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300+ projects at 80+ clients
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Global Marketing departments
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Global Brand & Marketing - 24 FTE

Brand & Com. Mgr - 1 FTE Content & projects - 4 FTE

• Director

• Project Mgr /coordinator

• Content Marketing PM

• Project Mgr

Brand team - 5 FTE

• Global Brand Director

• Marketing Communication 

• Brand & PR Manager

• Senior Customer Insights

• Senior Visual Brand Identity

Online team - 12 FTE

• Head of Online B&M

• Global SoMe Manger

• SoMe Manager

• Sitecore Tester

• Digital Product Mgr

• Digital Project Mgr

Next web program dir. - 1 FTE

Senior Director - 1 FTE

• Direct End Customer 
Interaction

• Regional Trainer & Support

• Competence Development 

• Project Leader

• Digital Marketing

40
FTE

BU 1
Brand & Marketing - 6 FTE

• 1 Global Customer Experience & 
Marketing Director

• 1 Global Brand Mgr

• 1 Global Product Solutions Mktg Mgr

• 1 Product Communication Specialist

• 1 Product Communicator PGE

• 1 Product Communicator

BU 2
Brand & Marketing - 4 FTE

• 1 Global Customer Experience & 
Marketing Director

• 1 Global Brand and Communication Mgr

• 1 Product Communication

• 1 Product Solution Marketing Mgr

BU 3
Brand & Marketing - 6 FTE

• Global Director Marketing & Customer 
Experience

• Marketing Communication Mgr

• Product Communicator

• Customer Activation & Partnership Mgr

• Project Mgr

• Product Marketing Communicator



Regional & Local marketing departments
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) NE (9 FTE)
9 Countries  

• 1 RMM
• 2 Regional. Marketing 

Engagem, Mgr (PGE, 
GSP&TP)

• 1 Reg. Dig. Mktg Lead
• 1 Dig & print prod. Mgr
• 1 Content & SoMe Mgr
• 1 Web & SEO Mgr
• 1 Dig. Content spec.
• 1 Reg. Tech. Web Mgr
• 1 Reg. Trade Mktg Mgr

WSE (6,3 FTE)
4 Countries

• 1 RMM
• 3 Segment Mgr
• 1 Reg. Mktg Coord,/PR
• 0,7 Reg. Dig. Manager*
• 0,3 Digital Systems*
• 0,3 Digital SoMe*

EE (1 FTE)
3 Countries

• 1 RMM

LATAM (4 FTE)
5 Countries

• 1 RMM
• 1 Brand and 

communication
• 1 G2M Distributors
• 1 Digital/CX projects Pacific (0 FTE)

CE (4 FTE)
4 Countries

• 1 RMM
• 1 Digital PR CE/Event
• 1 PR
• 0,5 BU:s online*
• 0,5 Digital & SoMe*

Sweden (3,3 FTE)

• (1 Marketing Manager)
• 0,25 Marketing Ass.
• 1 Trade & Event Mktg 
• 1 Online Marketing

Norway (1 FTE)

• 1 Marketing Specialist

France (10,7 FTE)

• 1 Marketing Manager
• 2 Product
• 2 P&A
• 2 Trade
• 0,3 Reg. Dig. Manager*
• 0,7 Digital Systems*
• 0,7 Digital SoMe*
• Digital E-com

UK (5 FTE)

• 1 Marketing Manager
• 2 Segm Mgr
• 2 Mark spec (trade/dig.)

Netherlands (2,8 FTE)

• 1 Marketing Manager
• 0,8 Content Marketing
• 1 marketing event

Germany (13 FTE)

• 0,5 BU:s*
• 0,5 Digital & SoMe*
• 4 Prod Management
• AM
• 3 Mktg mgrs
• 1 Fairs & Events
• (1 Spokesperson)
• 1 Marketing Coord.
• 1 Verbände & Koops
• 1 Pro Mktg

Switzerland (2,7 FTE)

• 1 Marketing Manager
• 2 Comm. planners

Japan (4 FTE)
+ Distribution in South 
Korea & Taiwan

• 1 Business dev. Mgr 
• 1 Store Profile
• 1 Marcom Manager
• 1 Print & Merchandise

Australia (7 FTE)
+ New zeeland

• 1 Marketing Manager
• 1 Brand Mgr
• 1 Trade Marketing Spec.
• 1 Marketing Admin
• 1 Dig. Marketing Spec.
• 1 Dig. Marketing Coord.  

