Marketing Strategy



To Jane

The wind beneath my wings



Marketing Strategy

The Difference Between Marketing and Markets

Third edition

Paul Fifield

AMSTERDAM ® BosToN ® HEIDELBERG ® LONDON ® NEw YORK ® OXFORD
PARis ® SAN DIEGO ® SAN FRANCISCO ® SINGAPORE ® SYDNEY ® TOKYO
ELSEVIER Butterworth-Heinemann is an imprint of Elsevier

oS



Butterworth-Heinemann is an imprint of Elsevier
Linacre House, Jordan Hill, Oxford OX2 8DP, UK
30 Corporate Drive, Suite 400, Burlington, MA 01803, USA

First edition 1992
Paperback edition 1993
Second edition 1998
Third edition 2007

Copyright © 1992, 1998, 2007, Paul Fifield. Published by Elsevier Ltd. All rights reserved

The right of Paul Fifield to be identified as the author of this work has been asserted
in accordance with the Copyright, Designs and Patents Act 1988

No part of this publication may be reproduced, stored in a retrieval system
or transmitted in any form or by any means electronic, mechanical, photocopying,
recording or otherwise without the prior written permission of the publisher

Permissions may be sought directly from Elsevier’s Science & Technology Rights
Department in Oxford, UK: phone (+44) (0) 1865 843830; fax (+44) (0) 1865 853333;
email: permissions@elsevier.com. Alternatively you can submit your request online by
visiting the Elsevier web site at http://elsevier.com/locate/permissions, and selecting
Obtaining permission to use Elsevier material

Notice

No responsibility is assumed by the publisher for any injury and/or damage to

persons or property as a matter of products liability, negligence or otherwise, or from
any use or operation of any methods, products, instructions or ideas contained in the
material herein.

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library

Library of Congress Cataloguing in Publication Data
A catalogue record for this book is available from the Library of Congress

ISBN: 978-0-7506-5675-7

For information on all Butterworth-Heinemann publications
visit our web site at http://books.elsevier.com

Printed and bound in The Netherlands

0708091011 10987654321

Working together to grow
libraries in developing countries

www.elsevier.com | www.bookaid.org | www.sabre.org

ELSEVIER BOOKAID o, p.0 Foundation




Contents

Preface to the third edition
Preface to the second edition
Preface to the first edition

Introduction

I1
1.2
1.3
1.4

What is market(ing)?

What is strategy?

What is market(ing) strategy?
The approach of this book

Part One - Preparing for the Market(ing) Strategy

1 The internal business drivers

1.1
1.2
1.3
14
1.5
1.6

Personal values of the key implementers
The mission/leadership

Shareholder value

Long-term financial objective

Other stakeholders’ requirements

The vision

2 The external environment

21
2.2
23
24
2.5
2.6

Customer and market orientation - the culture
The environment audit

Opportunities and threats

Strengths and weaknesses

Competitor analysis

Assessing our current position - a conclusion

3 The business strategy

3.1
3.2
3.3
34
3.5

The financial hurdles

The business objective

Business strategy

Competitive strategy

Sustainable competitive advantage

vii
iX
X1

==
O N O R

29
29
31
33
35
38
40

43
44
44
54
74
78
82

87
89
90
94
97
104



vi Contents

Part Two — Developing the Market(ing) Strategy

4 From business to market(ing) strategy

5 The market objectives

51
52
5.3

The planning period
What makes a good market objective?
Using market(ing) objectives

6 Developing the market(ing) strategy (SCORPIO)

6.1
6.2
6.3
6.4
6.5
6.6
6.7

Industry or market?

The customer

Segmentation and targeting

Positioning and branding

Customer retention

Organization - processes and culture (with Hamish Mackay)
Offerings

Part Three — From Market(ing) Strategy to Tactics

7 Making it happen

71
7.2
7.3
7.4
7.5
7.6

Market plans

Market control systems

Strategy evaluation

Identifying barriers to implementation
Identifying drivers for change

Using the system

Epilogue

Appendix: The Strategy checklist

Index

113
115

119
120
120
122

127
135
146
164
181
203
218
238

271

273
275
276
278
285
290
292

301
305
311



Preface to the third edition

The first method is that of a schemer and leads only to mediocre results;
the other method is the path of genius and changes the face of the
world.

