
Product-Manager Driven

Many companies still depend on product managers and one-way mass marketing

to push a product to many customers.

Customer-Manager Driven

What’s needed is customer managers who engage individual customers or narrow

segments in two-way communications, building long-term relationships by

promoting whichever of the company’s products the customer would value most

at any given time.



Research and development. When a product is more about clever

engineering than customer needs, sales can suffer. For example, engineers like to pack lots

of features into products, but we know that customers can suffer from feature fatigue,

which hurts future sales.

To make sure that product decisions reflect real-world needs, the customer must be



is best seen as a means to an end, one way to build customer equity (see “Customer-

Centered Brand Management,” HBR September 2004). Customer equity has the added

benefit of being a good proxy for the value of the firm, thereby making marketing more

relevant to shareholder value.

New metrics for a new model

The shift from marketing products to cultivating customers demands a shift

in metrics as well.





The exhibit “Extending brands without destroying them” diagrams the two ways

marketers can extend a purpose brand without eroding its value. The first option is to

move up the vertical axis by developing different products that address a common job.

This is what Sony did with its Walkman portable CD player. When Crest was still a clear

purpose brand, P&G could have gone this route by, say, introducing a Crest-brand

fluoride mouth rinse. The brand would have retained its clarity of purpose. But P&G did

not, allowing Johnson & Johnson to insert yet another brand, ACT (its own fluoride mouth



The world’s largest opportunity

A growth forecast (in trillions)



Six key female consumer segments



The fitness chain Curves recognized and responded to women’s concerns—and grew

quickly as a result. Curves has a very simple concept: cheap, fast exercise for women only,

with no-frills spaces suited to middle-aged clients of average build. Helpers stand by to

usher them through a simple 30-minute circuit, so there’s no need to hire a trainer.



By contrast, Express stores focused on style and color but failed to deliver a consistent

fit. Women might try on four garments marked “size 8” that actually varied in size from 6 to

12. The chain’s sales began to lag so much that its parent company, Limited Brands, ended

up exiting the fashion apparel business; it sold Express to a private equity group in 2007.

The costliness of clothing was another sore point for the women in our survey. That

explains why respondents also favored Sweden-based H&M. Its stores offer inexpensive,

fun, trendy clothes and, with a rapid turnover of stock, an element of surprise each time

shoppers visit. Women value the ability to buy a new outfit without breaking the bank.

Perhaps contributing to H&M’s success is the fact that nearly 80% of the company’s



An unhappy customer with $20 million plus to invest represents a golden opportunity.

Overall, the markets for investment services and life insurance for women are wide open.

(For three of the largest opportunities, see the exhibit “Financial categories where

untapped sales to women are worth trillions.”)

Health care was a source of frustration for women in our survey—and for middle-aged



And women are the customer. There’s no reason they should settle for products that

ignore or fail to fully meet their needs, or that do so cynically or superficially. Women will

increasingly resist being stereotyped, segmented only by age or income, lumped together

into an “all women” characterization, or, worse, undifferentiated from men.

The financial crisis will come to an end, and now is the time to lay the foundation for



Suppliers use the term “value proposition” three different ways. Most

managers simply list all the benefits they believe that their offering might

deliver to target customers. The more they can think of, the better. Some

managers do recognize that the customer has an alternative, but they often

make the mistake of assuming that favorable points of difference must be

valuable for the customer. Best-practice suppliers base their value

proposition on the few elements that matter most to target customers,

demonstrate the value of this superior performance, and communicate it in

a way that conveys a sophisticated understanding of the customer’s business

priorities.

The Building Blocks of a Successful Customer
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Members of hubs are united by their admiration of an individual (think Deepak Chopra

or Hannah Montana). The hub is a strong albeit unstable form of community that often

breaks apart once the central figure is no longer present. But hubs can help communities

acquire new members who hold similar values. Harley Davidson, for instance, built a



Should You Create More Interconnection?

Strengthening Sales/Marketing interconnection isn’t always necessary. For

example, if your company is small and the teams operate independently while

enjoying positive, informal relationships, don’t interfere. The table offers guidelines

for companies that do need change.



In the first quarter of 2001, Satmetrix began tracking the “would recommend” scores of

a new universe of customers, many thousands of them from more than 400 companies in

more than a dozen industries. In each subsequent quarter, they then gathered 10,000 to

15,000 responses to a very brief e-mail survey that asked respondents (drawn again from

public sources, not Satmetrix’s internal client customer lists) to rate one or two companies

with which they were familiar. Where we could obtain comparable and reliable revenue-

growth data for a range of competitors, and where there were sufficient consumer

responses, we plotted each firm’s net promoters—the percentage of promoters minus the

percentage of detractors—against the company’s revenue growth rate.

The results were striking. In airlines, for example, a strong correlation existed between

net-promoter figures and a company’s average growth rate over the three-year period



together—which in itself is quite interesting.)



Eventually, successful small businesses add a marketing person (or persons) to help

relieve the sales force of some chores. These new staff members conduct research to

calibrate the size of the market, choose the best markets and channels, and determine

potential buyers’ motives and influences. They work with outside agencies on advertising

and promotions. They develop collateral materials to help the sales force attract customers





Encourage disciplined communication. When it comes to

improving relations between any two functions, the first step inevitably involves improving

communication. But it’s not as simple as just increasing communication between two

groups. More communication is expensive. It eats up time, and it prolongs decision



affecting revenue—specifically, marketing, sales, service, and pricing. This manager could

also be called the chief customer officer (CCO), a title used in such companies as Kellogg;

Sears, Roebuck; and United Air Lines. The CCO may be more of a customer ombudsman

or customer advocate in some companies; but the title can also signal an executive’s

broader responsibility for revenue management.

Sales and Marketing integration checklist

To achieve integration between Sales and Marketing, your company needs

to focus on the following tasks.
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Define the steps in the marketing and sales funnels. Sales

and Marketing are responsible for a sequence of activities and events (sometimes called a

funnel) that leads customers toward purchases and, hopefully, ongoing relationships. Such

funnels can be described from the customer’s perspective or from the seller’s perspective.

(A typical funnel based on the customer’s decision sequence is shown in the exhibit “The

buying funnel.”) Marketing is usually responsible for the first few steps—building

customers’ brand awareness and brand preference, creating a marketing plan, and

generating leads for sales. Then Sales executes the marketing plan and follows up on leads.




