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practice

Abstract

Purpose - Digital marketing adoption rates remain low in SMEs, with digital transformation
being a concern for governments globally. This study reports on the human-technology
interaction process using digital entrepreneurial marketing bricolage and a sociomateriality
lens to examine more deeply organisational interaction between marketers and digital
marketing tools in these firms.

Design/methodology/approach - A qualitative case study and purposive sampling approach
is deployed, using seven SMEs in the same UK region. A bricolage and sociomateriality
framework and template analysis are used to identify digital marketing strategies and
challenges, levels of digital marketing bricolage and assessing the value for each firm.
Findings - Firms practice different levels of digital entrepreneurial marketing bricolage
depending on the interactions of the marketers with digital marketing tools. Those marketers
in firms who had higher levels of interaction between the human and the technological provided
greater long term strategic value for the SME.

Originality/value - This is the first study to apply a sociomateriality lens to bricolage ina SME
digital marketing context and allows us to view the way in which employees interact with
digital marketing technology and create value. There is scarce empirical data in this area despite
numerous calls in the developing field of entrepreneurship and digitalisation in small and
growing firms.

Keywords Digital marketing, Digital entrepreneurial marketing, Bricolage, Sociomateriality,
SMEs, Digital entrepreneurship.

Paper type Research paper
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Introduction

Post pandemic, there is a ‘technology expertise’ imperative for SMEs wishing to remain
competitive in an increasingly digitized environment. This is complicated by the plethora of
digital marketing technologies available to entrepreneurial marketers to increase consumer
engagement online and drive more sophisticated digitalized marketing operations. It makes
new demands of entrepreneurs who are required to employ marketers able to deploy marketing
technologies rapidly to engage more ably with rapidly shifting consumer markets. This calls
for the entrepreneurs’ greater understanding of implementation of digital entrepreneurial
marketing (DEM) (Yang et al., 2023), and the need to develop a DEM strategy in the SME that
requires both digital marketing competencies and entrepreneurial marketing competencies.

A critical point has been reached with global governments’ concern to resolve the issue
of digital transformation in SMEs (OECD, 2021) and specifically with SMEs’ use of digital
tools to enhance streamlined performance and operational readiness (U.S Small Business
Administration Office of Advocacy, 2023). This report highlights that even those reporting no
barriers are still failing to adopt digital tools.

This study addresses this shortfall of knowledge, by examining digital marketing
activities and how strategies are designed reflective of the SMEs’ resourced constrained
operations. To understand how SMEs may improve on their digital marketing technology
adoption, the authors examine the interactions and activities between marketer(s) and digital
technologies. Recently, bricolage has proved useful in digital entrepreneurship, technology
adoption and opportunity seeking studies (Bowen and Morris, 2023) and in entrepreneurship
studies, but much less in technology (Senyard et al., 2014; Welter et al., 2016) and digital
business models (Garud and Karnge, 2003; Ghezzi, 2019). There are few studies using
bricolage to study innovation through adapting technology means, and not at all within a DEM
context.

To extrapolate ‘how’ DEM bricolage is practised between the marketer and their digital
tools, the authors found Orlikowski’s (2007) sociomateriality most applicable.
Sociomateriality is recommended for studies in digital entrepreneurship (Nambisan, 2017), and
also underpins the ‘technology-in-practice’ approach (Morgan-Thomas, 2016), which suggests
that SMEs are required to adapt technology as is necessary for the firm due to their
idiosyncratic nature. Both bricolage and sociomateriality can provide a conceptual framework
exploring how the entrepreneurial digital marketer (individual or team) dynamics between the

‘social’ human and the ‘digital’ technological interact.
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Encompassing two theoretical lenses, bricolage and sociomateriality, this study is
guided by the following research question: “How can SMEs enact bricolage and implement
technology in practice to create value through digital entrepreneurial marketing?”

This study addresses knowledge gaps in several areas. The authors contribute to the
nascent literature on DEM (Hong et al., 2023; Yang et al., 2023) which lacks in-depth studies
of ‘how’ DEM is practised within the firm. The literature focuses on specific types of digital
marketing, in particular social media, at the expense of studying digital marketing more
holistically (Setkute and Dibb, 2022), while the digital entrepreneurship literature generally
has a broader focus on large organisations (Nambisan, 2017). Until now there has been little
focus on SMEs and achieving closer connection with markets and customers through DEM
actions. Finally, this is the first time that the concept of sociomateriality has been used to gain
a deeper understanding of bricolage. By turning to these theories, the authors are responding
to Nambisan’s (2017, p.103) demand for ‘“novel theorizing of how entrepreneurial
opportunities are formed and enacted in an increasingly digital world”.

From a practice perspective, the authors posit that firms failing to embed DEM practices
risk market failure and will lack customer engagement. The study findings inform the profound
lag in digital transformation in SMEs (OECD, 2021; Wei and Pardo, 2022). This study
contributes to DEM, aligning academic research with industry practice, driven by technological
advances. The availability of ‘low-code’ or ‘no-code’ applications (e.g., Glide

www.glideapps.com, Airtable www.airtable.com, and Webflow https://webflow.com) and

platforms (e.g., Microsoft Power Apps) resonates with the interactive nature of entrepreneurial
marketing in SMEs (Jones and Rowley, 2011). These technologies enable firms to ‘compose’
(Brinker, 2023) a martech stack that facilitates more agile and customer intensive marketing
(Chaffey and Ellis-Chadwick, 2019).

The structure of the paper is as follows: firstly, the authors review the DEM literature
and explain the conceptual framework consisting of bricolage and sociomateriality. Then the
methodology is presented, followed by a discussion of the findings. The authors conclude by
outlining the theoretical contributions, implications for policymakers and practitioners, study

limitations, and further research avenues.

Digital Entrepreneurial Marketing

Established theories focus on digital entrepreneurship (Kraus et al., 2019; Nambisan, 2017),
SME digital marketing studies (Alford and Page, 2015, 2018; Fillis et al., 2003; Giotopoulos
et al., 2017; Harrigan et al., 2012; Jones et al., 2014; Raymond et al., 2005; Simmons et al.,
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2008; Wolcott et al., 2008), SME digitalisation (Eller ef al., 2020), and digital transformation
in entrepreneurship (Schiuma et al., 2022; Troise et al., 2022a; 2022b). In a recent special issue
in this journal on new technologies and entrepreneurship (Troise et al., 2022a) one paper has a
specific focus on marketing (Vrontis and Basile, 2022), while several studies relate to DEM.
Troise et al. (2022b) notes that social media usage in small firms can assist new market entry
by finding alternative uses for existing products, and sourcing new ideas through online
communities. Vrontis and Basile (2022, p. 1233) found that social media provides cost
effective access to international markets with fewer skills needed compared to other forms of
international marketing. The literature does not describe processes that can enable the
entrepreneurial use of digital marketing.

Hong et al.’s study (2023) of e-commerce companies in China extends the concept of
entrepreneurial marketing orientation in the digital context. Citing frameworks from studies by
Jones and Rowley (2011), Morrish and Jones (2020), and Algahtani and Uslay’s (2020)
definition of entrepreneurial marketing, they propose a framework consisting of innovation
orientation, customer orientation, in-depth data collection, and resource leveraging. They
provide further detail as to how entrepreneurial marketing can be enabled in an online
environment highlighting data-driven entrepreneurial marketing as a recurring theme.

Hong et al. (2023) interviewed not only the founder of the firm but also employees within
the firm that have a more direct remit for digital marketing. These team-based perspectives,
such as that adopted by Jones et al. (2013), are not typically present in studies of SME digital
marketing. Given the requirement for entrepreneurs to employ digital marketers within a
growth focussed firm, who typically have a hands-on involvement with digital marketing, this
is a notable methodological shortcoming that needs to be addressed. The study by Corvello et
al. (2022) of how technology impacts the work of the entrepreneur is of interest, not least
because of their referencing of Orlikowski (2010). However, their study focuses solely on the
entrepreneur.

Yang et al. (2023, p.8) provide a definition of DEM in an international context as: “the
process of digital product co-creation and innovative digital opportunity creation that utilizes
creative low-cost digital marketing and social media customer relationships across foreign
markets”. Their paper focuses on the reciprocal relationship between internationalization
outcomes and the entrepreneur’s social ties, with social media as being the enabler. Similar to
the study by Hong et al. (2023), the emphasis is on factors largely external to the firm, whereas
the authors of this study are interested in the detailed internal behaviours and activities that

enable the firm to enact DEM.
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The following section provides a conceptual framework for this study, allowing for
explanatory findings to be presented and extrapolating in greater depth as to ‘why’ some firms
are more successful at DEM than others (according to the value created). To do this, the authors
examine the entrepreneurial digital marketer (individual or team) dynamics between the ‘social’

human interaction and the ‘digital’ marketing technology.

