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Foreword

We are delighted to present this best practice compilation of 30 ESOMAR
World Research Papers, realized in cooperation with John Wiley & Sons.

Each of the selected papers, first presented at an ESOMAR event over
the last ten years, is an authoritative and valuable reference in its own right
on how to conduct research and how to use research to greatest effect.
Each paper illustrates how the best research can truly support the objective
and informed process of decision-making for business around the world.

Seen as a whole, we also wanted to go beyond pure methodology,
and so chose papers which have made an important contribution to how
research has developed as a discipline and which demonstrate those new
skills which are so important for the evolution and vitality of the industry.

We're very grateful to our editorial team, Peter Mouncey of Cranfield
University School of Management, UK and Frank Wimmer of GfK
Nuremberg and University of Bamberg, Germany, respectively, for
their thoughtful and passionate commitment to this project. The board
of ESOMAR’s Developing Talent initiative provided their ideas and
guidance to ensure that the Best Practice papers lived up to the initiative’s
ideals and the objectives of stimulating the development of research skills
for today’s changing and increasingly demanding marketplace.

Finally, of course, our thanks go to all the authors who allowed their
work to be reproduced here.

I hope you’ll agree that ESOMAR’s Book of Best Practice succeeds
in showcasing the best the market research industry has to offer.

Véronique Jeannin
Director General
ESOMAR






Preface

When we first met at the outset of this project, we asked ourselves: ‘what
ideas, philosophies and concepts form the best practice for our indus-
try?” A very daunting question and one not answered easily. There are
important new challenges facing the market research industry. In partic-
ular, expectations have changed. We are moving from data-management
to decision-facilitation; from an emphasis on methodology and tactical
support to input at the strategic level.

Looking around, we decided that the collection of ESOMAR World
Research Papers would certainly be the best place to find the material.
We initially felt that we were faced with an overwhelming amount of
material! Overall, we had an archive containing thousands of papers that
had been presented at ESOMAR Congresses, conferences, seminars and
workshops over many years. However, in reality, the agenda that we had to
address narrowed the field down to papers written and presented within
the last ten. In addition, the key relevant themes have tended to emerge
only over this period. That still left hundreds of papers to sift through, so
we concentrated our search on those papers selected for the Excellence in
International Market Research book, published annually by ESOMAR from
20002005, and topped-up with additionally selected papers, particularly
from more recent events.

Our belief was that by concentrating on certain criteria, we would
succeed in our mission. We decided that the papers we selected had to:

be evidence based, but provide interpretation from that evidence;
be creative and innovative;

contain methodological developments;

provide background, context and new knowledge;

demonstrate understanding of business and markets;

clearly demonstrate impact and influence;

be engagingly written;

have international value or application.
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We also defined the following six key part headings for the book:

Facilitating Decision-making
Knowledge Management
New Methodologies
Modelling

Facilitating Diversity

Best Practice Case Studies.

In one sense, all papers could be classified under the first heading.. . ..
a problem. We solved this by defining the papers in this part as being
focused on the role of market research in developing corporate strategy—
research in the boardroom. Integrating methods, data and knowledge
management were quickly seen as an area of research which will surely
be central both now and in the future. As business and society continue to
expand communication channels based on the Internet and e-mail, more
and more data are becoming available. Market research’s response to this
means blurring the borders between methodologies and working with
increasing amounts of information. Doing this well will allow businesses
to truly understand consumers and to keep them at the heart of the
decision-making process.

Of course using scientific, statistical and analytical methods and tech-
niques to gain insight or support decision-making means that new
methodologies and models will certainly continue to form the heartbeat
of market research. These techniques are vital to the continued growth
and development of the industry, as these papers demonstrate.

Understanding a fast-paced changing world is also critical to our indus-
try. We decided that research’s abilities to understand human common-
alities, as well as their differences, will be a cornerstone for our industry.
Our section on diversity brings cross-cultural research into the spotlight.

We also decided to group all the case studies together rather than
try and fit them to the other headings. We hope this will also help those
readers who are interested particularly in finding examples of how market
research can be applied to resolving business issues.

The book is aimed at three key audiences:

e marketers;
e academics;
e market researchers.

For all three, the aim is the same — to demonstrate the added value that
market research can bring to business decision-making, whether you are
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a marketer wanting to understand what market research should deliver,
an academic wanting to ensure that your syllabus reflects the strategic role
that market research can play or a market researcher, either in an agency
or client organization, looking for innovative and creative solutions that
will help address the business issues faced by your clients.

Whether a marketer, academic, market researcher within a client or-
ganization or a research company, we hope you enjoy the book and find
it interesting, challenging and useful. We certainly enjoyed putting it
together.

Peter Mouncey
Frank Wimmer
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Facilitating Decision-Making






Chapter One

Creating Maximum Value for
the Client: Developing a New
Strategic Role for Market
Researchers

David V. L. Smith®

This chapter argues the case for market researchers extending their
skill sets to embrace a range of business consultancy skills.

INTRODUCTION

This chapter takes the view that much of the past frustration with the
output of market research centres on our failure to extend our skill set
into four key areas that are critically important to improving the quality
of information-based decision-making. First, there is the skill required
to work more holistically with qualitative and quantitative data in or-
der to provide a rounded picture of the complexity of many of today’s
markets. Second, there are skills associated with knowing how to apply
powerful business concepts and constructs in order to bring our consumer
evidence alive. Third is the skill in knowing how to incorporate man-
agement hunch, intuition, flair and imagination into our data analysis.
Fourth, there are the skills in knowing how to help decision-makers test

* CEO, DVL Smith Group and Professor, University of Hertfordshire Business School, UK.

Market Research Best Practice. Edited by P. Mouncey and E Wimmer.
© 2007 John Wiley & Sons, Limited.
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the safety of evidence-based decisions by applying various decision facil-
itation techniques. By extending market researchers’ skills in these areas,
coupled with a greater focus on communicating with decision-makers in
an impactful way, we will dramatically improve the quality of the market
research offer to our clients. In order to make these ideas concrete, we
provide an illustrative case study example of these ideas in action. We
look at a project to assess a new high technology business communi-
cations device. We conclude the chapter by arguing that extending the
market research offer in this way is a ‘win-win’ for the market research
industry: we can continue to offer excellence in traditional market re-
search but will be responding to the growing need to bridge the worlds
of data analysis and management intuition. In this way we can prevent
the industry from becoming a low cost commodity provider of data,
with other management service players picking up the responsibility for
explaining how our consumer data impacts on business decisions.

The calls for market research to be engaged more actively in helping
decision-makers make informed judgements has led to various research
agencies extending their traditional remit over the last decade or so to in-
clude various skills more traditionally associated with business and man-
agement consultancy. But an important point to make is that agencies
which have extended their traditional market research offer in this way
do not see themselves as ‘top-down’ management styled consultants (‘we
have seen that problem before and would like to prescribe our solution to
your company’). Rather, they see themselves as essentially ‘bottom-up’—
what we might call research information-based business consultants. Ev-
erything they do is founded on a detailed and research-led understanding
of what consumers in different markets are trying to tell us. The core of
their work remains knowing what is in the heads of consumers. This is
their power. But, in addition, they offer a broad set of strategic business
skills that allow critical customer-based insights to be used to maximum
advantage during the decision-making process.

SETTING THE VOICE OF THE CONSUMER IN THE
DECISION-MAKING CONTEXT

Market research earned its spurs during the days when most businesses
were production, rather than consumer, led. In this era, individuals who
could be the ‘voice of the customer’ were seen as being of enormous
value. However, over the last few decades decision-makers — as their
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own understanding of consumers has expanded — have raised the barrier
in terms of their expectations of the feedback from market researchers.
So today, market research that is presented exclusively, some would say
naively, from solely the consumer perspective is often no longer toler-
ated. Decision-makers now want market researchers to explain exactly
how the consumer perspective nestles within the complex business, tech-
nological and social context that underpins most commercial decision-
making. They want to integrate the consumer fully into the commercial
process. Today, it is much more important than in the past for market
researchers to understand the business context for which they are pro-
viding the consumer perspective. Business success is primarily down to
strategic excellence rather than tactical retrieval. Therefore, it is impor-
tant for market researchers to understand leading edge thinking about
what makes for success, and to recognize that latent consumer need is
only part of the equation. For example, rather than simply jumping on
the brand bandwagon and assuming that having one is all that is needed,
researchers must be equipped to explain exactly why, and more impor-
tantly how, brand building should command its share of management
time and investment. The brand’s contribution as a corporate asset must
be understood realistically, rather than assumed, if it is to be leveraged
properly. And the wider commercial context that market researchers are
expected to understand does not rest on having a good working knowl-
edge of fundamental business concepts and a perspective on how leading
edge strategic business thinking is evolving constantly. It also extends to
understanding the technological context. Today, with the interconnec-
tivity and convergence of so many different products, it is imperative for
market researchers to have a full mastery of the technological environ-
ment, if they are properly to assess opportunities that might not fit with
existing convention. We cannot rely on researched consumers, on their
own, to be clear about what is happening around them. We have to be
able to interpret their, by definition, naive responses in an appropriate
manner.

For today’s market researchers to be taken seriously, they also need to
have a perspective — a sound conceptual grasp — of how communica-
tions in our complex, chaotic, nonlinear and multimedia culture operate.
They need to be at the forefront of challenging the received wisdom
and leading the way in reconstructing their measurement systems to,
for example, reflect the behaviour of decreasingly deferential and more
streetwise, communications-aware consumers. Consumers today can read
the writing on the wall — and elsewhere. Consumers now know how to
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pick up all the cues and clues about what brands represent. In short, it
is a world that requires the researcher to take a properly holistic view of
the different communication ‘touch-points’ that can impact on building
brand reputations.

In sum, agencies that are extending their traditional offer to include
more business consultancy skills are today attaching much more impor-
tance to understanding the wider context of the problem they are in-
vestigating. They know that ‘context explains everything’. It is all about
the ‘panorama principle’. This tells us that, all other things being equal,
in most investigations if there is a choice between going in for more
detail or stepping back and understanding the big conceptual picture,
then the latter, rather than the former, is likely to pay the greater divi-
dends. It is the researchers’ ability to see the ‘wood for the trees’, and to
stand back and see the shapes and patterns at work that differentiate the
consultancy-based agency from the more traditional data-centric market
research supplier. The future is becoming less about drilling down into a
more and more detailed understanding of the consumer evidence alone,
and more about understanding the underlying structures that explain
what is happening in society, technology and within organizations.

DEVELOPING A MORE HOLISTIC APPROACH
TO MARKET RESEARCH ANALYSIS

The market research discipline grew out of classic social science method-
ologies. This set up the expectation that market research provides some-
thing close to ‘scientifically objective’ truth, whereas in reality what we
do is no more than loosely follow some of these guiding principles to
achieve what we might call a ‘scientific approach’ (this, by the way, is
totally respectable). In short, the harsh reality is that, at best, market re-
search is as much an art as it is a science. But everything is confused by
the pressure we face as an industry, on the one hand, to deliver data that
lives up to the quality ‘gold’ standard of ‘correct’ social science method-
ology, but, on the other hand, to respond to the realities and pressures
of the modern business information world. This tension is seen in the
frustration many market researchers experience in trying to make sense
of the enormous breadth that is the reality of 21st century marketing data.
With a few exceptions, the current market research literature looks rather
tired and outdated because it does not look holistically at both the art and
science of market research. One particular peculiarity of our technical
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literature is that it is devoted largely to the idea of analysing a solitary
dataset, on the assumption that these data have been collected in a fairly
orthodox way, thereby enabling the application of classic ‘textbook’ sta-
tistical tests. This rigid adherence to, now outdated, analytical concepts
about the way we handle data is very frustrating for new look market
research agencies genuinely keen to help business leaders make informed
evidence-based decisions. They know, of course, that most decisions are
based on multiple sources of data where the information rarely meets the
requirements of orthodox methodology. The challenge, therefore, is to
develop rigorous frameworks that allow us to understand information in
a more holistic way. Here it is important to stress that the holistic ap-
proach does not mean that we have drifted into an ‘anything goes’ way
of collecting and interpreting consumer data. The holistic researcher will
tollow a rigorous process akin to journeying along an ‘information learn-
ing curve’. As they do so they will know that many of the data they are
evaluating will be of questionable accuracy with no rigorous account of
the method employed to assemble the data. None of this, though, disturbs
today’s experienced analysts. They are rapidly learning how to ‘compen-
sate” for these methodological inadequacies in their evidence. As they
journey along the information learning curve they constantly evaluate
each piece of evidence by referring to other prior knowledge. Criti-
cally, today’s researchers do not suspend disbelief and assume or ‘pretend’
that the data have been collected using ‘classic’ methodologies. They are
totally transparent with clients about the way they operate in today’s im-
perfect information world. Specifically they are committed to developing
holistic analysis frameworks that help them make sense of imperfect data
and resolve the mismatch between the classic purist techniques still being
used, and the messy evidence with which we typically have to work. (See
Smith and Fletcher, 2004 for a comprehensive review of holistic analysis
frameworks.)

CAPITALIZING ON THE GROWING INTERPRETIVE
POWER OF MARKET RESEARCHERS

Today’s breed of more business-consultancy-based market researchers are
honest enough to state explicitly that ‘not all respondents are created
equal in their ability to contribute to the survey process’. They are trans-
parent in arguing that it is legitimate, on occasions, to ‘override’ some
of the consumer evidence by setting it in the context of everything else
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we know — the cumulative knowledge we have acquired over the years
about the survey process. There is a growing confidence in taking into
account the insights we now have about how attitudes are formed, and
under what conditions they can be expected to fluctuate and change.
In the early days of market research there was an inevitable tendency
to be very nervous about overriding the literal feedback provided by
consumers. Of course, the doyens of difterent forms of psychoanalytical-
based qualitative research were always inviting us to look more deeply
into exactly what people were saying. But much mainstream market re-
search was conducted, and interpreted, largely on the premise that it was
the market researcher’ job to provide a straight reportage of the direct
feedback being provided by consumers. But now, as our expertise of how
people respond to surveys has grown, we are more confident in our abil-
ity to get underneath what our respondents are telling us. Therefore, it is
important to pass our consumer data through various ‘knowledge filters’
(what we now know about the psychology of people’s responses to sur-
veys and how to interpret consumer feedback in this context). These are
discussed in detail in Smith and Fletcher (2004), so here we simply make
the point that new look market research agencies work in a transpar-
ent way with analytical holistic frameworks that openly juxtapose literal
consumer feedback with what we know from years of experience about
the robustness of the particular types of consumer feedback. This makes
for more informed and less naive market research. Business consultancy
oriented agencies take the view that conceptual thinking — informed by
the consumer evidence — is the most powerful way of solving problems.
They know what key business concepts and principles will add most
power to the consumer evidence. On occasions, this evaluation of the
available concepts will place the consumer evidence centre stage in its
more literal form. But in other situations such an evaluation may lead to
a ‘down weighting’ of the consumer evidence, given what else we know
about the issue under investigation.

HARNESSING THE POWER OF
MANAGEMENT INTUITION

Seasoned market research veterans within our ranks will have been
brought up in an era where market research represented ‘detached objec-
tivity’. As such, it was believed to be ‘superior’ to softer, more anecdotal
and archetypal evidence. This reflects the way market research, as it sought
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to achieve credibility in the 1960s and 1970s, relegated management intu-
ition and forced it to play second fiddle to the hard ‘scientific’ consumer
data. But there has been an upsurge of interest in the ‘scientific’ basis
for intuitive thought over the last decade or so. In fact, the topic of the
power of intuitive thought has almost forced its way into the bestsellers’
list. Goleman has sold millions of copies of his book Emotional Intelligence.
And the idea of left (logical) and right (creative) brain thinking is now
commonplace. Claxton’s Hare Brain, Tortoise Mind is another popular text,
as is Patricia Einstein’s book on the wisdom of intuition, and Wiseman’s
The Luck Factor. On top of all this, we find a massive upsurge in what we
might call the personal and business ‘success’ literature, much of which
highlights the power of positive thinking and the value of marshalling
positive energy to help deliver successful outcomes. Thus, we now know
that ‘informed’ productive intuition can be cultivated; practice helps. We
also know that there is scientific evidence that backs up the idea that
our brains develop instincts during childhood that can serve us well in
later life (this is about the laying down of ‘somatic markers’). We also
know that in certain situations — notably where there is ambiguity and
uncertainty — the ability to think in a circular, unorthodox, nonlinear
way about a problem can produce big breakthroughs. These days, we
have also learnt to respect practical knowledge acquired by osmosis, and
to be less ‘sniffy’ about individuals who can perform without being able
to articulate the theoretical basis for what they are doing. So, in sum,
we know that there is much to commend intuitive thought. It has many
sound credentials and is no longer seen as some inconsequential irrel-
evance. It is now recognized formally as having the potential to make
a substantial contribution in certain decision-making situations and, as
such, needs to be managed accordingly. (See Smith, 2003, for a review
of the role of intuition in decision-making.)