Brazil (4 FTE)

• 1 E-com Brazil
• 1 Apprentice 

(Government program 
Brazil) /Admin support

• 1 Business Intelligence
• 1 Trade marketing/Event

Poland (2 FTE)

• (1 Marketing Manager)
• 1 Marketing Coord.

NA (1 FTE)
2 Countries

• 1 RMM

US (19 FTE)

• 1 Mgr Marketing Tech
• 2 Dig. Content and 

Activation
• 1 Database/Tech. Supp.
• 1 Mgr Mkt Content 

Excellence
• 1 Gr. Design & Vis. 

Content Spec.
• 1 Content/Copy Spec.
• 1 Content/Trade Show 

Spec.
• 1 Sr. Brand Director
• 1 Sr. Brand Mgr
• 1 Social Comm./ABM 
• 1 Sr. Brand Mgr
• 1 TBD Specialist /ABM
• 1 Sr. Brand Mgr
• 1 Ass. Brand Manager
• 1 Marketing Direct to 

Consumer
• 1 Sr. Brand Dir.
• 1 Brand Dir. 
• 1 Marketing Manager

Lithuania (1 FTE)

• 1 Marketing Manager

141 
FTE

109
Different 

roles



An ecosystem of disagreement…

ONLINE OFFLINE
ALWAYS ON CAMPAIGN

CONTENT MEDIA
TARGETING REACH

BRANDING TACTICAL
EXIST. CLIENTS NEW CLIENTS

AGENCIES AGENCIES
INHOUSE OUTSOURCE

OWNED BOUGHT

DATA INSIGHTS

EARNED

KPI´S
COMMS MARTECH TECHSTACK

VS

VS

VS VS
COMMS MARKETING
GLOBAL REGIONAL

SALES
LOCAL
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How did we end 
up here?



More channels More activities More content

Content
Channels

1 2 3 4

Activity 1 X X X X

Activity 2 X X X X

Activity 3 X X X X

Activity 4 X X X X

Content
Channels

1 2 3 4 5 6 7 8 9 10

Activity 1 X X X X X

Activity 2 X X X X X

Activity 3 X X X

Activity 4 X X X

Activity 5 X X X X X

Activity 6 X X X X

Activity 7 X X X

Activity 8 X X X X

Activity 9 X X X X X

Activity 10 X X X X X X X



Too much content produced
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We created a Content monster



Ambitions feed the monster

Editorial selling
Branding

Sharing (reach)

Avoid discounts

Before & After
Problem / Solution

Turn the web into a
”Go-to-destination” Drive e-com

Re-activation

Drive sales

The story behind
product in context

Inspiration 
& Trends

Educate/Inform

Engage the 
community

Trustworthy

Recruit new partners

Attract competence
Employer branding

How-to´s, Tutorials, 
Step-by-step guides

News & 
Launches

Product reviews 
/ Try-outs

Tips & Tricks / Hacks

Sustainability

Product info



250 new products

Product innovation feeds the monster
Business area Africa Europe China South East Asia South & Latin America North America 80/20-products

Product Area 1

Product 1 Product 1 Product 14 Product 1 Product 1 Product 3
Product 2 Product 2 Product 3 Product 3 Product 3 Product 2
Product 3 Product 3 Product 2 Product 2 Product 2 Product 1
Product 6 Product 4 Product 15 Product 5 Product 9 Product 6
Product 7 Product 10 Product 7 Product 4 Product 5
Product 4 Product 11 Product 4 Product 5
Product 8 Product 12 Product 6 Product 6
Product 5 Product 5 Product 8
Product 9

Product Area 2
Product 16 Product 16 Product 17 Product 16 Product 16 Product 16
Product 17 Product 17 Product 16 Product 17 Product 17 Product 18
Product 18 Product 18 Product 14 Product 18 Product 18 Product 17

Product Area 3

Product 17 Product 17 Product 23 Product 17 Product 17 Product 23
Product 19 Product 20 Product 19 Product 27 Product 17
Product 20 Product 19 Product 20 Product 19 Product 20
Product 21 Product 23 Product 23 Product 28
Product 22 Product 21 Product 27 Product 29