Conceptual Framework

Bricolage

Bricolage refers to “making do with the materials at hand” (Levi-Strauss, 1966; Miner et al.,
2001, p. 314). Baker and Nelson (2005) in their study of entrepreneurial bricolage refer to
Penrose’s (1959) assertion that a business’s resource environment is not as constraining as it
might appear. Penrose argues that a business’s resources are not limited to physical objects and
people; rather they can be viewed as a bundle of possible services, which can be configured to
take advantage of opportunities and address challenges. During their study of resource-
constrained businesses, Baker and Nelson (2005, p. 330) observe that some “were able to create
something from nothing by exploiting physical, social, or institutional inputs that other firms
rejected or ignored”. Two questions emerge from Baker and Nelson’s study (2005, p. 33): How
can SMEs, by practising bricolage, “wrest valuable resource combinations from what appear
to be highly constrained environments”? And why are certain SMEs able to “discover and elicit
different services and combinations of services from similar objective resources”? The authors
proffer that there is still much to understand about bricolage activities and outcomes. While
bricolage is attributed to SMEs being able to punch above their weight, it has been referred to
as a “functional black box” (Senyard et al., 2014, p. 224) with relatively little detail on the
processes that lead to value being created through bricolage.

When considering technology-related bricolage, ‘materials at hand’ are usually
considered to be information technology hardware and software artefacts, although Ferneley
and Bell (2006) also reference network bricolage and the tech savvy bricoleur as additional
materials. While the SME bricolage literature emphasises the pivotal role of the owner, little
attention is paid to employees adopting technology bricolage. Ferneley and Bell (2006, p. 234)
discuss new enabling technologies that allow the bricoleur to make adaptations. Citing Kapor
(1996), they echo the essence of bricolage viewed from a sociomateriality perspective: “What
is design? It’s where you stand with a foot in two worlds - the world of technology and the
world of people and purposes - and you try to bring the two together”. Their study finalises by

noting the importance of creating an organisational culture conducive to bricolage, including
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access to technology, owner-manager support, knowledge acquisition, trust and space to
experiment. This confirms studies that found that SMEs require ‘testing and learning’ in their

digital entrepreneurial marketing strategies (Alford and Jones, 2020).

Sociomateriality

A broader research agenda for digital entrepreneurship has been set out, acknowledging that
sociomateriality allows researchers to recognise the inextricable connectedness of the social
and material and how entrepreneurial opportunities can be created through the interactions
between them (Nambisan, 2017). The constructs of sociomateriality challenge the separation
of technology and firm practice (Alford and Clarke, 2009; Feldman and Orlikowski, 2011;
Morgan-Thomas, 2016; Myllymiki, 2021; Orlikowski and Scott, 2016). The observation by
Morgan-Thomas (2016, p. 1128) that technologies “are rarely used in the manner intended by
their creators and users shape their enactment in practice, that is, digital technologies ‘unfold’
in practice”, mirrors Orlikowski’s earlier assertion that technologies are “not largely exogenous,
homogeneous, predictable, and stable, performing as intended and designed across time and
place” (2007, p. 1437). Sociomateriality rejects a deterministic discourse which has “largely
assumed a world of technologies and organizations that are relatively stable, singular, and
separable” (Orlikowski and Scott, 2008, p. 873). Rather than static objects, Orlikowski (2007,
p. 1438) encourages us to consider the material in terms of “performed relations” resulting
from a “recursive intertwining” of the material and social, resulting in the dynamic creation of
opportunities. These arguments are prescient, given the growing proliferation of new
technologies which can enable SMEs to ‘shape’ their martech stack in conjunction with

innovative DEM processes and practice.

Bricolage and sociomateriality concepts and definitions
Table 1 presents this study’s conceptual framework, comprising of definitions of bricolage and

sociomateriality, together with associated processes and concepts.

TABLE 1 HERE

While there are notable overlaps between the three bricolage constructs, there are also marked
differences. For example, ‘making do’ with the resources at hand can encapsulate a mindset
that ‘refuses to enact limitations.” However, the extant literature highlights test and learn,

experimentation, and trial and error, as hallmarks of a ‘refusal to enact limitations’ which is
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somewhat separate from ‘making do’ with resources at hand (Baker and Nelson, 2005; Wu et
al., 2017). These aspects are particularly relevant for DEM which provides opportunities for
the marketer to test and learn in ways that non-digital marketing does not. Similarly, while both
‘making do’ and a ‘refusal to enact limitations’ can underpin elements that facilitate
‘combining resources to enact an idiosyncratic resource environment’, this third bricolage
construct involves the creation of a unique resource environment for the firm, either by design
or serendipitously. As noted above, when designing the conceptual framework, the authors
found that the sociomateriality constructs overlapped with bricolage concepts with their
emphasis on adaptability, the malleability of technologies, repurposing of resources,
innovation through combining technical and social resources, and the concept of ‘unfolding’
in and through practice (Di Domenico et al., 2010; Garud and Giuliani, 2013; Leonardi, 2011;
Morgan-Thomas, 2016; Orlikowski, 2007; Senyard ef al., 2014).

Methodology

The authors undertook research with seven SMEs in the UK (Table 2) that took place as part
of a European Commission Erasmus+ funded research project, investigating digital marketing
adoption and practice in SMEs operating in tourism-related sectors in the UK, Denmark, and
Portugal. In choosing the cases, the authors collaborated closely with the regional destination
marketing organisation (DMO), a lead partner in the project. As a membership-based
organisation responsible for promoting the region and supporting tourism-related businesses,

the DMO had a comprehensive database of tourism-related SMEs.

TABLE 2 HERE

UK cases were selected to provide evidence of how DEM bricolage was practised in the firm
(within case analysis) and why certain firms were able to more effectively enact DEM bricolage
than others (between case analysis) (Perry, 1998), in a manner which marks them out as outlier
firms (van Burg ef al., 2022). Purposive sampling procedures were followed (Shaw, 1999),
using this SME selection criterion: 1) offering services which are intangible and rely on digital
marketing to engage with customers and sell perishable inventory (e.g., hotel rooms, restaurant
bookings, festival tickets, museum visits, events); 2) being active across digital marketing
channels and platforms; 3) employing at least one person whose sole or principal role was to

carry out digital marketing.
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The heterogenous sample was selected based on theoretical replication (Yin, 1994),
producing contrary results for reasons associated with the ability to practice bricolage and
achieve a better dynamic between the social and material, through technology in practice. This
would enable us to better understand the reasons why certain firms are able to more fully
leverage their existing resources to achieve superior value through DEM bricolage. The size of
the sample is in keeping with Eisenhardt’s (1989) suggested range of between four and ten
cases.

A range of data sources were drawn upon to assemble the case studies, triangulate the
findings and ensure content validity (Carson et al., 2001): 1) in-depth, in-person, interviews
(on average 90 minutes) at the firm’s premises; 2) the use of ‘thick descriptions’ (Table 2)

(Henry et al., 2015); 3) technology profiling tools Wappalyzer (https://www.wappalyzer.com)

and BuiltWith (https://builtwith.com) were used to obtain an understanding of the firm’s

martech stack. This had additional advantages, namely allowing the interviewer to discuss
technologies installed, aiding the specificity of the research interview, and opening more direct
lines of inquiry, also revealing that some firms in the sample had installed an application but
had not deployed it; 4) the interviewer observed customer engagement by each firm on their
social profiles and through email marketing; 5) the interviewer and the lead author of this paper
(lead investigator on the Erasmus+ project) used the two outlier firms as exemplars in the
project’s dissemination activities, including a seminar attended by SMEs that were part of the

DMO network.

Thematic Coding and Application of the Framework

The authors chose template analysis to code and analyse the data (Figure 1).

FIGURE 1 HERE

Template analysis, “encourages the analyst to develop themes more extensively where the
richest data (in relation to the research question) are found” (Brooks et al., 2015, p. 203). The
a priori inclusion of concepts are justified within template analysis where it helps to find data
most related to the research question, recognising that elements of deduction can be used in
inductive business research (Brooks ef al., 2015; Saunders et al., 2015). There were two coding
phases (Figure 1): the first involved recording the instances of bricolage in the firms. Two
recursive cycles of coding were undertaken, using the conceptual framework. In addition, the

authors created a node for ‘value creation’ to identify how the SMEs articulated the value that

http://mc.manuscriptcentral.com/ijebr

Page 8 of 35


https://www.wappalyzer.com
https://builtwith.com

Page 9 of 35

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

accrued from bricolage. Recognising that the notion of value has the potential to be ambiguous,
this study uses a self-determined measure based on digital marketer perceptions and the authors’
understanding of value created.

In the second coding phase, the authors created a coding structure, consisting of
sociomateriality concepts (Table 1) and applied it to the bricolage dataset to understand the
activities and processes taking place at the intersection between the social and material. The
authors were particularly interested to examine firms that practiced DEM bricolage more ably
and to understand the behaviours that occurred, applying the principles of sociomateriality to
enhance this understanding.

The coding of the data over two phases included NVivo software with clerical coding,
cycling recursively between the empirical data and the concepts from the framework in Table
1. By use of systematic thematic open coding and analysis through a process of abduction,

using the conceptual framework and coded data evidence, the authors identified outlier firms

(Van Burg et al., 2022).

