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Integrated Marketing Communications:

Practice Leads Theory

in the last 20 years, the integration of marketing functions has moved from theory to

practice. Its specific applications may vary from market to market—indeed, from

enterprise to enterprise—but integrated marketing communications (IMC} programs

have become standard for marketing organizations, agencies, and the academic

community. A review of the best IMC advertising and public relations practices in the

United States, Korea, and Great Britain, however, reveals not just cultural divergence

in adoption and practice, but aiso underlying weaknesses regarding IMC as a process

and practice. The findings support the need to focus future IMC research within client

organizations.

INTRODUCTION
The uses of integrated marketing communications
(IMC) are widespread and varied. Throughout the
world, a variety of concepts, approaches, method-
ologies, and applications exist around the mean
that academic agreement is difficult. Yet, in spite
of the continuing theoretical confusion, a large
numbers of agencies and marketing organizations
continue to deploy “integrated marketing” or “in-
tegrated marketing communication” programs. In
a 2004 study, 89 percent of nearly 300 U.5.-based
marketing decision makers reported they were
“executing integrated marketing campaigns” {Mill-
ward Brown, 2004). The list of global IMC pro-
gram sponsors include the likes of IBM, Microsoft,
FedEx, and Accenture (Kitchen and De Pels-
macker, 2004; Kitchen and Li, 2005; McArthur and
Griffin, 1997; Prensky, McCarty, and Lucas, 1996).
Despite nearly two decades of active use, the
concept of IMC still is in academic and profes-
sional development. And those challenges to the
practice often represent honest efforts by research-
ers and theoreticians to meet the radical market-
place changes that IMC espouses. Change is never
easy. And, changes in concepts, theories, and meth-
odologies that long have been accepted are even

more difficult.

1 10.2501/50021849908080513

WHY ANOTHER PRACTITIONER APPLICATION
STUDY?

Implementation generally provides the impetus
for IMC conceptualization. It atiows that busi-
nesses can develop and use IMC even as the
theoretical debate of its proper definition contin-
ues. Traditionally, IMC academic research has con-
centrated on perception and understanding of
marketplace practice, ie., the perspective from
either the advertiser or the agency. In fact, one of
the reasons that the understanding of IMC under-
standing has emerged so slowly is because its
practitioners have been more interested in its de-
velopment and implementation than its measure-
ment and value.

Implementation research is the first step in de~
veloping information that would be required to
verify IMC--or, more specifically, articulate its
conceptualization, theorization, implementation,
and evaluation. The results, in turn, could provide
additional implementation research that would be
essential for the further maturation of this new
paradigm.

This study considers IMC applications and im-~
plementation in South Korea, the United King-
dom, and the United States. Tt was developed in
three phases:
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A review of the best IMC advertising and public relations

practices in the United States, Korea, and Great Britain

reveals not just cultural divergence in adoption and

practice, but also underlying weaknesses regarding IMC

as a process and practice. The findings support the need

to focus future IMC research within client organizations.

First, we developed an extensive litera-
ture on the global and national percep-
tions of IMC. We found little relevant PR
agency-oriented IMC research and none
that compared the views of IMC by PR
agency practitioners with those of adver-
tising agency professionals.

Second, we focused on understanding
the universality and particularity of the
IMC development process—knowledge
that enabled us to explore a variety of
marketing and communication factors such
as unification of communication media,
consistent message transmission, and dif-
ferent management siyles.

Third, we studied the global diffusion
of IMC implementation. South Korea, the
United Kingdom, and the United States
represent three radically different market-
ing environments. The inclusion of South
Korea is particularly significant, in that
we believe only one other article has in-
ciuded a non-English-speaking country as

a key component (Kitchen and Li, 2005).

LITERATURE REVIEW

We break with academic tradition of open-
ing with a review of previous studies
simply because there are not many IMC
research findings that would either sup-
port or negate our research. IMC is still
an emerging discipline; most prior [MC

research provides few cross-cuftural com-

parisons and even fewer comparative
views of advertising and public relations
agency managers on the subject. The sam-
pling of IMC research that follows Is re-
lated to—but not specifically supportive
of—the study.

Research directions based on previous
implementation findings
IMC is difficult to research in that it in-
volves both concepts and processes (Dun-
can and Caywaood, 1996). Moreover, those
concepts and implementations vary from
one grganization to another, from one re-
searcher to the next. IMC essentially is a
management approach that aligns and op-
timizes the communications impact of var-
ious disciplines. Reviews of previous IMC
research are tempered by the degree of
implementation employed, by the focus
of organizational strategic development,
by the cooperation between different
groups involved, by existing (and emerg-
ing) barriers inside (and outside) the or-
ganization, by compensation systems
employed, and by metrics of outcomes
{Kitchen and De Pelsmacker, 2004).
Because of this complexity, it was diffi-
cult to find research that directly exam-
ined implementation in all three markets.
Though our literature review deals with
resulis in general, the material may not be

very generalizable (Drobis, 1997; Duncan
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and Fverett, 1993; Eagle et al., 1999; Gould,
2000; Kallmeyer and Abratt, 2001; Kim,
1998; Kitchen, Brignell, 1i, and Spickett-
Jones, 2004; Kitchen and Schultz, 1999;
Schultz and Kitchen, 1997).

