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Matthew:   Hello and welcome to Marketing Smarts, a podcast brought to you by 

MarketingProfs. I am your host, Matthew Grant, Managing Editor here at 
MarketingProfs, and I thank you for listening. 

 
No one can argue with the fact that marketing today is IT intensive to an 
unprecedented degree. For years now, of course, marketers have been 
responsible for building and maintaining effective websites, developing and 
managing email marketing campaigns, and overseeing various and sundry online 
advertising efforts. Add into the mix things like search marketing, social media 
marketing, mobile marketing, marketing automation, and now big data, and it's 
very difficult to say where marketing ends and IT begins. 
 
To help us understand the impact of technology on marketing practice and 
marketing leadership, we invited IBM's Yuchun Lee to Marketing Smarts. Yuchun 
joined IBM when they acquired the well-known marketing and analytics firm 
Unica, which Yuchun co-founded and led as CEO. He now serves as Vice 
President of Enterprise Marketing Management in the Industry Solutions division 
of IBM Software. 
 
I wanted to get his take on the many challenges, both technical and operational, 
posed by the ubiquity of marketing and marketing-related technologies. The 
following conversation was the result. 
 
Now, before we get started, I want to remind everyone that if you like what you 
hear on Marketing Smarts, and even if you don't, always leave us a review on 
iTunes or a comment on our site. You're also welcome to reach out to me directly 
via email. My email address is MattG@MarketingProfs.com or find me on Twitter 
where I'm @MattTGrant. 
 
I also wanted to remind everyone that our B2B forum will take place a week from 
today, October 3, and run through October 5 here in Boston. It's going to be a 
fun, informative, and inspirational few days and there are a few spaces still 
available, so if you would like to go, head on over to MProfs.com/smartB2B and 
use the code SMARTB2B to get $200 off registration. 
 
Now, on with the show. Yuchun, welcome to Marketing Smarts. 
 

Yuchun: Thank you. Great to be here. 
 
Matthew: All right. Maybe it's not the best practice to start with a digression, but digress I 

will. I wanted to start out by kind of going back. When you came out of MIT, some 
of the work that you published was on pattern recognition. Of course, this flowed 
into building Unica using software to analyze data and give companies more 
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insights into customer behavior and things like, but it al starts with this relatively 
academic notion of pattern recognition and statistics. 

 
 As a total layperson around this stuff, it got me thinking. When you guys are 

doing that stuff, how do you define a pattern? 
 
Yuchun: The reason we founded Unica based on this technology was that me and one 

other cofounder of Unica did our graduate degrees in this area. The way you can 
think about patterns is, out of a seed of signals, all of them, we want to find what 
contributes. When customers purchases something or when a drug is 
discovered, there's sort of a causal relationship. 

 
 A lot of times, there's a seed of data and it's hard to find the few nuggets of 

variables that really determine the outcome. What pattern recognition is really 
about is uncovering those seeds of nuggets of variables and attributes that can 
predict future behavior. That's the essence of data mining and pattern 
recognition. 

 
Matthew: Within a marketing context, then, what you're trying to do, it sounds like the 

challenges are twofold. On the one hand, when you have a company where 
you're generating a lot of data just through customer interaction, there are two 
things you're looking for. I have a question about that I'll come back to later. 

 
 On the one hand, you're looking for aggregated patterns. What does all this data 

tell you about your market in general? Also, more specifically, can you start 
pinpointing specific customer behaviors so that you can start then targeting these 
customers with more personalized, targeted messages. 

 
 Are those two processes—these kind of aggregated personas that you might be 

able to tease out of the data, and then this specific customer behaviors that you 
can then build marketing programs around—are identifying those two pieces 
vastly different tasks or are those at the core very similar tasks? 

 
Yuchun: I think those are different approaches that solve the same problem. If you step 

back, if I were to classify what we're trying to do with data, you can find a larger 
marcro trend about a market, again in the context of marketing, or you can try to 
use data to understand customer behavior. 

