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Prologue

CHAPTER 1

INTRODUCTION

Prologues, like overtures, are intended to achieve
at least three objectives:

1. To establish the point of departure

2. To indicate the direction in which one is to
proceed

3. To introduce some of the themes which will be
encountered as the plot unfolds.

These, then, are the basic goals of this chapter in
which we shall seek to define the general scope of
the book, the audience for which it is intended, the
information and learning objectives to be pursued,
and the structure to be followed in attempting to
meet these objectives.

THE POINT OF DEPARTURE

Writing in the spring 1983 issue of the Journal of
Marketing, two well-known American professors
of marketing, Yoram Wind and Thomas S. Robert-
son, offered the opinion that marketing had
reached a point of discontinuity in its develop-
ment as a discipline from an emphasis upon
marketing management to a broadened perspec-
tive concerned with marketing strategy.

The early emphasis upon marketing manage-
ment and the marketing functions — particularly
advertising and selling, distribution, market
research and product development — is not
surprising. The manipulation of these elements of
the marketing ‘mix’ allows tactical responses to
the prevailing conditions in the markets in which
one is competing. However, tactical manoeuvres
tend to be sulfficient to cope only with short-term
and localised conditions and circumstances. They
are only effective in the long term and on a large
scale if they are coordinated and integrated within

a more broadly based strategic framework. As the
markets of the advanced industrialised economies
of the Western world gradually moved from an
endemic condition of undersupplied markets to
one of potential oversupply, it was clear that
marketing practices had to change. Tactical
management was not able to cope with the intense
competition of the new market conditions; some-
thing more was required. It was this recognition
that led to what I have chosen to characterise as
the ‘rediscovery’ of the marketing concept.

While most authors and commentators date the
statement of the marketing concept to the 1950s
and identify its articulation with the General Elec-
tric Company, it is obvious that such identification
is purely a matter of convenience. Marketing did
not just happen in the 1950s — its functions had
been in daily use in some shape or form from the
beginnings of trade and commerce way back in
antiquity. What happened was that the changing
balance resulted in the conclusion that supply is
the servant of demand. Of course this has always
been true, but under conditions of general scarcity
demand tends to be basic and obvious. One does
not require a sophisticated intelligence and plan-
ning system to identify attractive market oppor-
tunities. Rather one requires the most cost-
effective production and distribution system. This
encourages the production and sale of standard-
ised products, which can minimise cost thus satis-
fying more customers. But the combined effects of
technological innovation, increased competition,
both national and international, and a slowing of
growth in population (to mention but a few long-
term trends) have resulted in a much more
complex and competitive marketplace. In this
environment survival, let alone success, calls for a
new philosophy of business in which the process
of manufacture or supply creation should be seen
to start with a clear statement of customer needs —
the marketing concept.
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THE STRATEGIC PERSPECTIVE IN MARKETING

The adoption of the marketing concept and a
marketing orientation (discussed in detail in
Chapter 21) does not create or bring into existence
new business functions but it does call for a
change in both focus and emphasis, and it is this
change of focus and emphasis that has led to the
need for marketing-oriented strategy. In Wind and
Robertson’s view it was this strategic emphasis or
perspective that was missing from the develop-
ment of both marketing thought and practice.
Specifically, they identified seven key limitations
within the marketing field that are a direct conseg-
uence of the emphasis on management as opposed
to strategy, namely:

1. A fixation with the brand as the unit of analysis

2. The interdisciplinary isolation of marketing

. The failure to examine synergy in the design of
the marketing programme

. Marketing’s short-run orientation

. The lack of rigorous competitive analysis

. The lack of an international orientation

. The lack of an integrated strategic framework.

(O8]

N O U1

At the time, many thought that Wind and
Robertson’s criticisms were exaggerated but, 10
years later, many other commentators were ques-
tioning both the role and function of marketing in
the organisation. Taken together, these criticisms
were characterised by McKinsey & Co. (1993) as
‘Marketing’s mid-life crisis’. We shall return to
these issues in Chapter 2 when addressing the
question “What is marketing?’ but, for now, it
should be stated that when the first edition of this
book appeared in 1985 it was very much
concerned with developing a strategic perspective
of marketing. At the same time, it was also felt that
to explore the nature of marketing strategy on its
own without examining its relationship to market-
ing management would perpetuate the deficiency
of a partial treatment which Wind and Robertson
had criticised in the first place. Accordingly, in this
book we seek to show how a strategic approach to
marketing can be implemented through manage-
ment of the marketing function.

At the outset, however, it will be useful to help
distinguish between strategic and tactical (or
managerial) decisions. Steiner and Miner (1977)

suggest that this may be done along eight dimen-
sions, namely:

1. Importance: Strategic decisions are significantly
more important than tactical ones.

2. Level at which conducted: Strategic decisions are
usually made by top management.

3. Time horizon: Strategies are long term, tactics
short term.

4. Regularity: The formulation of strategy is
continuous and irregular, tactics periodic and
fixed time, e.g. annual budget/plan.

5. Nature of problem: Strategic problems are usually
unstructured and unique and so involve
considerable risk and uncertainty. Tactical prob-
lems are more structured and repetitive and the
risks easier to assess.

6. Information needed: Strategies require large
amounts of external information much of which
relates to the future and is subjective. Tactical
decisions depend more on internally generated
accounting or market research information.