One major shortcoming of previous re-
search attempts is that they most often
measured short-term outcomes (Kitchen
and Li, 2005)—a failing that inevitably
leads to evaluation problems. IMC likely
needs to be viewed as a dynamic three-
dimensional model rather than a fiat, stan-
dardized, operating definition—as opposed
to the linear basis of all other marketing
and /or communication theories,

In previous IMC implementations, func-
tional disciplines were key categories. To-
day, most IMC focuses on developing
communication programs through a grow-
ing mix of communication alternatives
rather than the four major mass-media
forms that grounded earlier. Any current
implementation research should measure
and evaluate the importance of each com-
munications tool being used in current
IMC, not just those that appeared in pre-
vious research.

Previous IMC studies mandated four

critical conditions:

e planning that starts with receivers, not
senders

¢ strategic consistency

s efficient control of participating agencies

+ percejved client understanding of IMC

concepts

The implementation research reported in
the pages that follow also evaluates the
effectiveness of these items as they affect
both advertising and public relations
agencies.

IMC implementation can be generated
by a variety of communication agencies,
even firms that are independent of each
other. Perception research needs to measure

the expectation that such cooperation might



bring. Any implementation research there-
fore also should measure the level of ef-
fectiveness that might be gained through
interagency cooperation.

Compensation considerations also are
an important part of IMC evaluation. Some
agencies agree to a flat compensation sys-
tem based on an annual centract. Others
prefer a merit system based on a commis-
sion contract that provides an objective
measurement criterion (Kim, 1998). As a
more precise alternative, Schuliz and
Kitchen (1997) claimed that a compensa-
tion system based on the measurement of
Return-On-Communication or Customer-
Investment (ROCI) can be a key element in
the future development and management
acceptance of IMC. When measurement is
properly conducted, IMC evaluation be-
comes possible (Eagle et al., 1999; Kim, 1998;
Kim, Han, and Schultz, 2004; Schultz and
Kitchen, 1997), a practicality that could re-
solve many IMC practitioner and academic

developmental problems.

The nucleus of implementation

IMC decision-making architecture comes
in two forms: (a) internal operations pri-
marily focused on each of the various
marketing communijcation disciplines and
(b} external agencies that provide exper-
tise, guidance, and implementation.

The various client internal models vary
according to managerial structure, organi-
zational philosophy, the specific industry
or field in which the organization com-
petes, as well as the firm’s cultural con-
text (its scope and specialty).

The external role likeways depends on a
number of considerations apart from the
IMC function, most particularly by how the
organizing firm coordinates the services
supplied by the various insourced commu-
nication disciplines. This process necessar-
ily is mediated by the perceptions, attitudes,
-and even contractual agreements of the

agencies involved. Discussions of the com-
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IMC is still an emerging discipline; most prior IMC research

provides few cross-cultural comparisons and even fewer

comparative views of advertising and public relations

agency managers on the subject.

bination of decision processes starts with
the client organization (Caywood, Schultz,
and Wang, 1991; Duncan and Moriarty,
1997; Kitchen and Schultz, 1999; Schultz,
Tannenbaum, and Lauterborn, 1993) and
moves on to advertising agencies (Eagle
et al., 1999; Kallmeyer and Abratt, 2001;
Schultz and Kitchen, 1997). Considerations
of how public relations (PR) functions might
be integrated into the mix largely have been
absent from this body of research.

A number of PR practitioners contend
that their industry has leng practiced IMC
{Duncan and Caywood, 1996; Harris, 1991;
Kitchen and IPR Marketing Communica-
tions Group Members, 2006). For IMC
to have long-term success, if must be
grounded by a unified approach based on
strategic dimensionality research. The find-
ings reported here from PR executives are
a critical part of this debate, as they aug-
ment and support the integrated effort,

Comparative study among nations
Although most IMC research has origi-
nated from the United States, it is actively
researched, studied, and taught in more
than 25 countries (Kerr, Kim, Kobayashi,
and Schultz, 2005; Rose, 1996). Although
most practitioners perceive IMC very pos-
itively, almost all the studies supporting
this contention were one-time events, with
no follow-up information.

in these single-event studies, research-
ers repeatedly confirmed IMC was devel-
oping in the country studied and the
concept generally had high perceived

value. But consistent research to track the
phenomenon over time simply does not
exist. A comprehensive 1999 comparative
IMC study of the United States, Great
Britain, Australia, New Zealand, and In-
dia (Kitchen and Schultz, 1999) lacked a

consistent data-gathering questionnaire.

RESEARCH ISSUES
Despite the slow progress of IMC aca-
demic conceptualization and theory de-
velopment, businesses have developed and
implemented what thev believe to be suc-
cessful IMC programs and activities. In-
deed, many practitioners think that their
IMC implementation has directly led to
marketplace success. They rightfully ar-
gue their activities have enhanced and
improved IMC practice, going beyond
academic-community conceptualizations.
Stili, by multilateral comparison and
testing of practitioner perceptions, research-
ers should be able to diagnose and eval-
uate IMC implementation and, in tumn,
further develop an IMC theory base. Com-
parisons will provide insights among the
various agencies and countries investi-
gated. The central issues of this study

include:

Evaluation of IMC as a Concept
How do the attitudes and percep-
tions about IMC differ ameng highly
experienced agencies? Do those percep-
tions vary between advertising and PR
agencies? Do they vary by country and

by management structure?
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In previous IMC implementations, functional disciplines

were key categories. Today, most IMC focuses on

developing communication programs through a growing

mix of communication alternatives rather than the four

major mass-media forms that grounded earlier.

Evaluation of IMC as a Strategy
How does the use of an IMC strategy-
development process influence the per-
ception, implementation, impact, and
evaluation of more traditional ap-
proaches? What is the impact of an
IMC program on each of the individ-

ual disciplines?