Napoleon Bonaparte

Writing this preface, the first thing to say is, this third edition has been a long time
coming, and it’s grown in the six years that it's taken to write. There are many
reasons for this, not least the development of the SCORPIO approach, which has
grown through use with clients and developing real market strategies. Every time
I used it, the better it seemed to work, but it always changed a bit - if I put it into
print it would be out of date, wouldn't it? By the time SCORPIO had ‘settled
down’, it was full of really good stuff but there was a lot of it — and it would entail a
lot of writing and where was the time? But, then publishers and past readers
stopped asking where the new book was - and that made me worry, so here it is.

Also, apart from the ego and the new position as Visiting Professor at
Southampton University, there is another reason that spurred this edition on,
the reason why all the way through the book you will find the term ‘market(ing)
strategy’ being used: the increasing danger of the marketing profession falling
into mediocrity. Marketing was always intended to be the co-ordinating activity
designed to identify, anticipate and focus the rest of the organization on customer
needs. This is a far, far bigger job than producing the advertising and the
brochures, but apparently one that some marketers feel hesitant to take on.
Marketing is all about the “market’. If ‘marketing’ is (still) confused with “market-
ing communications and services’, then you should remember that market(ing) in
this book means so much more.

Like some of my readers, I am getting to that stage in life when I start counting
things - like the number of years I have been in market(ing), the number of
companies I have met who (still) believe that products make profits, the number
of times I have met marketers who complain so bitterly about marketing not being
given the status it deserves in their organization. But counting does give
perspective.

When I started in market(ing), I believed that it was just a question of timing and
that, given the correct data (and encouragement), marketers and companies
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would see the light and become customer led and much more profitable. Ah, the
innocence of youth. Today we see a landscape that has not changed significantly
over the years: finance departments still calculate product/service profitability;
sales departments still dictate prices and payment terms; operations still dictate
product/service availability; R&D functions still create new products and serv-
ices based on technical features rather than customer benefits.

And too many marketing departments still busy themselves with writing brochures,
organizing events and creating leads for the sales force.

On top of that, Philip Kotler turns up in Europe and says that it’s terrible that
marketing really only seems to consist of one P, promotion. At the same time,
universities and business schools are re-arranging their programmes so that
issues that used to appear on marketing modules (such as segmentation) now
appear on business strategy modules.

Meanwhile, in business, new board positions are appearing; Commercial
Directors have been around for a while but they are now joined by the Business
Development Director. Strange that the universities and business schools haven’t
developed a ‘business development” module for their MBA programmes yet.

And too many marketing departments still busy themselves with writing brochures,
organizing events and creating leads for the sales force.

The result is that market(ing) is still not on the business agenda. Market(ing) is still
not properly represented on the board. Customers are still not receiving the
service they deserve. Organizations are still not as profitable as they should be
and are still not differentiated from lower priced international competition. There
really is no way of escaping the responsibility here - the “marketing profession’
really only has itself to blame. As long as too many marketers concentrate on the
brochures, events and sales leads, we allow market(ing) to be classified as an
optional business activity — one that can be cut as soon as the recession comes
around again.

But, the job needs to be done, customers are still not receiving their due - genuine
customer value. This book is written for any manager who is prepared to take up
the market(ing) challenge, ‘real marketers” included. But this book, and all the
books in the world, can only give you the tools to act. Acting depends on you.
Paul Fifield



Preface to the second edition

The first edition of this book was written in 1990/1991 and was my very first foray
into the world of books and writing on such a scale. Over the life of the first edition,
the world - and our marketplace - has undergone a number of radical changes,
some of which I have tried to capture in this revised edition. Working through the
revisions, I have been struck by the nature and scope of the changes that have
affected marketing over the past six years. Driven by the fundamental changes in
society which we have and continue to witness, marketing as it is practised is
changing fast. The buoyant markets of the 1980s have given way to 1990s markets
which are much more competitive, focused and unforgiving of failure. Time to plan
is a luxury of the past although, paradoxically, the need to plan and think strate-
gically is more important than ever. The simultaneous need to think strategically
and act tactically in today’s business environment of fewer resources and short-
ening deadlines is working to separate the marketing ‘sheep from the lambs’.