7. Detail: Strategy broad, tactics narrow and
specific.

8. Ease of evaluation: Strategic decisions are more
difficult to make.

Similarly, Weitz and Wensley (1984) distinguish
between levels of strategic decision-making;:
‘Strategic decisions at the corporate level are
concerned with acquisition, investments, and
diversification’, i.e. the management of a portfolio
of businesses or strategic business units (SBUs).

At the business or SBU level, strategic decisions focus
on how to compete in an industry — or product —
market. Business level strategy deals with achieving
and maintaining a competitive advantage. Strategic
decisions at the business level are concerned with
selecting target market segments and determining
the range of products to offer.

It is with these issues that Marketing Strategy and
Management is mainly concerned.

MARKETING ORGANISATION AND MANAGEMENT

Much of the discussion about marketing’s ‘mid-life
crisis’ prompted by a McKinsey article in 1993 and
Webster’s (1992) ‘The changing role of marketing in



PROLOGUE

the corporation’ came about as a result of changes
in the role of marketing within the organisation.
Conventionally, discussions of organisation for
marketing focused upon the existence of a market-
ing department responsible for management of the
various mix functions. However, as a result of
increasing competition through the 1970s and 80s
the emphasis changed from the manipulation of the
mix functions to a view which saw marketing’s role
as one involving the entire organisation. Thus,
Piercy and Cravens (1999) observed: ‘Marketing
organisation has become a fundamental strategic
issue concerned with intra-organisational relation-
ships and inter-organisational alliances, and the
management of critical boundary spanning envir-
onmental interfaces.” In Webster’s (1997) view this
represents the fourth stage in the evolution of
marketing organisation. To begin with, marketing
was equated with sales and demand generation
activities. In the second phase, bureaucratic and
hierarchical organisational forms are developed to
plan and control the performance of specialists. In
turn, this leads into a third phase where marketing
becomes identified as a function in its own right
responsible for the development of integrated
marketing strategies. Nowadays, however, in
response to competitive pressures, marketing
competence has become integrated with other
business functions in team centred organisational
processes focused on the customer.

Much of the debate on organisational structure
is reflected in the distinction between ‘marketing
orientation” and ‘market orientation’. Superficially,
this may appear a semantic quibble but the
distinction is much more than this. In essence, a
marketing orientation assumes the dominance of
the marketing function in managing the organisat-
ion’s interfaces with its markets, whereas a market
orientation mirrors Drucker’s (1954) original
conceptualisation of the role of marketing as the
need to focus all the organisation’s efforts on the
needs of customers and markets.

Piercy and Cravens (1999) distinguish four
different levels of organisational strategy and
suggest that each of these calls for a different kind
of analysis, as reflected in Table 1.1. They cite a
number of examples to underline the speed of
change in the organisation of marketing. Thus, ‘in
1997, IBM announced its global initiative customer
relationship management in which most market-
ing activities are embedded. The goal is to coor-
dinate customer relationships by focusing
management on core business processes instead of
traditional functions.” Similarly, Procter & Gamble
adopted a ‘customer business development struc-
ture’” while the Unilever-owned Elida Faberge
‘abandoned its conventional brand management
and marketing management roles by creating
customer development and brand development as
centres of expertise, with category management

TABLE 1.1 Levels and focus of organisational analysis in marketing

Strategic level Unit of analysis

Examples of major issues

Examples of new organisational forms

FUNCTIONAL Marketing

subsystems

BUSINESS Marketing

department

CORPORATE Divisional marketing
responsibilities and
group-wide
marketing issues
Strategic alliances
and networks

ENTERPRISE

Organising and coordinating sub-functions of
marketing such as advertising, marketing
research, sales operations

The departmentation of marketing and internal
structure of the marketing department. The
integration of marketing sub-functions
Relationships with other functions

Centralisation/decentralisation of marketing
decision-making and relationships between
central and peripheral marketing units

External relationships and boundary-spanning
with strategic marketing partners. Marketing
‘make-or-buy’ choices

Channel management. Logistics/services
specialists. Information/technology specialists

Sector/segment management. Trade marketing.
Investment specialists. Venture/new product
departments

Marketing exchange and coalition companies.
Network organisations

Partnerships
Alliances

SOURCE: Piercy, N. and Cravens, D. W. (1999) Marketing organization and management, in M. J. Baker (ed.) Encyclopedia of Marketing. London: International Thomson Business

Press, p. 191
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working with retailer customers as part of the
sales organisation’.

Piercy and Cravens also cite extensively from a
Marketing Science Institute (MSI)-sponsored pub-
lication Reflections on the Futures of Marketing
(Lehmann and Jocz, 1997) to which George Day and
Frederick Webster made important contributions on
marketing organisation.

While there was an element of overstatement in
Wind and Robertson’s claims they had a point and
this book represents an attempt to meet the criti-
cisms they voice by providing both a description
and analysis of the nature of marketing strategy.
But to write a book on marketing strategy without
examining its relationship to marketing manage-
ment would seem to perpetuate the deficiency of a
partial treatment which Wind and Robertson criti-
cised in the first place. Accordingly, this book
seeks to show how a strategic approach to market-
ing can be implemented through management of
the marketing function.