Evaluation of IMC-Driven Programs

What are the advantages, benefits,
and barriers to the implementation of
an IMC program both inside and out-
side the agency? What is the impact of
IMC on existing metrics? What, if any,
impact can new measurement stan-
dards have on the development of

agency compensation systems?

RESEARCH METHOD
Questions focused upon IMC implemen-
tation were shaped by previous research
instruments and by an extensive litera-
ture search. A questionnaire consisting of
25 questions was pretested with a group
of agency practitioners and minor revi-
sions made. A 7-point Likert-type scale
was used to record responses, {1 = not
important; 7 = very important). Differ-
ences in the three markets, however,
mandate country-specific data-gathering
approaches:

Korea Sample: In Korea, advertising

agency names were taken from the AD

Yearbook developed by Cheil Communica-
tions, a Korean advertising agency. We
used the top 20 agencies based on such
quantitative measures as billings and num-
ber of employees. Within those organiza-
tions, 200 surveys were distributed to
employees based on job titles and respon-
sibilities, This sampling generated 116 re-
sponses {58 percent).

The affiliate list of the Korea Public
Relations Business Association, Novem-
ber 2001, was the source for the distribu-
tion of a PR questionnaire. The top 19
agencies were identified with comparable
indices—the number of full-time employ-
ees, billings, field service facilities, etc.
Among those agencies, 200 question-
naires generated 109 (54 percent) responses.

LS. Sample: Membership lists of the
American Association of Advertising
Agencies {(AAAA} and the Public Rela-
tions Society of America (PRSA) provided
100 randomly selected advertising and 100
public-relations agencies. The AAAA
mailing to a member of the senior man-
agement team resulted in a 35 percent
response rate. The PRSA questionnaire gen-
erated 23 usable responses.

UK. Sample: A questionnaire was sent to
120 contact people drawn from the mem-
bership list of the Institute of Advertising
Practitioners {IPA) and the mailing pro-
duced 80 usable responses (67 percent). An

additional 80 surveys were mailed to the
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Public Relations Consultants Associatiomn
(PRCA); 27 (34 percent) responded.

All data were entered, adjusted, ana#
lyzed, and processed using SPSS (Statisté_—___=
cal Package for the Social Sciences) m
each country. Results were then inte-!
grated by agency type and country. For
the Korean and U.5. data, the mean and
standard deviation were analyzed dowi%
to two decimal places. Although %h:é__
UK. data were a mixture of one or tWO
decimal places, according to the type Of
analysis, the difference should not have

impacted the study results.

RESEARCH FINDINGS

Prior to analyzing the questionnaire re=
turns, the research team reviewed the rc»
sponses to evaluate the special nature of
any of the responding agencies. For ex{
ample, many Korean advertising agencies
are considered to be “in-house” {i.e., owned :
or controlled by client organizations). Sim=:
ilarly, many U.S. and UK. agencies are:
owned or controlled by global holding
companies. In PR—particularly in Korea—*_..
many agencies are branches of global or-
ganizations that serve multinational clients
in their specific markets.

We determined that some responses’
therefore likely had been influenced by
the form of agency ownership and the
control exerted on the regional enterprise
from nonlocal management, Moreover, the.
nature of the client base—whether the
assignments were local or part of a larger
global program-—was another important
consideration in the analysis of re-
sponses. While both likely played an im-~
portant role in the survey findings, the
variables were so case-specific that their
inclusion in the analysis would have been

counterproductive.

Perceptual dimensions
Respondents. Differences in business

cultures meant that job classification of



respondents proved difficult. Middle-
manager and general-manager positions
are much more important in Korea than
they are in the United Kingdom or United
States. Purthermore, the length of work
or career involvement of the employee/
manager class in Korea is comparable to
the UK. and US. manager/executive class.
Although there seem to be more re-
sponses from managers in Great Britain
than other countries (Table 1}, we believe
this anomaly had little significance in the
intercountry comparisons. Qur question-
naire sought information on general views
and agency IMC experiences, not on the

specific views of individual managers.

TABLE 1
Job Class Comparison

Reported advertising-agency billings
(Table 2) were considerably higher than
those of the PR agencies. Advertising
agencies commorly report gross billings,
while PR agencies typically report their
income as fees—in other words, a per-
centage of the gross billings, not the en-

tire expenditure.

Types of clients. In all three sample mar-
kets, most {(72.8 percent) advertising agen-
cies focus primarily on domestic clients.
By contrast, PR organizations, particu-
larly in Korea (90 percent), primarily serve
multinational clients. While multinational

organizations may rely on local practi-

IMC: PRACTICE LEADS THEORY

tioners, they usually drive their commu-
nication activities from headquarters,
commonly outside Korea. In fact, the pri-
mary responsibifity of Korean PR agen-
cies typically consists only of field-
service assistance through the local offices.

The domestic/multinational service sys-
tem appears to have encouraged the de-
velopment of IMC capabilities in all three
countries, as multinational enterprises are
more likely to have developed multidisc-
plinary approaches to communications. In-

terestingly, in all three nations, the number

of large-, medium-, and small-sized ¢
panies served by IMC was similar for

both agency types. This finding confi;

Korea

United States

United Kingdom

Position Advertising Agency

General manager 56 (48.3%)

PR Agency
63 {57.8%)

Advertising Agency
1 (2.8%)

PR Agency

Advertising Agency PR Agency

34 (42.5%)

Korea United States United Kingdom
Scope Advertising Agency PR Agency Advertising Agency PR Agency Advertising Agency PR Agency
Lossthan 05 1(09%) BOSK) = e e o
30 {27.6%) — — 21 (26.3%) 12 {44,

09.(55.2%) L ZLBBTH 11148.0%) LIBIAER B29.6%) .