 
 For example, if we try to understand customer behavior, I can take individual past 

behavior of this customer and use historical data on what people similar to this 
person have done in the past, and use that to predict the outcome of this 
individual. Or I can use variables just on the past behavior of this particular 
person to predict this person's own behavior in the future. 
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 Either approach works. The extreme of this is that I don't know the individual at 
all, but I'm able to collect the entire population and find other like persons of 
anyone in the future. That's an example where I'm using the aggregate to solve 
the same problem. In essence, what you've described as sort of two ways of 
solving the same problem, but you get down to having the data with the variables 
that's are needed for prediction. 

 
Matthew: All right. Coming back to the data, we hear in the press, now, all the time about 

big data. There seems to be this huge promise now since so much of commerce 
takes place online and customer behavior can be captured, or tracked, or logged 
in different ways, that a lot of marketers are starting to see this as a huge 
opportunity for companies. I guess my first question there was, it seems like this 
isn't really for every company. I was wondering how big do you really need to be 
so that big data actually starts to be meaningful for you? 

 
 I imagine there's a subset of companies where big data can really be important, 

but for a lot of companies, the data they have just isn't really big enough. 
 
Yuchun: Yes, I think in general that's right, although I can imagine if you are even a small 

business owner, sometimes knowing, for example, what are the search terms 
and favorite trends in your local neighborhood or local regions may be quite 
helpful to understand a bit of the up to date, real-time macro trend of your 
environment. I think to some extent, I think big data is really about the availability 
of a lot of data and the availability of technologies and algorithms to deal with that 
amount of data, to analyze and tease out key information and insights for the 
business. 

 
 For most businesses, just because you may or may not be exposed to big data, it 

doesn't mean you have to process the big data directly. I think the benefit of big 
data is very clear. With all the customer behavior becoming more available to 
analyze online across social networks and all the digital sites, based on my 
experience, there are indeed very valuable insights you can gain from this 
information, whether they are your customers or not. 

 
Matthew: That makes sense. Part of when people talk about big data, it's just that there is 

so much data out there. Now, there may be some special case companies, 
Amazon or something like that, where just in the course of doing business, they 
generate so much data that they can do something with it for themselves, but 
even smaller companies would be able to benefit from just all this data that's out 
there. 

 
 I'm curious, for most companies then, small or large, what are the different 

components or infrastructural components from a technology standpoint that 
you'd need to have in place? What kind of expertise do you need to have in your 
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staff in order to make the most of this data, whether it's the general data that's 
out there or the specific data that you're collecting about your company? 

 
Yuchun: I would say that in general, there are three categories of data and let's focus the 

problem a bit more. Let's say we're trying to understand our customer better. In 
that example, typically you would have transactional data about previous 
purchase and previous interactions you may have with the individual customers. 
That's one set of data. 

 
 The second would be what I call digital behavior data. These are surfing patterns 

and digital interaction across your website and mobile sites. Maybe the 
customer's exploring a certain set of products on your website, or whatnot. That's 
the second bucket. 

 
 The third bucket is social data, related to the social graph and other information 

that the customer has opted in to share with you. All three data together paint a 
fuller picture of what an individual customer is doing or what next set of things the 
person is interested in. In most businesses, they've realized that it's paramount to 
understand that so that every communication is relevant to that individual. 

 
 I think the technology in general with cloud-based infrastructures, with everything 

shifting more digital, making collecting data easier, all these trends are in favor of 
lowering the costs and complexity and having viable tools in the market to help a 
business analyze these data. 

 
 To answer your question even more directly, the companies need to shift towards 

a more analytical mindset about business decisions whereas in the past, 
because of constraints and lack of data, some of those decisions may have been 
made intuitively. Now you have the additional ability to make it based on data, 
which is typically a better approach. 

 
Matthew: In terms of this data, now, the one bucket you mentioned was the social media 

data. It seems to me that that kind of data, because it's sort of sentiment-laden 
and intentional more than actually transactional, it seems like a very different kind 
of data than the transaction data or even some of the surfing behaviors and 
search trends and stuff like that. What makes social media data so different and 
what makes it particularly difficult to actually do something with? 

 
Yuchun: Well, you're right. I would say both the digital behavior data and social data are 

both much more predictive. They are what people are doing digitally prior to a 
purchase, whereas transactional data is a historical view. That said, the historical 
view can predict the future as well. 

 
 I think the social data is harder in that it is different, it is less transparent. There 

may be relationships between customers, or customers and prospect, that's in 
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those social graphs, that's not visible to the company. We also know that more 
and more people are proactively expressing their own opinion in social networks. 
They leave their footprint and their propensity in social media. 