However, before describing how this is to be
attempted in any detail, it will be helpful if we
anticipate our own advice and spell out:

1. What is the need to be satisfied?

2. What is the objective to be achieved?

3. What assumptions underlie the approach and
method selected?

From the preceding section it should be clear that
the basic need to be satisfied is a formal description
and analysis of both the strategic and managerial
aspects of marketing. However the vital question
is, how has this need been identified?; for there can
be little doubt that few if any practitioners respon-
sible for marketing strategy and management have
expressed a demand for a book on the subject.
Indeed many practitioners would readily tell you
that marketing is an art or craft which you practise
and that it is practice or experience, not theorising
or book-learning, which makes you proficient.

I reject this lack of overt demand on at least
three counts. First, as will become clear in Chapter
4 when discussing the environment, there has
been a radical change in recent years to the extent
that the prevailing and likely future conditions

differ radically from those of the 1970s and 80s
when most senior managers were acquiring their
experience. While some have been able to adjust to
the changed conditions the overall sluggishness of
the economy and the number of business failures
suggest that the majority have not.

Second, the adoption of a marketing orientation
is well advanced and no longer confined to the
fast-moving consumer goods (FMCG) companies
where it originated. All kinds of manufacturing
companies now subscribe to the marketing
approach as do service organisations in both the
public and private sector whether for profit or not-
for-profit. This widespread acceptance has
resulted in a massive increase in demand for
people to fill marketing appointments and it
would seem sensible to try and prepare and train
young persons to fill such posts rather than pursue
a policy of trial and error learning through exper-
ience. Third, the body of knowledge based upon
experience has now become so extensive that it
makes sense to try and distil and codify it so that it
can be communicated formally through books and
other media. If experience, synthetic or real, is the
key to the identification and solution of problems,
who needs a book on the subject? Clearly this is an
overstatement, for if everyone subscribed to this
view there would be no book, nor a reader for
these words. As in most things, the truth probably
lies between the two extremes — managerial
decision-making cannot be learned from books
alone, but it is equally unlikely that it can be
learned without them other than possibly by a
gifted few with an intuitive flair for it.

A balance of formal learning and practice in
application is required. Skills such as driving a car
certainly fall into this category — flying aeroplanes
even more so, for they involve three dimensions as
opposed to two. In fact, flying aeroplanes provides
a good analogy with managing an organisation —
much of the activity is routine and can be handled
satisfactorily in an almost reflex manner, thus leav-
ing the practitioner free to concentrate upon two
factors critical to continued success in executing
the skill — anticipation and planning — while still
maintaining the integrity of the system through a
feedback and control system.

Like flying, management has become much
more complex in this century. Speed is an obvious
example and requires very sophisticated systems
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to maintain the integrity and safety of the
machine. Everything must be done to much finer
tolerances and the pilot must depend upon aids to
his skill which were unknown and unnecessary in
the early days of flying. The substitution of radar
for visual observation is but one example of a situ-
ation where science and technology are required to
give sufficient advance warning of hazards to
permit evasive action to be taken. Of course, as
many near misses bear witness, in the final analy-
sis it is the pilot’s observation and skill which are
critical. In the management context, speed is the
speed of change and demands elaborate forecast-
ing systems to predict the future conditions likely
to be met by the organisation. Similarly, size and
complexity have increased markedly and require
more extensive and more intricate systems to
maintain control.

Without wishing to labour the analogy, the
point being made is simply that managerial
decision-making is a blend of routine and
predictable events with occasional but potentially
very hazardous interruptions. Therefore, it makes
good sense to define and describe the routine
occurrences and to develop standard operating
procedures to deal with them. By doing so, it will
be possible to delegate responsibility for routine to
a lower level of management (or to a mechanical
or electronic control system) and leave time free
for the anticipating and planning functions. It also
makes good sense to accept that if standard oper-
ating procedures evolve then they should be
formalised and codified into a ‘rule book’ to which
reference can be made as appropriate.

OBJECTIVES

And so to the justification for this book. In the
author’s opinion managerial decision-making
itself is amenable to description, definition and
codification. Hence, standard procedures for iden-
tifying and solving problems may be created.
However, it cannot be overemphasised that prov-
iding a framework for managerial decision-
making cannot automatically guarantee correct or
‘good” decisions. The selection of data to be used
and their interpretation is still in the hands of the
decision-maker.

The real point is that everyone is fallible. For

those who are skilled decision-makers this book
will provide an aide-memoire — a cockpit check-
list. While everyone likes to think that the pilot
can get his jumbo jet off the ground without such
assistance (and, even more important, back down
again), it is comforting to know that use of a
checklist prevents him omitting a vital step in the
procedure.

For those less gifted or less experienced, the
purpose of the book is the same — to provide a
structured approach to managerial problem-
solving —but its contribution is likely to be greater.
Indeed I would claim that, as many management
problems are of a recurrent type and require the
exercise of only a minimal amount of judgement,
then following the procedures and methods
prescribed in this book will lead to a successful
outcome in 95% of the problems one is likely to
meet. This is not to decry judgement — far from it —
merely to put it into perspective.

In light of the above arguments the objective to
be achieved may be stated as:

m To provide a comprehensive and integrated
framework for the direction and management
of the marketing function.

It must be stressed that it is the framework that is
claimed to be comprehensive and integrated.
While it is hoped that the overall treatment is
integrated also, it manifestly cannot be compre-
hensive. However, references to more specialised
sources will enable the reader to follow up on
topics on which they require more detail.

ASSUMPTIONS

Assumption 1 is that readers have read a basic
textbook on the subject and/or have some busin-
ess experience. As the author of a basic textbook I
have tried to make this work complementary and
avoid duplication as far as possible. Of course
there are situations where repetition is essential
for clarification and desirable for reinforcement,
but, in general, Marketing (Baker, 2006) is primar-
ily descriptive while this book is analytic and
normative.