*Unit: Million £15.$
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TABLE 4
IMC Implementation Degree

Korea United States United Kingdom
Implementation Advertising Advertising Advertising
{Yes or No) Agency PR Agency Agency PR Agency Agency PR Agency
S AORETON STTOBW  33(100%)  14(608%)  6T(E3EW)  25(026%
N0 essseeessi 402 1% ...22e028 e 9389.2%) .. 1308.2%) 2L08%
Total 116 (100%; 109 (100%} 35 {100%) 23 (100%) 80 (100%;} 27 (100%)

Considerably fewer than 50 percent of
clients request IMC programs. In fact, 16
percent of U.K. advertising agencies said
their clients have made no requests for
any kind of IMC (see Table 5).

Our survey of PR firms shows that
global penetration of IMC is not nearly
as deep. Across our report, fewer than 50
percent of the PR agencies said clients
had requested or demanded IMC pro-
grams or capabilities. Again, the UK
numbers were much lower than in Korea
and the United States. Fully 70 percent
of ail UK. PR agencies said that fewer
than 50 percent of their clients had re-
quested IMC programs or capabilities.

What both advertising and PR agencies

offer beyond their core services clearly

plan, develop, or implement an IMC pro-
gram for their clients. When asked what
additional client services the agency pro-
vides, again the results varied from coun-
try to country (Table 6). Nearly half the
advertising agencies in all three countries
offer varying levels of PR capabilities. On
the other hand, considerably fewer PR
agencies offer advertising capabilities.
Direct marketing (DM) is highly devel-
oped in US. and UK. advertising agen-
cies (97 percent in the United States and
73 percent in the United Kingdom), while
only about one-quarter of Korean adver-
tising agencies offer direct marketing. DM
in PR agencies varies widely, being fairly
widespread in the United States, with min-

imal presence in Korea and the United

At least a third of all advertising agen-
cies reported offering promotion capabil-
ities, but the penetration among PR
agencies was particularly low (less than
20 percent) in Korea and the United King-
dom. Promotional services do seem on
the rise in Great Britain {Kitchen and
IPR Marketing Communications Group
Members, 2006). In the United States,
nearly 40 percent of the PR agencies of-
fer some type of promotional capabifitics
(Duncan, 2002; Gronstedt and Thorson,
1996).

There is no communications discipline
growing any faster than digital (Truong and
Kitchen, 2008) and, according to our study,
internet capabilities are very similar in
the United States, Korea, and Great Brit-

determines those firms’ abilities to truly Kingdom. ain, with well over half the advertising
TABLE 5
Client Requests for IMC
Korea United States United Kingdom
Advertising Advertising Advertising
tevel  ......Agency PR Agency .. Agency ... FPRAgency Agency ....PRAgency
None — — — — 13 (16.2%) —

QeI 0% . 63 (84:3%) ... 363279 ... 21 800%) ..ALeTes 1362w 829.8%) ..
A e 1E5% L0 OLLT2H) o 2T e T e
Total 116 (100%) 109 (100%) 35 (100%) 23 (100%) 80 (100%) 27 (100%)
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TABLE 6

Marketing Communication Disciplines Agencies Offer (Multiple Responses, %)*

Korea United States United Kingdom
Advertising Advertising Advertising

Discipline ~  Agency | PR Agency Agemcy .. PR Agency Agency o PR Agency
Advertising  104(89.7) ... 26(23.9) ... SAGLY) 178 678500 10670
AT 51144.0) ... 10697.2) ... 200670 23 (100} SBLATD i 23(928) ..
M 30425.9) . 26(23.9) .. SAETL) 12522 BRLTBT) ) 6(22.2)
Promotion ... 45(38.8) 20A83) BLTLA 28I 51163.7) 2B
Internet 67078 1002 AT BB 5938 180533) .
Other QT8 11300 eeeer oo e 258312 12(444) .
Criterion ... 2181000 109 (200 e 321000 230300} 80 L100) 271200}
*Multiple responses were allowed and enconraged. Thus, columns do not tofal 100 in most cases.
agencies reporting internet capabilities. The TABLE 7
figures were not so impressive for PR Priorities of Evaluation
agencies: 50 percent or greater digital ca- R
pability was found only in U.K. agencies. US. HKorea U.K.
In the United States (33 percent) and Ko- Statement Rank Rank_ Rank
rea (iess than 10 percent), PR internet A way to organize the business of the firm 1 3 4
capabilities were much less developed,

Coordination of the various communication disciplines 2 L R
Evaluation of the IMC concept. Our re- A way to deliver unified messages to customers and consumers 3 2 2
search demonstrates national differences A way to develop and direct brand strategy =~ S S, 3
in the priority order of the IMC concept Another terms for coordinated advertising or PR programs 5 5 4

that are even greater than the differences
between advertising and PR agencies (see
Table 7}.

The most significant difference appears
to be that many 1.5, PR and advertising
agencies consider IMC to be a mechanism
around which they actually can organize
marketing business. This confidence is a
clear indicator of IMC's greater strategic
advancement of IMC in that country, es-
pecially in comparison with Korea and
the United Kingdom, where the disci-
pline’s effect is not pearly as universal
and, in fact, often is perceived as no more
than simply “coordination of communica-

tion disciplines.”