However, the attendant dangers of eschewing the hard data route and
just going down the intuitive route are also now being recognized fully.
We know that many decision-makers operate with rather flawed self-
knowledge, often coupled with low levels of technical know-how. This
means that when faced with uncertainty decision-makers have an in-
stinctive predilection to fill this vacuum with what is simply erroneous
or partial thinking. They will confidently present what they have con-
cluded as ‘powerful intuitive thought’, whereas, in fact, it is often just plain
wrong. Put another way, we know that decision-makers have a tendency
to let lazy, partial and stereotypical thinking — based on false assump-
tions and sloppy technical knowledge — masquerade as true ‘informed’
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intuition. So, the more business consultancy-oriented agency knows the
importance of having rigorous checks and balances in place in order not
to allow over zealous and erroneous ‘intuition’ to ride roughshod over
the consumer evidence we have assembled painstakingly. The trick is to
know when, like Henry Ford, to back your intuition (‘If I had listened
to my consumers, I would have invented a faster horse’), and when to be
aware of the danger of not having proper checks and balances in place
to curb any intuitive excesses. The following comment by Piers Brendan
in his biography of Mussolini neatly illustrates the point. He writes of
Mussolini: ‘Anything that is not spontaneous intuition fails to attract and
seduce him. In this way he creates around himself a dangerous atmosphere
of messianic expectation, which he enjoys as a sign of blind faith in his
ideas (Brendan, 2000).

In summary, market researchers have recognized the need to adapt
their approach to better reflect what we now know about the nature
of intuitive creative thought and decide how best to factor this into the
decision process. Specifically they have been active in finding checks and
balances that allow us to combine flair and imagination with the hard
consumer evidence. Here is not the place to detail the various frameworks
that holistic researchers have developed to tackle the problem of pure
consumer data being ‘dumb’, but management beliefs being ‘blind’. But
it can be confirmed that considerable effort is now going into developing
analytical frameworks that embrace the power of management hunch,
prior knowledge and intuition. Itis no longer just dismissed as unfounded,
risky or dangerous.

ADDING FLAIR AND IMAGINATION TO THE
ANALYSIS PROCESS

Agencies, which are now placing an emphasis on acquiring more business
consultancy skills, are becoming more confident than their predecessors
in bringing flair, imagination and creativity into the data analysis process.
Exactly what constitutes creativity in the market research context is a
big topic; it is one that has been addressed elsewhere by the author (see
Smith 2004). But the evidence suggests that market research agencies will
benefit from including in the project team different types of creative in-
dividuals. We know;, for example, there is creativity that is born out of the
existence of a problem; necessity being the mother of invention (Barnes
Wallace, inventor of the bouncing bomb, once said: “There always has to



Creating Maximum Value for the Client 11

be a problem first. I have never had a novel idea in my life”). Then there
is ‘synthetic’ creativity, using various, what we might call ‘thinkertoys’ in
order to help individuals think outside the box (running brainstorming
sessions using techniques to turn everything upside down and thereby
generate a creative outcome). There is also creativity defined in terms
of people’s ability to see the emerging big picture that is just round the
corner (for instance, Winston Churchill saw the likely emergence of the
communist Iron Curtain). Then there is a form of creativity that is not
just about having the analytical skills, but also the courage to push ahead
with your observations and beliefs in the face of opposition from conven-
tional thinking (Galileo and Darwin fall into this category of creativity).
And then we have creativity as a form of charismatic entrepreneurial en-
ergy, the Stellios, Woodruffe and Branson types who have the drive to
overcome practical obstacles being thrown in their way and power ideas
through to a successful execution. And sitting in pride of place in the
nobility of creativity is surely the ability to think clearly, deeply, intel-
ligently, sensitively and perceptively about issues in order to generate a
richer understanding about what is actually happening in our world.

Therefore we are beginning to find more market research agencies pre-
pared to recruit into the analysis team brand development specialists who
are able to add conceptual power to the evaluation of brands. Similarly,
agencies are beginning to recruit communications specialists able to un-
ravel the complexity of the way modern day marketing communications
‘work’. The key is finding ways of retaining the rigour of orthodox data
analysis, while still encouraging flair and imagination. It is about creating
an environment within which both rigour and imagination are respected
and can flourish.

BEING ENGAGED WITH, NOT DETACHED FROM, THE
DECISION-MAKING PROCESS

‘We now know that many senior decision-makers, when listening to mar-
ket research presentations, make their decisions in ‘real time’. The notion
of decision-takers sitting passively listening to market researchers present
different ‘building blocks’ of desk, qualitative and quantitative evidence
before thinking about what this means for them is increasingly misguided.
The big decisions are being made as the presenter is speaking. Today
decision-makers want presenters to start at the end by focusing on the
overall implications of the evidence for the end decision. They want
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market researchers to be action oriented, to take risks, and to become
involved and engaged in the decision. They do not want them to be
detached from the data by drawing out arcane distinctions between the
‘purist evidence’ and the ‘interpretation’. Many market researchers still
tend to labour under the misapprehension that provided they have done
an incredibly thorough job in collecting and analysing their data, then
senior decision-makers will listen, and do justice, to their knowledge.
Unfortunately, the world is not like this. Today, everyone has to fight
when it comes to getting his or her message over. Thus, agencies seri-
ously committed to putting market research in the vanguard of business
decision-making are aware of the enormous power of ‘corporate sto-
rytelling’. Stories are one way in which human beings make sense of
the world; we are storytelling animals. Consultancy-based agencies have
learnt that information presented as a story offers a number of important
benefits. For instance, it is a delivery style that can help communicate the
complex whole, and also one that aids comprehension. It enriches and
involves and can be inspirational, while also providing an opportunity to
entertain. It also enhances actionability and helps gain buy-in to the end
decision. In short, consultancy style agencies know that a powerful way
of presenting consumer survey evidence is to tell it as a narrative. We
know that we are presenting data for an aggregate sample, but a simple
technique that adds a bit of theatre and immediately brings presentations
to life is to present data drawn from a total sample as if they form a story
from a single customer.

And there is growing awareness of the value of market researchers de-
veloping various decision facilitation skills: helping decision-makers test
the ‘safety of the putative decisions’. First, there are the basic techniques:
helping decision-makers think clearly, logically, deeply and dispassion-
ately about the available evidence, and deciding whether the lessons about
the flaws that we know characterize the way people go about applying
information to decision-making have been applied. Are we deceiving
ourselves about the apparent quality of a critical piece of consumer ev-
idence? Are we trying too hard to believe something is true to validate
our predetermined decision? Second, there are techniques we can apply
to help decision-makers stretch their thinking. The goal here is to help
decision-makers to think big and imaginatively: to assist them to reach
out for more ‘creative’ interpretations of what the hard evidence might be
telling us. For example, amongst various techniques we might use to get
middle managers out of their tendency to default to a ‘safety shot’, rather
than be more ambitious, would be to work through the consequences of
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what such a cautious approach to the market might mean in the longer
term. The third set of techniques seeks to balance out the power of rig-
orous analysis and the potential of the imagination. Thus, the ultimate
measure of the success of the holistic approach is its ability to stretch the
decision-makers’ imaginations and do justice to brilliant, intuitive think-
ing, whilst also ensuring that these creative insights are grounded in hard
consumer evidence-based reality. This requires the application of various
checks and balances. This could include, on the one hand, turning any
extravagant, abstract, outrageous or woolly claims into concrete accounts
of how this impacts on the key decision points. And, on the other hand,
it could seek to lighten up certain data-literal decisions by getting the
parties involved to go with the overall flow of the wider body of more
intuitive-led ‘evidence’.

We now illustrate the way in which market research agencies that have
extended their offer to include various skills more traditionally associ-
ated with business consultancy might look at the introduction of a new
communications device.

MAKING SENSE OF AN IMPERFECT WORLD TO
DEVELOP THE ‘PERFECT’ BRAND: AN ILLUSTRATIVE
CASE HISTORY

One of the leading new technology companies wanted help to explore
the possibilities for capturing a slice of the burgeoning handheld multi-
media messaging market. This is an exploding product territory that the
company felt was rapidly in danger of becoming terminally hijacked by
companies like Blackberry.

Following an intensive programme of product development, the com-
pany — who, for reasons of confidentiality, we must refer to as ‘Newco’ —
had arrived at what it believed to be the perfect product to displace
alternatives. The technology was working, the funding secured and the
planning in process. All they needed was to perfect the brand, which they
recognized they needed to build in order to realize the potential. Project
‘Perfect’ was born.

For a combination of reasons, Newco decided that it needed to launch
‘Perfect’ under a new and distinct identity. Although Newco’s well-
known, highly regarded and undeniably potent brand property was a
head-brand option, it was felt that too overt an association could limit
success. More importantly perhaps, and with an eye to the future, it was
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decided that the brand should lie within an entirely separate commercial
operation.

Newco recognized at an early stage that, before any brand name, iden-
tity or communications strategy could be developed, a number of fun-
damental issues needed to be explored.

o Just how important is any eventual brand likely to be? To what extent
will it lie behind customer decision-making and, therefore, what level
of resource (in terms of time, effort and investment) should be allocated
to its development?

o How should the brand be structured to most effectively create, capture
and secure consumer demand?

e Where should Newco be looking for appropriate, and indeed compet-
itive, brand attributes? What is currently driving brands in the sector
and what could, with the appropriate application, come to drive the
new brand’s equity?

e Which elements of what we might call the ‘touch-point’ universe
should Newco’s marketing strategy be seeking to prioritize? How could
Newco best take advantage of, and indeed orchestrate, the different
messaging channels that collectively would produce the new brand’s
reputation and equity?

These questions presented Newco with a number of issues that pre-
cluded a ‘traditional’ market research solution.

o The market is still very new. It is not yet fully formed and the brand
‘rules’ are still being written. Any definition to emerge from an audit
or examination of the opportunity defined by the extant competitive
brand properties would be likely to be at best bland, and at worst,
misleading.

e Relevant information was scarce and spread across a diverse range of
sources. Whilst there was a substantial body of product research attest-
ing to the technological leap that ‘Perfect’ represented, because of that
— and the very newness of the sector — directly relevant data had to
be teased from a variety of difterent places. This required not only a
degree of ‘detection skill’ but also, and probably more importantly, a
capacity to extrapolate meaning into a new space.

e Newco’s management team possessed a considerable amount of accu-
mulated knowledge and expertise. However, they did not have ready
access to adequately focused consumer attitude and behaviour data and,
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Figure 1.1 Overview of the learning programme created for Newco.

more importantly, data that were felt to be either sufficiently compre-
hensive or, given the rapid pace of market growth, suitably up to date.

Rather than take the more traditional approach and jump straight into
blue-sky brand development — platform, name, identity and so forth —
Newco decided that it was important to take time to explore these is-
sues beforehand, and thereby create a more informed foundation for the
branding process that was to follow.

Accordingly, we worked with them to create a learning programme
that would make full use of existing knowledge. This was founded on
objective consumer input and fully enrolled and involved the brand de-
velopment team. This was a learning programme that, whilst founded
on original consumer insight, would also draw in existing management
expertise and create a framework to intuit answers to the questions that
lay beyond the capabilities of immediately accessible consumer data.

It was an holistic learning programme that combined the needs of
Newco’s corporate aims with the competitive and consumer contexts, in
order to first and foremost understand the potential for brand leverage
and the application of the touch-points (Figure 1.1).

The learning programme was delivered through a five step process:

1. Desk research — a review of information residing in a variety of data
sources, coupled with exploratory management and trade interviews.



16 Market Research Best Practice

2. Development team workshop — initiating the active involvement of
the business development team in the learning process, thereby em-
powering their contribution:

— establishing working hypotheses and options for brand leverage;
— defining the initial ‘touch-point set’.
3. Dynamic consumer discovery groups:
— simulating the market context;
— exploring, testing and refining brand leverage options;
— clarifying the touch-points;
— identifying the core brand equity attribute options.

4. Quantitative research to validate the touch-point and competitive,
equity opportunities.

5. Analysis and reporting.

In the course of the above programme, we tailored a number of differ-
ent conceptual frameworks to help us evaluate the ‘Perfect’ brand in the
context of what, by definition, was a market whose structure was still to
be set properly. This allowed us to provide Newco with an objectively
reasoned and initially evidenced case for the new brand based on three
pillars. (Note: the following examples are for illustrative purposes only;
all data has been disguised to protect confidentiality.)

A structure for brand leverage

The first step of the learning programme was designed to develop a rea-
soned, and as far as possible, evidenced case for exactly how important the
brand was actually likely to be, i.e. the brand leverage. Then, building on
this, providing an explanation of the drivers that needed to be structured
for maximum impact.

In the course of the analysis, we identified that consumer choice of
‘Perfect’ would most probably be governed by six main drivers: quality,
visual impact, imagery, recommendation, price and familiarity. Allied
with that, we determined that the relative importance of those drivers
to the consumer universe as a whole was such that ‘quality’ accounted
for more than 30% of the influence, ‘appearance’ around 23%, ‘image’
just under 20%, and so on (Figure 1.2). Finally, this phase of the analysis
established the extent to which each driver was likely to ‘depend on
brand’ which, in this instance, was expressed as a range from ‘minimum
required’ to ‘maximum possible’.
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Figure 1.2 A structure of brand leverage.

With this knowledge we not only confirmed the potential importance
of the required brand property to the eventual success of the business as a
whole (and so helped rationalize the need for investment) but also, more
importantly, established an initial foundation and framework for its brand
platform.

A candidate for pool of equity attributes

Once the scale and location of brand reputation leverage had been estab-
lished, the learning programme moved on to explore the equity attributes
operating in the sector. These are the various components of brand repu-
tations that are currently influencing consumer preference for one option
over another. To do that, we identified, and then quantified, the contri-
bution of the different elements making up the brand reputation universe
that are most actively influencing choice of similar products (Figure 1.3).
Those attributes, collectively defining the sector drivers, represented the
starting point for planning the new brand’s make up. They not only de-
termined which attributes could be employed to greatest advantage (i.e.
against a particular competitor) but also, and equally importantly, those
that were ‘free’ (that is, not ‘owned’ by any competitor) and so arguably
‘available’.

That insight, combined with the implications for branding that
emerged from a parallel analysis of the corporate aims and intent cre-
ated the basis for the definition of the brand platform.



18 Market Research Best Practice

Sector Equity Attribute Reference

Innovative

design
g Stylish For you
Panasonic Sony
Quality Openness
Credibility Cutting edge
Awareness Imagine using
Siemens

Figure 1.3 A candidate pool of equity attributes.

The touch-point opportunity map

There is an ever-widening appreciation that brand reputations are the
result of every point of contact between the brand and the consumer, and
therefore need to be managed in a correspondingly holistic sense if they
are to be developed effectively and efficiently. This holistic approach takes
in, for example, design, peer group ‘comment’, product performance
(‘satisfaction’) and so on, as well as the more didactic traditional messaging
channels such as above-the-line advertising. This understanding is leading
brand managers to consider a far wider set of options than used to be the
case. This is something that was judged to be particularly important for
a high touch, high profile item such as ‘Perfect’.

In view of that, the third component of the learning programme was
designed to identify the touch-point opportunity map. This exposed the
different points of contact exerting effect in the sector as well as quantify-
ing their importance (in terms of contribution to consumer understand-
ing) and their capacity to deliver relevant messages (Figure 1.4). Armed
with this, Newco has been able to structure its brand communications
plan in the most efficient and impactful manner. It has helped to decide
more effectively which touch-points the company needed to concentrate
its efforts on, as well as how to coordinate them for maximum impact.

In the course of this learning programme, Newco was provided with
powerful guidance for both its forthcoming brand development and its
initial communications strategy. Through joining reasoned and informed
argument with market and consumer evidence it successfully completed
what would otherwise have been a somewhat less than full picture.
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Figure 1.4 The touch-point opportunity map.

Moreover, it did that using a combination of analytical tools tailored
to the specific circumstances — such as the Brand Leverage Matrix and
Touch-Point Audit—and a framework to tap the intuition of those closest
to the business, its owners and its managers.