Assumption 2 is that there is a “wheel’ of
management which revolves through a sequence
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of conceptualisation, planning, implementation,
evaluation and feedback. Assumption 3 is that
diagnosis must precede prognosis and Assump-
tion 4 is that while firms may be at any stage of the
management wheel it will simplify the analysis if a
clean sheet start-up is assumed and so start with
conceptualisation and diagnosis before proceed-
ing to planning, prognosis, etc., in an ordered
sequence (the organising principle for the book as
a whole). Assumptions 5 to 8 are:

5. That the majority of cases are in existing organ-
isations/institutions and that action plans must
be based on realistic proposals for the transition
from the present to the desired future state.

6. That the broad means of achieving one’s objec-
tive is a strategic decision and that awareness of
broad strategic alternatives must precede the
formulation of action plans.

7. That the translation of plans into action is a
managerial responsibility and that marketing
has a primary role to play.

8. That planning and management are iterative
and interactive so that measurement of perfor-
mance, feedback, control and adjustment are
essential elements of the managerial task.

While the above assumptions are the ones on
which this book has been developed, it is impor-
tant to recognise an important qualification — in
order to be comprehensive many of the practices
and procedures described may be neither relevant
nor appropriate for the small to medium-sized
enterprise (SME). As presented in standard text-
books, the normative theory of marketing almost
invariably adopts a ‘big business’ perspective.
Given that more than 90% of people work for
organisations with less than 200 employees
(SMEs), one should not automatically assume that
they are either relevant or applicable in such firms.
This issue was examined in some detail by
Lancaster and Waddelow (1998) in an article in
which they explored specifically the role of strat-
egic marketing planning in SMEs.

A review of existing literature indicates that
both the concept and implementation of market-
ing planning appear to be at variance with the
philosophy and practice of small firms. In order to
test this perception delegates at a management
seminar were interviewed to see whether or not

their companies had a formal strategic marketing
plan. Of the 20 respondents only three (15%) had
such a plan but they regarded it as a chore rather
than an ongoing process. The remaining 85% did
not have a marketing plan and explained this
away with a variety of ‘reasons’, which may be
summarised as:

m Lack of focus (market orientation, direction,
consensus)

m Lack of capability (knowledge, skills, resources)

m Lack of will (desire, faith, commitment, motiv-
ation).

Clearly, what is called for is adaptation of the
normative theory as applicable to the large organ-
isation in order to meet the needs of SMEs.

The importance of doing this was underlined in
as report entitled ‘Marketing success in fast
growth SMEs’ published as a result of work by the
Marketing Council and Warwick Business
School’s SME Centre (1997). Based upon a series of
case studies, the report identifies nine fundamen-
tal lessons about how marketing can work for
growing SMEs. These lessons were identified as:

m Professional advice: outside professionals can act as
a catalyst, to focus the business on the importance
of marketing.

m Basic techniques: simple techniques are required,
e.g. segmenting the market, or using existing
information.

m  Customer focus: this will improve business perfor-
mance because you will be better able to give
customers what they really want.

m The need to plan: the discipline of putting the
customer first brings with it a range of benefits,
e.g. systematic planning, prioritising and measur-
ing effectiveness, all of which aid performance.

m  New focus changes other factors: focusing on customer
needs changes the whole outlook of the business as
it reviews all its functions in a new light.

m New rules create new markets: legislation and regu-
lations have created new opportunities for those
actively seeking them. This is a real growth area.

m Competitive advantage: by focusing on customer
needs and marketing issues, SMEs can establish a
competitive advantage, as they target their operat-
ions on what is really required of them by the
customer.
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m  Changed outlook: marketing can become the central
business function, which increases the firm’s
competitiveness.

m Staffing changes: staff need to change to adopt the
new philosophy.

As will become clear in later chapters, this
advice might just as well have been offered to
senior managers in large companies. In other
words, the principles are the same but their imple-
mentation will be a matter of scale and degree
appropriate to the complexity of the organisation
and the issues it is addressing.

ANALOGY AND METAPHOR

Everett Rogers (2003) argues that the speed with
which people will be willing to modify their
current behaviour and adapt to change is the func-
tion of five factors or characteristics which he
identified as:

Relative advantage
Complexity
Compatibility
Communicability
Trialability.

Of these five factors the first four are perceptual
and depend on the knowledge, attitudes and
experience of the decision-maker. They will also be
influenced by the specific context and situation in
which a decision is to be made.

In simple terms relative advantage reflects the
scale and nature of the additional benefits that will
arise from the changed behaviour. Complexity
represents the degree of difficulty perceived in
adoption and is closely linked to compatibility —
how similar or different the new thing is to the
established way of doing things — and communic-
ability — the degree of ease or difficulty exper-
ienced in explaining the innovation to others. The
final characteristic of trialability measures the abil-
ity of the potential user to experience the innova-
tion without final commitment to it. It is
essentially objective but may also be perceived
subjectively.

In the case of physical objects, evaluation of an
innovation is facilitated by the existence of phys-

ical evidence and the ability to demonstrate
performance. For intangible objects such as
services and ideas, this is more problematic and
innovators frequently have to resort to analogy
and metaphor in order to communicate the nature
of and potential benefits associated with their
innovation. The case of strategic marketing plan-
ning is a case in point and provides a good
example of the barriers to the adoption of a new
(and recommended) managerial practice. It also
helps explain why textbooks such as this are writ-
ten the way they are and why readers must inter-
pret them in the context of the situation in which
they find themselves. We will address the latter
point first.

