilities in finding customer insights,
managing customer relationships, and creating and capturing value that were
presented by Grishikashvili et al. (2014, p.146-149) can be attested based on the
findings of this study. Moreover, the findings indicate that the statement of Leeflang et
al. (2014, p.1-12) about digital transformation in marketing being increasingly the
ultimate source of competitive advantage among firms seems to be generally correct
also within these more traditional industries. As the scarce earlier literature does, so
did the findings of this study tend to find essentially positive subsequent implications
regarding the digital transformation in marketing. Yet, the findings also indicated that
due to the digital transformation in B2B-marketing of large industrial multinational
corporations the customer behavior and purchasing processes have become more
complex. Instead of considering this as a disadvantage, it can be also considered
merely as a challenge or barrier to tackle as customers’ interaction with marketers
through multiple channels and touchpoints provides also opportunities and positive
implications.
The most important subsequent implications within the case companies’ settings
included increases in performance and efficiency of marketing, better understanding
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of return on marketing investment and attribution/impact of marketing activities,
increases in marketing qualified leads, increases in conversion rates and revenues,
improvements in customer retention, and better targeting possibilities. Furthermore,
agility, reach and proactivity of marketing have generally improved. Lastly, perhaps
the most significant subsequent implication was that marketing is nowadays
acknowledged as more credible and strategically important function due to the
possibility to support sales with valuable insights and even nurture customers across
the whole customer journey. Considering that many of the case companies’ were still
in the early stages of their B2B-marketing’s digital transformation and stressed many
areas that require adaptations and changes along with highlighting some emerging
digital technologies/tools such as artificial intelligence applications that are going to be
disruptive, it’s likely that these implications provide only a fragment of the potential
benefits that digital transformation still has to offer for such companies.

IQ2: what have been the biggest challenges or barriers for organizations in achieving
the identified opportunities and advantages enabled by digital transformation of B2Bmarketing?

Following the aforesaid gap in the literature regarding the subsequent implications of
B2B-marketing’s digital transformation, it was seen justifiable to research the most
essential challenges and/or barriers in seizing related opportunities in this contextual
setting as well. As organizational factors restraining and preventing potential
organizational changes and seizing of novel opportunities from taking place have been
discussed in the literature by many organizational change theorists such as by
Tushman and O’Reilly (1996, p.18), Gersick (1991, p.19-21), Romanelli and Tushman
(1994, p.1144) and McKnight (2013, p.107-108), some of them were also somewhat
visible in the context of digital transformation and B2B-marketing. These included large
organizational

size,

complex

structures,

organizational

inertia

and

institutional/environmental setting. Apart from those, lack of cooperation and
communication between organizational units and departments was particularly
stressed from which one of the most important was how to better integrate marketing
and sales. In addition, highly context dependent challenge that was emphasized
related to the management of data.
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5.2

Managerial implications

The discussed findings and insights provided by this study regarding the implications
of digital transformation in B2B-marketing have also managerial implications. As
already mentioned, this longitudinal multiple case study and its’ insights are highly
context dependent, therefore these findings and conclusions made from those should
be considered by managers with a grain of salt. As such the theoretical findings and
conclusions of this study shouldn’t be generalized as is the case with basically every
qualitative descriptive case study. Nonetheless, along with providing some useful
implications particularly for the case companies’ marketing managers and specialists
that participated into the interviews of this study, also other managers and executives
representing the case companies should find some feasible implications. Moreover,
also managers of similar and equivalent companies may find some indicative findings
for their contexts although again these should be considered tentatively. Yet, this study
provides more easily approachable and feasible implications for the managers of large
industrial MNCs than research within distant contexts such as in IT-technology
industries. Thus, this research is answering to the call of Westerman et al. (2011, p.7)
and Reis et al. (2018, p.411-412) who argued that there is a need to gain better
understanding of the digital transformation’s implications within the setting of more
traditional businesses as distant case examples provided by companies such as
Google, Apple, and other agile digital technology oriented companies do not support
in creating such an understanding.

This study provides six significant managerial implications. As this study has
researched the implications comprehensively considering the drivers/origin of change
(i.e. initiation phase), adopted digital technologies/tools and conducted digital
transformation related organizational changes (i.e. implementation phase) and
subsequent implications of these changes along with challenges and barriers in
seizing those implications, findings related to each phase can support managers in
understanding and managing the different phases of their companies’ marketing’s
digital transformation. Firstly, as this study has contributed into existing literature by
clarifying the role of strategic choice and environmental determinism related drivers of
organizational change in the context of digital transformation and B2B-marketing, the
managers should be able to better acknowledge the roles of those as well as
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differentiate between them. For instance, paying more attention into driving the change
in the internal mindset and culture of employees and managers as well as formulating
designated digital marketing strategies might support in gradually making a shift from
reactive to more proactive orientation towards digital transformation related change in
B2B-marketing as strategic choice begins to gain more foothold in the company.