The pace of change in marketing is such that at the moment we are still in the
process of working out how to solve today’s problems. Knowing that yesterday’s
solutions no longer work is the first step, finding the answers we need is still a
voyage of discovery. I had hoped that this second edition would be more illumi-
nating in terms of answers than it has, in fact, turned out to be. But working with
clients on a daily basis, it is apparent that markets are moving at a speed that
renders ‘new’ ideas redundant at a rate that makes them inappropriate for a book of
this nature. Consequently, I have tried to concentrate on the mindset and attitudes
of the successful and practising marketer required in the late 1990s. When there are
no successful case histories to guide us, only a return to the fundamentals of
marketing makes sense; from here we will have to create our own case histories.

Also, I stress again that this book is designed primarily for the use and guidance
of the practising marketer. Since writing the first edition, I have spent a number of
years as senior examiner (diploma) at the UK Chartered Institute of Marketing.
This role has brought me (and this book) into contact with more academic writers
and educators. The response of many to this book’s approach to marketing
worried me at the time and concerns me more as time goes on. My approach to
marketing has remained largely unchanged over more than twenty years and is
based on the constantly supported belief that:

(1) Long-term profit is the name of the game and

(2) Only satisfied customers (who come back for more) will produce long-term
profits.
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This book is based on the belief that marketing is about achieving results, not
manipulating theories. This is not always a precise or elegant process — not an
approach which some of my academic colleagues find to their taste, believing that
technical knowledge and ability to manipulate theory is what should be taught
and what should be done. I do not imagine that many academics of this mould
will be lovers of this book but I remain unbowed by such criticism. This book was,
and is still, written for the practising marketer, not the academic. Marketers not
driven to find practical and workable answers and to implement them will
probably find other marketing texts more to their taste.

Finally I must thank the primary contributors to this edition. They say a writer
must always write about what he knows. Working full time as an independent
advisor/consultant with large organizations, I am confronted by today’s complex
strategic marketing problems on a daily basis. The problems of declining resour-
ces, increasing competition and short-term targets are real for all my clients, both
market leaders and pretenders. For all of them, the overwhelming challenge has
been to find strategic solutions that can be implemented and then to implement
the solutions which we have found. Achieving this has often necessitated rewrit-
ing the old tenets of marketing. Without the experience gained by working with
such clients, this edition could not have been written. It is a great pity they must
remain anonymous.

Paul Fifield



Preface to the first edition

This book has been written with one clear goal in mind - to make the whole area
of marketing strategy (and strategic marketing) accessible to the widest possible
audience. I have tried to strip away all the jargon, the mystique and the confusion
that tend to surround one of the most simple and common sense areas of modern
business - marketing. Only response from you, the reader, will tell me whether I
have succeeded.

Putting the theories, the science and the buzzwords to one side, there is really
nothing at all complicated about marketing and marketing strategy. We and our
organizations will continue to thrive as long as we make what our customers
want. As soon as we deviate from this simple line we will start to founder.
Obvious - yes. Common sense - yes. Then why do we all have so many problems?
Because we are human beings and not machines.

Human nature is what, [ hope, typifies this book. Marketers are people, customers
are people, even organizations are simply collections of people. Marketing and
strategy are about relationships - not organizations to markets but, in reality,
people to people - it is this simple dimension that I have tried to bring into play all
through discussions about financial objectives, competition, market segmenta-
tion, etc. Not that theories are completely absent; they have their place, but they
cannot be used to hide behind.

This book is written, above all, for the practising marketer, whether in marketing,
finance, engineering, personnel or sales and at any level in the organization that is
affected by the customer. The book follows what is, I hope, a logical framework
but the most important lesson must be: try it. Try something, see how it works and
then grow bolder. As Samuel Johnson said, it matters little which leg you put in
the trousers first!

When you try, let me know what happens.
Paul Fifield