 
Whenever there's a good relationship built where someone is willing to friend a 
company, willing to have a dialogue, whether it's through actual social property or 
through engagement applications, they are exposing a bit more about 
themselves. Those are critical cues, if you will, for a company to follow with 
things that are relevant to that individual. 
 
That's why in general it's more complex data and less transparent, but the payoff 
is great if you can make use of it. 

 
Matthew: Right. In terms of making use of it, this leads me to another question. I know part 

of the way companies want to use this data is to make more personalized, more 
timely offers and promotions and things like that. I know from a consumer 
standpoint that can at times border on or actually feel sort of invasive, like being 
tracked and being monitored, being watched and being served things in almost a 
creepy way. 

 
I was wondering, how do you deal with this, or how should companies deal with 
the tendency perhaps for this marriage of big business and big data to seem sort 
of Big Brother-ish, like I'm being stalked and monitored by these companies and 
it's freaking me out? 

 
Yuchun: Yes, that's a really good question. Here are some things to think about when 

you're trying to work with this context. First, many research have shown that 
consumers in general are willing to trade off some level of information about 
themselves, make it visible, in return for a set of value. It's sort of a value 
exchange. If you make my navigation on your site and buying stuff easier, I'm 
willing to trade off some privacy. 

 
 There is no question, you can abuse this. That's why you see legislative efforts 

spent in various areas around the world to try to draw the line that you don't cross 
in commerce. In general, if you step back, I believe what IBM is evolving in this 
whole space is to try to tease out several things. 

 
First of all, a lot of the time when people worry about privacy, most of their worry 
is around security, meaning "what if you keep my data and you lose it, and then 
it's in the wrong hands and that's going to cause additional damage?" Our 
involvement is really to help this industry move towards a more secure world 
online. That's the first point. 
 
The second point is, we're trying to share a new philosophy about companies 
engaging with their clients. You know, every email that you send to a client 
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shouldn’t be about trying to sell and promote something. It should be about 
adding value. It should be about service. We call this marketing so well that it 
feels like a service. 
 
As long as you're relevant, you're adding a service, thereby building trust in those 
messages, you'll find what we've found: that companies typically develop deeper 
relationships with their customers and the customers are willing to share more. 
The key here is to know that line and have the philosophy and the strategy to 
treat every communication as a service. If you think about those two, if your 
company can get those two right, they'll have the level of confidence from the 
customer to continue with the value exchange. 

 
Matthew: Could you talk a little bit more about that? It was in something I read that you'd 

written online where you said, "Marketing used to be about selling. Now it's about 
service." As you just mentioned, the ideal is to have marketing feel like a service. 

 
 What are the attributes of that? What are sort of the marketing activities that 

someone could do that would actually feel like a service to the consumer? Could 
you just kind of illustrate a little more what you mean by that? It seems like a very 
interesting idea. 

 
Yuchun: Yes. Well, historically, marketing is a lot about promotion and selling. Marketing 

is almost an augmenting function of the sales function. In the world where 
consumers are able to filter out unwanted messages and promotions, it is futile to 
try to become a better and better promoter without thinking of it from a customer 
vantage point. 

 
 We believe the winning companies of the future have a different view of 

marketing. They see that every communication has to be relevant. That has to be 
the bar. The level of relevancy should be felt by the consumer individually so that 
it feels like a service. 

 
 For example, if you bought an iPhone 5 next week, the messages that you will 

get at that point in time will be maybe an email that links you to the 10 most 
popular accessories to that phone that people just can't live without. If you 
receive a message like that, it feels like a service. It doesn’t feel like promotion. 

 
 Or if you moved to a new house and you got a catalogue on curtains and 

furniture that's tailored to your taste, is that marketing or is that a service? You 
start to blur the line. 

 
 Now, one step further, the same communication channel, I get email or a pop-up 

message or messages on your billing statement. Those messages could be filled 
with promotional stuff that's not relevant to you, or it could be interwoven with 
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highly relevant service messages to help you save money, make life easier, or 
whatever. 

 
When you see those services messages as part of the communication stream, 
you're going to pay more attention to it and we have empirical studies that show 
that you actually lift response rate, even when you're doing promotion. By doing 
some servicing in those messages you're lifting the response rate, even for when 
you're selling. 