The purpose of a textbook is to summarise
the current and accepted body of knowledge for
the subject with which it is concerned - in the
present case marketing strategy and management.
Depending upon the scope (length) of the text-
book, it may be more or less comprehensive than
others but, in terms of the core ideas and prin-
ciples with which it is concerned, it should not
differ to any significant degree from any other
textbook on the same subject. Further, the struc-
ture and development of the subject matter is
likely to follow a similar pattern. This is so because
the authors of textbooks are concerned with the
normative theory that represents current percep-
tions and beliefs about the subject, and the best
way of applying it in practice.

However, this creates a dilemma when one
considers the context in which the normative
theory is to be applied and requires the author to
make certain assumptions. If one believes one is
dealing with an unsophisticated audience and/or
one which wants an unequivocal treatment of the
subject, then the treatment is likely to be prescrip-
tive. Conversely, if the audience is more sophist-
icated and has more knowledge and/or
experience of the subject, then the author may
acknowledge the need to question or qualify
certain generalisations or prescriptions contained
in the current theory. I have assumed this book is
addressed to the latter audience!

One further issue needs to be resolved. While it
is true that over 90% of all people work for SMEs
with less than 200 employees, there is little
evidence of strategic marketing planning within
these companies as was highlighted in the
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Lancaster and Waddelow (1998) paper referred to
earlier. Whether this accounts for the higher fail-
ure rate of SMEs is an issue on which the reader
will have to form their own opinion having
considered the evidence in this book.

THE PRACTICE OF MARKETING

Yoram (Jerry) Wind (1997), of the Wharton School,
identified a number of key issues concerning the
practice of marketing in the twenty-first century.

As has been noted elsewhere, with the grow-
ing recognition of marketing as the key business
philosophy, it has become necessary to reap-
praise the role of the marketing function. Wind
suggests that,

In considering these required changes and their
implications, management may want to consider 12
interrelated questions:

1. Is marketing and its focus on meeting and antici-
pating customer needs widely accepted as a key
business philosophy?

2. Are your business and corporate strategies
focused on creating value to all your stakehold-
ers?

3. Do your objectives include customer satisfaction
and the creation of value?

4. Is the marketing function integrated with the
other functions of the company as part of the key
value creating processes?

5. Are the key marketing positions market segment
(or key accounts) managers?

6. Are products viewed as part of an integrated
product and service offering that delivers the
desired benefit positioning for the target
segment?

7. Is your marketing strategy global in its scope?

8. Are you utilising market research and modelling
for generating and evaluating your marketing
and marketing driven business strategies?

9. Are you relying on information technology as an
integral part of your marketing strategies?

10. Does a significant part of your marketing efforts
constitute innovative practices not previously
used by you and your competitors?

11. Are you forming strategic alliances for co-market-
ing activities and are you building your market-

ing strategies on the development of long-term
relationships with your clients?

12. Are you focusing your attention and resources
on message effectiveness (instead of media
power) and value-based pricing (instead of
discounting)?

Wind concludes that in order to succeed in the
twenty-first century, it is not sufficient to answer
“Yes’ to these 12 questions. To be successful it is
necessary to involve the whole organisation in the
integration of these activities into a focused and
market-oriented strategy. These are themes we
address throughout the book. But, if marketing is
everybody’s interest do we still need a dedicated
marketing function?

WHY MARKETING STILL MATTERS

The above heading was the title of an article by
Kamran Kashani (1997), which was itself a
summary of a longer report that had appeared in
Long Range Planning. In summary, the report led to
the conclusion that:

The marketing function in companies may appear
to be under threat from ‘own label’ products, re-
engineering, and advances in information technol-
ogy. But it is alive and well and has undergone
important shifts in recent years so as to provide a
better service for top management. It has frequently
become more of a line than a staff responsibility, it
has developed a strategic bias, and it has become
diffused throughout the organisation.

Increasing price competition, more (general)
competition and the growing role of customer service
are among the most important changes facing
marketers generally ... Four key management tasks
stand out: Improving product quality, developing
new products, keeping up with customers and
improving customer service. The three most relevant
competencies for marketers are: Strategic thinking,
communication capability and sensitivity to
customers. Specialist marketing skills appear to be
among the least important.

We believe these conclusions still apply and
endorse them.
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SCOPE OF THE BOOK

To provide a perspective of the book as a whole,
Chapter 2 addresses the subject of “‘Marketing and
competition’. Beginning with a definition of
‘competition” and the role it performs in ensuring
that scarce resources are used to maximise satisfac-
tion, we then examine the role which marketing
plays in this process. The concept of ‘market struc-
ture’ is then introduced both as a consequence of
and an influence upon the conduct and perfor-
mance of firms in competition with one another.
The concept of international competition is then
introduced and supported by an extended review
of Michael Porter’s discussion of The Competitive
Advantage of Nations (1990). Next, we offer a
broadly based assessment of the contribution of
marketing to competitive success and conclude
with an assessment of what will be necessary to
compete successfully in the future — essentially a
knowledge-based, learning organisation.