THE VISION OF WHERE YOU WANT TO BE IS
ANYONE’S GREATEST ASSET

The emergence of the new breed of business-consultancy-based market
research agencies should be welcomed as a distinct ‘win-win’ for the mar-
ket research industry. Unfortunately, however, this perception does not
seem to be the general view within the market research industry, which
harbours three central concerns about the development. First, there seems
to be a concern that the arrival of market researchers who wish to be in-
volved more actively in the decision process somehow implies that more
orthodox data-centric market research is of less value. There is a feeling in
some quarters that the holistic, more consultancy-styled approach com-
promises the ‘science’ of orthodox market research. So, will this threaten
mainstream market research? We would say no. New look market research
will not undercut the bedrock of the industry: the professional collection
and analysis of market and consumer data remains at the heart of what we
do. Second, the ‘stretching’ of a market researcher’s data collection and
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analysis skills into the broader arena of business decision-making consul-
tancy is seen by some as a ‘bridge too far’. For some it is a development
that represents the slippery slope into market research that places a ‘dan-
gerous’ emphasis on flair, creativity and imagination, something with
which they secretly feel deeply uncomfortable. The business consultancy
approach is seen as being rather ephemeral and flaky — something that
is seriously flawed with a lack of sound principles, grounded method-
ologies and solid reasoning. So, does the consultancy approach imply a
lowering of methodological rigour? We would say no: it is simply replac-
ing orthodox approaches with a more holistic approach that has its own
rigour and set of inbuilt checks and balances. Third, there are concerns
that the claims being made by the more business-focused agencies are
not sustainable; how can we as an industry, provide the requisite bigger
picture business skills? The task of recruiting talent that not only can
analyse data, but can also help to demystify decisions, is seen as a Her-
culean challenge. And related to this is the issue of whether appropriate
education and training programms can be developed to teach the skills
needed for such an ambitious undertaking as extending the boundaries
of traditional market research. Others simply seem to feel nervous about
dabbling in complex and murky decision-making waters. Trying to es-
tablish exactly what is going on in the heads of senior decision-makers
when they decide to do what they do is seen as someone else’s bailiwick.

So, is the extended market research consultancy model sustainable? We
say yes. As an industry we must recognize, and believe in, our strengths.
If we continue to harbour self~-deprecating fears about our capabilities,
we will simply fall by the wayside and become commodity providers of
low cost data. If market researchers are going to play a more prominent
role in business decision-making, they must first believe that they have
a contribution to make. Market researchers must believe in the power-
ful position they occupy within the management services arena. We are
not seeking to replicate the excellent work already done by management
consultants, who already have the powerful conceptual thinking toolkits
needed to analyse business problems. The territory that new style market
researchers seek to occupy still pivots around knowing what customer in-
formation really means. The focus remains on our in-depth understanding
of consumer psychology. But this now needs to be set in the context of a
greater appreciation of critical business concepts, and a greater confidence
to engage creatively with decision-makers.

In summary, we are a superbly talented industry, but one that some-
how wants to ‘sabotage’ our own efforts to integrate market research
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into the business decision-making process. This sabotage takes the form
of a predilection to cling to a now outmoded notion of what market
research is all about. Market research is no longer just about reporting
what consumers say. Increasingly it is about helping clients demystity
complex problems and make informed decisions. It is about combining
our flair and imagination with our expertise in consumer market re-
search. We are a fantastic industry, but one that is divided by a confused
vision about what market research is now about. Therefore, we need
to articulate clearly to senior business decision-takers what ‘new’, more
consultancy-styled market research is now able to deliver. Perhaps ESO-
MAR should introduce a ‘Charter’ outlining the approach followed by
today’s more consultancy-oriented market researchers. Such a manifesto
would demonstrate that today’s ‘new’ market research is about the fusion
of our traditional mastery of consumer data with imaginative multidisci-
plinary thinking that is focused firmly on helping clients achieve business
success.
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Chapter Two

The Heart Transplant: Making
a Difference to Organizations
by Putting the Consumer at
the Heart of the Business

Kristin Hickey?, Derek Leddie® and
David Jenkinson®

We know that consumers are important to business success — most
businesses struggle to get the consumer to the heart of their busi-
ness. This chapter highlights the importance of this vision and
identifies the key reasons why businesses continue to be product-
or brand-focused, rather than truly consumer-centric.

INTRODUCTION

At best, most research organizations have become efficient at responding
to qualitative and quantitative research briefs. The good ones have built
relationships around a stream of project briefs, but this business model
continues to under-deliver to the need of CEOs in marketing-driven
organizations today — that is, ‘How do I get the consumer at the heart of my
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business to drive a competitive advantage?” This is a very different mission and
one that the market research industry is not currently geared for.

This chapter examines how the traditional role of consumer research
within large organizations acts as a barrier to marketing innovation, pas-
sion and the financial momentum of its brand portfolio. Identification of
these weaknesses has helped us to develop a new approach, which is cur-
rently being rolled out amongst our clients to replace a ‘brand-centric’ or
‘marketing-centric’ business heart with a truly ‘consumer-centric’ one.
In order to achieve this, we have combined the rigour of quantitative
market frameworks, robust financial value measures and forecasts, deep
psychological understanding of individuals, ‘tribes’ and their situational
values/motivations, and highly actionable innovation and brand planning
tools. In addition, we have expanded the research role to help change
organizational culture through bringing segments to life in a highly in-
teractive, three dimensional way within the business.

Whilst this approach is neither quick nor easy, it can truly revolutionize
the way marketing decisions are made within the organization. A live
case study (Carlton United Beverages) will be used to illustrate the steps
involved, as well as the enormous impact on the business strategy, structure
and culture.

This chapter shares the passion of embarking on a challenging journey
with clients in order to make a real and measurable difference to the
way businesses view consumers and use consumer insights. We hope
the audience will share this passion and walk away with a vision for a
new research model that can replace a weakening marketing heart with
a strong, healthy consumer-centric one.

THE HEART

The heartbeat had slowed to a dangerous level. The patient would in-
evitably die. Yet modern surgery now offers the opportunity for the
inevitable to be reversed, promising the potential of renewed vitality and
growth.

In our marketing environment today, the flailing heart — the damaged
heart — is our preoccupation with brands; the new heart, the living,
breathing consumer. Ironically, the former only exists in the minds and
hearts of the latter, yet many businesses continue to be introverted in
their perspective, driven by their branding or categories, rather than truly
committing to understanding the world from a consumer perspective.
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We know that consumers are important to business success, yet most
businesses struggle to get the consumer truly to the heart of their business.
This chapter highlights the importance of this epic vision and identifies
the key reasons why businesses continue to be product-or brand-focused,
rather than truly consumer-centric. We then present a new vision for re-
search — one that redefines the traditional business model and research
processes as impetus to monumental cultural revolution within an orga-
nization. In doing so, we present a live case study and illustrate some of
the tools, skills and processes that provide hope to those whose hearts
may be failing.

THE NUMBER ONE NEED

Every year The Leading Edge interviews its clients — CEOs, Marketing
Directors and Consumer Insight Directors — in an effort to keep abreast
of market needs. Recent history reveals that clients in the Australian mar-
ket have traditionally been technique focused — excited and passionate
about buzz words such as semiotics, ethnography, hierarchical Bayes or
web-based capabilities. It was, therefore, surprising to find that in the
last two years, the number one need of senior management with respect
to the market research industry has been, ‘to get the consumer to the
heart of our business’. Not only do managers see the benefits of this vi-
sion as underpinning sustainable business growth, but they also agree that
they are unlikely to gain any significant momentum through further con-
sumer research. As one director comments, ‘ideas are like a commodity,
execution is a source of competitive advantage’.

Consumer-centricity, as we have coined it,' is not only seen as the
Holy Grail because it is something new or different — in fact, quite the
contrary is true, as building a business offer around the wants and needs of
consumers is the fundamental premise on which the marketing discipline
was built. Instead, consumer-centricity is seen as the Holy Grail because
it remains so elusive. Few companies seem to have got it right, but there
is common recognition amongst senior managers that, for those who are
further down the track to achieving consumer-centricity, the competitive
advantage is not only significant, but sustainable.

! Consumer-centricity is the development and implementation of a business model that ensures
strategic planning processes are underpinned by strong consumer insight at all stages. The terms
‘customer’ and ‘consumer’ can be exchanged readily for applicability across both consumer and
B2B markets.
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There are three key reasons why managers see consumer-centricity
as a source of sustainable competitive advantage. First, it allows an or-
ganization to get much closer to the consumer, thereby increasing the
relevance of innovation, communications or other marketing. Second,
it provides an element of consistent objectivity within a business. No
longer are there push and pull effects between various departments based
on opinions or diftering priorities, as consumer insight and feedback pro-
vide incontestable direction. Third, consumer-centricity can be seen as a
significant source of bargaining power with trade or retailers, particularly
in situations where this bargaining power is being diminished through
severe price competition or shelf space pressure.

In many ways, the market research industry is grateful that clients
haven’t quite managed to crack the ‘Holy Grail’ of consumer-centricity.
While the need is heightened, businesses have already shown signs of
increasing their expenditure on consumer insights, creating provisional
buoyancy in the research industry. On closer review, this buoyancy should
be a significant cause for concern for our industry, as it signals a significant
increase in pressure on our industry to truly deliver to this principal need.
Our industry holds itself up as expert in the field of consumer insights,
yet, to date, we have failed to provide strong, compelling leadership for
businesses searching for consumer-centricity. Our business models haven’t
adapted to facilitate the change required; our processes and products con-
tinue to change, but not at the rate expected by the marketing industry.
More importantly, the competitive situation has changed — management
consultants, marketing consultants, branding specialists and advertising
agencies have begun encroaching on our space, fuelled by the unfulfilled
needs of our clients and the relative sluggishness of our industry in taking
responsibility for delivery to this need.

It is this realization that has prompted our interest in truly understand-
ing what consumer-centricity looks like, and how our business model,
processes and relationships must adapt to deliver to this contemporary
business vision. Let us begin our investigation by further examining the
nature of this ‘Holy Grail’ of modern business.

IN SEARCH OF THE HOLY GRAIL

If consumer-centricity truly is the Holy Grail, we need to know what it
looks like. In simple terms, consumer-centricity is the term given to a
business model that places the customer or consumer at the heart of strate-
gic planning. For many organizations, this means a significant change in
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Figure 2.1 Consumer-centric business model.

the way the business thinks about the consumer and, consequently, the
way it is structured, as illustrated in Figure 2.1.

In the first diagram, the functional structure underpins the way the
business operates. Unfortunately, in this instance, the brand and its con-
sumers are seen by employees as the domain of the marketing function,
resulting in a strong silo effect and significant distance between the con-
sumer and business decision-making.

The second diagram illustrates a different perspective — the structure
within a consumer-centric organization, where the consumer is seen as
the key to success and the brand represents any interaction the business
has with its consumer. The advantages of this approach become clear
when we reflect on the source of business revenue and profit. By placing
the consumer at the heart of business planning, we are better equipped
as a business to ensure that our products, our NPD pipeline, our brands
and communication are all tapping into existing and emergent wants and
needs. Whilst this sounds a very simplistic goal, it is one which not only
translates into above-average market returns, but the internal culture and
processes can often be harnessed as a sustainable source of competitive
advantage over competitors.

In many ways, the second diagram represents the end goal in a
consumer-centricity journey that is rarely simple, easy or fast, mainly
because of the structural and cultural change required to support this
new business model. During the course of this chapter, we will examine
some of the key barriers to achieving consumer-centricity, then turn our
attention to innovations in both research approaches and, more impor-
tantly, business models that facilitate this consumer-centricity revolution.
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WHY SO ELUSIVE?

As we have already mentioned, most companies we encounter share this
vision of being consume- or market-focused. At the same time, most,
when questioned, don’t hesitate to acknowledge that while they may
have made some progress towards this vision, their business is still driven
largely by financial goals, technological capabilities, competitor reactivity
and historical category and brand focus. In Australia in particular, many
FMCG businesses are additionally battling with the duopolistic retailer
conditions and the subsequent diminishing bargaining power they face
in the grocery world.

One of the biggest indicators of momentum towards this vision has
been the restructuring of client — business models to reposition ‘re-
searchers’ or ‘research buyers’ as consumer insight departments or plan-
ners. In many cases, this has been considerably more than simply a renam-
ing exercise, with the insights division assuming new levels of responsibil-
ity and a different type of relationship with its internal customers. Whilst
this transformation and commitment to change is apparent on the client
side, it remains lacking on the supplier side, with few research businesses
having adapted their business models accordingly.

Whether the transformation undertaken by clients has been negligible,
or whether the parallel change in supply-side business models has been far
too slow, one thing remains clear: despite murmurings of change within
the marketing and research disciplines generally, business expectations of
consumer-centricity continue to exceed actualization of this vision. We
believe there are six key explanations or barriers in place reinforcing this
elusiveness:

Lack of understanding of consumer-centricity.

Scope of change required.

Inability to ‘visualize’ the vision.

Absence of a clear critical path.

Lack of processes and personnel.

Absence of affordable business partners with relevant expertise and
appropriate business models

AN AN e

Let us examine each of these barriers in turn.

Lack of understanding of consumer-centricity

In our interviews with CEOs and non-Marketing Directors, it became
apparent that some senior managers did not truly understand the concept
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Figure 2.2 Disparity in understanding consumer-centricity.

of consumer-centricity, nor fully recognize its scope as a business vision.
Four sources of disparity are illustrated in Figure 2.2.

The first source of disparity relates to whether the vision of consumer-
centricity is embraced as a cultural goal or is seen as an independent
project running in parallel with ‘normal business activity’. Companies
that recognized the vision as a significant transformation in both business
model and culture were more likely to be further down the path towards
a consumer-centric way of working than those who had delegated its
responsibility to an individual person or department.

The second source of disparity lies in management’s belief about where
responsibility for consumer-centricity lies. Clearly, those who endorsed
the task as being the responsibility of the marketing department alone
were, ironically, propagating the structural handcuffs outlined earlier.

The third issue highlights a confusion between consumer-centricity
and a business’s efforts to provide reliable customer service (and the as-
sociated investment in continuous service improvement research). This
view was very different from those CEOs who fundamentally believed
not only in consumer insight, but also in consumer foresight. In the
former case, managers believed that consumer-centricity was all about
understanding service performance deficits and investing in continuous
improvement of customer service. This ‘deficits-approach’ to business
improvement is certainly commended, but it is very different from the
proactive perspective adopted by endorsers of consumer insight. For these
managers, consumer-centricity means beginning business planning pro-
cesses with consumer truths and a robustly developed foresight about how
consumer lives are changing and how this might affect consumer needs
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and behaviour designed to fulfil these needs. Clearly, the two perspectives
are very different, not only in their start points, but in the magnitude
of opportunity for big leaps forward versus small, incremental change.
Whilst both are obviously necessary within any organization, the vision
of consumer-centricity focuses on the more future-oriented perspective.

Finally, there is a marked difterence between businesses that focus on
the collection and warehousing of consumer research projects and those
that invest in the continuous distillation and translation of those research
debriefs into living and breathing consumer knowledge. In one instance,
we were proudly informed of the ‘vault” held in one organization — a fil-
ing system housing over $6million of ad hoc consumer research projects.
Unfortunately, when questioned, we found that there was not a single
reported insight or higher level learning that had made its way out of the
vault and into the business for everyday focus, planning and deployment.
In cases such as these, the difference between a focus on information ac-
cumulation and information distillation is an important step in truly under-
standing the principles of consumer-centricity (and ensuring the ‘vault’
of knowledge doesn’t become an ‘information prison’).

Scope of change required

As a result of the divergence of perspectives and understanding of
consumer-centricity, it is not surprising that managers have fundamen-
tally different views on the scope of change required. Even for those who
understand the bigger vision fully, most continue to fall into the trap of
underestimating the time, the resource commitment and the difficulties
of corporate change required to realize this vision. Often, we hear man-
agers talk about investing heavily in consumer-centricity and being aware
of the significance of change, yet few articulate this as a three- to five
year plan, which, in reality, it probably is. This underestimation is asso-
ciated with high degrees of internal frustration, of under-resourcing and
of insufficient change management planning designed to inform, engage
and manage employees through this journey of change.

Inability to ‘visualize’ the vision

One of the key reasons for underestimating the scope of change required
is that few managers have been able to articulate their vision to others
tully. Certainly, it is easy enough to say, “we want to have the customer
at the heart of our business’, but what does this mean in reality? What
does it mean in terms of organizational structure, in terms of processes, in
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terms of research and development, or in terms of retailer relationships?
What does it mean for individuals, for the way the business works and
for long-term shareholder value?

Managers who are able to articulate their vision clearly in terms of
long term organizational strategy, structure and relevant business division
implications find themselves a step ahead in terms of making the vision
work — simply because others are able to understand and, therefore share,
the vision.

Absence of a critical path

Having a vision is one thing, having a clear plan of how to realize that
vision is another. In our experience, clients who are able to develop
a ‘roadmap’ or consumer-centricity blueprint, are generally in a much
stronger position to ensure progress is made. Unfortunately, this doesn’t
happen very often in practice, lending itself to a climate of uncertainty
and distinct lack of urgency in the business.

