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INTRODUCTION

How Good is your Marketing organization? Is it
fit for purpose? How do you know?

Chief Executives and Financial Officers are asking
these questions of managers of marketing. Executives
responsible for marketing organizations, are under
pressure to justify investment and improve results.
The efficient and effective management of all the
necessary resources for getting and retaining business
is therefore essential. Marketing managers are
assessed on the productivity of their marketing
organizations, now as never before.

Getting and retaining business costs money, but how
much do you spend, how do you spend it and is the
expenditure justified? Those in charge of marketing
are increasingly asked to answer these questions.

The executive who holds responsibility for managing
the resources, assets and activities involved with
marketing, may not be a professional marketer or be
experienced in all of the diverse activities and
resources that make up the total marketing function.

This book is a handbook of practical advice for the
effective management of all those activities involved in
getting and retaining business, which are collectively
known as “marketing.” Based on over 20 years
experience with over 60 companies as a professional
Interim Marketing Practitioner and Management
Consultant, it is not a book of theory, but of actual
practice. Its purpose is to act as a reminder of what
actions need routinely to be taken, what questions
should be asked, what needs to be done. It thus
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provides a framework for operating and managing the
Marketing function in manufacturing and service
companies, in both the Business to Business and
consumer sector.

The book is aimed at all those who have responsibility
for managing marketing activities and does not
depend on previous knowledge, marketing background
or training.

It enables the executive charged with the
responsibility of managing to:

[ Structure the work and activities of the
marketing function.

Analyse the procedures.

Evaluate the results.

Question the knowledge base.

Write effective marketing plans
Measure Marketing performance.
Analyse sales, revenue, costs, profits.
and return on investment.

The contents also provide aide memoirs and check
lists for practical management of the marketing
function.

The performance of the manager of marketing will be
judged by how efficiently and effectively the assets
and investments are used to generate revenue.

This book sets out to provide effective process and
procedure for the efficient management of the
marketing functions the assets and investment.

While the practice applies mainly to the large and
medium sized organizations, the principles and much
of the practice apply equally to small business.
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WHAT IS MARKETING?

The definition of marketing is being constantly
changed by marketers, so that the word means
different things to different people. Even marketers
use the word carelessly and talk of “*marketing” a
product or service, when they really mean advertising
or selling. However to have meaning, the term
“marketing” must be defined and used in context. To
that end, there have been a number of definitions
developed over the years, three of which are set out
below.

Philp Kotler defined Marketing as “the social process
by which individuals and groups obtain what they need
and want through creating and exchanging products
and value with others.”

Peter Drucker gave a broader definition, - "Marketing
is not only much broader than selling, it is not a
specialized activity at all It encompasses the entire
business. It is the whole business seen from the point
of view of the final result, that is, from the customer's
point of view. Concern and responsibility for marketing
must therefore permeate all areas of the enterprise. *

In October 2007, the American Marketing Association
Board of Directors adopted a new definition of
marketing, as “the activity, set of institutions, and
processes for creating, communicating, delivering, and
exchanging offerings that have value for customers,
clients, partners, and society at large.”

These three definitions epitomize a lot of current
thinking on marketing, concentrating on customers
and “added value”. What is meant by “added value” is
often never explained, and despite all the customer
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centric descriptions of marketing, its overlaying
purpose seems to be forgotten.

For many, marketing is still seen as an art not a
science where marketing performance cannot be
measured in any meaningful way. While this view is
demonstrably wrong, the view still persists. The
performance of the “marketing” function is measured
by results and those results must include the
measurable contribution of the marketing effort to the
business objectives, and the production of sustainable
profitable revenue. The purpose of marketing in any
organization or business is to produce sustainable
profitable revenue and nothing else. The marketing
organization generates sustainable revenue by
anticipating and satisfying customer demand
profitably. This is best summed up in the Chartered
Institute of Marketing’s 1976 definition of Marketing
that it is:

“the management process that identifies
anticipates and satisfies customer requirements
profitably”.

This definition has yet to be bettered, in that it
encompasses the generation of profit by the
satisfaction of customer requirement.

In many companies, the sales function is treated
separately from marketing or may be at best
combined into a sales and marketing department. But
if marketing encompasses all those activities which
anticipate and satisfy customer demand profitably,
then the scattering of those various activities around
the company organization makes no sense, and
prevents good management.

In fast moving consumer goods businesses, the
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marketing function (including sales organizations) tend
to be large. Whereas, in industrial and business to
business organizations, while the sales organization
may be large, that of marketing is often small by
comparison and frequently a separate department.
However, the division of sales from marketing tends to
fragment what should be collective endeavour, into
competitive animosity. Marketing is frequently
perceived too narrowly, in terms of advertising and
sales, and lacking the quantifiable accountability of
Finance and Production, fails to prove and justify its
contribution.