Findings
The authors first present their bricolage analysis according to the three bricolage constructs
and analyse the value that accrued (see ‘supplementary summary of findings’ table). This value
is compared to the goals that were articulated by the digital marketers who were interviewed
and checked against the level of bricolage practised. While the table indicates that all firms
practised DEM bricolage, the authors are particularly interested to understand higher levels of
DEM bricolage and how firms are able to configure a unique resource environment.

To assist in that understanding, and as per the conceptual framework, DEM bricolage is
analysed through the lens of sociomateriality to identify and better understand the processes

and principles that enable it to take place.

Levels of Digital Entrepreneurial Marketing Bricolage

Level 1: Making Do

All firms in the sample provided evidence of ‘making do’, with the most common activity
being the ability to leverage customers and/or employees as advocates on digital platforms,
extending online reach, and building an engaged consumer community. In Firms 1, 3, and 6,
this was in part to overcome restrictions of a change in social media algorithms, reducing

customer reach for firms.
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Especially the last couple of years...organic reach doesn’t really exist. We’ve
got about 56,000 on Facebook, and with an organic post, you probably reach
about a couple of thousand if you re lucky, unless you start putting money into

it, which a lot of times is just a waste of time (Firm 3 interview, participant A).

Participant B, Firm 3, referred to the week-to-week unpredictability of the algorithms,
whereby a post performing well one week would poorly perform the following week. This
captures the sense of powerlessness faced by marketers in using digital platforms. However,
by engaging employees and customers as a digital marketing resource, some firms found they
could redress this imbalance. This is illustrative of moving from simply ‘making do’ to a stance
of ‘refusal to enact limitations’.

The digital marketer interviewed in Firm 6, a museum, provided evidence as to how they
leveraged the firm’s social media following to extend ‘organic’ (non-paid) reach. This included
building connections with influential brand advocates such as video game streamers and

historians related to the military theme of the attraction.

‘So, it's...building up those relationships, ... they use some of our stuff [refers to
digital content] and we use their influence. So, it's, yeah, it works well. It's a good

relationship to have’. (Firm 6 marketer)

The digital marketer in Firm 2, an event management company, also ‘makes do’ by
digitising, editing and uploading high-quality video footage to create valuable digital marketing
content. This is posted across a range of channels including the website and social media,
thereby utilising a largely discarded resource for new purposes. They dedicated time creating
a plan for video capturing the essence of their customer value proposition. This requires a clear
understanding what the proposition is, how it is captured by video, and how it will tell the right

story to the customer (all social processes).

1 did quite a lot of market research into what we wanted from it and how we could
show all the different things that we do. So, I think...we came up with the idea of
the video. We have a lot of video footage anyway that previously wasn’t really

used to its potential. (Firm 2 marketer).

10
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Firm 2 also extended an internal resource by using a team member to create a ‘day in the life
of an employee’ company blog. The result provides digital story-telling content, the
authenticity of which resonates with their online followers, leading to increased views,
comments, and shares on social media. This blogging platform enables the digital marketer to
assess the levels of consumer engagement with different types of content.

During the interview with Firm 1, the interviewer observed student interns from the local
university which the digital marketer uses as a valuable resource, largely untapped by other

firms in the area.

Level 2: Refusing to Enact Limitations
To varying degrees, all the firms in this study refused to enact limitations. Firms 2, 6, and 7,
draw on resources: influencers, customers, and employees, to create digital content that can
extend their organic reach and visibility on Google Search (Search Engine Optimisation),
thereby reducing their dependency on social media algorithms, although still having to adhere
to Google’s algorithms. In Firms 4 and 5, a mix of culture and organisational challenges inhibit
the ability of the digital marketers in these firms to practice DEM bricolage. In the case of Firm
5, the hotel group, there is a missed opportunity to create a digital ecosystem incorporating the
individual hotel properties.

The two digital marketers at Firm 3 took a more proactive approach by adapting Pollen,
a peer-to-peer brand ambassador platform, to promote their festival to a Gen Z and millennial
audience. Brand ambassadors are incentivised to sell tickets on the platform, a strategy which
reduces dependency on the social media platforms. In addition, Firm 3 collaborates with local
businesses in the region, undertaking joint marketing and rewarding those businesses for sales
made, effectively extending its digital resource base (Troise ef al., 2022a).

Similarly, Firm 1 enacted an overt policy of extracting knowledge from the digital
agencies it contracted and embedding that knowledge in house, thereby acquiring expertise and

reducing the reliance in the longer term on agencies

Level 3: Combining Resources to Enact an Idiosyncratic Resource Environment
The following extract captures the agility deploying expertise in digital marketing by Firm 3

and their culture of experimentation with technologies.

Elementor has been really useful in the fact that you can build new pages without

having to have extensive coding knowledge, so we don’t need a developer in. So,

11
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we've been able to be a bit lighter on our feet when it comes to getting pages up
and running or amending pages because it’s just like a drag and drop thing with

limited coding, so that’s been quite useful. (Firm 3 interview participant A)

The following extract demonstrates the challenges of dealing with limitations in a high-
pressure environment with limited time and staff resources, while configuring digital marketing

through testing and learning.

We’re very needy. Because we re very — well, how can I say it? (Laughter) We re
very demanding because we’re constantly changing and evolving. Our website
doesn’t get launched and then stays the same with a few updates. It’s constantly
changing and evolving throughout the year, much to my chagrin. (Firm 3

interview participant B)

The constant evolution of Firm 3°s website is driven by an inherent focus on the user experience,
particularly on mobile devices given their largely millennial target audience. Through in-house
deployment of a range of marketing applications, including Google Analytics, WooCommerce,
WordPress, HotJar, and Mobile Roadie, Firm 3 marketers identified several problems related
to poor engagement with the website by users on their smartphones. Solving these problems
by improving the navigation and content on the site, resulting in increased conversions and
bookings. A similar, integrated, deployment of internal resources, including martech tools,
technical knowledge, and a team dynamic, formed a fundamental part of Firm 3’s customer

relationship management (CRM) strategy.

[Names the CRM vendor], it can do anything you want but you have to pay for it to
be developed, whereas Hubspot I built myself and is doing a better job than we had
last year because it [the replaced off-the-shelf CRM solution] never quite worked.
So, the sales team are loving that, and that gives them information about — not
necessarily Eventbrite because it’s more the team side of things, but it gives them
information from Mailchimp and vice versa, so from HubSpot to Mailchimp.’ (Firm

3 interview participant B)

12
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The marketer in Firm 1 was also developing a CRM strategy through a loyalty programme, to
provide more online personalised communication and in-person service throughout the

customer journey, before, during, and after the hotel or restaurant experience.

“You do the whole work in the background so that you can provide that unexpected
experience for the customer that they were not necessarily looking for, expecting,
that they get something out of the ordinary that shows that you really know about

them, and deliver that personal experience.” (Marketer Firm 1)

The ‘work in the background’ included overcoming the problem of a disparate collection of
marketing technologies, each providing customer data, but with a lack of integration,
preventing a joined-up, 360-degree, view of the customer journey. After “lengthy debate within
the team” Mailchimp was chosen as the gateway to build the single customer view, primarily
because Mailchimp is open to integration with other applications. This process of building an
integrated view of the customer is also accompanied by leveraging the relationship with the

technology vendor (the only firm in this study’s sample that did so).

He’s [head of Firm [ loyalty program] been working with ResDiary literally on a
one-to-one picking up the phone, sending them our updates, and they have now
integrated that into our backend of our ResDiary, so if somebody books who is a
(loyalty club) member it comes up in there, so we know that they are, and it also
has their (loyalty club) number on there, so that’s a new thing, that’s in the last 9

months I would say, that’s a cool thing. (Firm 1 marketer).

Recognising the importance of developing digital marketing knowledge in the team, the digital
marketer in Firm 1 had a policy of sharing the information and expertise that was provided by
a digital marketing agency, contracted to work on specific digital marketing components, to
the point where their services were no longer needed. This not only reduced costs but ensured
that knowledge was embedded internally, helping to build an idiosyncratic digital marketing
resource. This was the only firm in the sample to deliberately absorb this knowledge into the

firm by skilling-up digital marketing employees.

13
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Sociomateriality analysis

To better understand how the firms in this study enact DEM bricolage, the authors applied a
sociomateriality template to the findings to answer the research question. While all the firms in
the study were considered, as the authors were keen to understand DEM bricolage as it is
practised at different levels, more focus was nevertheless placed on the reporting of DEM
bricolage in Firms 1 and 3 as they have demonstrated an ability to configure a unique DEM
resource environment and accrue more strategic value.

The level of social-material entanglement is most pronounced in Firms 1 and 3 which, as
discussed above, exhibited the strongest disposition to enact a bespoke DEM environment,
resulting in the creation of advanced CRM, a user-centred website with increased conversion,
and ongoing digital knowledge creation. The interviewer witnessed this entanglement and
immersion in DEM first hand when interviewing the digital marketer at Firm 1, demonstrating

the social (marketing insights) and the material (logging into different applications).