Chapter 3, ‘Marketing and corporate strategy’,
seeks to establish the point of departure by defin-
ing the development of the marketing orientation
and the nature of marketing strategy, and compar-
ing the latter with the broader concept of corpor-
ate strategy. The conclusion is that the two are
very similar, although marketing strategy may be
seen as a subset of corporate strategy responsible
mainly for anticipating and planning. The larger
concept embraces issues of organisation design
and control which go beyond marketing per se.
Then, it is proposed that there is only a small set of
strategic options open to the decision-maker and
these are defined as a backcloth for an examination
of basic marketing strategies. The chapter
concludes with a statement of the functions of
marketing management — analysis, planning,
implementation and control — which serves as an
introduction to the extended treatment of the
topics in the remainder of the book.

Chapter 4, ‘Principles of strategic marketing
planning’ (SMP), looks first at the evolution of
management systems and the role of mission,
vision and strategic intent before moving to the
heart of the issue by proposing definitions, a
framework for SMP and some basic principles to
be observed in developing and implementing a
strategic marketing plan. It is then argued that the
need for SMP is continuous, in the sense that every

innovation contains within itself the seeds of its
own destruction, and will increase the user’s
awareness and expectations which will prepare
the way for new and improved substitutes. Thus
marketers need to formulate strategy in terms of
the underlying needs and satisfactions of
customers rather than the specific products or
services which serve as the means of delivery of
these satisfactions. Equally they must be sensitive
to the inevitability of change summarised in the
concept of the product life-cycle (PLC), an analysis
of which leads to a proposal to use it as a key
element in the process of SMP.

Chapter 5, ‘Analytical frameworks for strategic
marketing planning’, builds upon the foundations
introduced in Chapter 4 and suggests techniques
and procedures for implementing SMP. To begin
with we look at demand curves and the product
life-cycle (PLC) concept. We propose that the latter
provides a highly useful framework for organising
our thinking about the evolution of products, firms
and industries, and the appropriate strategies and
tactics associated with the phases of birth, growth,
maturity and decline. The inevitability of this
progression prompts the view that an organisation
should seek to develop a portfolio of products
which are at different stages of the cycle and so
ensure the firm’s long-term survival. The ideas of
the product portfolio and portfolio analysis are
extended to examine analytical approaches devel-
oped by successful companies such as Shell and
GEC, and the techniques of gap, scenario and
SWOT analysis, all of which help the decision-
maker structure and implement strategic marketing
plans. We also take the opportunity to introduce
Baker’s Box as an introduction to the ideas of
segmentation, targeting and positioning which are
the subject of extended treatment later in the book.

Chapter 6, ‘Research for marketing’, was placed
much later in earlier editions as an element of the
marketing mix, and a specialised aspect of the
management of the marketing function. Exper-
ience with using the text suggests that it would be
more appropriate to discuss research methods
used in marketing before exploring the kinds of
data the manager requires in developing a focused
marketing strategy and plan. The chapter opens
with a discussion of the factors that create partic-
ular difficulties in seeking to apply formal analyt-
ical procedures to marketing decisions, namely:
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m Many marketing problems are more or less
unique

m Buyers can think for themselves

m Most marketing problems are very complex.

To help overcome these difficulties, it is argued
that the first step must be to establish just what
information is available or may be acquired, to
assess its worth, and then combine it with one’s
own experience and judgement to reach a dec-
ision. A review of sources of secondary and
primary data leads naturally into a discussion of
data reduction and analysis as a means of impos-
ing structure and meaning on what otherwise
might constitute an ‘information overload’.

The chapter concludes with a review of decision-
making under uncertainty and the ways in which
decision-makers may combine objective ‘facts’
with their own subjective judgement to reach a
decision using a Bayesian approach.

Part 2, “The Marketing Appreciation’, contains
seven chapters. Chapter 7, “Macro-environmental
analysis’, is based on the proposition that the
external environment constitutes the ultimate
constraint upon the firm and dictates the bound-
ary conditions within which it must operate.
Following a review of the major forces that influ-
ence and shape the environment — demographic,
social, cultural, political, economic and technolog-
ical factors — attention is focused on the argument
that there are discernible cyclical and secular
trends in the overall pattern of business activity.
An analysis of four basic kinds of economic cycle
and broad theories of economic growth lends
support for the existence of an underlying process
or life-cycle and reinforces the use of the PLC as a
basic organising principle. The need to take
account of the nature of competition in the
marketplace, discussed in Chapter 2, is reviewed,
with particular emphasis on the importance of
non-price competition and the implications this
has for marketing strategy. Finally the chapter
provides some guidelines for the commissioning
and execution of an environmental audit as an
essential prerequisite to the formulation of a
marketing strategy.

Chapter 8, ‘Industry and competitor analysis’,
builds upon the macro-discussion of competition
in Chapter 2 by exploring in more detail, and from
a micro-perspective, competition between the

individual players in the industry. The chapter
opens with a review of the nature and importance
of competitor analysis before introducing the
notion of the value chain as a model that helps to
highlight the interdependencies between produc-
ers, their suppliers and their customers - a
perspective which helps explain the growing
interest in networks and relationships in recent
years. This leads naturally into a review of critical
success factors, and the skills and competencies
that firms need to succeed against the competition.
Three further topics included in Chapter 8 are
benchmarking, the identification of ‘best practices’
and the growing importance of strategic alliances,
all of which have assumed growing importance in
recent years.