Product 24 Product 30
Product 31

Product Area 4

Product 32 Product 33 Product 34 Product 34 Product 33 Product 5
Product 33 Product 2 Product 2 Product 36 Product 2 Product 2
Product 34 Product 13 Product 38 Product 35 Product 36 Product 38
Product 35 Product 37 Product 36 Product 2 Product 35 Product 17
Product 5 Product 32 Product 33 Product 34 Product 33
Product 36 Product 17 Product 32 Product 36

Product Area 5

Product 2 Product 39 Product 2 Product 39 Product 39 Product 2
Product 39 Product 2 Product 38 Product 2 Product 2 Product 39

Product 40 Product 40 Product 40 Product 5

5 Products

7 Products

3 Products

3 Products

5 Products

2 Products

7 Products

4 Products

7 Products

3 Products

1 Product

1 Product



Channels and data feed the monster

Client example

• 15 products, 3-6 different offers 
= 75 offers

• 4-6 channels per offer
= 375 different versions

• 5-7 versions and formats 
customization per offer

1500-2500 ads 
per campaign period



TV Apotek/butik
(kampanj)

ICA DR Online-video SEM Postala utskick
CRM (klubbdagar)

Magalog/4-siding E-DR Insta köpt Facebook köpt Postala utskick
CRM (bonus)

Affiliates Facebook organisk Insta organisk

0,2 kr 0,4 kr 

0,3 kr 

0,3 kr 

2,2 kr 4,3 kr 5,0 kr 
0,1 kr 

0,1 kr 0,3 kr 3,8 kr 10,2 kr 0,8 kr 1,1 kr 
0

500000

1000000

1500000

2000000

2500000

3000000

3500000

R
e

ac
h

Channels & Reach

And most of our time is spent in the tail

Channel 1 Channel 2 Channel 3 Channel 4 Channel 5 Channel 6 Channel 7 Channel 8 Channel 9 Channel 10 Channel 11 Channel 12  Channel 13 Channel 14

90-95% of our activities and time



Production volumes – more or less?

Sida 14 / 50

2021 Q2 - 2022 Q1 2022 Q2 - 2023 Q1

Number of campaigns per year 84 142

• Brand 8 6

• Tactical boost 18 18

• Tactical Always on 58* 118*

Number of campaign units per year 2337 3930

• Brand 97 105

• Tactical boost 670 129

• Always on 1570 3696

Antal enheter producerade (Byrå) 46 88

Antal enheter producerade (Creative agency) 2291 3842

Antal enheter taktiska display enheter (CA) 2158 3702

Antal ATL kampanjenheter (CA) 133 140

Antal Butik/ÅF enheter per år 3,600 3,600

*Every months new offers are defined as a new 
campaigns. There are more offers due to that more 
products are communicated.

We have lowered the numbers of units in Tactical boost by 80%

We have doubled the numbers of units in Tactical always-on

We have doubled the number of campaigns in Tactical always-on



Too many campaigns – budget spread thin

21

Media spend total

2021 Q2 - 2022 Q1 2021 Q2 - 2022 Q1 %

Total 117,965,958 118,200,254 0%

Brand 54,870,597 50,053,429 -9%

Tactical 23,380,911 20,191,718 -14%

Always on 39,714,450 47,955,107 21%

2021 Q2 - 2022 Q1 2022 Q2 - 2023 Q1 % 2021 Q2 - 2022 Q1 2022 Q2 - 2023 Q1

All 1,404,357 kr 832,396 kr -41% 84 142

Brand 6,858,825 kr 8,342,238 kr 22% 8 6

Tactical 1,298,940 kr 1,121,762 kr -14% 18 18

Always on 684,732 kr 406,399 kr -41% 58 118

Media spend per campaign

Media spend per unit

2021 Q2 - 2022 Q1 2022 Q2 - 2023 Q1 % 2021 Q2 - 2022 Q1 2022 Q2 - 2023 Q1

All 50,478 kr 30,076 kr -40% 2337 3930

Brand 565,676 kr 476,699 kr -16% 97 105

Tactical 34,897 kr 156,525 kr 349% 670 129

Always on 25,296 kr 12,975 kr -49% 1570 3696

Number of Campaigns

Number of Units



Productivity – time spent on campaigns 

Media Mgmt
Creative 

& Content
Marketing Mgmt

Row Labels
Inhouse Media
(FTE h) 