As he shows me different dashboards and accounts on his laptops, he both mentions
and it becomes obvious that their digital marketing insights, despite their wishes, are
in different places online — [interviewee] furiously changes in between different tabs
and files, logs onto different accounts (Google, Facebook) to show me the analytics,

and opens three different excel files where the data is complied.

As an SME with limited resources, Firm 1 must configure its digital marketing technical

environment.

Clicking back and forth, he repeatedly emphasizes that they would love to have
one dashboard, one database with all their customer data, but while such
solutions exist, they cannot afford them, i.e., they are too expensive for what they

as an SME would get out of it. (Observation made during interview with Firm 1).

In Firm 3 the entanglement of marketing processes (in this case knowledge and skills

acquisition) and technology is succinctly captured in this extract:

And go on a few crash courses on Google Analytics, ‘cos if that’s your strategy is

pointing people to your website, you need to know what is working, and the same
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with all of the other platforms that we’ve mentioned [these include Pollen,
Hubspot, and WordPress]. (Firm 3 marketer B)

Firms 1 and 3 marketers described the fast-paced nature of global markets and digital marketing
change, including descriptions of employee (socio) entanglement with rapid changes in digital

marketing technologies.

“My biggest surprise would be how quickly things can change.... You've got to
constantly be knowing what’s happening and what the trends are, know what’s
working, not just globally and who's doing well, but what’s working for you...
new markets will appear through new avenues, new mediums, yeah, so you've
just got to be always ready. I didn’t realise it would be so fast paced, but [

suppose that comes with digital.” (Firm 3 marketer B).

The entanglement of the social and material, therefore, requires entrepreneurs to employ
marketers with an entrepreneurial mindset and who are technically proficient, and there is a
particularly clear sense in Firms 1 and 3 that constant knowledge acquisition is an imperative.

Shaping the enactment of technologies in practice is most evident in Firms 1 and 3 whose
digital marketers are the most adept at configuring idiosyncratic DEM resource environments.
Their practice most clearly illustrates Orlikowski’s (2007, p. 1437) contention that
technologies are not ‘“exogenous, homogeneous, predictable, and stable, performing as
intended and designed across time and place”. Rather than technology unfolding in practice
(Leonardi, 2011), digital marketers in Firms 1 and 3 are proactively shaping it in practice
(Morgan-Thomas, 2016). This is most evident in Firm 1 where the digital marketers configured
Mailchimp to act as a CRM system integrated with other applications to capture customer
profiles and behaviour. The main reason Mailchimp was chosen was because the digital
marketer knew of its integration capabilities. Having this knowledge is representative of the
recursive test and learn processes outlined above, “trying out solutions, observing, and dealing
with the results” (Baker and Nelson, 2005, p. 334).

Similarly, the digital marketers in Firm 3 shaped the martech stack to support the
development and measurement of the website and to enact a CRM strategy. With reference to
the sociomateriality construct included in Table 1 (Orlikowski, 1992, p. 421), the shaping of
technology-in-practice is enabled by the technical components (e.g., integration capabilities),
the organisational context in which the technology is developed (e.g., recursive processes of
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test and learn, focus on the customer experience journey), and the empowerment to enact an
innovative digital marketing environment (interest and support of the owner evident in Firm
3). Rather than waiting for the ‘right’ solution to come along, the digital marketers in Firms 1
and 3 proactively seek new opportunities and new digital tools and test them in line with their
marketing goals.

Orlikowski (2007, p. 1437) refers to “the recursive intertwining of humans and
technology-in-practice”, informing this study’s analysis of how DEM bricolage goes through
a recursion process, and the value that this process creates for the firm. This study uses the
example of how the digital marketers acquired knowledge about digital marketing and digital
technologies, and how they applied that knowledge to implement DEM. Given the constantly
evolving technology landscape, this is an important activity for any SME firm.

Firms 1 and 3 have a longer-term vision for composing their martech stack to support a
strategic focus on the customer’s experience journey and touch points. This ultimately enables
them to create an idiosyncratic DEM resource environment, comprising a bespoke martech
stack, which underlines their position as DEM bricolage outliers in this study.

In Firms 1 and 3, the process of recursive intertwining is embedded, creating an iterative
process of test and learn. In both firms, an initial (social) step involves building a clear vision
of the customer’s journey before, during, and after the purchase/experience. In a second
(material) step, the digital marketers access digital analytics provided by martech applications,
offering intelligence on customer engagement at certain touch points, providing insight to the
customer journey. For example, the digital marketers in Firm 3, by using several applications,
identified poor levels of user engagement with the website homepage on a mobile device.
While that data told them what was happening, they had to make marketing hypotheses, using
their marketing expertise, as to why that was happening. They tested the hypotheses by
instigating marketing actions, for example, decluttering the website homepage. These
hypotheses were then tested using the data obtained via using the technology (material step).

This recursive intertwining is accompanied by maintaining “intimate familiarity with the
tools” (Baker et al., 2003, p. 271), whereby staff updated their knowledge of digital marketing
technologies. Within Firm 1 there is a clear policy of internalising the technical knowledge
transferred by digital marketing agencies and to extracting technical knowledge from martech
vendors. Similarly, the digital marketers in Firm 3 have a clear policy of developing technical
knowledge internally. They reached the decision that learning how to configure the Hubspot

platform internally to provide a CRM solution was preferable to buying a solution off the shelf.
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“So, for [name of CRM vendor redacted], for example, we paid quite a lot of
money to have somebody come in and build us a product, and it never did exactly
what we wanted it to do. It just seems that we know our product so well, it’s hard
to convey that to somebody else without losing something in translation. So,
teaching yourself to do their job is easier than teaching them what our festival

does.” (Firm 3 interview participant B)

This decision to acquire and share knowledge helps the firm to maintain the proximity of
marketing and technology as discussed above. A marketing technology vendor “coming in and
building a product” (Firm 3 interview participant B) threatens that proximity. Orlikowski
(1992, p. 421) provided an early warning about this, cautioning that “the greater the temporal
and spatial distance between the construction of a technology and its application, the greater
the likelihood that the technology will be interpreted and used with little flexibility.” As our
analysis of Firms 1 and 3 demonstrate, their ability to simultaneously develop, test and learn
technology applications provided them with the flexibility that entrepreneurial marketing is
predicated on. In this regard, there is a blurring of the lines between social and material to the
extent that they become indistinguishable; for the digital marketers in Firms 1 and 3, materiality
is “constitutive of everyday life” (Orlikowski, 2007, p. 1435).

With Firms 1 and 3 as exemplars in this study, it is instructive to use them as a benchmark
when analysing the other firms. The authors start with Firms 2, 6 and 7 which are the next tier
down from Firms 1 and 3 from the perspective of the value that they create through the
enactment of DEM bricolage. This value largely derives from their engagement online with
followers on social media and through innovative digital content marketing. This undoubtedly
helps them to reduce their reliance on paid advertising on the search and social media platforms.
Firms 6 and 7 also exhibit social-material entanglement, for example through their enthusiasm
for measuring the metrics of digital campaigns (Firm 6), encouraging employees to create
online content that will resonate with followers (Firm 7), and repurposing video content for
online dissemination (Firm 2). However, the ability to create longer term strategic value is
restricted by their inability to configure a unique DEM resource environment. The team culture,
while evident to an extent, does not extend into the digital realm in the way that it does in Firms
1 and 3, as evidenced by the way in which teams in those firms explore, push and test the
boundaries by leveraging technology in practice. The sense of technology unfolding in practice,
as seen in Firms 1 and 3, was less evident in Firms 2, 6, and 7, thereby providing less scope for
experimentation and agility.
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In Firms 4 and 5 there were comparatively low levels of DEM bricolage. While
individually the digital marketers in these two firms possessed digital marketing skills and were
familiar with relevant technologies, for example email marketing and how to measure
marketing effectiveness, the culture and practice of both organisations was characterised by a
lack of entanglement of the social and material. While there was an organisational structure
(for example, the digital marketer in Firm 5 centrally responsible for the digital marketing
across the whole hotel group), there was a lack of a digital team culture where digital marketing
knowledge could be reciprocally shared and disseminated. Although resources were available
(e.g., a volunteer network, email database, knowledge of digital marketing, and eight unique
hotels), the inability to connect and configure the social and material elements of these

resources resulted in less value derived from DEM.

Discussion

The SMEs the authors selected for competency in digital marketing still had considerable
differences in firm interaction with digital tools. Value creation occurs when digital marketing
bricoleurs utilise the whole digital marketing toolbox and not only social media (McLaughlin
et al., 2022; Vrontis and Basile, 2021; Yang et al., 2023). A sociomateriality lens to study
DEM bricolage elucidates what occurs in the “black box” (Senyard ef al., 2014, p. 224) of
bricolage. At the highest level, marketers (Firms 1 and 3) created an idiosyncratic DEM
resource environment affording them short-term (e.g., increased website conversions) and
long-term strategic value (e.g., building a 360-degree view of customer relationships). Both
firms are characterised by digital marketers proactive in shaping technology in practice and
whose affinity with, and knowledge of, technology result in the productive entanglement of the
social and material.