We also were surprised to find a lack of
brand-strategy focus on IMC in the United
Kingdom and Korea, even though Schultz
and Kitchen argued in 2000, “the brand
was the crucible into which IMC should
be poured.” Table 8 demonstrates—by
country and by agencies—the different
ways in which respondents to our survey
countries evaluate IMC. Among the con-
siderations: coordination of the various
communication disciplines; a way to or-

ganize the business of the firm; a way to
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develop and direct brand strategy; a way
to deliver unified messages to the cus-
tomer or consumer; a term to describe
coordinated advertising and/or TR

programs.

Strategy dimension

Our study also examined IMC as a com-
munication strategy, based on both the
agencies’ implementation experiences as
well as its operating procedures, and so

on. The process involved three stages: in



TABLE 8

Priority Order of Value for the IMC Concept

United
Korea United States Kingdom

ftem Agency Mean 8D Mean SD Mean Sb
;3,‘ .......... Advemsmg ...... 394 .............. 1 21 ........... 331135 ........... 4217 ...........
S A S A22 LOL BB 143 3B A
B Advertising 2.32 1.31 3.78 1.2¢ 2.6 1.6
R 1A D 238 12t L.3Be st A
C }}‘d\j'e‘ar"cising 3.54 1.07 2.75 1.46 3.4 1.3
............ AU SOt AT ts SOt S o OB
D ﬁ(}i‘v‘&:&‘r’ﬁ'sing 3.54 1.09 3.28 1.14 3.9 1.3
SN A SOOI - cis A 113 38 L LA AL e
E Advertlsmg ;.63 0.84 2.16 1.5 3.1 1.9

PR 1.46 0.83 2.14 1.55 3.4 2.4

Note: A = coordination of the various communication disciplines; B = g way to organize the business of the firm;

C = a way to develop and direct brand strategy; D = o way to deliver unified messages to the customer or consumer;

E = another term for coordingted wdvertising or PR programs.

a strategic evaluation of IMC, agencies
first identified their attitudes toward the
various promotional disciplines, then dis-
cussed their views of implementation, and
finally articulated their expectations for

the future.

Evaluation for the disciplines of IMC.
As expected, all agencies in all countries
reported that the number of communica-
tion disciplines considered was impor-
tant. In this study, however, discussion
was limited to six fields: advertising, pub-
lic relations, sales promotion, direct mar-
keting, internet, and personal selling.
Responding agencies were asked to rate
each one in terms of its importance to an
overall IMC plan. Advertising agencies
rated advertising quite highly and as did
PR firms (see Tables 9 and 10). Both agency
types also gave high ratings to several

other forms of communication (see Table 8),

indicating widespread use of all promo-

tional disciplines.

Evaluation for the strategy of IMC. In
this second phase of the strategy-dimension
evaluation, considerations included focus-
ing the campaign on the customer, main-
taining consistent campaign strategy,
management of the various agencies, and
clients’ understanding of IMC.
Advertising and PR respondents gave
high ratings to customer-focused IMC cam-
paigns and consistent campaign strategy.
There was, however, less importance at-
tached to agency management of IMC
campaigns. This could be because such
management is often the prerogative of
clients, not the agencies themselves. It
also is interesting to note that both adver-
tising and PR agencies did not consider
client understanding of IMC as an impor-

tant attribute,

IMC: PRACTICE LEADS THEORY

The nucleus of IMC strategy develop-
ment. In discussing the drivers of IMC
strategy development (see Table 11), we
made a sharp distinction between “who
is” (cuzrent practice} and “who should”
(anticipated future leadership). Even
though each group claims a leadership
role for its own discipline, it is difficult to
evaluate these results without accompa-
nying in-company evaluations.

In fact, clients actually seem to have the
most controt over driving “successful” IMC
campaigns. Other research clearly shows
that clients hold the ultimate responsibil-
ity for IMC implementation (Kitchen and
Burgmansn, 2008). Even though this find-
ing supports earlier assertions of client
control (Duncan and Moriarty, 1997), it is
clear that advertising and PR agencies
still insist they have the ability to strate-
gically develop and implement such cam-
paigns; their best intentions are empty
unless clients will cede IMC managerial

responsibility.

The future of IMC

Both advertising and PR agencies recog-
nize that a widespread application of all
communication is required (see Table 12)
for IMC success. No agency type seems
to be singularly focused on its primary
function (though denying its conceptual
base and practice would seem foolhardy).
It would appear that all marketing-
communications services are set to expancd
in myriad media forms and widespread
mechanisms for communicating with con-
sumers interactively.

To help determine the future of IMC,
we considered eight different scenarios:
we will see the development of more
marcom-service agencies; advertising agen-
cies will expand their service to other
marcom areas; 'R agencies will expand
their service to other marcom areas; cli-
ents will use one major advertising agency;

clients will use one major PR agency;
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TABLE 9

Evaluation of the Importance of Various Disciplines {on

Developing IMC Strategy)