Chapter 9, ‘Customer analysis’, addresses the
nature of ‘buyer behaviour’ and poses the
fundamental question ‘How do buyers choose?’
Following a limited and eclectic review of four
different disciplinary explanations of choice
behaviour, six concepts are examined because of
the light they throw on the basic issue of how
individuals and organisations choose between
alternatives, namely:

Selective perception

The hierarchy of needs

The hierarchy of effects
Dissonance

‘Buy tasks’ and ‘Buy phases’
The characteristics of goods.

In and of themselves, none of the basic models,
or the key concepts, appears sufficient to reflect
the complexity of real-world purchase decisions.
So a composite model of buyer behaviour is
proposed that seeks to incorporate and synthesise
both objective and subjective considerations.

The need for a composite model of buyer
behaviour rests essentially on the fact that the total
demand for a product is the aggregate of the
demand of all the individuals who have a need for
it backed up by purchasing power. In that each of
these individuals will bring to the purchase
decision their own values and perceptions, we
have to allow for these when presenting the ‘facts’
about our product to them. However, with limited
exceptions, very few suppliers can afford to tailor
their output to the precise needs of the individual
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customer (even services have to be standardised to
some degree), and it follows that to compete
successfully one must steer a careful course
between complete homogeneity and total hetero-
geneity. To achieve this compromise marketers
have developed an extensive range of techniques
for aggregating individual demands or,
conversely, disaggregating total demand, into
worthwhile groupings or segments. To do so calls
for a ‘customer audit’ and ‘market segmentation’
that is the subject of Chapter 12.

In Chapter 10 the analysis is directed inwards to
identify and quantify insofar as possible the firm’s
assets, resources, skills and competencies through
the execution of a marketing audit. In Chapter 11
the outputs of the marketing appreciation are
pulled together in what we call the ‘matching’
process. Matching represents a more balanced
view of strategy formulation and execution than
that implied by the structure, conduct perfor-
mance approach popularised by Michael Porter
that tends to emphasise external factors as those
determining the firm’s strategy. While we have
acknowledged that the environment, competition
and customers all proscribe the firm’s freedom of
action, they don’t control it. If they did there
would be no need for managers as the course of
action available would be predetermined. Because
it is not, management can exercise control, and this
it what it seeks to optimise by matching its
strengths with opportunities, avoiding threats and
correcting potential or actual weaknesses. The
view that organisations have a degree of control
over their destiny is implicit in the resource-based
view of the firm and we look at this as background
to the conduct of a SWOT analysis.

In Chapter 12 we pick up the idea of market
segmentation and a wide range of different
approaches is considered in some detail — demog-
raphic, locational, psychographic and behav-
iouristic — as a basis for suggesting how and when
segmentation should be used as an appropriate
strategic approach.

Chapter 13, ‘Positioning and branding’, recog-
nises the fact that a sustainable competitive advan-
tage depends increasingly upon the seller’s ability
to develop a distinctive personality and reputation
in the perception of prospective buyers. Key
concepts such as positioning, branding, perceptual
mapping, niche marketing and the augmented

product are defined and described and the chapter
concludes with a discussion of the view that
increasingly companies will come to be seen as
brands. This chapter also completes Part 2 and
prepares the way for Part 3 ‘Managing the Market-
ing Mix’.

In Chapter 14, ‘The marketing mix’, we recog-
nise that marketing planners have a number of key
factors or variables which they can manipulate in
seeking to devise a distinctive and differentiated
marketing plan. Several approaches to classifying
the mix elements from the basic 4 Ps of product,
price, promotion and place to Borden’s extended
listing of 12 elements are considered. The chapter
concludes with an examination of the manage-
ment of the marketing mix and acts as an introd-
uction to Part 3 in which we explore each of the
major mix elements in some detail.

Chapter 15, ‘Product policy and management’,
begins with a reminder that most business is trans-
acted by existing organisations with commitments
to both products and customers. It follows that a
preoccupation with one’s product is not a negation
of the marketing concept, but an essential precon-
dition of survival. Similarly, it is argued that the
emphasis upon user needs and product benefits
has distracted attention from the product’s phys-
ical characteristics, and it is contended that a more
even balance needs to be struck between the two.
The interaction between product and market is
implicit in the four core strategies considered
earlier — market penetration, market development,
product development and diversification — each of
which is reviewed in terms of the most approp-
riate product policy, and in the idea of the product
portfolio. To a lesser or greater degree all require
development of the product, which leads naturally
to a discussion of the role and nature of the new
product development process and alternative
forms for achieving this. Depending upon its stage
in the life-cycle, the product will require differing
degrees of emphasis upon the other elements, and
these are summarised in terms of the four major
stages — introduction, growth, maturity and
decline. The chapter concludes with a discussion
of ways and means of monitoring the product’s
performance.

‘Packaging’ (the subject of Chapter 16) does not
always receive separate treatment in marketing
texts, despite the fact that it may provide ‘the just
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discernible difference’ on which so many choice
decisions hinge. In part this may be because pack-
aging is considered an intrinsic element of the
product and treated as such, in part because it is
seen as a promotional tool and the subject of pass-
ing reference alongside the detailed discussion of
advertising. The chapter opens with some definit-
ions of packaging that underline the different roles
it plays in protecting and selling goods, and is
followed by an extended discussion of the five
criteria to be considered in developing a package —
appearance, protection, function, cost and dispos-
ability. To round off the chapter the issues and
steps involved in developing a pack are reviewed.