Sociomateriality in this context combines entrepreneurial marketing behaviours:
proactive digital technology adaptation-in-practice, consistent acquisition of technical
knowledge, rapid deployment by testing and learning, co-creation with customers, creating
effective teams, resource leveraging, and initiating a firm culture characterised by a constitutive
entanglement of the social and material. The authors observe DEM bricolage as proactive
behaviour driven by entrepreneurial digital marketers.

Notably, technology-in-practice is what firms do, as opposed to the technologies they
have, confirming Feldman and Orlikowskis’ (2011, p. 1243) view, “strategy as practice is
oriented to what actors do, as opposed to something that organizations have”. In contrast to
extant literature with its emphasis on external factors (Hong et al., 2023; Yang et al., 2023),
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and technological capability as an output of entrepreneurial marketing (Sun and Lee, 2022),
this study, at an intrafirm level, demonstrates that technologies are “malleable” (Feldman and
Orlikowski, 2011, p. 1246), highly intertwined with marketing processes, and can be

configured to enact DEM environments idiosyncratic to the SME.

Conclusions
Theoretical contributions
The main contribution of this study is to identify the processes, actions, drivers, and strategy
that enable SME digital marketers to enact DEM bricolage. While the authors acknowledge the
pivotal role of the entrepreneur (Corvello et al., 2022; Nambisan, 2017; Troise et al., 2022a),
this study focuses on digital marketers, intrinsic to the digital transformation of SMEs. While
the bricolage literature is replete with empirical studies of ‘what’ and ‘where’ bricolage is
practiced, there is significantly less insight as to ‘how’ it is enacted. This understanding of
‘how’ DEM bricolage is practised is informed by sociomateriality, helping to answer the
unresolved question, “How can SMEs enact bricolage and implement technology in practice
to create value through digital entrepreneurial marketing?”

The authors have responded to calls for improved understanding of the “primary factors
and entrepreneurial behaviours in the current digital scenario” (Troise et al., 2022a, p. 1130)
and for further empirical research in this area (Orlikowski, 1992), noting that SMEs are
overlooked in earlier conceptualisations. This study corroborates Morgan-Thomas’s (2016)
proposition that technologies are shaped in practice, furthering our understanding of ‘how’ they
are shaped. It also informs DEM theory (Hong et al., 2023; Yang et al., 2023) and how SMEs
can deploy digital tools to enhance DEM bricolage opportunities, increasing entrepreneurial
marketing opportunity and orientation (Jones and Rowley, 2011). The intertwining of the social

and the digital increases proximity between the entrepreneurial marketer and the technology.

Implications for policy and practice

Based on this study’s findings, DEM policies should support entrepreneurs in intertwining the
social (the team, knowledge, purpose, passion for experimenting with technology) and material
(applications, platforms, channels, data, integration) in a process of “mutual constitution”
(Feldman and Orlikowski, 2011, p. 1242). They should be cognisant that enacting higher levels
of DEM bricolage requires an organisational team-based approach. How SMEs orientate to
keep pace with radical changes in technology and DEM methods is always going to be a
challenge for smaller businesses. However, the authors assert that without the embedding of
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digital technologies within a firm’s operations, there is likely to be systemic failure as observed

by Eiriz et al. (2019), Nguyen et al. (2015), and Peltier et al. (2012).

Limitations and future research

This was a focused in-depth study with a sample taken from a specific geographic region. The
authors recommend that the conceptual framework (Table 1) and template analysis (Figure 1)
are deployed in other studies in different countries and industry sectors to encourage wider
organisational studies of DEM, digital adoption and digital bricolage. This study highlights the
role played by the digital entrepreneurial marketer in SMEs, however further research is needed
to understand how this role may influence behaviours in the incumbent firm. This study’s
conceptual framework comprising bricolage typology and sociomateriality could be tested in

SME digital transformation studies and larger quantitative studies.

Funding

The author(s) disclosed receipt of the following financial support for the research, authorship,
and/or publication of this article: This work was supported by Erasmus+ EU funding [grant
number KA202-2017-014].

20

http://mc.manuscriptcentral.com/ijebr

Page 20 of 35



Page 21 of 35

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

References

Alford, P. and Clarke, S. (2009), “Information technology and tourism a theoretical
critique”, Technovation, Vol.29 No. 9, pp. 580-587, doi:
10.1016/j.technovation.2009.05.006.

Alford, P. and Jones, R. (2020), “The lone digital tourism entrepreneur: knowledge
acquisition and collaborative transfer”, Tourism Management, Vol. 81 No. 104139, pp.
1-12, doi: 10.1016/j.tourman.2020.104139.

Alford, P. and Page, S.J. (2015), “Marketing technology for adoption by SME business”, The
Service Industries Journal, Vol. 35 No. 11-12, pp. 655-669, doi:
10.1080/02642069.2015.1062884.

Alford, P. and Page, S. J. (2018), “Marketing technology for adoption by small business”, in
Durkin, M., McCartan, A. and Brady, M. (Ed.s), Social Media and Interactive
Communications, Routledge, London, pp. 99-113, doi: 10.4324/9781315620671.

Algahtani, N. and Uslay, C. (2020), “Entrepreneurial marketing and firm performance:
synthesis and conceptual development”, Journal of Business Research, Vol. 113, pp. 62-

71, doi: 10.1016/j.jbusres.2018.12.035.

Baker, T., Miner, A. S. and Eesley, D. T. (2003), “Improvising firms: bricolage, account
giving and improvisational competencies in the founding process”, Research Policy, Vol.

32, No. 2, pp. 255-276, doi: 10.1016/S0048-7333(02)00099-9.

Baker, T. and Nelson, R.E. (2005), “Creating something from nothing: resource construction
through entrepreneurial bricolage”, Administrative Science Quarterly, Vol. 50 No. 3, pp.

329-366, doi: 10.2189/asqu.2005.50.3.329.

Bowen, R. and Morris, W. (2023), “Digital entrepreneurship in agrifood business: a resource
bricolage perspective”, International Journal of Entrepreneurial Behavior & Research,

Vo. 30 No. 2/3, pp. 482-497, doi: 10.1108/IJEBR-02-2023-0226.

Brinker, S. (2023), “Composability is already everywhere in martech today, you just may not
realize it (which is a good thing)”, Chiefmartec.com, available at:

https://chiefmartec.com/2023/06/composability-is-already-everywhere-in-martech-today-

you-just-may-not-realize-it-which-is-a-good-thing/ (accessed 19 May 2024).

Brooks, J., McCluskey, S., Turley, E. and King, N. (2015), “The utility of template analysis
in qualitative psychology research”, Qualitative Research in Psychology, Vol. 12 No. 2,
pp. 202-222, doi: 10.1080/14780887.2014.955224.

21
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.1016/j.technovation.2009.05.006
https://doi.org/10.1016/j.tourman.2020.104139
https://doi.org/10.1080/02642069.2015.1062884
https://doi.org/10.4324/9781315620671
https://doi.org/10.1016/j.jbusres.2018.12.035
https://doi.org/10.1016/S0048-7333(02)00099-9
https://doi.org/10.2189/asqu.2005.50.3.329
https://doi.org/10.1108/IJEBR-02-2023-0226
https://chiefmartec.com/2023/06/composability-is-already-everywhere-in-martech-today-you-just-may-not-realize-it-which-is-a-good-thing/
https://chiefmartec.com/2023/06/composability-is-already-everywhere-in-martech-today-you-just-may-not-realize-it-which-is-a-good-thing/
https://doi.org/10.1080/14780887.2014.955224

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research Page 22 of 35

Carson, D., Gilmore, A., Perry, C. and Gronhaug, K. (2001), Qualitative Marketing
Research, Sage, London.

Chaffey, D. and Ellis-Chadwick, F. (2019), Digital marketing, Pearson, Harlow.

Corvello, V., De Carolis, M., Verteramo, S. and Steiber, A. (2022), “The digital
transformation of entrepreneurial work”, International Journal of Entrepreneurial

Behavior & Research, Vol. 28 No. 5, pp. 1167-1183, doi: 10.1108/IJEBR-01-2021-0067.

Di Domenico, M., Haugh, H. and Tracey, P. (2010), “Social bricolage: theorizing social
value creation in social enterprises”, Entrepreneurship Theory and Practice, Vol. 34 No.

4, pp. 681-703, doi: 10.1111/1.1540-6520.2010.00370.x.

Eiriz, V., Barbosa, N. and Ferreira, V. (2019), “Impacts of technology adoption by small
independent food retailers”, Journal of Small Business Management, Vol. 57 No.4, pp.
1485-1505, doi: 10.1111/jsbm.12413.

Eisenhardt, K. M. (1989), “Building theories from case study research”, Academy of
Management Review, Vol. 14 No. 4, pp. 532-550, doi: 10.5465/amr.1989.4308385.