Inhouse Creative
(FTE h)

Insights
(FTE h)

B2C 
Marketing
(FTE h)

Campaigns h/campaign*

Brand 2,368 4,304 3,320 2,776 6 2,128

Tactical 2,832 13,149 2,200 3,152 18 1,185

Always-on 2,960 15,981 1,592 118 152

Total 8,160 33,434 5,520 7,520

* h/campaign includes FTE for all.*Includes internal resources only

Sida 33 / 49



Time spent – Inhouse Agency

Production Meetings Admin & Other

Role Tactical always-on Sales/branding Other
Campaign 
Meetings

Ongoing 
Meetings

Other 
Meetings

Admin Other Sum

Creative Lead / AD 1 2 0.5 2 1 0.5 0.5 0.5 8

Produktionschef 0 0 2 0 1 2 3 8

Graphic Designer 2 2 1 1 1 0.5 0.5 8

Motion Director 2 3 1 0.5 0.5 1 8

Kreativ chef 0 0 0 1 1 3 2 0 7

Designer 0.5 0.5 2 0.5 1 2 0.5 1 8

Produktionsledare 2 2 1 0.5 1 0.5 1 8

Digital designer 1.6 1.6 1 0.8 0.8 2 0.8 0.5 9.1

Content Lead 0 0.5 0.5 0.5 1 0.4 0.5 0.6 4

Grafisk designer 3 2 1 0.5 0.5 0.5 0.5 8

Produktionsledare 1 0 0.5 1 0 0.5 4 1 8

Summa 13.1  (16%) 13.6 (16%) 10.5 (12%) 8.3 (10%) 8.8 (10%) 12.9 (15%) 13.3 (16%) 3.6 (4%) 84.1 (100%)

44% 36% 20%

Sida 50 / 67

54% Occupancy rate (too low)



Time spent – Editorial department

Production Meetings Admin & Other

Roll Tactical always-on Sales/branding Other
Campaign 
Meetings

Ongoing 
Meetings

Other 
Meetings

Admin Other Sum

Content manager 1 0 1 2 2 2 0.5 0.5 9

Content manager 0 0 0 0 0.5 2 0.5 4 7

Content manager 3 2 1 3 0.5 0.5 1 0 11

Content manager 2 1 0.5 1 1 1 0.5 1 8

Content manager 0.5 0.5 2 1 1 1 0.5 0.5 7

Content manager 0 0 0 0 1 2 5 8

Content manager 1 1 1 1 2 0.5 0.5 0 7

Sum 7.5 (13%) 4.5 (8%) 5.5 (10%) 8 (14%) 8 (14%) 9 (16%) 3.5 (6%) 11 (19%) 57 (100%)

31% 44% 25%

Sida 51 / 67

Low share of production, is automation the solution?



This is a funnel



This is a funnel
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This is not a funnel
Resources Cost 

Think

Do

See

Care

Brand-campaigns
Bought SoMe

Direct mailing
Private-label campaigns
Product 13 collateral
Influencers

Monthly sales campaigns
SEM
Local advertising
SEO
Affiliate
E-com project

Loyalty mailings
Loyalty events
Loyalty magazine
Organic SoMe

2,3
M€

5,4
M€

1,8
M€

1,9
M€

6,5 FTE

5 FTE

16 FTE

17 FTE



The Effectiveness Car Crash



And what about the customer experience?

Final presentation  +++  Client company  +++  Month DD, 20XX29
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Global ad-blocker users
M

Ad-blockers in Sweden

• 32% (all ages)

• 50% (age 18-29)



We produce more content than ever

We use more channels than ever

We have more specialists than ever

But…

We lose reach

We don´t build brand

We don´t drive growth 

WTF?



What to do?

Let´s google that



Google Analytics

Where does the web traffic come from?