Lack of processes and personnel

In order to move from vision to reality, the business needs to ensure it has
the right mix (and breadth) of personnel on board, supported by processes
that reflect the consumer-centricity goal. Fast tracking towards change
without these elements in place can lead to inconsistencies and a sense
of desperation which transpires throughout the business. Unfortunately,
a research or consulting partnership will generally be insufficient to drive
the required change, as it means the passion, skills and intellectual property
are not owned and, therefore embraced, by the business.

Lack of clearly positioned business partners

The traditional business partner for this type of journey is the man-
agement consultant. Unfortunately, as most of us are aware, employing
top level consultants is often financially prohibitive and unlikely to be
considered by businesses unless radical financial turnaround is required.
Sadly, whilst many senior market researchers or strategic marketers have
the ability to fulfil this need, few have cracked the processes or business
model required to underpin this offer in its entirety. In view of this, we
certainly hope this chapter sheds additional light and inspires the type of
change required for our industry to compete effectively at this level.
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Figure 2.3 A systemic consumer-centricity revolution.

WHAT WE HAVE DONE TO OVERCOME
THESE BARRIERS

Recognizing these barriers to consumer-centricity, The Leading Edge
began to develop a process for a gradual, systemic consumer-centric
revolution. The process has five key steps (Figure 2.3), which will be
explained in further detail.

Step 1: The ‘Custometer’

The first step is to evaluate the current consumer-centricity of the tar-
get business in order to size the task and tailor the process. We use a
tested instrument for this purpose, called the ‘Custometer’. The ‘Cus-
tometer’ represents a combination of (a) internal audit procedures, (b)
staff feedback (either via stakeholder interviews or online questionnaire),
(c) consumer feedback,? and (d) senior management perspective.

From these inputs, a consumer-centricity scorecard is developed and,
in the case of Australian clients, this can be benchmarked against leading
domestic and multinational businesses. Key components of the scorecard
include:

e the degree to which consumer-centricity is endorsed as a company
vision;

e the degree to which there is evidence of consumer-centricity in busi-
ness, portfolio or brand strategy;

2 If deemed applicable.
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Company A has embraced the vision of customer-centricity at a senior level, however, not all employees understand the vision
or its translation into action. A single view of the end consumer that integrates all divisions appears to be missing and could
drive business progress and help close the existing gap between the corporate goal and market perceptions.

Figure 2.4 Example of Custometer scorecard.

o the degree to which consumer-centricity has recognized value within
the current structure, culture, reward and recognition systems;

e an overall consumer-centricity rating along with key needs identified
for the business.

An example of such a scorecard is shown in Figure 2.4.

Part of the reason for conducting this consumer-centricity audit up-
front is to create a strong selling platform within the business. Explicitly
mapping consumer-centricity scores and sizing the degree of change
required virtually guarantees senior management support, particularly
when expressed as a competitive deficit. Business engagement at this
early stage is critical, and we encourage a full-day workshop with senior
management to present the findings of the Custometer research, engage
stakeholders in the need for a customer-centric journey and articulate
clearly the benefits of undertaking this journey.

Step 2: Conditions for success

Once the business is committed to the consumer-centricity vision, we
need to put measures in place that will overcome the six hurdles we
identified earlier. The first of these is to ensure senior sponsorship — not
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just lip service, but true commitment, endorsement and responsibility for
deploying the customer-centric vision. Ideally, this needs to come from
the CEO or a divisional leader to truly make an impact on the business.
This critical step will also make it easier to secure appropriate resources
and empowerment along the way.

Having secured senior support (and budget commitment), it is im-
portant that all stakeholders acknowledge the length of the journey on
which they are embarking. Getting support and commitment is one
thing; expecting to retain it over a two- to three-year period is another.
Ask stakeholders what they expect and be prepared to manage a change
in these expectations as the business recognizes this is not a short-term
turnaround project, but the beginning of a considerably more serious
vision. If necessary, develop internal ‘pledges’ of commitment that rec-
ognize this, but be sure to revisit existing KPIs if the business expects a
behavioural change.

Even once stakeholders recognize the scope of the journey they are
about to embark on, it is still important for them to have accurate and
realistic timeframes in place. If possible, translate this medium-term vision
into three strategic horizons, as shown in Figure 2.5.

Horizon 1 will involve required infrastructure changes to facilitate the
vision. These changes typically will create high degrees of internal change,
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Figure 2.5 Translation of consumer-centric change into three horizons.
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confusion and discomfort on the part of employees, but not necessarily
effort, as most of this early responsibility will fall on the shoulders of the
facilitating partner. In Horizon 2, change starts to kick in, with employ-
ees needing to embrace new processes, new ways of thinking, new tools
and new perspectives of the market. Whilst still uncomfortable, this stage
typically requires much greater effort on the part of employees relative
to outside parties. By Horizon 3, one would hope that the business has
settled into change and can begin to see the rewards of its efforts. Con-
tinued investment in understanding customers obviously continues, and
the growth and development of employees finally begins to pay off with
reduced levels of discomfort and the first strong signs of financial return.

Spelling out these three stages helps individuals to prepare for change
whilst setting a clear and definitive perspective on how long this period of
transition is likely to take. It 1s useful, at the same time, to begin thinking
about success criteria — what would a successful result look like in the
short (Horizon 1), medium (Horizon 2) and long term (Horizon 3)?
‘What are the milestones the business should look forward to, so they can
be celebrated collectively along the way? Remember, a journey without
milestones is a tedious hike.

Finally, in terms of establishing optimal conditions for success, it is
important to formalize authority and empowerment, as vision without
empowerment will ultimately inhibit change. Ensure that someone is
responsible for eliminating ‘bad’ practice within the business and that
employees understand clearly the rationale for this empowerment and
are truly prepared for behavioural change.

Step 3: Visualizing the outcome

At the beginning of the consumer-centricity journey, clients seem eager
and ambitious. At the same time, few seem to have a tangible idea of
‘what’ they are building. The combination of a sense of major change
and outcome uncertainty can lead to wheel spinning inside even the most
organized business environment. Consequently, the task of visualizing
the outcome is a critical one, synonymous with the development of an
architectural blueprint prior to construction.

The following diagrams provide an example of what we mean by
visualizing the outcome. On the one hand, we visualize what the
ideal workflow would look like once the business has achieved its
goal of consumer-centricity. Note, this is very different from visualiz-
ing the journey of transforming the organization to consumer-centricity
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(Figure 2.6), as the latter really depends upon the outcomes of the initial
Custometer results, organizational structure and support systems. This
blueprint simply helps people understand the end goal and how this type
of process is different and superior to what is already in place (which obvi-
ously needs further support than a single diagram). Having said that, this
1s NOT a blueprint for change, it should be noted that we have included,
in italics, the various service ofters The Leading Edge now provides to
facilitate the building of this type of process outcome.

The second type of visualization is the ideal organizational structure
and cultural requirements that will deliver this vision (Figure 2.7). This
does not necessarily mean that this organizational structure is set in stone
(or that it will even happen), but the documenting of proposed ideals
helps the business to understand the rationale, the degree of change re-
quired as well as a summary of the cultural goals of a successful transition.
Importantly, the structural vision also highlights the importance of the
vision in terms of driving organizational change, rather than needing to
work within the confines of the existing structure.

Step 4: Chunking it down

Having a vision and a blueprint is an excellent start, but we need to
figure out where to start building! This step can often be the difference
between success or failure. Some clients try to begin with a structural
change, but often the right processes and people aren’t in place to make
this work effectively. Others choose to start with the ‘tangibilization’
stage — bringing the customers to life through theatre, video footage or
immersion programmes — but often find that the business sees this as fun
and interesting, but nothing really changes over time.

‘Chunking it down’ is the very technical term we give to breaking
the blueprint down into a series of interrelated, systematic objectives.
Moving from left to right through Figure 2.6, we can then see the steps
as a manageable process and quickly develop an appropriate critical path
or Gant chart. The order of these steps and the associated requirements
are outlined in Table 2.1.

Step 5: Evaluation

Accompanying the journey must be a clear system of evaluation, so the
key stakeholders, change managers and partners are truly accountable for
customer-centric change. Evaluation systems need to be discussed and
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CEO

CUSTOMER-
CENTRICITY
DIRECTOR

SEGMENT SEGMENT SEGMENT
MANAGER MANAGER MANAGER

Culture of consumer passion across multi-
functional business divisions!

Figure 2.7 Visualization of structural and cultural change required.

agreed to upfront, otherwise the business risks slow momentum in the
early stages of transition.

Relevant KPIs need to be established, depending on what the business
blueprint looks like, the agreed size of the challenge and the required
steps involved. They may also need to take into account differing levels
of influence to ensure those accountable are equally empowered to make
change happen.

In all honesty, these five steps have been articulated only after each and
every one of the preceding hurdles has tripped us up. Needless to say,
there are likely to be many more hurdles to be encountered along the
journey to consumer-centricity, given the importance of this need and
the long-term nature of the transition required. The following case study
provides a perspective on what the consumer-centricity journey, or the
‘heart transplant’, looks like in reality — a combination of rough roads,
excitement, anticipation, disappointment and confusion, yet a journey
that has inspired the development of this holistic approach to consumer-
centricity and an increased confidence in our ability to deliver.

CASE STUDY - CUSTOMER-CENTRICITY REVOLUTION
UNDERWAY AT CARLTON & UNITED BEVERAGES
Business situation

The business situation when we first embarked on consumer-centricity
conversations with Carlton & United Beverages can best be described as



Table 2.1  Steps in the consumer-centricity journey.

Steps in order

Purpose

Involves

1. Business
definition

2. Information
Audit

3. Market
framework
development

4. Insights
training,
tools and
templates

5. Bricolage for
meta-insights

6. Tangibiliza-
tion

7. Insight-based
decision
making
processes

8. Commer-
cialization

9. Evaluation

10. Reporting

To agree to a common perspective
of what game the business
competes in and what its
long-term vision is.

To review the existing information
and insights to evaluate the utility
of various information sources
and optimize hard and soft
information inputs for the
business.

To develop a shared view of the
market, a common language and
identification and prioritization
of priority customer segments.

To develop a process for ensuring
that information is appropriately
distilled and insights clearly
separated from observations and
hypotheses.

To further distil a potentially
growing number of insights down
to their core essence, which we
call ‘meta-insights’.

To bring customer meta-insights to
life in an interactive and
compelling way such that they
become valued and treasured as a
company asset.

To develop business planning
processes that best leverage
meta-insights in a proactive and
consistent manner.

To develop ‘go to market’
frameworks and toolkits to ensure
customer insights are not
overlooked during stages of
marketing plan implementation.

To ensure that all marketing
activities are objectively and
robustly evaluated as input to
future business decisions.

To ensure that reporting throughout
the business is based on a
consistent framework with clearly
understood and prioritized KPIs.

Senior management workshop that
documents business definition
agreement and vision.

Review of information sources
combined with stakeholder survey
to evaluate investment vs usefulness
to the business. Identification of
gaps and development of
information vision for immediate
deployment.

Development of a highly actionable
and meaningful segmentation that
predicts current and/or future
behaviour and identifies clear
business opportunities.

Development of specific templates,
insights generation training,
corporate memory (insights
housing) and toolkit for input into
planning processes.

Process of insight identification,
mapping, questioning and finding
deeper, more powerful insights
through the combination of
multiple sources.

Customer immersion programmes,
segment rooms, visual boards,
ethnography videos, consumer
‘buddies’, training in qualitative
research techniques.

Combination of existing processes
with best practice thinking around
innovations, portfolio, category
and brand planning for tailored and
ownable processes and toolkits.

Development of commercialization
toolkit including checks on
opportunity sizing, understanding
of customer and financial value
impact.

Development of internal systems for
capturing and harnessing
information; standardization of
KPIs and objective procedures for
their development (i.e.
econometric modelling).

Development of appropriate KPIs,
reporting system and multi-levelled
scorecards for maximum flexibility.
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‘geared for change’. The virtual duopolistic structure of the Australian
brewing market had shed all excess costs, streamlining manufacturing and
distribution to a point where further cost savings were negligible. Despite
such streamlining, neither player could realistically claim a significant nor
sustainable cost advantage. Similarly, whilst equally competent, neither
player could rely on technical expertise, on knowledge or human capital
as a sustainable source of competitive advantage. In fact, the only source of
sustainable advantage that the CEO could foresee was the development
of a superior business perspective — a model, structure and associated
processes that would deliver a unique and consumer-focused perspective
to the business. The impetus for change was therefore strong — the seeds
of which were planted firmly in the vision of the CEO, who briefed
personally in this imposing challenge.

Crafted solution

We were briefed by John Murphy, the CEO, over two years ago. At the
time, we developed what we believed was a comprehensive proposal,
promising to deliver a market framework or consumer segmentation and
to ensure full deployment of this segmentation solution through work-
shops, training, systems and processes. Specifically, the proposal included:

e A business immersion phase, including a series of senior stakeholder
interviews to understand values, beliefs and visions held by individuals
throughout the organization.

e An information review and audit phase which would help determine
the usefulness of existing data sources in delivering to these needs.

e A qualitative research phase — expanding the lens of consideration to
lifestyles, needs and recreational spend, rather than simply category-
specific attitudes and beliefs.

e A diary analysis focused on understanding words, moods and time-
specific occasions and behaviours.

e A robust quantitative research phase that covered the entire geogra-
phy of Australia and the recreational behaviour and spend patterns of
individuals over the last seven days.

e A series of workshops aimed at deployment initiatives within the busi-
ness.

In addition to this proposal, as we embarked on the consumer-
centricity journey (unidentified in those terms at the time), the scope
of insight work expanded from a consumer segmentation to include:
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e On- and off-premise behavioural understanding via:
— ethnographic study;
— in venue observation study;
— customer (trade) interviews;
— on-premise consumer interviews;
— re-analysis of security camera footage inside venue.
e Category-specific segmentation solutions in the wine and spirits cate-
gories.

The combination of insights and learnings from these research en-
deavours have delivered some successes for the business, as well as some
failures. The learnings from each are documented below.

Successes

When we initially embarked on this project with CUB, over 80% of all
archived research projects were brand-focused. Brand building seemed to
require further brand research and almost all business decisions seemed to
be based around addressing existing brand weaknesses within the current
portfolio. To say the business was brand-centric is surely an understate-
ment — the company was so myopic in its brand focus that it seemed to
be missing significant growth opportunities and often marketing a range
of brands within its portfolio to the same consumer segment on virtually
identical platforms.

Two years down the track, the new heart—that of the consumer—is
beginning to kick in. Significant changes have been made to the business
both in a physical sense and in the perspective it now adopts of the market.
The tollowing list illustrates some of the most significant changes that have
contributed towards realizing the consumer-centricity vision:

e The business definition has changed from ‘beer’ to ‘multibeverage’. In
addition, the business recognized that its competitive set includes all
forms of goods and services consumers purchase as part of their leisure
consumption (i.e. discretionary income).

e An information audit has been conducted, the results of which have not
only identified key deficit areas, but provided insight on how best to
optimize return on information investment and management moving
forward.

e A model explaining consumer behaviour has been built, providing a
consistent understanding of consumer decision-making and highlight-
ing opportunities for the business (Figure 2.8).
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Figure 2.8 Example of explanatory consumer behaviour model.

e A consumer segmentation frame has been developed — a behavioural
frame that stretches over the entire business, explaining fundamental
differences in behaviour via a combination of highly actionable vari-
ables. This segmentation is sufficiently flexible that it allows the busi-
ness to view the consumer segments and understand their key needs
(a) across the business or (b) within category, brand or geographical
region.

This segmentation has been translated into a user-friendly Visual Basic-
based Excel tool for easy navigation by internal users and partners.
This segmentation tool allows users to access critical information and
insights about consumer segments through a variety of ‘sub-lenses’
such as category, brand or geography. It helps highlight key segment
needs which should become the basis of regular qualitative tracking
to understand changes in these needs or the behaviours undertaken to
fulfil them (Figure 2.9).