“Sales” is the only marketing activity which actually
produces income. To be effective, the sales function
requires the direction provided by marketing research
and planning, together with the support of advertising.
We do not “market” products and services. We
research, advertise, promote, and sell products and
services, which collectively are all part of *marketing”

By the Chartered Institute of Marketing’s definition, it
is clear that the purpose “marketing” in any business,
is the generation of profitable revenue. It therefore
follows that all the business getting and retaining
activities, which includes selling, should therefore be
managed as a single business area known as
“marketing”. The responsibilities of marketing are thus
fundamental to a business, being supported by the
resources of finance and personnel.

The main objective for the Chief Marketing Officer
(CMO), is to maximize the income of sustainable
profitable revenue for the continuation of the business,
while minimizing the use of marketing costs and
investment required. The CMO has the additional
responsibility for achieving the corporate marketing
objectives within the budget. Provided that the CMO
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achieves or exceeds the objectives within the budget,
the way that the marketing function is conducted need
not be questioned. Only if the targets are not reached,
or the budget is exceeded, will actions and investment
need to be justified with quantified data by the CMO.

Many marketers see their objective as being to
maximize sales, using every means available to
identify and satisfy customers. For this they invest in
advertising, market research, sales incentives,
discounts and competitive pricing. All these are valid
marketing tools which work collectively in increasing
sales and maintaining product and market share.
However, the prime purpose of the marketing function
is the generation of sustainable profitable revenue, to
ensure the long term continuance of the business,
rather than the maximization of sales or market share
or the achievement of revenue targets.

As the business getting function of an organization,
marketing is of major importance, but its ability to
satisfy customer demand is not entirely in its own
control, as “production” or “service provision” have a
major contribution. For this reason, marketers must
not only be able to measure marketing performance,
to ensure that resources are being used effectively,
but also be aware of the performance of production
and service provision in the generation of overall
profit.

Marketing actions do not take place in a vacuum.
Satisfying customers does not in itself make a profit.
Customers can easily be satisfied by providing free
goods and services, but without profitable revenue
there will soon be no business. The generation of
profitable revenue is the purpose of marketing and for
that reason any definition of marketing that ignores
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profit is incomplete, for it ignores the purpose of the
action.

While the job of the CMO is to maximize profitable
revenue by the efficient and cost effective use of
investment and assets, the marketing function on its
own does not make the profit for a business. All the
elements of the business, finance, production, supply,
and personnel, directly or indirectly contribute to
overall profit. Only the marketing function provides the
source of profitable revenue. However, the successful
efforts to generate sales revenue, if not thought
through carefully, can impinge on other areas of the
business, creating variable and unforeseen costs
outside the “"marketing” area. Any marketing action
which results in additional costs in areas outside
“marketing”, is a cost against the marketing budget,
and will reduce the value of the overall marketing
contribution.

In most businesses, the various departments generally
see their own performances in isolation. The challenge
for the CMO is to encourage separate departments to
become more integrated to the common goal of
making long term profits. To that end, all business
departments have a responsibility to provide
measurements of their own performance, but should
also have an interest in the performance other
departments which have effect, or are effected, by
their own activities. This is particularly important with
marketing, whose success or otherwise will have effect
on such areas as finance, production, and personnel.

If marketing departments are to work efficiently and
effectively to ensure the efficient planned use of
investment and resources, the CMO must have
detailed quantified marketing plans to meet the
quantified objectives of the business. It is the task of
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the CMO to ensure that the performance of the
marketing function adheres as closely as possible to
the performance objectives of the marketing plan.
Under performance means that the objectives of the
marketing plan will not be achieved and the planned
contribution to the overall business plan will not be
met. However, over performance while apparently
beneficial, means that additional resources particularly
financial may be required to meet unplanned
requirement. Such situations can produce unplanned
costs and reduced profitability, and in extreme cases
to situations of overtrading. It is Marketing’s job to
plan correctly and to work to ensure that results
remain within acceptable limits of the plan.

Implementing marketing plans and achieving their
objectives cannot be done effectively without a full
understanding of the measurements of marketing
performance. Neither can implementation be achieved
without awareness of marketing’s effect on those
other business activities which support it. Performance
measurement is the key to understanding the
effectiveness of any business organization. Marketing
performance measurement should not therefore be
considered in isolation from the performance of other
business functions or the business as a whole

Marketers must also be aware of and understand the
necessary support of the other business activities, as
well as the effects and consequences of its actions on
them. For marketing to function in satisfying customer
demand profitably, it requires funds from the finance
department, the provision of a product or service, and
personnel able to carry out the marketing activities. All
the business functions are interdependent with the
ultimate purpose of making profits for the business.
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Customer satisfaction is not the purpose of marketing.
The purpose of marketing must be the generation of
profitable revenue, by the satisfaction of customers.
The Chartered Institute of Marketing’s current
definition contains all the necessary elements that
define the marketing function, but the emphasis
should be changed to include the purpose of marketing
within the business organization. Thus for the
purposes of this book, Marketing is defined as:

"encompassing all those activities which
generate sustainable profitable revenue by
anticipating and satisfying customer demand.”
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