Eller, R., Alford, P., Kallmiinzer, A. and Peters, M. (2020), “Antecedents, consequences, and

challenges of small and medium-sized enterprise digitalization”, Journal of Business

Research, Vol. 112, pp. 119-127, doi: 10.1016/].jbusres.2020.03.004.

Feldman, M. S. and Orlikowski, W. J. (2011), “Theorizing practice and practicing theory”,
Organization Science, Vol. 22 No. 5, pp. 1240-1253, doi: 10.1287/orsc.1100.0612.

Ferneley, E. and Bell, F. (2006), “Using bricolage to integrate business and information
technology innovation in SMEs”, Technovation, Vol. 26 No. 2, pp. 232-241, doi:
10.1016/j.technovation.2005.03.005.

Fillis, 1., Johansson, U. and Wagner, B. (2003), “A conceptualisation of the opportunities and
barriers to e-business development in the smaller firm”, Journal of Small Business and

Enterprise Development, Vol. 10 No. 3, pp. 336-344, doi: 10.1108/14626000310489808.

Garud, R. and Giuliani, A. P. (2013), “A narrative perspective on entrepreneurial
opportunities”, Academy of Management Review, Vol. 38 No. 1, pp. 157-160, doi:
10.5465/amr.2012.0055.

Garud, R. and Karnee, P. (2003), “Bricolage versus breakthrough: distributed and embedded

agency in technology entrepreneurship”, Research Policy, Vol. 32 No. 2, pp. 277-300,
doi: 10.1016/S0048-7333(02)00100-2.

22
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.1108/IJEBR-01-2021-0067
https://doi.org/10.1111/j.1540-6520.2010.00370.x
https://doi.org/10.1111/jsbm.12413
https://doi.org/10.5465/amr.1989.4308385
https://doi.org/10.1016/j.jbusres.2020.03.004
https://doi.org/10.1287/orsc.1100.0612
https://doi.org/10.1016/j.technovation.2005.03.005
https://doi.org/10.1108/14626000310489808
https://doi.org/10.5465/amr.2012.0055
https://doi.org/10.1016/S0048-7333(02)00100-2

Page 23 of 35

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

Ghezzi, A. (2019), “Digital startups and the adoption and implementation of lean startup
approaches: effectuation, bricolage and opportunity creation in practice”, Technological
Forecasting and Social Change, Vol. 146, pp. 945-960, 10.1016/j.techfore.2018.09.017.

Giotopoulos, 1., Kontolaimou, A., Korra, E. and Tsakanikas, A. (2017), “What drives ICT

adoption by SMEs? Evidence from a large-scale survey in Greece”, Journal of Business

Research, Vol. 81, pp. 60-69, doi: 10.1016/j.jbusres.2017.08.007.

Harrigan, P., Ramsey, E. and Ibbotson, P. (2012), “Exploring and explaining SME
marketing: investigating e-CRM using a mixed methods approach”, Journal of Strategic
Marketing, Vol. 20 No. 2, pp. 127-163, doi: 10.1080/0965254X.2011.606911.

Henry, C., Foss, L., Fayolle, A., Walker, E. and Duffy, S. (2015), “Entrepreneurial leadership

and gender: exploring theory and practice in global contexts,” Journal of Small Business

Management, Vol. 53 No. 3, pp. 581-586, doi: 10.1111/jsbm.12174.

Hong, Y., Sawang, S. & Yang, H.P., (2023), “How is entrepreneurial marketing shaped by E-
commerce technology: a case study of Chinese pure-play e-retailers”, International
Journal of Entrepreneurial Behavior & Research, Vol. 30 No. 2/3, pp. 609-631, doi:
10.1108/IJEBR-10-2022-0951.

Jones, R. and Rowley, J. (2011), “Entrepreneurial marketing in small businesses: a
conceptual exploration”, International Small Business Journal, Vol. 29 No. 1, pp. 25-36,
doi: 10.1177/0266242610369743.

Jones, R., Suoranta, M. and Rowley, J. (2013), “Strategic network marketing in technology
SMEs”, Journal of Marketing Management, Vol. 29 No. 5-6, pp. 671-697, doi:
10.1080/0267257X.2013.797920.

Jones, P., Simmons, G., Packham, G., Beynon-Davies, P. and Pickernell, D. (2014), “An

exploration of the attitudes and strategic responses of sole-proprietor micro-enterprises in
adopting information and communication technology”, International Small Business

Journal, Vol. 32 No. 3, pp. 285-306, doi: 10.1177/0266242612461802.

Kapor, M. (1996), “A software design manifesto”, Winograd, T. (Ed.), Bringing Design to
Software, ACM Press, New York, pp. 1-6.

Kraus, S., Palmer, C., Kailer, N., Kallinger, F. L. and Spitzer, J. (2019), “Digital
entrepreneurship: a research agenda on new business models for the twenty-first

century”, International Journal of Entrepreneurial Behavior & Research, Vol. 25 No. 2,

pp. 353-375, doi: 10.1108/IJEBR-06-2018-0425.

23
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.1016/j.techfore.2018.09.017
https://doi.org/10.1016/j.jbusres.2017.08.007
https://doi.org/10.1080/0965254X.2011.606911
https://doi.org/10.1111/jsbm.12174
https://doi.org/10.1108/IJEBR-10-2022-0951
https://doi.org/10.1177/0266242610369743
https://doi.org/10.1080/0267257X.2013.797920
https://doi.org/10.1177/0266242612461802
https://doi.org/10.1108/IJEBR-06-2018-0425

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research Page 24 of 35

Leonardi, P.M. (2011), “When flexible routines meet flexible technologies: affordance,
constraint, and the imbrication of human and material agencies”, MIS Quarterly, Vol. 35
No. 1, pp. 147-167, doi: 10.2307/23043493.

Lévi-Strauss, C. (1966), The Savage Mind, The University of Chicago Press, Chicago.

McLaughlin, C., Bradley, L. and Stephens, S. (2022), “Exploring entrepreneurs businesss
related social media typologies: a latent class analysis approach”, International Journal
of Entrepreneurial Behavior and Research, Vol. 28 No. 5, pp. 1245-1272, doi:
10.1108/IJEBR-10-2020-0715.

Miner, A. S., Bassof, P. and Moorman, C. (2001), “Organizational improvisation and
learning: a field study”, Administrative Science Quarterly, Vo. 46 No. 2, pp. 304-337,
doi: 10.2307/2667089.

Morgan-Thomas, A. (2016), “Rethinking technology in the SME context: affordances,

practices and ICTs”, International Small Business Journal, Vol. 34 No. 8, pp. 1122-
1136, doi: 10.1177/0266242615613839.

Morrish, S. C. and Jones, R. (2020), “Post-disaster business recovery: an entrepreneurial
marketing perspective”, Journal of Business Research, Vol. 113, pp. 83-92, doi:
10.1016/j.jbusres.2019.03.041.

Myllymiki, D. (2021), “Beyond the ‘e-’in e-HRM: integrating a sociomaterial perspective”,
The International Journal of Human Resource Management, Vol. 32 No. 12, pp. 2563-
2591, doi: 10.1080/09585192.2021.1913624.

Nambisan, S. (2017), “Digital entrepreneurship: toward a digital technology perspective of
entrepreneurship”, Entrepreneurship Theory and Practice, Vol. 41 No. 6, pp. 1029-1055,
doi: 10.1111/etap.12254.

Nguyen, T. H., Newby, M. and Macaulay, M. J. (2015), “Information technology adoption in
small business: confirmation of a proposed framework™, Journal of Small Business
Management, Vol. 53 No. 1, pp. 207-227, doi: 10.1111/jsbm.12058.

OECD (2021), “The Digital Transformation of SMEs”, OECD Studies on SMEs and
Entrepreneurship, OECD Publishing, Paris, doi: 10.1787/bdb9256a-en.

Orlikowski, W.J. (1992), “The duality of technology: rethinking the concept of technology in
organizations”, Organization Science, Vol. 3 No. 3, pp. 398-427, doi:
10.1287/orsc.3.3.398.

Orlikowski, W. J. (2007), “Sociomaterial practices: exploring technology at work”,
Organization Studies, Vol. 28 No. 9, pp. 1435-1448, doi: 10.1177/0170840607081138.

24
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.2307/23043493
https://doi.org/10.1108/IJEBR-10-2020-0715
https://doi.org/10.2307/2667089
https://doi.org/10.1177/0266242615613839
https://doi.org/10.1016/j.jbusres.2019.03.041
https://doi.org/10.1080/09585192.2021.1913624
https://doi.org/10.1111/etap.12254
https://doi.org/10.1111/jsbm.12058
https://doi.org/10.1787/bdb9256a-en
https://doi.org/10.1287/orsc.3.3.398
https://doi.org/10.1177/0170840607081138

Page 25 of 35

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

Orlikowski, W. J. and Scott, S. V. (2008), “Sociomateriality: challenging the separation of
technology, work and organization”, Academy of Management Annals, Vol. 2 No. 1, pp.
433-474, doi: 10.5465/19416520802211644.