United
Korea United States Kingdom
Mean sD Mean SD Mean sD
Advertising
_Advertising agency 6,14 115 642 071 66 . 12 .
PRagency 571 106 58 115 Bl 12
PR
Advertising agency 5,90 114 509 153 ..BA. 0.9
PRagency . ...836 . ovr  B8o 113 BA 0.9 .
SP
Advertising agency 549 102 484 197 59 Ly
.PRagency .. 521 106 453 1A6 ST e L
DM
_Advertising agency 497 120 478 124 63 .. 08
_PRaogency 464 L2l 480 .. 124 AS 15
P5
Advertising agency  8.41 131 489 186 B2 18 .
LPRagency 530 102 AS53 . 119 A2 1.5
internet
. Advertising agency 516 123 4e4 B35S 1.6 ...
.PRagency .. 533 109 BOO 0% A0 .. 19 ...
Other
. Advertising agency  4.93 1.36 560  LTB T
PR agency 474 1.24 5.67 1.53 — —

Nofe: Using @ 7-paint scale where 1 = not important and 7 = very important; PR = public relations; SP = sales pro-

mofion; DM = direct marketing; PS = personal selling.

clients will use several marcom service
agencies; agencies will improve coordina-
tion of the integrated services they offer
their

performance-based compensation if they

clients; agencies will accept
can lead the campaign.

Our results show that advertising and
PR agencies likely will expand their ser-

vices as clients continue to focus on mes-

sage delivery irrespective of agency type.
Yet, simultaneously, it appears agencies
must learn to better coordinate the range
of integrated services they offer clients.
The exception to this new standard would
be Korean agencies, whose primary status
as in-house operations necessarily re-
stricts their ability to integrate different

services.
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Operating dimension

Coordination among participating agen-
cies. Our research specifically examined
five possible consequences of advertising/
PR agency coordination in IMC campaign
development/implementation: increased
communications effectiveness, cost sav-
ings, improved decision making, more
clearly defined roles, and prompt client
response to environmental change.

Respondents from the United States and
Korea agreed that “increased communica-
tions effectiveness” was a highly likely
outcome. In Great Britain, on the other
hand, participants in the research rated
this possibility as “most unlikely” (see
Table 13)—a completely unexpected find-
ing that flies in the face of other studies
that strongly suggest increased inter-
action between these two agency types
(Kitchen and 1PR Marketing Communica-
tions Group Members, 2006).

In all three countries, there was strong
support for “prompt response to environ-
mental change.” “Improved decision mak-
ing” scotes well in the United States and
United Kingdom, but did not have the
same strong support in Korea. Another
break-out by nation: the concept of “greater
role definition” was strongly endorsed in
the United Kingdom, had less support
in the United States, and had little value
in Korea.

One major concern uncovered by our
research was that none of the agency re-
gpondents in any of the three countries
expected that IMC would lead to signifi-
cant cost savings—a surprise in that cost-
effectiveness had been one of the major
planks of IMC strategy (Schultz, Tannen-
baum, and Lauterborn, 1993).

Barriers among agencies. Our research
also considered what could go wrong
with IMC. More specifically, what were
the obstacles that could stand in the way
of agencies developing effective IMC




TABLE 10

Necessary Elements to Succeed in IMC Campaigns

United States

United
Kingdom

Agency

Note: Using a 7-point scale wiere T = not important and 7 = very important; A = focusing the canpaign on the cus-

tomer; B = consistent campaign strategy; C = nmnagement of the various agencies; D = client's understanding of IMC.

implementation? We specifically pre-
sented our research sample with seven
possible deterrents {see Table 14): involve-
ment of client’s top management, a drive
to increase the existing budget, control
over other participating agencies, resis-
tance to control by the main agency, turf
batties among the participating agencies,
different organizational structures be-

tween different participating agencies,

TABLE 11

and different corporate cultures among
participating agencies.

“Involvement of client’s top manage-
ment” was believed to be the greatest
bartrier faced by advertising and PR agen-
cies in Korea. “Being contrelled by the
main agency” and “turf battles among
participating agencies” are of greater con-
sequence in Korea and the United King-

dom than in the United States—an

IMC: PRACTICE LEADS THEORY

indication that IMC implementation is
more firmly established in America. In
Korea, the need to increase existing bud-
get in both advertising and PR agencies—a
major source of turf battles and a signif-
icant barrier to IMC development—was
a particularly sensitive subject, more so
than in the United States or the United
Kingdom.

Finally, “different organizationat struc-
tures between participating agencies” and
“different corporate cultures between par-
ticipating agencies” were revealed as rel-

atively low barriers to IMC enrichment.

IMC measurement of IMC. Very few
agencies measure or evaluate IMC cam-
paigns (see Table 15). For example, only a
tiny proportion of Korean agencies “ai-
ways” measure; in the United States, the
“always” average among advertising and
PR companies is approximately 25 per-
cent. In the United Kingdom, more than
half the advertising agencies claim to “al-
ways” measure; PR agencies only 20 pet-
cent of the time.

The majority of measurement is done
“sometimes” by agencies in all three
countries. Remarkably, 30 percent of Ko-
rean agencies reported that they carry
out no evatuation or assessment of IMC

results.