A significant ethnography piece has been conducted and workshopped
across the business to enable employees to become truly immersed in
the lives of consumers within each segment. Myths and false beliefs
have been partially dispelled using the combination of ethnography
and consumer immersion programmes.

e A combined effect of the information audit and the segmentation study
is the redesign of the business’s primary category and brand tracking
vehicle, which has now moved from a syndicated study to a single
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Figure 2.10 Example of consumer-centric reporting dashboard.

source tracker, where measures can be integrated readily with ad hoc
research as well as demographic and social trends.

o Subsegmentations have been conducted within each of the relevant
drinks categories, allowing for greater detail in category marketing,
yet sufficient synergies to facilitate a consistent total business view as
per the consumer dashboard in Figure 2.10.

e For each category, a prioritization process and toolkit has been devel-
oped that provides a clear and objective means of identifying priority
segments, understanding their needs and overlaying the core category
‘pillars’ or truths for additional insight. This process reveals rich insight
about how the needs of the priority segments can best be met and
evaluates the existing portfolio of brands in terms of their current and
potential ability to deliver to these needs.

e A customer study has been conducted and a simple framework devel-
oped for linking the consumer and customer segmentations and key
insights.

e The business has restructured from a functional to a category-based
structure as an intermediary step towards a segment-based structure.
Within this structural change, the consumer insights and innovation
team (which has its own branding — i-Nova) has increased its size and
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status, representing a prime position on the Senior Leadership Team,
reporting directly to the CEO and expanding by a headcount of six full-
time employees in a contracting headcount business. This expansion
in personnel has included the addition of one full time contractor
to project manage change, two strategic planners, two innovations
planners and one data analyst.

An asset redesign — one of the existing meeting rooms is being con-
verted into a ‘segment room’ to represent the life needs of one of our
consumer segments. The renovations involved are extensive and in-
clude furniture, fittings, life-sized photos and images, music, clothing
and décor to reflect this particular segment. Mini glass cubicles house
real paraphernalia that reflect what the segment might have in their own
homes, wallets or handbags, while journals and photo albums docu-
ment ‘typical’ thoughts and issues this segment may be grappling with.
Despite the clutter, the room remains highly functional for meetings
or presentations — thus enabling continuous immersion for business
planning to this segment. While this is still work in progress, the vision
for the segment room is that it will be ‘launched’ by a representative
from that segment (also one of our ethnography subjects) who will
provide employees with a ‘guided tour’ of the room, sharing precious
parts of their life, food, beverage and music tastes with the broader
audience. We have found the philosophy of ‘bringing the consumer
into the business’ far more successful with other clients than trying to
engage employees to go out and interact with consumers in the outside
world. Perhaps this is simply providing a safety net, but at least it has
proven encouraging — particularly for corporate employees, who often
live in suited castles protected from the real world.

The most recent innovation is the expansion of our segmentation un-
derstanding to include an important third dimension of occasion-specific
needs. Whilst the existing segmentation identifies key segment needs
and how they are fulfilled currently, the purpose of this additional piece
of work is to help develop a set of tools and processes for occasion-
specific innovations and brand positioning opportunity. One innovative
approach we have included is the development of category-specific vi-
sual themes to capture each of these occasion-specific needs. This is
very different from the application of personality images or life needs
seen previously by the industry, as the degree of time investment in de-
velopment and validation of a set of category-specific needs for quanti-
tative testing is truly innovative. An example of the needstates brought
to life in visual themes, words, colour, music consumer quotations,
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example occasions, animal and brand analogies currently being quan-
tified via a robust online study (N = 2000), has already proven a valuable
investment for the business. Two examples are shown in Figure 2.11.

Learnings and implications for market research providers

In many ways we are still learning from this case study as we continue our
pursuit of consumer-centricity. In fact, the five steps outlined above have
only recently been developed in response to our learnings, as we began
the journey in a somewhat naive way — particularly our underestimation
of the degree of structural and cultural change required truly to translate
a customer-centric vision into a reality. In many ways this should not
have been surprising, but at the time we truly believed that we could
help make this type of difference without systemic changes to our own
business model as a consumer insights specialist.

The key challenge a research partner faces in this endeavour is that,
whilst the skill sets required are not that different from those skill sets
associated with leading consultancies (professional facilitation, creativity,
research rigour, etc.), the business model to leverage these skills looks
remarkably different. The key differences and implications from a research
business perspective are outlined in Table 2.2.

To facilitate the effective integration and deployment of these new skills
and/or new applications of existing skills, we have employed a unique
structural design within our business. The key to this structural change
is the development of a specialist team of ‘Value Architects’ within the
business, who work towards building business value through the appli-
cation of non-research skills to existing and new clients. Some of these
skills include communications strategy development, management con-
sulting, brand and category planning and ideation. The key to the success
of this business unit has been a unique matrix structure where traditional
research consultants continue to ‘own’ the client relationship, freeing up
the Value Architects to work across clients on specialized projects such
as this one. By working with the research consultants, the Value Archi-
tect’s time can be dedicated to the non-research demands, particularly in
the areas outlined above. At the same time, researchers are continuously
exposed to and gradually upskilled in these areas where applicable. Re-
sponse to this initiative, both internally and externally, has been extremely
positive and profitable for the business and has allowed us to compete in
new territories that springboard off our core competency — consumer
insights.
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Table 2.2 Implications for research business model.
Existing Traditional Customer-centric Future changes required
skills business model model to research business
Facilitation Focus group Translating a vision into  Acquisition of change
moderation and a powerful impetus for management skills.
client business change.
workshopping.
Consumer Statistical analysis to Rigorous process to Internship periods required
segmentation validate conceptual define actionable and for consumer-centricity
models developed meaningful solution jobs.
in qualitative that is congruent with
research. stakeholder
perspectives.
Strategic Providing value to Translation of strategic Move from focus on
thinking research results thinking into thinking to application
through on-the-job tailor-made planning and deployment tools.
strategic thinking. processes and tools.
Creativity Bringing consumer Translating consumer Design relationships.
insights to life. insights into business
assets (i.e. segment
room design).
Training Rarely used. Required to upskill Development of

clients in application appropriate training

of tools or processes manuals and toolkit.

within their business.

Learnings and implications for clients

There have been numerous learnings from the client side as well — many
that will ensure CUB’s business not only embraces consumer-centricity,
but understands and endorses fully the benefits and long-term implica-
tions. In many ways the changes already made within the CUB business
show enormous courage and leadership, as they are clearly more signif-
icant and enduring than mere title changes or role modifications. The
most significant changes are:

1. The change of organizational structure within the business away from
brands to support a category-based portfolio strategy. Within the scope
of this change, the role of insights and innovations has been elevated
to hold a position on the senior leadership team, working closely with
the CEO and senior business strategists. More importantly, the divi-
sion itself has expanded through the investment in a full-time change
management focus, employing analysts and strategic planners to en-
sure (a) internal competencies are developed and owned in this area,
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and (b) consumer insights are integrated in the day-to-day planning
activities of the category teams. Awareness of these changes has been
heightened by the separate branding of the group (i-Nova) for ap-
plication across different business units in an increasingly global and
multibeverage group.

2. After almost two years, the focus on the consumer is finally permeat-
ing the business. One of the key changes supporting this initiative has
been realigning decision-making power with the i-Nova group in-
stead of with the brand or category managers. Effectively, this means
that research is guided by the insights and innovations team, reducing
investment ‘wastage’ and enforcing the need for clear insights where
they may be lacking. This, combined with a new focus on consumer
immersion at the beginning of brand or category projects, has height-
ened the importance of the consumer in the minds of the marketing
and sales teams.

3. Inline with the above changes, the business has undertaken the task of
developing new intellectual property around insights-based planning
processes. Whilst it may have been easier to tweak existing processes
or look to other businesses to ‘borrow’ planning processes, the i-Nova
group has embarked bravely on developing processes unique to its
categories, brands and business situations. While the development of
this toolkit is still very much work in progress, there has already been a
significant shift in the way the group has been embraced by the brand
and category teams.

It is still very much early days for CUB’ journey to embrace the
consumer-centricity vision. Further tools, reinforcement of insights-
based decision-making and, importantly, financial returns and tools to
measure them are still to be realized, yet the changes made by the busi-
ness represent a notable step towards developing a way of working that is
unique in its consumer and future focus.

CONCLUSION

Getting the customer to the heart of the business is the number one
need of businesses today. Whilst consumer insights are still highly valued,
there is a shared belief that further investment in research alone will not
deliver to this need. Consequently, we must extend and expand our skills
as researchers and adapt our business model truly to deliver to this vision.
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This chapter has outlined our perspective on consumer-centricity,
along with a structured approach to its delivery. Whilst the case study
outlined is still very much a work in progress, it has been invaluable
in helping us truly understand both the business impact of changing a
brand-centric business into a consumer-centric one, and the necessary
changes required in our own business model to facilitate this type of
long-term cultural change. In this instance we have been fortunate to
have had the opportunity to trial many of these skills and business model
adaptations in strong partnership with Carlton & United Beverages, and
look forward to further successes as their business slowly undergoes this
significant transformation and the new heart kicks in.



Chapter T hree

The Holistic Approach:
Emphasizing the Importance
of the Whole and the

Interdependence of its Parts

Christine Blache® and Karen Hofman®

Corporate visionaries and qualitative research suppliers can obtain
the best results from research by employing an holistic approach that
brings key players into the discovery process. A checklist of actions
indispensable to successful projects and innovation is proposed.

INTRODUCTION

As corporate visionaries work to get to know their consumer in a fast-
changing environment wrought from global competition, where changes
in the marketplace happen in the blink of an eye, they must break through
the barriers raised by tight schedules, limited budgets and the resistance of
soldiers of the status quo. What can be done? Strategic research managers
turn to qualitative research as a source of innovation, but also in their
quest for a new Grail in consumer research—getting quantitative results
while using qualitative techniques.

2 Consultant, PortiCo Research.
b Senior Research Analyst/Project Manager, PortiCo Research.

Market Research Best Practice. Edited by P. Mouncey and E Wimmer.
© 2007 John Wiley & Sons, Limited.
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But what kind of qualitative research can reap such results? Qualita-
tive research that follows an holistic model — one which emphasizes the
importance of the whole while simultaneously acknowledging the vital
interdependence of its parts.

Through examples from our recent research, we will try to illustrate
how companies and their research partners can obtain the best results by
working openly and closely together. We will also explain how things can
sometimes go wrong and what steps should be taken to avoid jeopardizing
the success of a project in midstream. Finally, we will give our own
definition of the Holistic Approach and propose a ‘checklist’ of actions we
feel are indispensable to the conduct of successful research and innovation.

AN HOLISTIC APPROACH

When one considers the vast amount of money spent on research each
year, and that the return on such investment may not always be up to par,
it is no wonder smart research managers think that the time has come to
start developing overarching research strategies, building from a solid yet
nuanced understanding of the multifaceted consumer. How do we get
this? Strong qualitative research done collaboratively.

As qualitative market research suppliers, we have found over the years
that the projects which uncovered the most meaningful and actionable
opportunities were built upon a broad-based multidimensional approach
combined with a strong collaboration with the clients throughout the
course of the entire research process. These were projects in which the
client took an holistic approach internally, in their relationship with our
market research team and in their approach to the design and evolution
of the project.

The holistic approach has been, and is being, applied in many different
industries; for example, the airline business. We all think we know what
it takes for a plane trip to be completed successfully: we need adequate
planning, coordination and communication from the beginning to the
end. But now think about what else needs to go right in order for the
plane ride to be a success. The things we don’t normally concern ourselves
with, but someone, say a pilot, would. We need to make sure that we
have the proper plane size and power, that it will be able to fly safely, that
the structure, the engine, the electronic gear and the landing equipment
are all in good shape. During the flight we will have to stay in contact
both with the ground and other aircraft in our airspace, as well as the
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people whose lives are in our hands in the cabin. All this until we have
delivered our passengers safely to the gate. It is a strong relationship based
on trust, during the entire process, with numerous teams, intermediaries
and partners all operating behind the scenes.

With worldwide competition, tighter budgets and an educated and
increasingly savvy consumer, the need for efficient results dictates that
companies exert just as much dedication and care as an airline pilot would
when bringing projects to life, to success.

CASE HISTORIES

PortiCo Research recently conducted two research projects for two dif-
ferent clients that, though on the surface similar, ended with radically
different outcomes.

In the first case, while working on a project on innovation for the
European branch of an international consumer goods company, we had
a very active and strong collaboration with the client across all the dif-
ferent levels of the decision ladder from the onset of the research. As a
result, the findings of the research easily climbed up the difterent levels
of management, reaching the General Manager. At present, a new line
of products is being developed by the company’s R&D department.

In the second case, while working on a global project for a different
international company, our teams were not united, and we have since
learned that the research results are on a shelf somewhere, figuratively
and maybe even literally. We are left trying to figure out if and how ties
with the different actors on the project can be reconnected.

‘What happened?

The first project
How we got started

A little over a year ago, we were challenged by the new European In-
novation Department of an international consumer goods company to
conduct ethnographies to uncover opportunities for new product devel-
opment.

While it is always great to be invited to play a role in the development
of new products, at the same time we were concerned about the breadth
of the study, and became even more so when we found out that the
budget to accomplish this task was rather tight.
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Our first meeting with the client was an extensive exchange around
the idea of innovation — what it meant for them, why they were con-
sidering ethnography, what their ideas were in relation to reaching the
consumers. What was their perception of their usual consumer? How did
they perceive their brand at this moment in time? Where did they see
their brand going in the near future? How innovative were they willing to
be with their product? Could drastic changes be accepted in the renewal
of certain lines of products? For our team, this kind of intellectual and
emotional involvement is a key component of the early stages of research.

Regarding the scope of the project, we asked if we could narrow it
down a bit, in order for us to have a greater focus. For example, we sug-
gested we work around a specific age sample or household composition
type, but the client asked that we keep the research as open as possible to
gather as much information and insight as we could. They felt this was
a rare opportunity to be out there with a blank canvas trying to uncover
what could be the next innovative steps the company would take. Most
of all they wanted to rid themselves of any preconceived ideas that might
lead them in the wrong direction. We needed to deconstruct their initial
vision in order to uncover new ideas. The challenge, however, was to
come up with ‘immediately actionable results’. They wanted the R&D
department to start developing new products in the next few months.
We agreed to this on two conditions:

e that the client be involved fully in and oft the field from the very start
of the research to the end;

e that the research be narrowed down halfway through the field work,
based on our first findings.

They agreed.

What made things ‘click’ in the project?
Preparation phase

e The team that hired us was empowered to make decisions and carry
them through. This gave them leverage and leeway in decision-making.

e Our team was involved very early on in the preparation. The clients
expressed their needs, their expectations and their goals openly.

e ‘Dreaming’ was allowed. The clients started with very open minds and
fought against preconceived ideas. They were ready to rid themselves
of opinions that would prevent them from being receptive to new
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findings. They brainstormed actively with us and pushed concepts hard
during these discussions, constantly rethinking their product category
on the whole.

The clients provided us with a context: elements already in their pos-
session, innovation benchmarks, trend watching, details of their recent
successes and failures with innovation, etc.

The clients also provided us with guidance on the company’s culture,
politics and general attitude towards qualitative research within the dif-
ferent departments of the company. They discussed what they had done
before, what had worked or hadn’t worked and why, where product
development had to fit within their financial framework, what would
go well within the company’s culture and what wouldn’t. They gave us
examples of innovative developments that went as far as the prototype
phase before they were considered too bold or too pricey. In other
words, we had to come up with new, bold ideas, but they had to be
grounded sufficiently if we were to be successtul.

In preparing the research, time was allowed for solid back and forth
exchanges in defining the territory, the target, the scope and the type
of subjects we wanted to explore, allowing for the elaboration of a solid
and broad-reaching interview guide.

The clients allowed for enough time. The emphasis was on getting it
done right, not just quickly.

During research

The project manager on the client side had several qualities that facil-

itated the in-field and analysis work:

— he was internally respected and had leverage;

— he was both attentive and open-minded;

— he participated actively in exploring new angles and in challenging
our findings to push the research further;

— he engaged readily in our discussions about the most far-fetched
ideas, leaving no stone unturned,;

— he was sufficiently knowledgeable on the company’s brands and prac-
tices, allowing him to react immediately to ideas and findings;

— He was present in the field and also made himself readily available
during the analysis phase of our research.

The complete management team on the client side agreed on several

‘mid-term’ brainstorm discussions to analyse the findings while still in

the field. This allowed for:
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— immediate feedback on the scope of the findings;

— the room to make adjustments;

— the opportunity to adjust the ongoing research based on initial
insights;

— clear communication.

Disseminating the results

‘While our team was preparing the final deliverables, based on the topline
analysis done by our ethnographers, the client organized an ‘innovation
workshop’ that included both our team members and members of their
R &D, marketing, communication, production and finance departments.
This workshop was aimed at reviewing the results together, deciding
which directions were the most interesting to take, brainstorming on the
type of actions that could be taken from there, defining possible new
lines of products and benchmarking these ideas against what was already
developed in the company and what was available on the market. Our role
was then to synthesize this workshop and prepare for a final presentation.

The clients’ team had been involved in the entire process of the re-
search, and so many people had been brought in at different levels that
a formal presentation was almost unnecessary. The research material was
already selt-appropriated by the clients’ team.