 
Matthew: We have about ten more minutes here, so I want to spend the last part talking 

about how the rise of big data, the need for infrastructure, the expectation on the 
part of the consumer that ideally data-driven marketing is going to actually feel 
more like a service, that this is changing the relationship between the CMO and 
the CIO. You've written and said a number of things about what can be 
contentious in this relationship and how basically, I think you said, CMOs and 
CIOs need a marriage counselor, essentially. 

 
 Just wondering, what do you see as the major sticking points or differences 

between the CIO and the CMO, but also, if marketing is supposed to be more 
well-integrated with technology, does this mean that the CIO should become 
more marketing-y or does it mean that the CMO should actually become more 
technically savvy and be able to more intelligently integrate and leverage the 
technologies that are going to help them be better marketers? 

 
Yuchun: Yes, you know, that question is at the heart of some of the key trends and 

transformation that we're seeing. We've shown through our studies that the most 
successful company in this journey could be more relevant to the customer if 
CMO and CIO are working in lockstep. 

 
The reason that works is because if you think about the need to stitch together 
data about individual customers, and the technology needed to analyze that data, 
and the technology you need to make decisions and communicate effectively 
across all the channels, that's a lot of technology that's needed.  
 
We're seeing many CMOs trying to get this done but they couldn't because their 
IT group are operating at a different clock speed to respond sufficiently fast for 
their needs. Next thing you know, a company's building 50 different silos with lots 
of vendors stitching together a lot of bits and pieces of products to make this 
work, and they hit a wall at the end. 
 
Our view is that there is too much technology at stake here for a CMO to move 
around IT, even if IT is slow, to get this done. Our job at IBM is to create a 
dialogue between CMO and CIO, and build best practices to help the company 
with that relationship. On the marketing side, you have to realize how important it 
is to partner with IT. 
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On the IT side, to perhaps transform the way they think about IT projects and 
treat certain types of marketing projects differently or leverage key technologies, 
for example cloud-based technology or other virtualization trends that are out 
there, other big data technology that's out there, to change their competency and 
ability to respond to the needs of marketers. It really requires that both sides 
move forward. 
 
I don't think the CIOs will become marketers or the marketers become 
technologists. That's why it's truly a partnership where both sides of the coin are 
important. Even within marketing, there is a need to be more analytical, but the 
creative aspect of marketing has to be maintained as well. It's not all about 
numbers. It's left brain-right brain, with a strong foundation of IT support to make 
this happen. 

 
Matthew: Right. Does this mean more that the IT organization kind of has to change 

somewhat more than the marketing organization? Having been in and around 
marketing organizations for a while now, there is definitely the appeal of the new 
toy, playing around with new technology. Especially with a lot of the social media 
technologies and things like that, where as a marketer, it was more or less plug 
and play. You could start doing technical things without having to involve IT at all.  

 
That's sort of where I've seen this conversation going. IT starts to feel like they're 
losing control of the technology and the enterprise. Does that mean that the 
burden's more on the CIO and IT organizations to be more agile, more 
responsive, in order to facilitate what marketing is trying to do but also to kind of 
do an end-run around marketing's own ability to just start implementing this stuff 
on their own? 

 
Yuchun: I really think that it's on both sides. The reason is, I don't think an IT organization 

would ever respond as fast as a vendor that's solving a limited points problem for 
the marketer tactically at one point in time. I think if I step back, marketers need 
to be much more holistic in the way they think about solutions, number one. 
Number two, they tend to be too tactical. It's okay to be tactical, you just have to 
recognize that it's tactical. Right? 

 
 There may be a time and place for certain things, but there needs to be a longer-

term strategy, how to reconcile this with the main system, the mother ship if you 
will. Those two are paramount. The fastest IT organization can't accomplish the 
goal if marketers don't change towards it. The key problem with IT side I've seen 
is there's too high of a bar for the types of projects they are running. 

 
There's almost a "one shoe fits all" type of mentality in IT projects, when in 
reality, recognizing that speed is a major problem here, IT needs to rethink about 
the way they manage processes and projects for certain types of project related 
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to marketing. They should be actively involved, even in tactical decisions 
marketers are making, knowing those are tactical and getting alignment on it. I 
think those are the two changes I see as most important on both sides. 