IMC Strategy Development (Current Practice % : Anticipated Practice %)

Korea United States United Kingdom
Advertising Advertising Advertising
Subject Agency PR Agency PR Agency Agency PR Agency
cientaiaiets U usiiaon | 240:200 | 330:500 2111265 222:338 .
Advertising agency  75.0:28.3 98138 .B%0I2%0 LLL20AILE L ATA5A2 ] 168162 ..
PRagency L EBILB L ABLIAZY et QI 932 A%3:382
Cther 26.3:14.4 16.6:11.8
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TABLE 12
The Future of IMC

United
Korea United States Kingdom
Item Agency Mean sD Mean SD Mean SD
A hdvertsng 85 132 | 407 126 500 141
N0 SO 582 114 5P 148 4B . 152
B Adwertsing 670 181 574 L.A2LBBLLLLBI.
TS A S 538 121 288 110 BB 14D
C  Advertising 497 140 A0 L85..EESLLLLEDL
............ PR D87 A09 298 L8 LBAB LLLERS
D Adverlising 422 ... 1o 3 et AT A3
i S A8 2o AU A A o S 143
E Advertising 414 160 .39 .8 LL.A30LLWEAL
............ PR 79 A48 379 LG LS00 LA
Foo Advertising 825 144 ..A88 ..1%B...BL2 .. 1ol
SO 2 S, 559 108 .33t 165, .42 LO7
@  Advertising 528 128 521 A3 .B8ALLLISS
............ PR 28 VLA5 584 A5 LLBA0L RS
Ho Advertising 519 135 ..A58 L3S hE LR
PR 4.95 1.23 3.62 2.10 4.85 1.52

Note: A = more marcem service agencies will develop; B = advertising agencies will expand their service {e other mar-
comt areas; C = PR agencics will expand their service to other mavcom areas; D = clients will use one wajor advertising

agency in the fulure; E = clients will use one major PR agency in the future; F = clienls will use several marcont ser-

cies in the future; G = agencies will coordinate more in providing Integrated services for their clients; H =

ceitcivs will acegpt performance-based conpensation if they can lead the campaign.

Cne failing commoen to all markets—
and a major IMC weakness—is the
zbsence of a globally standardized mea-
surement discipline that could facilitate
IMC evaluation. Development and accep-
iazce of such a rubric is a critically miss-
ing link in the emergent IMC discipline
{Kitchen and De Pelsmacker, 2004).

A second reason why evaluation may
fare so poorly may relate to clients who
commonly want control of this vital func-
tion. As the parties responsible for the
IMC investment, the responsibility for pro-

gram measurement may just be too im-
portant to cede to agencies.

In Korea, the most desirable evaluative
outcome was whether the communication
program achieved its purpose, with less
concern for sales responses or RO {see
Table 16). In sharp contrast, the case for ROl
measurement in the U.S. and U.K. adver-
tising agencies was relatively high.

The overall impression from this study
is the need to focus rigorous research at-
tention on the fundamental need for more

meaningful IMC metrics. While many en-
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terprises seem to be experimenting with
analytics, none has demonstrated expeﬁ%

mental overall generic applicability.

IMC and compensation system. Clierl¥
contractual arrangements for IMC cam:
paigns appear to be based on stable clienfgﬁ
agency relationships maintained througlé_
full-service arrangements in all three couns
tries. There are, however, some exce;ﬁ=
tions, among them a relatively unstai)]'g‘_:'_ﬁ
compensation architecture for UK. PI{:
agencies (see Table 17).

An overview of compensation arrange<:
ments (Table 18) shows that commission;ij
by-annual-contract was common practice:
for Korean advertising agencies and:
contract-per-project was the rule in Ko
rean PR agencies. The reason for the dif-
ference is that multinational companies’
fund most PR agency activity and ]arge'
domestic companies are responsible for
the majority in advertising agencies. More-
over, in advertising agencies, a close liai-
son between in-house agencies and their
own clients reinforces the stability of re-
lationships and compensation. ;

In the United States, 29 percent of the
measured advertising agencies operated
with a commission base and another 36
percent were compensated on a model
that included both fees and commissions—
figures that indicated a more competitive
market than Korea. Commission penetra-
tion in U.S. PR agencies was 46 percent;
the commission/fee mix served only 26
percent, of the measured companies. Both
figures are strong indices of competitive
and stability. Finally, in Great Britain, our
estimates show that both advertising and
PR agencies overwhelmingly operate on
project-based arrangements, eschewing

commission-based programs.

TOWARD A CONCLUSION
This article has evaluated the direction

and the degree of development of IMC by



TABLE 13

The Expected Effect of Cooperation and Harmony
among Advertising and PR Agencies on IMC
Devetopment/Implementation

Korea United States United Kingdom

Item Agency Mean 5D Vtean 50 Mean 5D

Note: A = increased communications effectivencss; B = cost snvings; C = hnproved decision mnking; D = clearly de-
fined roles, etc; E = prompt clivnt response fo envirenmental change.

TABLE 14
- The Barrier Elements in Agency Cooperation

Korea United States United Kingdom

Nofe: A = invelvement of client's top management; B = a drive to incrense existing budget; C = controlling ofher

participating agencies; D = being conbrolled by the main agency; £ = hurf battles amonyg the parlicipaking agencies;
E = different organizational structures between participating agencies; G = different corporate cultures befween partici-
pating agencies.

iMC: PRACTICE LEADS THEORY

examining how it has changed over time
in three separate, highly differentiated mar-
kets. The IMC investigation was done with
advertising and PR agencies in Korea, the
Unrited States, and the United Kingdom.
The study focused on such areas as con-
ceptual change, strategic evaluation, and
evaluation according to operation.

The findings show that a large majority
of agencies in all three countries have the
experience to implement IMC-based pro-
grams. Such expertise is proof that IMC is
not a management fad, nor is it simply a
perceptual phenomenon. Instead, IMC is
being taken seriously and implemented
by agencies nst only on both sides of the
Atlantic Ocean, but also in the Far East.
In particular, both advertising and PR agen-
cies types are developing and implement-
ing IMC programs.

Although the findings indicated that
definitions of IMC are by no means ac-
ceptable globally, it is obvious that IMC
as “a new marketing communication strai-
egy” is being extensively utilized by ad-
vertising and PR agencies.