When the formal presentation took place, all the parameters, and most
notably the political ones, were worked between the clients and us in
order to facilitate the passage between ‘research results’ and ‘product de-
velopment’ at a higher hierarchical level within the company. We actually
co-presented the research as a team.

Conclusion

While still waiting for quantitative results on the consumer side regard-
ing the new product development, the research was already considered
successful by management within the company because of the success of
the holistic team approach. This was accomplished thanks to the help of
an open-minded management team which took a serious role both in
guiding the research, involving its team and maintaining a proper balance
between ‘being generous and creative’ and ‘turning ideas into facts.” A
paper was written internally by the project manager about the research
and the paper was elected Notable Paper of the Month and distributed
across all the departments of the company.
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The second project
How we got started

The second project began as a global exploration of similarities and dif-
ferences in consumer needs, values and practices around a broad theme
central to this major international company’s business. The division that
commissioned this research was charged with bringing a new, globally-
based way of thinking to the company’s more traditional approach. As
researchers, we were very excited to be contributing to the development
of what promised to be a more holistic corporate vision.

We were brought into the project initially by a consulting agency that
had an established relationship with the client. From the enthusiastic
give-and-take of our initial meetings with the agency and the client,
we anticipated a strong tripartite collaborative relationship that would
stimulate thinking and be characterized by an openness to the reframing
of preconceived (and perhaps culturally-biased) notions pertaining to the
central theme.

Given this climate, we agreed to the open-ended subject of the re-
search, anticipating increasing definition as the project developed. Faced
with budget and time constraints, we worked with the client and con-
sultant to build a research design that would allow the project to be
completed in a specified timeframe, but that would require prompt client
feedback along the way to keep the process moving smoothly.

Falling off track

With the approved design and objectives in hand, our two field teams set
out to conduct fieldwork simultaneously in culturally disparate countries
on two different continents.

Once in the field, the client and the consultant, overloaded with busy
schedules, attended a limited number or none of the interviews. For
similar reasons, no members of the client’s in-country teams could attend
the interviews. This situation gave us little opportunity to debrief with
the client about our findings, either while in the field or thereafter. We
were unable to fine-tune the focus of our research.

Trapped between the company’s objective of being ‘open and cre-
ative’ in their thinking and strategic research, and the ensconced prac-
tice of demanding immediate development, the client’s project managers
were under a lot of pressure. This resulted in ambiguous communica-
tions and lack of client input. Situations arose where we were asked to
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provide findings that were neither incorporated in our agreed upon in-
terview guide nor mentioned as mid-course adjustments while in the
field.

While the project yielded rich results based on the stated objectives
and the agreed-upon consumer targets, communication breakdowns and
missteps in obtaining broad-based organizational buy-in compromised
the acceptance of the research across organizational divisions.

Many of the problems we encountered seemed to stem from a sort of
schizophrenia that arises in companies that want to change their approach
in understanding and communicating with the consumer, but find them-
selves trapped in systems that pressure them for concrete and immediate
quantitative results. Certainly not an holistic approach.

THE HOLISTIC APPROACH: STEPS AND ACTIONS FOR
SUCCESSFUL PROJECTS WITH ACTIONABLE RESULTS

‘Start your journey with a sense of destiny’
Gary Hamel in Leading the Revolution

The holistic model can be applied to many situations. One common
application of holism is found in medicine, where one considers that
traditional and unconventional methods can be used complementarily to
help cure patients of what ails them.

Another use of holism has been applied to agriculture by Allan Savory.
His ‘Holistic Management’ was designed to help farmers in Africa create
a model of farming that takes into account economics, ecology and social
responsibility.

Specializing in ethnography, we find this last example about agriculture
particularly interesting. Having to deal with the complexity and desires
of consumers who are more and more eager to lead meaningful lives and
to express themselves through their choices, we feel it is essential to find
a level of collaboration with clients that will be rich and deep, both on
the organizational level and on the intellectual level. In the process, we
must take into account economics, ecology and social responsibility.

Actions to take on the client side

In the quest for the Grail-the challenge of getting quantitative results
using qualitative techniques—we have found that the most successful
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companies in reaching their goals are those who combine vision and
passion with collaborative work and result-oriented actions.

How can top management involvement be essential in developing an
overarching marketing research strategy?

On an emotional, social and political level

e Reinforce or reinvigorate the values of your company and brands.
There is a strong emerging desire for meaningful and soulful products,
brands and actions.

e Find a TRUE equation between what you say and what you do. This
goes for:

— your brand;

— your products;

— the way you run your company or division.

For example, changing your strategy by launching a ‘health food’ line
probably requires revisiting the way you buy resources, transform them
and distribute them.

o Take into account that you are dealing with an educated and responsible
consumer whose expectations are getting higher every day. This com-
plexity has to be taken seriously, and the emergence of anti-marketers,
anti ‘ready-made’ speeches, must encourage the development of over-
arching politically and socially coherent strategies from companies and
brands. Company policies both within and outside the organization
may be deciding factors in consumer choice.

e Remember also that you are facing a global reorganization of both
economic standards (some traditionally mature markets see their buy-
ing power decrease and need to make smart choices, while emerging
economic giants create new opportunities) and family standards (the
explosion of the 19th century family unit model in favour of a less
formal, community-oriented model that’s reshaping everything from
habitat to education).

o Word travels fast:

— you must be the one to promote the right idea;

— the slightest mistake regarding ethics can immediately catch up with
you;

— you must design a highly collaborative organization that will both
promote your messages and prevent crises.

e ‘Share your dreams’. Elaborate a vision and share this vision with others
in a clear and inspired way — be passionate and infect others with
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your ideas in such a way that they will be excited about their work.
Such excitement infuses your brands with energy, which then gets
communicated to the consumer.

Most of all keep an open mind at all times. The market researcher is
often coming to the table with a fresh perspective that facilitates their
seeing what is often overlooked by clients who have been conditioned
by past findings. With a fresh perspective, market researchers can un-
cover the magic that will make consumers connect with a product
more deeply.

From an organizational point of view

Articulate your vision so that at least the strong lines (both in terms of
directions and expected results) are clear to everyone.

Communicate the message to the appropriately empowered manage-
ment.

Develop an overarching research strategy for the short, middle and long
term. Use well-designed, broad-based ethnographic research to gain a
firm grasp of your consumer market and provide a roadmap for future
quantitative research.

Make sure you will be able to provide the energy and investment that
will match the scope of your vision (is everybody on the same agenda?).
Estimate the scope and breadth of your project and select the appro-
priate methodology: you may not want to use a bazooka to kill a fly.
In an overarching theme approach, you may want to set a solid base
by using qualitative research methodologies that can capture important
and often unanticipated or nuanced findings around the complexity of
consumer motivations.

Once in the field, allow for the development of as many angles as
possible.

Never lose sight of your long-term strategy and keep on communicat-
ing it during the entire length of the project.

Validate the different steps on a regular basis—missing a step could mean
additional time and stress.

Allow sufficient timing for communications and synthesis of data
throughout the process. Listen to the market researcher’s ideal tim-
ing (it is not in our interest to have a project drag on longer than
necessary, and we have experience in knowing what timeframes are
most comfortable for progress).



The Holistic Approach 63

From global to local: INVOLVE YOUR TEAMS! They know a lot of

things you don’t and they will be extremely valuable both in contex-

tualizing and relaying your ideas within vastly different cultural frame-
works.

Make sure that, within the company, all departments work on the same

‘metrics’. If they don’t, adjust the communication system among the

departments to ensure a better flow of data and action.

If you are going to use intermediaries for qualitative research, make

sure you are in touch with all partners at regular intervals. Qualitative

research is deep and thorough, and you don’t want to miss out on
the precious data as it is being extracted and analysed. Let it resonate
regularly against the strategy you defined.

Understand the benefits and limitations of using an intermediary con-

sultant to coordinate research efforts (use is more common with inter-

national and/or strategic projects).

— Benefits: larger projects need either a consultant or an empowered
project manager to oversee all the efforts produced by all teams.
Being at the same time aware of all steps of the research while being
able to distance oneself, a good consultant can bring depth, vision
and velocity to a project. A good consultant can unlock doors and
keep the level of watchfulness and inspiration very high.

— Limitations: Consultants will sometimes try to water down or soften
the blow of bad news (e.g. on one project we were asked to do a
video that softened the harsh findings, only to be later asked by the
client to make it more biting so that upper management would truly
understand the scope of the problem). Other times they might try
to force findings into predetermined schema that do not necessarily
reflect the organic structure and inter-linkages of the actual findings
(e.g. on two international projects, we literally spent days trying to
make our findings fit into the consultants’ grids), which leads to
inflexibility in the communication of findings.

Use market researchers as sounding boards in helping to refine your

research strategy. Their understanding of the complexity of the con-

sumer experience can offer insights that help you build richer, more
grounded and holistic research strategies. For example, a major Amer-
ican retailer for whom we had previously completed two successful
projects approached us about conducting strategic research with its
commercial customers. We developed a research proposal suggesting
avenues of exploration that stimulated our client’s thinking. The com-
pany came back to us with a far more elaborate research objective,
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to which we proposed several ideal methodologies. After a few more
rounds of discussion and rethinking, we persuaded our client to exam-
ine the constellation of relationships linking commercial and consumer
customers. Ultimately, this proved key in getting at the heart of their
research question.

Actions to take on the market research side

In this context, research companies’ most significant role is to take the
client a step further in sustaining a very high level of expectation and
excellence, helping open as many doors as possible for innovative ideas

and uncovering the conscience of the brand.

Be holistic on emotional, social and political levels

Research companies need to be inspirational. The research company’s
role is to help the client be generous with its brand. There is a con-
science beneath each brand that needs to be developed and revealed to
the consumer. In a complex world with educated consumers, having
the conscience of a company behind a brand is a major asset. The re-
search company is there to provide the tools that will bridge the gap
between the company’s and its consumers’ expectations.

Research companies cannot be shy. They must keep their clients in
tune with the deep shifts taking place in society and strongly voice the
ideas emerging from the field.

Research companies need to be bold and daring. Observation is not
enough. It is the responsibility of research companies to ofter new
angles and be bold about it. They must be prepared to read between
the lines of what consumers say, to get at underlying values, motivations
and needs.

Research companies need to be true partners. Ideas will remain mere
ideas if they are not channelled through collaborative exchanges and
expressed in actionable terms.

Be holistic in an organizational way

Find your champion within the company. You will not obtain and
sustain a strong relationship with the client without someone who can
establish trust and quality exchanges.
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e Privilege both analytical thinking and dreaming from day one until the
very last day of the project.

o Keep angles wide open at all times.

e Process the results in a direction that is desirable, focused, validated,
flexible and actionable.

e Encourage the client’s project manager to teach you about the com-
pany’s policies, politics and strategies.

e Encourage the client’s project manager to be the promoter of your
ideas.

e If you work through an intermediary, look for proper collabora-
tive management that will help you reach the best win/win/win
(client/intermediary/marketing company) situation.

— Explain very early on the absolute necessity of having access to
strategic information about the company’s vision and goals. Insist
on being briefed on the baseline understanding of the consumer, so
that you can add to the client’s knowledge base.

— Install a communication network that will help you to communicate
and discuss your findings and analysis during the entire duration of
the project—involved intermediaries can become advocates of the
findings.

e If it is known in advance that client feedback may be difficult/not
always immediate, allow extra communication time in the schedule to
avoid frustration/miscommunications on both sides.

o Be realistic about timing and methodology. Be wary of ambiguity and
over-compromising in the interest of building a relationship.

CONCLUSION

Organizations today are ever more aware of the need to be generous,
expressive and innovative — and the need to stay dynamic in a rapidly
changing world. But to do so, they must harness their resources both
internally and externally to unleash their creativity and gain momentum.
Taking an holistic approach with their teams, their market researchers
and their research strategies is the key to ensuring productive results that
move from consumer insight to viable new products, brand positioning
and marketing strategy.
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The industry has to be ready to respond to the increasing demands of
customers by revising, reversing its business processes and exploit-
ing technological opportunities. This chapter proposes a methodol-
ogy to prepare the industry for the next phase.

INTRODUCTION

The marketing research industry is facing several challenges stemming
from a changing business climate and the emergence of new actors. Un-
less a paradigmatic shift occurs, marketing research information is just one
of numerous information sources facing today’s decision-makers every
day. Hints of such a paradigmatic shift are visible. Tomorrow’s company
will be customer-centric and armed with knowledge-management tools.
The industry has to be ready to respond to the increasing demands of cus-
tomers not only by revising, but also reversing, its business processes and

* President, KNEXTEP and board member, STRATE]JI/GFK.
b Founder, Infakto RW.

Market Research Best Practice. Edited by P. Mouncey and E Wimmer.
© 2007 John Wiley & Sons, Limited.



68 Market Research Best Practice

exploiting technological opportunities. This chapter proposes a method-
ology to prepare the industry for the next phase.

CHALLENGES TO CONVENTIONAL
MARKETING RESEARCH

The marketing research industry experienced modest but healthy growth
rates during the last half decade with average growth rates above 5%
(ESOMAR, 2005). This does, however, mask serious criticisms, both
from professionals and customers. In his seminal article, Gibson (2000)
states:

‘So, comic strips show marketing research as laughable, business authors find it irrel-
evant, academia separates itself, and even we researchers know something is wrong.
Isn’t it time we stop kidding ourselves with superficial talk about communications?’

- 3)

According to Gibson, marketing research fails to satisty its potential
users because it limits itself to describing the past, and does not try to
estimate the future. Even the American Marketing Association declared a
divorce between marketing research and scientific methods, by defining
this service through these words:

‘[Marketing research is| systematic gathering, recording, and analyzing of data
about problems relating to the marketing of goods and services” (p. 4).

This clear limitation of the industry, where ‘data are already in existence,
waiting to be collected” avoids the scientific emphasis which was envisioned
by practitioners, and general acceptance of this definition has created sig-
nificant consequences. First of all, it impeded recruitment of new talents
(p. 5). Marketing research education became limited to data gathering
and analysing, rather than developing new models or theories (ibid.); new
graduates emphasized implementation of sophisticated statistical models,
rather than questioning their findings (p. 6), and all of these resulted in
one of the most significant developments: marketing research’s findings
failed to predict the market, and credibility of the industry continuously
declined over time.

Gibson argues that a redefinition of the industry by AMA in 1991 to
include an emphasis on ‘scientific methods’, might be a fresh start for
practitioners. However, according to Gibson, this redefinition has not
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been echoed in managerial rhetoric, and the industry is still identified
with ‘gathering, recording, and analyzing of data’ (p. 7). Finally, Gib-
son says that in order to change the course of the industry, we have to
change the definition, then the education and training of new talents
(ibid.).

Marketing research professionals and intelligentsia are also aware of
this crisis in the industry, and potential remedies are being discussed by
them. In a recent issue of Shea and LeBourveau (2000), several profes-
sionals from marketing research companies and customers discussed the
main hurdles they faced. According to them, hurdles may be grouped
under three main headings: societal hurdles, business processes and orga-
nizational hurdles. Societal hurdles are listed as social and demographic
changes which result in fragmented markets that squeeze marketing re-
searchers:

‘As researchers we are trying, but nobody has big enough budgets, no one has the
background or mentality. We know this is a big business, but as a group, marketing
researchers just don’t have the tools and know-how to adequately address this.” (p. 5)

The second societal hurdle is argued to be ‘nonlinearity of the en-
vironment’. As a result of rapid technological change, customer profiles
change rapidly and existing tools are not sufficient to understand and
explain these new profiles. Moreover, according to the discussants, most
marketing research professionals are far from being adapted to a changing
paradigm (ibid.).

Business process hurdles are clearly visible in the demands of cus-
tomers. First of all, the marketing research industry does not satisfy the
demands of customers to reach ‘every time to everything’. Second, the
compressed time expectations of customers are not corresponded to by
marketing research companies. Third, a changing dynamic environment
requires dynamic decision-making models which are not included in the
knowledge base of the industry (p. 8).