 
Matthew: Along those lines, then, to help facilitate this process and this change, we had 

Scott Brinker who has a local software company here. When he was on the show 
a few months back, he'd written something about the role of the Chief Marketing 
Technologist. He was sort of advocating for the emergence of this role that would 
stand in between IT and marketing, and actually help facilitate this dialogue and 
make sure things were working well. 

 
 You've said elsewhere that you think some of the bigger problems aren't really 

technical, they're organizational. I'm wondering, in the creation of this role or a 
role like it, would that help address some of these organizational problems or is 
that kind of missing the mark? 

 
Yuchun: I can see how some organizations could use that, especially those that 

traditionally haven't been strong analytically in marketing. I think that the mental 
model to have is that to accomplish the full job of marketers, you need to be 
analytical, you need to continue to be creative, and you need to add this 
additional responsibility of knowing the customer's experience and help the rest 
of the organization align their execution to the brand of the company. 

 
 If you think about all these three things, the organization may decide to have one 

executive to cover the whole function organizationally, or they could decide that 
there's a basket of professionals. I've run into them. They have titles like Head of 
Marketing Technology or Chief Customer Officer or Customer Intelligence VP, or 
whatnot. Overall, we are seeing a bucket of jobs that the future of marketing 
needs to solve for. 

 
Whether that's one person or multiple persons, whether one person is called 
CMO at the top, those should be purely an organizational decision. The holistic 
aspect of addressing all three of these areas is key. 

 
Matthew: All right. My final question, then, has to do with the State of Marketing 2012 

Report that you guys put out. There was a lot of very interesting insights there 
about how companies really are not using the data that they're able to collect. 
There was a stat in there that was something like 51% of marketers are not using 
the social media data, for example, to influence marketing decisions or offers.  

 
They have this data. More than half just aren't using it at all. Yet marketers also 
seem to think that they understand the mobile space. I'm curious, if they're not 
even using all this data that's a slowly maturing space for people to operate in, 
why do you think marketers think they understand mobile when they obviously 
still haven't figured out social? 
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Yuchun: I think most marketers are challenged on both mobile and social. There are a lot 

of simple things you can do in mobile. There are a lot of simple things you can do 
in social, but social is historically younger. It's only been around for three years, 
whereas mobile phone has been available for quite some time. Even smart 
phones have been available for quite some time. 

 
 You could have a company, for example, that's doing SMS in Europe, and they 

"know what to do" with mobile. I think overall social network, and the effect of a 
social network on businesses, is a newer paradigm. It just takes some time to 
work through. 

 
 We do know that the world is moving strongly into mobile and strongly into social. 

Everywhere I go, these are the two top areas that companies continue to figure 
out. It's an iterative process. A lot of experimentation is going on but what is clear 
is that in the same study we published, most organizations are looking to do 
more coordinated campaigns across traditional marketing channels, and also 
social channels. 

 
 More and more understand the importance of at least sentiment analysis, 

leveraging the social media data available. Those are starting to be bread and 
butter things that people do. No doubt in a year or two, you're going to see even 
more maturity there and there will be yet another wave of new things. What you 
can count on is the speed of change is accelerating. 

 
Matthew: I know. I wish it would just slow down. I've had enough of the speedy change. 
 
 Yuchun, thank you so much for taking the time to talk with us today. If people 

want to find out more about the work that you and your group are doing at IBM, 
where would you send them? 

 
Yuchun: The easiest thing to do is just look for the term "smarter commerce." We have 

gone to a tremendous amount of effort in really distilling down the essence of 
where this new world is going. I think we're teasing out from the community of 
marketers the best practices and the key points of view to think about, as one 
walks the journey here. 

 
On smarter commerce, you'll find a lot of information on different aspects, from 
understanding the customer, leveraging big data, to building what we call a 
system of engagement so that every communication is more relevant, to how do 
we align the brand with the culture of the company and the execution. These are 
important, critical things to get right. 
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Matthew: All right. Thank you once again and thank you listener for listening here to the 
end. This has been the Marketing Smarts podcast brought to you by 
MarketingProfs. I've been your host Matthew Grant. Talk to you next week. 

 
  
 