Google Analytics

Share of Traffic

Google

Direct

Other

Facebook 

Display

Google

Organic Search

Paid Search

Brand

Non-brand

Brand

Brand

Non-brand



Google Analytics

Share of Traffic

Google

Direct

Other

Facebook 

Display

– a question of Brand

Google

Brand

Non-brand

Brand

Brand

Non-brand

Brand

Google

Other

Facebook 

Display



Share of Conversions – a question of Brand

Google

Direct

Other

Facebook 

Display

Google

Brand

Non-brand

Brand

Brand

Non-brand

Brand

Google

Other

Facebook 

Display
Google

Other

Facebook 
Display

Traffic Conversions

Brand



We need to look like this

Think

Do

See

Care



And not like this

Think

Do

See

Care



What happens if we do less?
Channel 1 Channel 2 Channel 3 Channel 4 Total

Content Media Content Media Content Media Content Media Content Media

Activity 1 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Activity 2 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Activity 3 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Total 15,6 12,2

28
MSEK

One Channel less

One  Activity less

Combine Aware/Interest

Combine Attract/Convert



What happens if we do less?
Channel 1 Channel 2 Channel 3 Channel 4 Total

Content Media Content Media Content Media Content Media Content Media

Activity 1 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Activity 2 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Activity 3 5,2 4,1

Aware 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Interest 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Attract 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Convert 1 0,72 0,1 0,1 0,1 0,1 0,1 0,1 1,3 1,0

Total 15,6 12,2

Channel 1 Channel 2 Channel 3 Total

Content Media Content Media Content Media Content Media

Activity 1 2,8 11,2

Aware/interest 1 4 0,2 0,8 0,2 0,8 1,4 5,6

Attract/convert 1 4 0,2 0,8 0,2 0,8 1,4 5,6

Activity 2 2,8 11,2

Aware/interest 1 4 0,2 0,8 0,2 0,8 1,4 5,6

Attract/convert 1 4 0,2 0,8 0,2 0,8 1,4 5,6

Total 5,6 22,4

-67%
less on 

content

6x
more media 

per activation  

3x
more media 
per activity 

+83%
more on 

media

28
MSEK

28
MSEK



We optimise the parts – but forget about the whole



Why does David beat Goliat?



The potential – improved efficiency and effectiveness

Slutpresentation  +++  Kundföretaget  +++  NN månad, 20XX

Actions Efficiency Effectiveness

Fewer campaigns Less resources
More media

per campaign

Fewer units 
per campaign

Less resources
More media

per unit

Fewer people involved
Fewer roles

Less resources

3 main process with dedicated teams Less resources

Clear mandates & assignors Less resources

Integrated Business and Marketing plan, 
with business-oriented KPI:s and goals

Less resources
Communicating
the right things

Follow up and 
learnings used

Less resources
Communicating
the right things

1. Volumes

2. Processes

3. Planning 
& Steering



Where to start – 3 steps

Analyse
- what we do and 
how we do it

1.

Define
- main processes, 
aims and KPI:s

2. 

Prioritise
- budget, resources 
and activities

3.

Activities/Volumes – Stakeholders – Target groups – Channels – Budget – Resources – Communication focus
43



A little less 
conversation

A little less conversation, a little more action, please

All this aggravation ain't satisfactioning me

A little more bite and a little less bark

A little less fight and a little more spark

Close your mouth and open up your heart

and, baby, satisfy me, satisfy me




	Om Kapero
	Bild 1
	Bild 2
	Bild 3: 300+ projects at 80+ clients

	MarCom has changed - Increased Complexity
	Bild 4: Marcom has changed
	Bild 5: Marcom has changed
	Bild 6: Marcom has changed
	Bild 7
	Bild 8
	Bild 9
	Bild 10: …and frustrating processes
	Bild 11: …and frustrating processes

	What has happened - The Content monster
	Bild 12
	Bild 13
	Bild 14
	Bild 15
	Bild 16
	Bild 17
	Bild 18
	Bild 19
	Bild 20
	Bild 21
	Bild 22
	Bild 23
	Bild 24

	The effectiveness car crash
	Bild 25
	Bild 26
	Bild 27
	Bild 28
	Bild 29
	Bild 30

	Let Google guide us
	Bild 31
	Bild 32: Where does the web traffic come from?
	Bild 33: Share of Traffic
	Bild 34: Share of Traffic
	Bild 35: Share of Conversions – a question of Brand
	Bild 36
	Bild 37

	Is less more?
	Bild 38
	Bild 39
	Bild 40
	Bild 41

	The Potential
	Bild 42
	Bild 43

	Slutsatser
	Bild 44
	Bild 45