Secondly, when it comes to the implementation phase of digital transformation related
changes, this study might provide some new ideas of disruptive digital marketing
technologies/tools for managers, though most of the technologies were already used
by all the case companies. Yet, for instance applications of artificial intelligence within
B2B-marketing were not yet very well identified although at least one of the case
companies had find it very useful for instance in improving targeting, optimization of
marketing content and increasing conversion rates. Thirdly, even more importantly this
study should support managers in identifying the most crucial areas requiring
organizational changes in terms of marketing’s digital transformation (such as
processes, culture, strategies, business models and value proposition), thus
supporting managing and conducting of those changes successfully. In addition, this
research provides insights for managers regarding how organizational changes
related to digital transformation of marketing are likely to occur (i.e. characteristics)
and what are the most crucial factors affecting to the characteristics of change. As
such the fourth managerial implication of this study is to encompass the continuity of
change and the fact that the pace and scope of change are likely to fluctuate more in
case the environmental determinism isn’t too dominant within a company, thus
supporting managers in managing organizational change and setting realistic goals.

Since this study has also highlighted some of the gained positive subsequent
implications/consequences of B2B-marketing’s digital transformation, it should provide
managers better understanding of what digital transformation can actually offer and
what kind of opportunities there are. When driving organizational changes and
initiatives forward within the companies, many interviewees stressed the importance
of being able to demonstrate the actual benefits beforehand (e.g. adopting marketing
automation system and aligning of processes will increase productivity of targeting).
Consequently, this study might provide useful examples to be exploited by marketing
managers aiming to drive the changes. This constitutes as the fifth managerial
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implication of this research. Finally, as this study has provided insights about the
challenges and barriers in seizing digital transformation related opportunities and
benefits, managers may use that information in order to be able to better identify
possible challenges and barriers within their organizations and then deal with those.
For instance, integrating marketing and sales into seamless entity instead of separate
silos is something that managers should pay more attention in order to get more
positive subsequent implications out of the digital transformation of their companies’
B2B-marketing.

5.3

Limitations of the study and avenues for future research

As with each research, this too has its’ limitations and some of the most significant
limitations are therefore discussed. Firstly, this retrospective longitudinal study was
delimited to consider the implications of digital transformation within case companies’
marketing only from the last five years. Yet, this delimitation was seen justifiable as
five years is relatively long time in terms of technological development and
organizational change along with the notion of Reis et al. (2018, p.414) that digital
transformation related research in the field of marketing has really started to increase
only during the recent years. In addition, Michaels (2018, p.23) argued that generally
companies operating in the B2B-context are just in the beginning of their marketing’s
digital transformation journeys thus advocating the delimitation that was made.
Nonetheless a longer retrospective period would have perhaps provided more insights
although the findings indicated that the early stages of many of the case companies’
marketing’s digital transformation were somewhat included into the retrospective time
period from which the data of this study were collected. Yet, for instance identifying
the periods of revolutionary organizational changes or paradigm shifts and incremental
or tenuous change periods in case companies’ marketing might have been easier
when analyzing data from longer time period thus supporting recognizing of the “big
picture”.

The second limitation relates to the fact that the longitudinal secondary data that were
collected in this research, were not completely comparable per se. This is because
annual reports or in one case commercial marketing journals were used as data
sources. As such, the data does not necessarily provide objective insights of the
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implications of digital transformation within case companies’ marketing. In addition,
the secondary data collected tended to focus on positive implications and building
merely a positive image of the companies’ development, thus neglecting potential
disadvantages, challenges and periods of tenuous change related to digital
transformation within case companies’ marketing. Consequently, conducting a similar
longitudinal multiple case study by collecting data from more reliable and comparable
secondary data sources or alternatively by collecting primary data with semi-structured
thematic interviews from different years, would be needed. Another limitation related
to the data set used in this study stems from relatively small number of interviews
conducted per case considering the large size and high degree of internationalization
of the case companies. That is to say that although the insights of qualitative research
lie in the depth and not in the breadth of data, still it’s possible that higher number of
carefully picked interviewees per case company would have provided even more
insightful and/or different findings. This stresses the research avenue that there is in
order to gain more comprehensive understanding of the implications of digital
transformation within B2B-marketing of industrial large MNCs.