Chapter 17, ‘Pricing policy and management’,
acknowledges that, while firms prefer to compete
on dimensions other than price, nonetheless price is
of critical importance in the buying decision and
calls for a high level of attention. Accordingly, while
marketers might deprecate the economists’ over-
whelming emphasis upon price as the mechanism
for adjusting supply and demand in the market-
place they can learn many useful lessons from price
theory. A number of key concepts such as elasticity,
fixed, variable, marginal and opportunity costs are
considered, as are some of the major limitations of
price theory as an explanation of the real world, e.g.
its assumption of profit maximisation, lack of
dynamism, neglect of subjective factors, etc. Pricing
objectives are examined, together with the three
broad approaches to price determination — cost
plus, flexible mark-up and marginal cost. Finally,
the role of pricing in the marketing mix is explored
as are the three basic strategies — skimming, pene-
tration and value based.

The comparative neglect of ‘Distribution and
sales policy’ provides the introduction to Chapter
18. Given the functions performed by channels of
distribution and the important role these play in
the creation of time, place and possession utilities,
such neglect is seen as surprising. The compos-
ition and structure of alternative channels, and the
factors that influence them, are described, as are
the considerations that condition channel selection
decisions. In the latter context much will depend
upon whether the producer wishes to pursue an
undifferentiated, differentiated or concentrated
marketing strategy and intends to push or pull the
product through the distribution channel. All
these alternatives receive attention. The chapter

concludes with a brief summary of the personal
selling function.

Chapter 19 deals with the final element of the
marketing mix — ‘Promotion policy and manage-
ment’. Like distribution, promotion and particularly
mass-media advertising is often regarded as a cost-
creating function which adds little or nothing to the
value of a product — a viewpoint which finds little or
no support in the evidence presented here. Starting
with the argument that awareness is a necessary
prerequisite to purchase, Schramm’s model of the
communication process is reviewed to clarify the
essential point that all information has to be trans-
mitted by a sender to a receiver. While personal
communication may be the most direct method, it is
by no means always the most efficient or cost-
effective, and it is here that the impersonal and indi-
rect methods classified collectively as ‘promotion’
have an important role to play. Ever since Lord
Leverhulme offered the opinion that half his adver-
tising expenditure was wasted, marketers have been
increasingly concerned with the problem of deter-
mining which half. To solve this conundrum one
must first have some working hypothesis as to how
advertising works and the two major schools of
thought — that attitudes cause behaviour and vice
versa — are analysed to throw light on the problem.
Once one has formed an opinion as to how advertis-
ing works it becomes possible to formulate objec-
tives and state policies for their achievement. In turn
this leads to a discussion as to how one should set an
advertising appropriation and measure the effec-
tiveness of the expenditures incurred.

The chapter concludes with a look at the prob-
lems involved in choosing between the various
promotional alternatives in order to develop an
optimum promotional mix. This chapter con-
cludes Part 3 and introduces Part 4 ‘Implementing
Marketing’.

Since the publication of the first edition in 1985
the importance of service has become much more
widely recognised, to the point that specialised
textbooks are now available concerned solely with
this aspect of the marketing mix. Within a general
text it is not possible to give the topic extended
coverage but Chapter 20 explores some of the key
issues of customer care and their contributions to
competitive marketing strategy. The chapter
concludes with a discussion of how one should
offer and price customer services.
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Chapter 21, ‘Developing a marketing culture’,
opens with a discussion of the relationship
between organisational structure and strategy
formulation. As recognised elsewhere in the book,
most strategies are developed by organisations
which already exist. Only rarely does manage-
ment have the opportunity of the clean sheet start-
up situation so easily assumed in the textbooks.
Accordingly, strategy formulation must take place
within the constraints of existing structures, and
the existing values and attitudes associated with
them. While marketers naturally emphasise the
importance of a marketing orientation, it is quite
clear that other functional aspects of business may
colour an organisation’s overall orientation — R&D,
production, sales and finance. The nature of these
orientations is examined together with the under-
lying concepts of organisational climate, corporate
personality and culture as the basis for determin-
ing what is required to develop a marketing-
oriented organisation. The chapter concludes with
a review of the issues involved in implementing
marketing.

Chapter 22 takes a brief look at the nature of the
short-term marketing plan. The need for formal
plans is justified and a normative framework
proposed. The conditions necessary for producing
market plans are spelt out, as are the key elements
in the marketing plan itself.

Within the constraints imposed by the environ-
ment, the firm will seek to control its own actions
in order to achieve its corporate objectives in the
most effective and efficient way, and control is the
theme of Chapter 23. The primary concern of
marketers must be to optimise the marketing mix
and to do so they must attempt to quantify and
measure the contribution of its different parts. To
this end cost-volume—profit relationships are
examined, as are the concepts of cash flow and
present value. Finally, in order to assess both one’s
own and one’s competitors’ performance, a brief
look is taken at the interpretation of corporate
accounts through the use of management ratios.

Chapter 24, ‘Current issues and future trends’,
is an overview of some of the ‘hot topics’ in
marketing at the time of writing and includes
coverage of information technology and market-
ing, electronic commerce, ethics in marketing,
green marketing, corporate social responsibility,
globalisation and marketing strategy, and guerilla
tactics in marketing.

Chapter 25, ‘Recapitulation’, is just that. Unlike
this introduction, which is designed to give a
broad overview of the scope and coverage of the
book as a whole, the final chapter is more eclectic,
in that it seeks to tease out what I regard as the key
lessons to be learnt from a reasonably extensive
and rigorous review of the field as a whole.
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