Organizational hurdles are the results of those listed above. The func-
tion of marketing research became limited to one of numerous infor-
mation suppliers who were not included in decision-making processes
(p-10). Second, the marketing research industry failed to recruit new tal-
ents, as Gibson argued above; human resources in the industry remained
limited compared to rising competition from consultancy and IT firms
(p- 11). Third, an increased number of data sources meant that marketing
research firms failed to ensure a certain level of data quality.
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In their seminal article, Monster and Pettit (2002) discuss threats and
opportunities for our industry. According to them, globalization of the
business and rapid technological innovations created significant pressures
upon the industry, stemming from rising expectations of customers. In-
creased penetration of the Internet made global products available world-
wide through online businesses. Consequently, globalization of the client
sector created a demand for global marketing research data. Meanwhile,
as a result of increasing and diversifying demands of customers of the mar-
keting research industry, several competitors, including CRM providers
and consulting integrators, business intelligence and OLAP tools, etc.,
emerged. According to Monster and Pettit, in order to struggle with
these challenges, technological innovation is a necessity:

‘As consolidation and globalization continue for both client and supplier, it will be
imperative to have software capable of performing across the enterprise’ (p. 21)

Neal (2002) also discusses the existing situation of the industry and
presents reasons behind this crisis. According to him, the problems of
the marketing research industry are firstly dependent on underfunding of
research activity (p. 2); secondly, the exclusion of market researchers from
planning and decision-making processes (p. 3); thirdly the dissatisfaction
of customers, who demand quick acquisition of results (ibid.); and forthly,
the declining quality of research projects as a result of a human resources
problem in the industry (p. 4) and alienation of employees from the
scientific characteristic.

All of the above-named authors and marketing research professionals
are aware of the crisis, independent of the diversity of their attributed rea-
sons. Similarly, the solutions offered to the crisis are innumerable. Some
authors propose to redefine marketing research activity, while some others
argue for the use of technology and redefinition of our processes. More-
over, another common denominator for the intelligentsia of the market
research industry is labelling the problems of the industry as symptomatic,
rather than systematic. What is the difference?

Merriam-Webster defines symptomatic ‘as being a symptom of a disease’,
and a symptom as ‘something that indicates the presence of bodily disorder’.
It means that the above-discussed problems are related to a ‘disorder’
of functioning of the industry, and that when this disorder is treated,
these symptoms will disappear. How to treat, is a problem of business
medicine, and when these measures are taken, there is no another obstacle
to recovery. Epistemological problems of this ‘symptomatic’ approach are
discussed broadly by French philosopher Foucault and followers.
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On the other hand, systematic means ‘relating to or consisting of a system’,
and a system is described as ‘a regularly interacting or interdependent group of
items forming a unified whole’. The main difference between ‘systematic’
and ‘symptomatic’ approaches is that while a ‘symptomatic’ approach
envisions an existing equilibrium point to which the body will return after
recovery, a systematic approach explains the situation as a result of ‘regular’
interactions of members of the universe. It also considers an equilibrium
point; however, a system may be in equilibrium at more than one point,
and the two equilibrium points may difter in many characteristics.

From a systematic point of view, the current crisis in the industry will
not be remedied by trying to recover our previous position. Our attempts
to recover our previous situation will affect the environment, and other
actors in the game will behave differently to their previous actions, since
they have experienced a ‘crisis’ within the industry. As Heraclites says,
‘you can’t swim in the same water twice’.

As market research professionals, we have to discuss what the system is,
how it functions and what changed to push us to think about our sector.
Then, after such systematic analysis, we can talk about the course of the
industry and measures to be taken in order to make it stronger in the
forthcoming new equilibrium.

In the following part of this chapter, a short discussion of the systematic
evolution of the knowledge space in which we and our customers operate
will take place.

THE KNOWLEDGE SPIRAL

As market research professionals we are living in the knowledge space.
First of all, what we are producing — information about the customer,
employee, market, etc. —is critical to the decision-making function of our
customers. Even in the minimalist definition of our industry — ‘acquiring
marketing data and transforming it’ — marketing research is an important
component of the knowledge base of the company (Frishammar, 2002:
p. 146). So, if we understand how the knowledge space operates, we can
discuss our position in this space.

Figure 4.1 presents the theoretical evolution of the knowledge space
in a limited time period. The y-axis of the graph represents the amount
of data; it may be measured in terrabytes of data, numbers of pages or
volumes of documents. The x-axis represents time. The dotted line is
the demand function of decision-makers; in other words, the quantity
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Figure 4.1 The knowledge space.

of data needed by decision-makers — or knowledge workers — to make
decisions and to run their companies. The dashed line shows us the supply
of data by different agents. These agents may be market researchers like
us, internal suppliers of financial or operational data or other tangible or
intangible data.

As the figure shows, we expect the demand curve of decision-makers
to be a logarithmic shape, meaning that as time goes on, the decision-
makers’ marginal need for data decreases, and in the long run it becomes
equal to zero. At the beginning, the decision-maker needs a huge amount
of data in order to understand, control and manipulate the course of the
company. While the engineer-manager EW. Taylor needed a lot of data
from production and compilation times of parts, time spent to package
them, wages of workers, etc., all of these data are now in common use
in almost every kind of managerial information system. If a radical shift
in the knowledge production function of managers does not occur, the
marginal contribution of additional available data will be insignificant.

On the contrary, the supply function will be exponential. Meaning
that as time goes on, the amount of data available for decision-makers
will increase exponentially, as a result of a very similar assumption: supply
follows demand as a result of the invisible hand to satisty excess demand.
The shape of the function is not linear because when a supplier responds
to excess demand, others will follow it. Since the good is information,
mainstreaming will be quicker; other players would follow the leader
much easier as a result of lacking or lower entry barriers. Consequently,
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Figure 4.2 The knowledge spiral.

as time goes on, both the number of suppliers and the quantity of data
supplied will increase and reach the equilibrium point, when supply
equals demand. The area labelled ‘information gap’ in the figure describes
times of crisis, when there is excess supply or demand of data.

When the above framework is applied to the historical evolution of
decision-making processes, the graph is as shown in Figure 4.2.

The figure presents a dialectical relationship between demand for and
supply of data over time. In the initial phase, the demand curve is logarith-
mic, and in the succeeding phases it takes a sinusoidal form with a positive
slope. Similarly, the initially exponential supply curve also becomes a si-
nusoidal shape over time. This transformation of shapes is dependent
on the evolution of management knowledge and information processing
functions over time.

Phase I of Figure 4.2 is characterized by the development of mod-
ern/scientific management by EW. Taylor. Taylor, an engineer and man-
ager, published his experience in management under the title Principle
of Scientific Management (1909). He described the main objectives of his
approach as being the development of a scientific approach to produc-
tion processes and allocation of sources, the division of labour between
workers and managers and the motivation of workers through material
benefits. This newly born professional manager had to collect a signifi-
cant amount of data in order to control and manipulate his company —
the individual performances of workers on the production line being the
simplest among them. In the initial phase, the demand for data was limited
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to simple tangible information, such as accounting and production data.
The evolution of Fordist mass production and the corresponding mass
consumption led to the emergence of modern marketing. Increased pro-
duction capacity, improved transportation facilities and intensified com-
petition as a result of increased supply of similar goods from difterent
producers pushed companies to develop marketing skills. The develop-
ment of mass media in particular created a significant opportunity space
for advertising and marketing campaigns (Witzel, 2000: p.7).

The first phase of the knowledge spiral continued until the late 1960s.
The peak point in the information gap between demand and supply
was the 1930s, in which the majority of reputable advertising agencies
and marketing research companies were established. The legendary IT
company, IBM had been founded in 1914, to produce ‘business machines’
to overcome the calculation complexities of new data. It was the first
signal of exponential growth in the data supply. Enduring economic
prosperity created a significant opportunity space for suppliers: the yearly
average growth of personal income was 3% between 1950 and 1975;
labour productivity and foreign trade doubled during this period (Glyn
et al., 1986).

Such a suitable environment resulted in huge increases in the sup-
ply of data. First of all, the number of data sources increased: finan-
cial, accounting and operational data were no longer the only sources.
Marketing and product managers had to consider sales data, marketing
research information and sectoral trends; the human resources depart-
ment had to care about employees’ performances and their satisfaction;
high level managers had to have some idea about the overall course of
their industries, macroeconomic developments and competitors’ posi-
tions. Moreover, thanks to technological developments, and especially to
the Moorian growth of processors, the information production capacity
of data suppliers increased day by day (Wiig, 1997: p. 5).

However, this rapid increase in the supply of data was not matched by
increased demand. Following the adoption of Max Weber’s bureaucratic
theory and the development of a basic human resources approach, this
period was characterized by the settlement of the existing management
paradigm. According to Clarke and Clegg (1998), until the 1970s there
was no sign of a paradigm shift in management (p.17). Today, we are
experiencing the second information crisis of the century, in which data
supply significantly surpasses demand. The main characteristics of this
crisis will be discussed next.



Integrating Decision-making and Marketing Intelligence 75

THE CRISIS OF TODAY AND THE MARKETING
RESEARCH INDUSTRY

So far we have argued that today’s crisis is one of oversupply. We experi-
enced an equilibrium point in which demand for data equalled supply and
a honeymoon period when large information technology conglomerates
had substantial profits during the late 1970s and 1980s. Now, decision-
makers are facing a significant information overflow.

In 2000, it was estimated that corporate data was growing between
75% and 150% per year, a pace that has probably not diminished since.
The Gartner Group projects that by 2004, businesses will be managing 30
times more data than in 1999. In an almost startling finding, the School
of Information Management and Systems at the University of California,
Berkeley has determined that more information will be generated over
the next three years than was created in the previous 300 000 years.
Another Gartner Group study, released last year, found that the average
company utilizes just 7% of the information stored in data warehouses
(Microstrategy, 2002).

Of course this oversupply of data leads decision-makers to be much
more conservative. Today’s management theory literature is full of ‘how
to use data collected’ or ‘how to invest in I'T smartly’ articles (Balasubra-
manian et al., 1999).

The most significant development which will affect demand for data
and increase the productivity of the information collected is the evolution
of knowledge management, which is defined as ‘systematic management
of knowledge’, or as ‘organizational capability that allows people to cre-
ate, capture, share and leverage their collective knowledge to improve
performance’ (ibid.). The main objective of this discipline is to maxi-
mize the enterprise’s knowledge-related effectiveness and returns from
its knowledge assets and to renew constantly (Wiig, 1997: p.2).

The major problem for theoreticians of the discipline is integrating the
huge amount of data accumulating in a company’s knowledge base and
developing new techniques to improve the efficiency of data collection
and information production processes. Following Romer’s contribution
to the economic theory of growth, which argued that the emerging
economy is based on ideas more than objects, and that there is ‘enormous
scope for discovering new ideas’ is critical (Read, 1999: p. 5). Investment
in making people knowledgeable in order to bring innovation has become
crucial for enterprises (Wiig, 1997: p.5). The transformation of tacit
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knowledge in to explicit knowledge, and the process of accumulating it
as part of the knowledge capital of the firm, is discussed and described in
the earlier works of Nonaka (1997: p. 2).

The current crisis in the marketing research industry is highly depen-
dent on the current situation of the information gap. Nevertheless, as
shown in Figure 4.1, this gap will not be everlasting. Dynamic factors
will push decision-makers to use and control the dataflow effectively. The
first of these dynamic factors is the above-mentioned knowledge man-
agement concept. With the exploration of new ways of transforming
information into knowledge, demand for data will be increased within a
short time period.

Secondly, it seems that a paradigm shift in management science is oc-
curring. According to Clarke and Clegg, new areas of intellectual inquiry
became visible after the 1980s. These inquiries focused on organizational
learning, flexible organizations, open communication, network orga-
nization, social responsibility, a stakeholder approach, etc. (Clarke and
Clegg, 1998: pp. 50-56). Despite a multiplicity of reasons for this change,
the consensual view of the management intelligentsia is that tomorrow’s
company will be very different than today’. It is a clear indicator of an
incoming paradigm shift.

Thirdly, the rapid development of technological opportunities — in
terms of CPUs, storage capacities, networking and the rise of the Inter-
net — will also help managers to develop much more efficient information
production methods. Firms are aware of these opportunities and the com-
puter market grows continuously. Clarke and Clegg have stated that the
average yearly investment of US firms in computers increased by 30-40%
during the last two decades (ibid.: p.161).

When all of these factors are taken into consideration — intellectual
investment in knowledge management, a changing managerial paradigm
and use of enhanced technological capacities — it has to be expected that
exponential growth of demand for data will take place within less than
two decades. Of course, the winners of tomorrow will be the investors
of today.

The specific situation of the marketing research industry is closely
related to how it is attributed by decision-makers. Frishammar states
that marketing research is only one of several sources of information for
decision-makers, and its scope is limited to ‘a mean by which the firm
generates, transmits, and interprets information from the environment
about or relating to the success of the firm’s marketing plans’ (Frishammar,
2002: p.148). One of the classical textbooks on marketing research defines
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the marketing research process as beginning with agreeing on the research
process, which comprises a shared understanding between the manager
and the researcher of the problems or opportunities to be studied, decision
alternatives to be evaluated and users of the research results (ibid.). Such a
definition limits the researcher to being a subcontractor and assumes that
customers have perfect information and skills to delegate the research. It
means a clear exclusion of professional researchers from the boardroom.

In order to satisty the potential demand for data, the marketing research
industry needs not only to revise its definition, but also its processes and
its objectives. Especially since the new management paradigm creates a
significant opportunity space for market researchers.

THE CUSTOMER CENTRIC ORGANIZATION AND A
NEW ROLE FOR THE INDUSTRY

The New paradigm of management is characterized by its customer-
centric approach. After a half-century long period of prosperity char-
acterized by the rapid growth of industrial and service sectors and the
decline of agriculture, enduring economic stability with an average an-
nual growth rate of 4%, growth of real wages and productivity, the world
economy experienced a series of crises (Glyn et al., 1986: p. 9).

An important characteristic of the period was cited as follows: ‘a fun-
damentally new development of the post-war period was that the massive growth
in production was counterbalanced by an equal growth of consumption . ... (p.
10). The capitalist mode of production was enforced by Fordism and Tay-
lorism, and a corresponding mode of regulation. The economic climate
was suitable for further growth as a result of the abundance of capital for
investment and growing markets stemming from the increased purchas-
ing power of workers (Lipietz et al., 1995). Lower levels of inflation and
increased world trade were enforcing an enduring economic prosperity
(Glyn et al., 1986: p.16).

Following the first and second oil crises, the world economy faced a
serious crisis. During the 1970s, productivity decreased, profits declined
and the inflation rates of advanced countries almost doubled. Mergers of
international companies took place and competition intensified. Coupled
with declining real wages, increased unemployment rates directly affected
demand (ibid.: p. 42, 46, 50, 58). It was the end of the Golden Age.

The above-mentioned signal of a paradigm shift owes its existance
to this crisis in Fordism. From a managerial perspective, the major
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implication of the crisis was the scarcity of customers. As a result of
declining relative real wages, the average purchasing power of consumers
declined over time. In the previous era, production increases as a result
of increased productivity were matched by equivalent demand increases.
Today, such an abundance of demand is not available. Intensified com-
petition, the supply of similar goods from diftferent companies and the
selective attitude of customers have created significant pressure on com-
panies that want to survive. The first fact pushing these firms to care about
customers is simply stated as: ‘cost of attracting a new consumer is 7 times
higher than keeping an old one’. Retention and loyalty have become two
important concepts, and a new approach has been developed under the
name of relationship management. Relationship management focuses on
increasing customer retention, establishing continuous customer contact,
a high emphasis on customer service and a high level of commitment to
meeting customer expectations (Baker and Cooper, 2002: p.15).

Such a paradigmatic shift has created significant emphasis on ‘customer
relationship management’ (CRM). Boxwell (2000) outlines a common
definition of CRM as follows:

‘CRM will be taken to mean those processes involved in the identification of
profitable customers and /or customer groups and the cultivation of relationship with
these customers. The aim of such processes is to build customer loyalty, raise retention
rates and therefore increase profitability. (p. 6)

Although CRM is a vision of management, it is often used as a kind of
technological investment. Schultz categorizes approaches to CRM under
two different headings. The first is the North American, version, which
emphasizes the technology area, especially data management (Schultz,
2002: p.1). The second is labelled the Nordic Approach, and focuses
much more on aligning the organization’s resources in such a way that
ongoing relationships are formed and maintained. Thus, the primary
focus is on building customer loyalty and retention (ibid).

However, despite institutional attempts to underline the visionary role
of the CRM approach, technology has continued to dominate the dis-
cipline. According to the Aberdeen Group, the total CRM market is
expected to be increased to 24 bn USD in 2003 from 5.5 bn USD in
1998. The Gartner Group states that 28% of total costs are allocated to
software investments, 23% to hardware purchases and 11% to telecom ex-
penses. Only 38% of the total investment is allocated to ‘services’, which
includes all kinds of services.
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On the other hand, such investments do not add significant value for
investor companies. As Brooke and Suntook (2002) state, ‘55-75% of
CRM projects fall well short of their objectives, and unsuccessful CRM
projects will increase to 80% by mid-2003 (p.60). The reasons for this
failure are numerous and are discussed regularly.

The main point here is that the dynamics which allowed the CRM
market to experience such growth also created a significant opportu-
nity space for the research industry. First of all, the industry’s more than
100 years of experience gave it an intangible knowledge about the cus-
tomers. Though companies of today are trying to shift their orientation
from transactional to customer-centric, the majority of marketing re-
search questions are already focused on the customer. Consequently, the
research industry may shift its focus to customer research, which has much
more external linkages than marketing research.