Despite researching the implications of digital transformation within B2B-marketing of
large industrial MNCs all the way from drivers to subsequent implications of adopted
digital marketing technologies/tools and implemented organizational changes, the
three theoretical models included into the theoretical framework employed in this
research were not necessarily the most feasible choices in terms of analyzing the
subsequent implications of digital transformation. That is because the focus in those
theoretical models is mainly in the initiation and drivers of organizational changes and
in the implemented organizational changes and their characteristics. As such, the
subsequent implications were mainly compared against the scarce theoretical
backdrop of recent studies discussing potential and expected subsequent implications
of digital transformation to marketing. Again, this opens avenues for future research
to evaluate the subsequent implications more systematically and thoroughly by
applying possibly more feasible theoretical models for that. Finally, as marketing’s
digital transformation related organizational change in the context of industrial large
MNCs is highly context dependent, these findings and conclusions are too. Therefore,
more research around this topic is required without neglecting B2B-companies that
are smaller in their size and/or operating in different industries and/or markets.
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APPENDIX 2 – Interview questions

1.

Would you please briefly describe your background and current role in the company?

2.

How would you describe the impact of potential internal and/or external drivers or factors
in the digital transformation of your company’s marketing?

2.1

What kind of role have proactivity and/or reactivity had in your organization

regarding the adoption of digital marketing technologies and in related organizational
changes?

3.

What kind of digital technologies your organization has adopted to support marketing
functions during the recent years (e.g. during the five past years)?

3.1

What have been the essential purposes or functions for adopting these digital

technologies?

4.

Would you please describe the potential organizational changes directly or indirectly
related to the adoption and usage of digital marketing technologies that you have
conducted in your organization during the recent years? (such as changes in operative
processes, strategies, culture, business models, value proposition etc.)?

4.1

Could you expand/specify why such organizational changes were conducted or

were not conducted?

5.

How would you describe the pace of digital transformation related changes in your
organization’s marketing? (Rapid? Slow?)

5.1

6.

What are the most essential reasons for the rapid or slow pace of change?

Do you see digital transformation in your organization’s marketing as continuous or
discontinuous process and could you please explain why?
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7.

How would you describe the pace, scope and successfulness of digital transformation
related changes in your organization’s marketing in relation to your competitive
environment and to the expectations of your stakeholders (e.g. competitors, customers,
society etc.)?

8.

What kind of concrete consequences or implications (advantages or disadvantages) there
have been in your organization’s marketing due to the adoption of digital marketing
technologies and related organizational changes you have conducted? (e.g. increase in
marketing performance, new capabilities, new competitive advantages, penetration of
new markets, creation of new products etc.)

9.

If any, what do you think are currently the biggest barriers or challenges to tackle in the
digital transformation of your organization’s marketing in order to be able to reach the
most lucrative or beneficial opportunities and implications?
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APPENDIX 3 – Table of themes and codes used in data analysis

Themes

Sub-themes/Codes

Related units of data

Drivers of digital
transformation in marketing

Proactive approach

“We want to get ready for the
upcoming trends… and adopt
some new tools before they
are outdated.”
“To be honest we mostly adopt
reactive approach because in
these kind of big organizations
there is always these internal
barriers.”

Reactive approach

Internal drivers

External drivers

Implementation of digital
transformation in marketing

Digital technologies and tools

Organizational changes and
adaptations

Scope/magnitude of change

Pace/rate of change

Continuity of change

Subsequent implications of
digital transformation in
marketing

Advantages gained from DT
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“The essential idea has been
that we are able to improve the
quality of data and
subsequently automate things
and thus improve productivity.”
“Externally there is obviously
pressure as you know the
construction industry is a little
bit behind the curve when it
comes to digital
transformation.”
“We have finalized
implementation of marketing
automation.”
“There is a clear shift from
older mindset to customer
centricity and digital
operations.”
“We usually try to keep our
scope as wide as possible. So
it’s not only marketing, of
course it should cover sales.”
“I would say until this point it
has been really, really slow,
painfully slow because of these
internal restraints that you
have to take approvals and it
takes just forever.”
“And then introducing another
spike when you think that that
change is somewhat
embedded and the
organization is ready to
embrace another disruption
and it’s about disrupting the
business.”
“The number of traffic we have
been generating has increased

fifteen percent compared with
the last three years figures.”
Disadvantages of DT

“It also has downsides
because you can’t take
everyone on the journey.”

Challenges and barriers in
seizing DT related
opportunities

“The key thing is really it’s the
IT infrastructure and the size of
the organization.”
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