Orlikowski, W. J. (2010), “The sociomateriality of organisational life: considering
technology in management research”, Cambridge Journal of Economics, Vo. 34 No.1,
pp. 125-141, doi: 10.1093/cje/bep058.

Orlikowski, W.J. and Scott, S.V. (2016), “Digital work: a research agenda”, Czarniawska, B.

(Ed.), 4 research agenda for management and organization studies, Elgar, Cheltenham,
pp. 88-95.

Peltier, J. W., Zhao, Y. and Schibrowsky, J. A. (2012), “Technology adoption by small
businesses: an exploratory study of the interrelationships of owner and environmental
factors”, International Small Business Journal, Vol. 30 No. 4, pp. 406-431, doi:
10.1177/0266242610365512.

Penrose, E. (1959), The theory of the growth of the business, John Wiley and Sons, New
York, NY.

Perry, C. (1998), “Processes of a case study methodology for postgraduate research in
marketing”, European Journal of Marketing, Vol. 32 No. 9/10, pp. 785-802, doi:
10.1108/03090569810232237.

Raymond L, Uwizeyemungu, S. and Bergeron, F. (2005), “ERP adoption for e-government:
an analysis of motivations”, Report, eGovernment Workshop, Brunel University, UK,
September.

Saunders, L., Thornhill, P. and Lewis, A. (2015), Research Methods for Business Students,
Pearson Education, Harlow.

Schiuma, G., Schettini, E., Santarsiero, F. and Carlucci, D. (2022), “The transformative
leadership compass: six competencies for digital transformation entrepreneurship”,
International Journal of Entrepreneurial Behavior & Research, Vol. 28 No. 5, pp. 1273-
1291, doi: 10.1108/IJEBR-01-2021-0087.

Senyard, J., Baker, T., Steffens, P. and Davidsson, P. (2014), “Bricolage as a path to

innovativeness for resource-constrained new firms”, Journal of Product Innovation
Management, Vol. 31 No. 2, pp. 211-230, doi: 10.1111/jpim.12091.

Setkute, J. and Dibb, S. (2022), “Old boys' club”: barriers to digital marketing in small B2B
firms”, Industrial Marketing Management, Vol. 102, pp. 266-279, doi:
10.1016/j.indmarman.2022.01.022.

25
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.5465/19416520802211644
https://doi.org/10.1093/cje/bep058
https://doi.org/10.1177/0266242610365512
https://doi.org/10.1108/03090569810232237
https://doi.org/10.1108/IJEBR-01-2021-0087
https://doi.org/10.1111/jpim.12091
https://doi.org/10.1016/j.indmarman.2022.01.022

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research Page 26 of 35

Shaw, E. (1999), “A guide to the qualitative research process: evidence from a small firm
study”, Qualitative Market Research: An International Journal, Vol. 2 No. 2, pp. 59-70,
doi: 10.1108/13522759910269973.

Simmons, G., Armstrong, G. A. and Durkin, M. G. (2008), “A conceptualization of the

determinants of small business website adoption: setting the research agenda”,
International Small Business Journal, Vol. 26 No. 3, pp. 351-389, doi:
10.1177/0266242608088743.

Sun, Y. and Lee, E. (2022), “Entrepreneurial marketing of small and medium-sized suppliers
enhancing technological capability: lessons from industrial suppliers in South Korea”,
International Journal of Entrepreneurial Behavior & Research, Vol. ahead-of-print No.
ahead-of-print, doi: 10.1108/IJEBR-01-2022-0026.

Troise, C., Ben-Hafaiedh, C., Tani, M. and Yablonsky, S. A. (2022a), “Guest editorial: new

technologies and entrepreneurship: exploring entrepreneurial behavior in the digital
transformation era”, International Journal of Entrepreneurial Behavior & Research,
Vol. 28 No. 5, pp. 1129-1137, doi: 10.1108/IJEBR-08-2022-999.

Troise, C., Dana, L. P., Tani, M. and Lee, K. Y. (2022b), “Social media and

entrepreneurship: exploring the impact of social media use of start-ups on their
entrepreneurial orientation and opportunities”, Journal of Small Business and Enterprise
Development, Vol. 29 No. 1, pp. 47-73, doi: 10.1108/JSBED-01-2021-0041.

U.S. Small Business Administration Office of Advocacy (2023), “U.S. SME access and use

of digital tools”, available at: https://advocacy.sba.gov/2023/02/07/us-sme-access-and-

use-of-digital-tools/ (accessed 22 June 2024).

Van Burg, E., Cornelissen, J., Stam, W. and Jack, S. (2022), “Advancing qualitative
entrepreneurship research: leveraging methodological plurality for achieving scholarly
impact”, Entrepreneurship Theory and Practice, Vol. 46 No. 1, pp. 3-20, doi:
10.1177/1042258720943051.

Vrontis, D. and Basile, G. (2022), “New media marketing as a driver of enterprise country of
origin (COQ) offer in international markets”, International Journal of Entrepreneurial
Behavior & Research, Vol. 28 No. 5, pp. 1222-1244, doi: 10.1108/IJEBR-01-2021-0085.

Wei, R. and Pardo, C. (2022), “Artificial intelligence and SMEs: how can B2B SMEs

leverage Al platforms to integrate Al technologies?”, Industrial Marketing
Management, Vol. 107, pp. 466-483, doi: 10.1016/j.indmarman.2022.10.008.

26
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.1108/13522759910269973
https://doi.org/10.1177/0266242608088743
https://doi.org/10.1108/IJEBR-01-2022-0026
https://doi.org/10.1108/IJEBR-08-2022-999
https://doi.org/10.1108/JSBED-01-2021-0041
https://advocacy.sba.gov/2023/02/07/us-sme-access-and-use-of-digital-tools/
https://advocacy.sba.gov/2023/02/07/us-sme-access-and-use-of-digital-tools/
https://doi.org/10.1177/1042258720943051
https://doi.org/10.1108/IJEBR-01-2021-0085
https://doi.org/10.1016/j.indmarman.2022.10.008

Page 27 of 35

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

Welter, C., Mauer, R. and Wuebker, R.J. (2016), “Bridging behavioral models and theoretical
concepts: effectuation and bricolage in the opportunity creation framework”, Strategic
Entrepreneurship Journal, Vol. 10 No. 1, pp. 5-20, doi: 10.1002/sej.1215.

Wolcott, P., Kamal, M. and Qureshi, S. (2008), “Meeting the challenges of ICT adoption by

micro-enterprises”’, Journal of Enterprise Information Management, Vol. 21 No. 6, pp.

616-632, doi: 10.1108/17410390810911212.

Wu, L., Liu, H. and Zhang, J. (2017), “Bricolage effects on new-product development speed
and creativity: the moderating role of technological turbulence”, Journal of Business

Research, Vol. 70, pp. 127-135, doi: 10.1016/1.jbusres.2016.08.027.

Yang, M., Gabrielsson, P. and Andersson, S. (2023), “Entrepreneurs’ social ties and
international digital entrepreneurial marketing in small and medium-sized enterprise
internationalization”, Journal of International Marketing, Vol. 31 No. 4, pp. 1-22, doi:
10.1177/1069031X231178220.

Yin, R.K. (1994), Case Study Research — Design and Methods, Sage, Newbury Park, CA.

27
http://mc.manuscriptcentral.com/ijebr


https://doi.org/10.1002/sej.1215
https://doi.org/10.1108/17410390810911212
https://doi.org/10.1016/j.jbusres.2016.08.027
https://doi.org/10.1177/1069031X231178220

oNOYTULT D WN =

International Journal of Entrepreneurial Behavior & Research

Table 1. Conceptual framework: Bricolage and sociomateriality processes, concepts, and

definitions.

Bricolage

Making do

“This process involves three main
approaches to resource acquisition and
construction: (1) creating something
from nothing, (2) using discarded
resources for new purposes; and (3)
using hidden or untapped local
resources that other organizations fail to

recognize, value, or use adequately”.

Di Domenico et al. (2010, p.
689)

“Trying out solutions, observing, and

dealing with the results”.

Baker and Nelson (2005, p.
334)

Combining

resources to

“Bricolage is an engine driving the
enactment of resource environments

that are idiosyncratic to the firm”.