Omne principal problem remains: the lack
of a commonly accepted IMC definition
to which all respondents universally agree.
The failing is complicated by discernible
differences in practice by country. While
Korean and UK. agencies ranked con-
sistency in communication as the pri-
mary goal, .S, agency executives see
IMC as a way to organize their market-
ing business.

Clients remain major drivers of IMC ini-
tiatives, but agencies themselves are play-
ing a more significant role in determining
what IMC is and how it might be imple-
mented. Although there is a tendency in
all three nations for joint ownership of im-
plementation strategy, issues of evaluation
and measurement do not share the same
consensus. However, where differences
were revealed in terms of communication

capability, this was underpinned by
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TABLE 15

Result Measurement after IMC Implementation

Korea United States United Kingdom

Advertising Advertising Advertising
Yes or No Agency PR Agency  Agency PR Agency Agency PR Agency
Nwas | B(6.0%)  6(56% 10 (28.6%  6(26.1% 42(525%  6(220%)
Sometimes 78 (67.2%) 65 (59.8%) 17 (48.6%) 17 (73.9%) 33(41.2%) 17 {63%)
None 30 (25.9%) 38(34.6%) B8{22.8% — 5 (6.3%) 4 {14.8%)
Total 116 {(100%) 109 (100%) 35 (100%) 23 (100%) 80 (100%) 27 (100%)
TABLE 16

What Is Most Desirable to Evaluate

Korea United States United Kingdom
Advertising Advertising Advertising
Method Agency PR Agency  Agency PR Agency Agency PR Agency
Redemption of investment 15 (12.9%) 14 {12.8%) 11 (31.4%) 6 (26.1%) 34 (42.5%) 3(11.1%)
Communication purpese 82 (70.7%) 81 (74.4%) 9(25.7%) 6 (26.1%) 8(10.0%) 12 (44.4%)
accomplishment
Sales purpose 18 {15.5%} 9 (8.2%) 5 (14.3%) 2 (B.7%) 13 {16.2%) 6 (22.2%)

accomplishment

TABLE 17
Contract Types with Clients

Korea

United States

United Kingdom

Advertising
Agency

PR Agency

specific country and agency structural is-
sues, Differences also existed in terms of
contractual arrangements with clients.
One major finding of this study is that
the results of IMC campaigns cannot yet

be systematically measured in any of the

Advertising

Advertising

Agency PR Agency

three countries. Additionally, there is no

standardized measurement discipline that
can be applied across all three countries
either. The need for research firmly fo-
cused on the measurement/evaluative is-

sues is clearly posited.
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SUMMARY

IMC programs essentially require an amal-
gamation of several different fields. Con-
fiicts regularly appear, among participating
advertising agencies, among PR agencies
not accustomed to working together,
among the different disciplines and de-
mands of advertising and PR agencies, as
well as between all kinds of agencies and
the clients that bring them together.

Unfortunately, discovering and solving
the mistakes of implementation process
too often occur after implementation has
taken place, when some type of prior
coherent planning could anticipate the
problems before they start to compromise
the efficacy of IMC programs.

Moreover, the strategic dimension of IMC
is being formed among respondents only
through implementation, rather than plan-
ning. That effort is weakened by the fact
that IMC measurements most often are
weak efforts that do not carry much au-
thority. It is a failing that is particularly egre-
gious because the development of an IMC
program essentially deniarids evaluation and
measuremeni. For IMC practitioners and
theorists, a focus on metrics is urgent.

It would appear from this study that IMC
theory has to make a paradigm shift to a
new and higher level. If IMC theory is un-
able to make this needed shift, it will re-
main in the domain of tactics and its earlier
promise will likely simply fade away.

A major limitation of this study is that
it does not include the views or contribu-
tions of the newly emerging media agen-
cies that are developing new measurement
tools in conjunction with their marketing
partners, and the services they create of-
ten take time to reach global penetration,
Case in point: “integration-imc” may be
prevalent in the United Kingdom and the
United States, but it is hardly recognized
in Korea.

We also have encountered research lim-

itations such as the design of items, scale,



TABLE 18

IMC Campaign and Compensation System

IMC: PRACTICE LEADS THEORY

Korea

United States

United Kingdom

Advertising

PR Agency

13 (11.2%)

10 (8.6%)

Advertising

Other: 5 (14.2%)
Complex: 12 (34.3%)

PR Agency

Other: 4 (17.4%)
Compiex: 6 {(26.1%)

Advertising
PR Agency

terms of control, considerations of culture,
advertising and PR industries, and other
changeable elements in our comparisons
among nations. Moreover, in addition to the
differences in IMC implementation and ex-
perience among respondents, there were
language problems between Korean and En-
glish that complicated the utility of our
questionnaire.

Nearly 20 years have passed since the
first whispers of integrated marketing com-
munications. Although the academic world
has yet {o supply a robust IMC theoretical
system, this article has outlined coordi-
nates for closing gaps in practice. While
awaiting theoretical robustness and ge-
neric acceptance, IMC is still making mas-
sive strides within client crganizations and
by agencies that have learned to service
those needs.

The concept of IMC as “fad” is coun-
termanded by the powerful evidence of
its longevity and popularity. Nonetheless
the weaknesses of definitional acceptabil-
ity and the continued lack of evidence
regarding measurement or evaluation will
continue to undermine its further devel-
opment. We, therefore, anticipate more
client-based research to further evaluate

the future and potential of IMC more

clearly. (D)
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