(Baker and Nelson, 2005, p.
356)

Importance of creating an
organisational culture conducive to
bricolage, including access to

technology, owner-manager support,

Ferneley and Bell (2006)

social”.

enact an knowledge acquisition, and trust and
idiosyncratic | space to experiment.
resource “Meandering, and path dependent | Baker and Nelson (2005, p.
environment | trajectory dominated not by clear vision | 335)
and careful a priori planning but by
serendipitous combinations of existing
programs, pasted-up solutions, and
failed components put to unexpected
uses.”
Sociomateriality
“There is no social that is not also | Orlikowski (2007, p. 1437)
Constitutive
material, and no material that is not also
entanglement
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1
2
2 of the social | “How opportunities emerge in and | Garud and Giuliani (2013, p.
5 and material | through “interactions between actors | 159)
6
7 and artifacts that become entangled
2 with one another”.
10 ) Technologies “are rarely used in the | Leonardi (2011), cited by
1 Shaping the . )
12 manner intended by their creators and | Morgan-Thomas (2016, p.
13 enactment of _ ' _
14 | users shape their enactment in practice, | 1128)
15 technologies in o ‘ ‘
16 ‘ that is, digital technologies ‘unfold’ in
practice )

17 practice”.
18
19 “The recursive intertwining of humans | Orlikowski (2007, p. 1437)
20
21 ‘ and technology-in-practice”, which
2 Recursive )

‘ o leads to “performed relations” at the
23 mtertwining ) ) )
24 intersection between the material and
25
26 the social.
27
28
29 . c . . . .
30 Table 2. Firm activities and interviewer observations.
31
32 Firm | No. Marketing resource Interviewer observations
33 staff/ownership*
34
35 1.1 51-200 e Hospitality firm The interviewee checks a mind
g? e Digital marketing manager | map on his tablet of what he
38 (interviewee) wants to talk about. He gets his
39 e Head of loyalty programme | jan0p to show me online tools.
40 e Three university interns
41 2.1 11-50 e Events company The interviewee is passionate
jé e One marketing employee about the creativity of social
44 (interviewee) media - less the technical side.
45 e External website designer
46 3.]12-10 e Sports and music festival Employees are young and sit
2273 e Two digital marketers together. The interviewees are
49 (interviewees) passionate about what they do,
50 e External agency talking about technologies.
51
52 4.1 50 (plus 200 ¢ Visitor attraction We sit in the small kitchen, and
53 ¢ One part-time digital it is obvious that the attraction
54 Volunteers) Keti 1 ..
55 mar et}ng cmployce has limited funds. The
56 (interviewee) interviewee appears frustrated
g; because her hands are tied
59
60
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without direct access to the
website.
5.1 201-500 e Independent hotel group (8 | The interviewee is passionate
hotels) about what she does but is not
o Digital marketing employee | interested in technology, seeing
in central office it as a means to reach her goals.
(interviewee)
e Each hotel has its own
marketing staff.
6. 51-200 e Museum Interviewee talks with passion,
¢ Digital marketing executive | more in terms of opportunities
(interviewee) than restrictions. She is
e Digital marketing assistant | ipserested in analytics - this
e Marketing manager drives her.
¢ Assistant marketing
manager
e Content marketing
executive
e Two graphic designers
¢ A photographer
e Filmmaker
7.1 11-50 e Independent hotel Four people sit in the far corner
e Marketing manager from us who turn out to be the
(interviewee). events team. They wear virtual
reality googles - their idea so
that people can see what the
room would look like for a
wedding.

* The broad range of employees indicates the seasonality of these businesses, with temporary

staff employed in peak season.
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Figure 1: Template analysis

Develop
conceptual
framework
(Table 1).

Coding Phase 1

Using a priori
themes created a
bricolage
template
applying to
(N=7 cases) and
refine (two
recursive cycles
of coding).

Abstract to
related a priori
bricolage
concepts
creating a
bricolage
dataset.
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Coding Phase
2

Using a priori
themes of
socio-
materiality
applying
template to
bricolage
dataset (N="7
cases) (two
recursive
cycles of
coding).
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Supplementary summary of findings table

Firm

Digital marketing goals

and challenges

DEM bricolage

Value accrued

Making do

Refusal to enact
limitations

Combine resources to
enact DEM idiosyncratic
resource environment

e Goals: to build a 360-
degree view of the customer
to personalise the
experience.

¢ Challenges: a lack of
technology integration, and
technology vendor pricing
making it prohibitively
expensive for SME firms to
buy an off-the-shelf

solution.

¢ Resolving to use an
existing suite of
applications rather than
buying an off-the-shelf
CRM.

e Utilising interns from

local university.

o Optimising features
included in existing
technology vendor
package.

e Martech integration
through 1) APIs
(Application
Programming Interface)
2) third-party API
connectors, Zapier and
IFTTT (If This Then
That). 3) Manual
loading of data using
Excel.

¢ Ongoing technical

knowledge acquisition.

e Reconfiguring

Mailchimp to act as a

CRM platform.

e Applications are

integrated with
Mailchimp, including
Shopify (e-commerce),
Stripe (online payments),
TripAdvisor (customer
reviews), and Little

Hotelier (reservations).

e Leveraging relationship

with digital agencies to
bring digital knowledge

in house.

e High strategic value.

e A Martech stack
closely integrated with
DEM processes.

e A significantly more
joined-up view of
customer behaviour,
enabling firm to
customise experience,
throughout customer
journey.

¢ A customer loyalty
programme supported

by DEM activities.
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e Goals: to create digital
content that communicates
the personality of the firm.

¢ Challenges: none
specifically referred to by

the interviewee.

e Digitizing untapped
resources (video, images,
and client case studies).

e Utilising employees as
digital storytellers —
creating a ‘day-in-the-
life’ blog.

e Ability to assess
engagement with the

blog.

o Using employee social
media accounts for social
media marketing to
mitigate the limitations
imposed by social media

algorithms.

o Using social media
platforms and
engagement from
followers on social
media to configure a
content-rich digital

marketing resource.

e Low to medium value

¢ Creating low-cost
digital assets and rich
digital content which
extends the firm’s
organic (i.e., non-
paid) reach on search
engines in the longer

term.

e Goals: to raise awareness
and drive ‘traffic’ to the
website for online sales.

e To reduce reliance on
restrictive social media
algorithms by
communicating through
different channels.

e Challenges.: none
specifically referred to by

the interviewee.

e Customers as
ambassadors, including
the use of micro-
influencers.

e Making do with current
martech. Not investing in
expensive bespoke

solutions.

e Use of a peer-to-peer
referral platform.

e Reducing firm reliance on
social media platforms
and restrictive algorithms.

e Configuring CRM
software to tailor to
bespoke needs.

* Ongoing technical

knowledge acquisition.

e Integration of

applications with
WordPress website:
Monster Insights
(WordPress analytics
plugin), WooCommerce
(e-commerce plugin) to
manage team entry,
Elementor (page builder)
and HotJar (user click
behaviour), and
TubePress (hosting
YouTube videos).

» High strategic value

o Creating a user-centric
website.

¢ Enhancing the
customer experience
throughout the
customer journey.

e Autonomy in building
web pages.

e [mproving website
conversion, leading to

increased bookings.
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o [terative process of test | e Building digital
and learn. knowledge within the
team.
e Goals: to build a more ¢ Using email newsletters  |e This is limited by the lack [® Missed opportunities to e ow value

integrated view of the
customer.

e Challenges.: goal setting is
controlled by the parent
organisation with little
scope for input from the

digital marketer.

to build an engaged
community to gather
customer feedback.

e An effective volunteer
network that can be
leveraged to create social

media content.

of intrapreneurship and
autonomy afforded to the

digital marketers.

combine resources (e.g.,
community, email
newsletter, volunteers) to

enact a unique DEM mix.

e Building an email
subscriber base and
extending reach on
social media at
comparatively low

cost.

e Goals: to provide digital
marketing support to eight
hotels in the group.

e Challenges: a fragmented
hotel group with a lack of
integration of digital

marketing technologies.

e Using data analytics to
make the use case for

digital marketing.

e Limitations occur due to
lack of integration
across the hotel group
and lack of
intrapreneurship and
firm culture that does
not support digital

marketing development.

e There is a missed
opportunity to configure
a resource environment
that leverages the
resources of the 8 hotels

in the group.

e Low value — limited
by lack of
collaboration and
intrapreneurship.

e Slowly building ‘use
case’ for digital
marketing within the

company.

e Goals: to build organic
(non-paid) reach on social
media and search

platforms.

e [ everaging existing
customers and social
media followers as

ambassadors.

e Countering limitations
imposed by social media
algorithms through co-

creating content with high

e Limited digital
configuration, but creating
a resource environment

centred around the unique

e Medium value
created.
e Building a social

media following and
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o Challenges. limitations
imposed by social media
algorithms which limit the
reach of social media

posts.

o Using micro-influencers
related to the theme of

the attraction.

profile social media

accounts.

brand of the firm that
includes high profile

social media accounts.

extending organic
reach by engaging
with online

influencers.

e Goals: to build brand
awareness online and
identify opportunities to
create engaging digital
content.

¢ Challenges: none
specifically referred to by

the interviewee.

e Leveraging employees as
a resource to create
digital stories online and
capture in-hotel events
for online dissemination

and PR.

e Creating a strong
sustainability-themed
brand that raises the
profile, creates a unique
selling proposition, and
a stronger digital

footprint.

o Limited digital
configuration but
extending resource base
beyond its means by
creating a strong brand

story.

eMedium value
created.

e Growing a social
media following.

e Strong brand
generating back links
to the website,
boosting search

engine ranking.

http://mc.manuscriptcentral.com/ijebr