In order to understand what an opportunity space has been provided to
the industry, we have to make a short description of the decision-making
processes of a company (Table 4.1).

The management of a company may take decisions related to the past,
today and tomorrow. Decisions related to the past are limited to some
performance indicators. Today’s decisions are more focused on strate-
gies and tactics, while tomorrow’s decisions are about the vision of the
company.

The data sources of a company may be threefold. The first is finan-
cial/accounting data flowing from sales and cost figures. The second is
operational data, which includes delivery times, etc. Lastly, customer and
intangible data are collected by customers through internal methods or
marketing research.
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When we place existing knowledge solutions in this matrix we observe
that financial and operational data are collected and analysed by using
internal systems, such as SAP. Information about customers is collected
through CRM systems, but it is limited to past, and perhaps present,
transactions of the customer. It does nor collect any information about
potential customers, nor does it give any idea about the future behaviour
of customers. A significant advantage of CRM systems is that they are
easily integrated with legacy systems. Operational and financial data are
almost already integrated through legacy systems. Advances in reporting
software, such as BusinessObjects, ProClarity and Crystal Reports, allow
integrated reporting of information collected by these difterent channels.

The role of conventional marketing research is limited to collection
of information about customers and other intangible sources. Compared
with CRM, marketing research has numerous advantages: first of all,
while information gathered about customers through CRM systems is
limited to transactions, marketing research brings significant informa-
tion about values, attitudes and behaviours of both existing and potential
customers. CRM systems also fail to give information about potential
customers and competition. Secondly, estimation of future behaviour of
customers by using only transaction data is not easy to implement, and
even increasingly sophisticated statistical techniques have failed to develop
comprehensive models. Thirdly, transactions on which CRM systems are
based are highly dependent on the occurrence frequency of transactions,
which may be affected by other factors.

These failures of CRM systems and the competitive advantage of the
marketing research industry are well known and have been discussed in
detail. The most important point here is that opportunities created for the
industry by the customer-centric revolution are not limited to playing a
bridging role between the market and the CRM systems. The emergence
of the customer centric organization that is not only focusing on, but also
existing to satisfy, customers’ needs, creates a new type of consultancy
for marketing research experts experienced with regard to the eye of the
customer.

Challenges against such a shift in the role of market researchers are
numerous. First of all, as argued above, market research data is not easy
to integrate with other information sources, both internal and external
ones. Secondly, the changing economic environment pushes decision-
makers to speed up interpretation of information and transform it into
action plans rapidly. The conventional business processes of the industry
limit opportunities to respond to these demands. Thirdly, as argued above,
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information collected by the research industry is used generally to support
marketing decisions. Consequently, the industry has to revise, and even
change, its business processes to overcome these challenges.

REVERSING RESEARCH PROCESSES

The majority of problems with which the industry is faced stem from
existing business processes. Conventional marketing research processes
for a marketing research firm are described in Figure 4.3.

The diagram shows that the process starts with agreement on a re-
search process, followed by establishing research objectives. The research
project is then designed, data are collected, analysed and reported to the
customer with strategic recommendations. According to the diagram, the
role attributed to the marketing research company ends after reporting.
The company does not show any interest in how the results are used by
the customer, which kind of data (operational/financial, etc.) are used
with the marketing research data, or which internal reports are produced
by the customer by using these data. In short, the marketing research
company has a limited idea about how data/information provided to the
customer are transformed into knowledge. Furthermore, since the pro-
cess starts with ‘agreement on the research process’, just after the customer
decides to launch a research project, the marketing research agency has
no idea about how this information will be used in the decision-making
process. It signals a clear exclusion of marketing research firms from the
decision-making.

This exclusion is a result of the Fordist-type production of marketing
research information. In the previous phase, our information sources were
limited. Production capacity (for example, computing capacity) was also
restricted. Finally, our distribution channels were limited to only hard-
copy reports. Moreover, our data collection and reporting processes were
classical Fordist-type stock and queue processes, which resulted in con-
siderable delays. Today, in the second phase of the knowledge spiral, our
resources, production capacity and channels are no longer limited. Thanks
to advanced segmentation techniques, it is not difficult to conduct sur-
veys targeting the slightest segments. The technological revolution and
commercialization of huge computers has allowed us to make sophisti-
cated analyses. And, as a result of enlarged WWW technology, online
reporting tools spreading out and presenting our results to our customers
online is no longer a dream.
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CONSULTANCY
- Defining Business
Objectives

CONSULTANCY

CONSULTANCY
- Supervising Data Collection

Figure 4.4 New processes.

Nevertheless, these technological avenues don’t propose a new and
different role for professional marketing researchers. As long as the above-
stated processes are kept, technological innovations only speed up our
job, they don't satisty the expectations of customers. When the current
challenges to the industry and the possible expansion of demand for
data are considered, keeping existing business processes and trying to
improve them will only satisfy today’s expectations, and will fall short
of tomorrow’s. As members of the marketing research industry, we have
to reverse our processes to be competitive in tomorrow’s information
market (Figure 4.4).

When reversing our processes, we should keep in mind that these
new processes have to satisfy certain requirements. First of all, they have
to make marketing research data easily integrable with other informa-
tion sources to create a seamless flow of our business from data collec-
tion to reporting and thus eliminate stock and queue delays. Moreover,
our new processes have to satisfy possible demand expansion which will
create an extra load. The outputs of these processes have to be inte-
grated with knowledge accumulation and create a basis for the knowl-
edge capital of the firm. Lastly, these processes have to create another role
for marketing research professionals, especially in the decision-making
process.
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Our proposed research process starts with analysing and understand-
ing business objectives. These objectives may be generalized — such as
increasing market share of the company, becoming the market leader,
etc. — at the board level. What is important here is to explore the busi-
ness objectives of other managerial levels, from strategic business units to
operational ones.

‘When describing business objectives of companies, the most suitable
methodology 1s questioning decision-makers about how they will de-
cide and which information they need when they decide. A graphical
exposition of information requirements also allows one to explore the
integration of information from different sources. For example, a middle
manager may want to see a line graphic of monthly sales and quarterly
measured customer satisfaction. Or a financial manager may use a scatter
plot of profitability of products and portfolio shares of these products.
When the explorative study of business objectives is completed, a docu-
ment of information requirements will be created.

This information requirements document needs to include some infor-
mation about source (individuals, companies, internal or external data),
timing (monthly, annually) and the expiration date of data to be collected.
Moreover, the information requirements document will determine data-
gathering methods. For example, in order to reach different segments or
sources, different methods of data gathering may be employed. Thanks
to technological innovations during the last decade, using the Internet,
PDAs, tablet PCs and other tools is no longer a dream for market re-
searchers.

Data collection methods may not be limited to the resources of the
marketing research firms. In addition to operational and financial data
from legacy systems, a pipeline to CRM systems may be established to
facilitate integration of data. Moreover, the data-gathering process may
be operated through the existing call centre of the company or may be
outsourced to a data-gathering company. The information requirements
document also helps to make an analysis of the knowledge base of the
company. Which departments are using which metrics, at which manage-
rial level? What importance is attributed to metrics by different manage-
rial levels or departments? Which metrics, internal or external, are used
altogether? All these questions may be answered by accumulating knowl-
edge through the ‘nervous system’ of the company, and are included in
the knowledge capital. On the other hand, the information requirements
document will be a roadmap for the IT team of the company which is
always faced with difficulties in understanding the needs of the business.
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Figure 4.5 Provisioned data flow.

After setting up analyses which will be used by decision-makers and
defining the information requirements document, the next step is ar-
ranging the data-gathering process. Since the cost of every piece of in-
formation is known — such as the per unit price of surveys, required
technological investment, etc. — calculate an ROI (return on investment)
for the overall information requirement of the company. Then, the board
of the company may decide easily which information is worth collecting,
and which may be postponed or cancelled. Another advantage of work-
ing with an information requirements document is that it can include
alternatives for sources, timings and expiration dates, thus it becomes
possible to estimate alternative budgets and ROls.

Converting single-shot data-gathering attempts to such a continuous
and seamless process (Figure 4.5) significantly decreases the cost of data
gathering and reporting. By establishing a pool of users, companies may
set up their respondent basis and reach to customers periodically by using
panel or rolling sample methods. Or, the process may start with drawing
a sample from CRM databases of the company — by using segments as
clusters — and this sample may be used in data collection. Thus, reaching
needed information with a probabilistic basis becomes possible, which is
much cheaper than trying to collect information from the entire database.
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The next step of the process is to prepare analyses which decision mak-
ers need in their jobs. The above mentioned information requirements
document also includes information about which analyses will be used
by decision-makers. When the project starts up, these analyses have to be
ready following the first flow of data from internal or external sources.
The role given to the consultant here is guiding interpretation of incom-
ing data, exploring how decision-makers use these data and assisting on
developing and setting up new analyses which aren’t forecast in the first
phase of the process. Furthermore, when collected information results
in it birth of new business objectives, the consultant has to be in contact
with decision-makers in order to revise information requirements and
restart the cycle.

As may be easily seen, the overall process is highly technology depen-
dent. The information requirements document has to be in an interactive
form, in which decision-makers can easily express and visualize what they
want to see. Moreover, this process has to be recorded and accumulated
to contribute to the knowledge base of the company; consequently the
lifecycle of information requirements will be observed and analysed by
knowledge managers.

The technological basis of the process enforces itself after the compi-
lation of the document. Attributes of data (expiration, source, etc.) have
to be reserved in a relational database which allows control, coordina-
tion and optimization of data gathering. In addition, this database has to
be a pool for collected data or be able to set up pipelines with legacy
systems or CRM data warehouses. Data collected from different sources
with different schedules have to be integrated and stored in this database.
Thus, such a system has to have a sufficiently developed communication
infrastructure with existing systems, enough storage capacity and highly
developed processors to process data. Plus, such a system has to commu-
nicate with different data collection tools, from paper and pen, to PDAs
and the Internet.

Technology plays an important role when decision-makers use the
data collected and transform them in to information, then knowledge.
Decision-makers will make their analysis visually, can create their reports
by using these data in an integrated way with their documentation systems
and communicate with their colleagues to share their findings. Then, all
of their intellectual efforts have to be channelled and accumulated through
the knowledge management system.

At first sight such a technological system may seem to be exagger-
ated and not easy to implement. However, many companies have the
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foundations of this system. As a result of extraordinary investments made
in managerial information systems, operational and financial data are
already digitalized and standardized. Many companies have made consid-
erable investments in CRM systems and data warehouses, which enable
them to accumulate operational and financial data in a customer basis.
Several processes of the marketing research industry are automated: you
can collect data from different platforms and integrate them through an
online reporting tool. It is certain that the next decade will bring many
further technological opportunities.

INTEGRATING MARKETING INTELLIGENCE WITH
DECISION-MAKING

The critical point here is that we are putting forward a methodology
for bridging the decision-making processes of corporations with business
intelligence provided from different sources, from operational systems to
marketing research. Furthermore, such a methodology will underline the
above-discussed opportunities for our industry.

In order to deal with the difficulties of establishing such a bridge, we
emphasize the ‘metric’ concept. Metrics are defined as ‘indicators’ or
‘measurables’ by MIS engineers, and used to compare and present uni-
versally a specific situation. A closer analysis of the historical evolution of
managerial information systems shows how metrics are always embedded
in these systems.

During the above-presented first phase of the knowledge spiral, man-
agers were dealing with simple metrics from accounting and the opera-
tional system, such as profit, loss, delivery time. Then, with the expansion
of bureaucracy in firms, activity-based costing produced several metrics.
Implementation of ERP systems also contributed to the number of rel-
evant metrics, through which managers can measure and compare per-
formances of their companies. The most significant change came with
the development of CRM systems. The CRM approach resulted in the
emergence of customer-centric metrics. For example, before the CRM
revolution, market share was a relevant metric for any company. As a re-
sult of the above-discussed scarcity of customers, valid portfolio share of a
customer as a metric is emphasized by corporate management. The transi-
tion to a customer-centric organization may be summarized as the trans-
formation of old, product-oriented metrics to customer-centric ones.
Subsequently, when performance of the company is measured through
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customer-centric metrics, it is not surprising that a product orientation
will be replaced by a customer-centric one.

Though the marketing research industry’s major area of interest is the
customer’s point of view, it is not possible to argue that our industry
had a knowledge accumulation of metrics. Instead of dealing with met-
rics, we emphasized hypotheses, questions, advanced statistical models
and data collection. Consequently, our research questions became al-
most always firm-, sector- or country-specific. Moreover, the lack of
a metric-oriented approach pushed the marketing research industry to
talk and think about non-comparable measurements. And, since such
a universality is absent, integrating marketing research data with oper-
ational, financial and other intangible information became ditficult day
by day.

However, a metrics approach is not far from being applicable in our
industry. It is only a different approach of abstraction. For example, think
about a customer satisfaction survey for the banking sector. The major
question is: ‘how satisfied are you with your X bank credit card?’. With
this formulation, the question is both sector- and brand-specific. If we
replace the brand with another one, it loses its brand specificity, while
replacement of both brand and credit card makes it non sector-specific.
From this perspective, we can talk about a metric of satisfaction, mea-
sured for credit cards of X bank, and there is only a minor difference
between this survey and another one conducted for Toyota cars. Chang-
ing attributes are limited.

A metrics approach plays a significant role in our methodology, al-
though qualitative and insight research should not be converted to such
quantitative measurements. During the formation of the information re-
quirements document, pushing customers to think on a metrics basis
helped to integrate information flowing from different data sources. For
example, he/she puts his/her business objective as having the highest share
from portfolio of the most profitable segment of users. Here, we need two
metrics, the first one is share from portfolio, and the second profitability
of users. When we plot the shares of our customer and his/her competi-
tors in this segment by using a bar chart, the information required for
this business objective is constructed. Another example is that a product
manager wishes to compare sales numbers and customer satisfaction of
different products in order to satisty his/her business objectives of creat-
ing the most satisfactory product and converting this satisfaction to sales.
This may be visualized by using a scatter plot in which different products
are plotted by using two different metrics.
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Such a metric-oriented approach is critical for our industry. Estab-
lishment of a knowledge base composed of universal and comparable
metrics, which are not culture-, industry- or brand-specific will create
a significant competitive edge against other data suppliers. When glob-
alization is taken into account, transnational companies will prefer such
a knowledge base, which speeds up application and standardization of
knowledge management, performance measurement, etc.

This knowledge base gives us rules for analyses, metrics and data col-
lection methodology. For example, analyses made for a bank are usually
similar to analyses of a customer from the car industry. Again, data col-
lection methods can be converged for a customer of a research firm or
the firm itself. Such a convergence will help the research firm decrease
operational costs by an estimated 30%.

In order to apply this approach, we developed a software package with
which decision-makers define their analyses without any data connection.
When decision-makers define their business objectives, the researcher can
transfer these objectives easily to metrics, analyses, rules and bases. Then
this software produces an information requirements document, especially
documenting which metrics are used by which departments, which met-
rics are used altogether, etc. This is a starting point of knowledge accu-
mulation for a company. By using this package, customers define and
visualize their analyses, without caring about data sources and neglecting
whether data are internal or not. Then they can note the desired period
and source of data collection. Consequently, it is not difticult to compile
the above-discussed document.

CASE STUDY

As KNEXTEP, we had the opportunity to test this approach on one of
our customers. The customer is an affiliate of the largest commercial bank
in Turkey; it is operating in the securities market and has a customer base
of 750 000 customers, making it the largest investment institution in the
market. It is known as the most innovative institution in the market, since
it was the first launcher of several securities products.

The customer, willing to develop such a knowledge management sys-
tem, summarized its main target as ‘keeping its leader position in the
market, by improving its profitability’. Following a kick-off meeting and
with the consent of the customer, several workshops were conducted at
leader, business and operational levels. The major aim of these workshops
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Table 4.2 Information requirements item example.

Business Increasing effectiveness of alternative distribution channels
objective: Sfor mutual funds operations
Metrics Source Period
Usage of ADCs in mutual Internal ~ Operational Monthly
funds operations
Satisfaction from ADCs in External Marketing research Biannually
mutual funds operations firm
Cost of ADCs in mutual funds  Internal  Financial/ERP Variable
operations

was to reverse our processes, as stated above. Thanks to these workshops,
we had the opportunity to gain the consent of higher management,
which was crucial in the rest of the process. The workshops endured
for more than three months, and 17 workshops with participation of
more than 50 people from different levels were organized. Four of these
workshops were with leaders (CEO, general manager, assistant general
managers), seven were with strategic business units, four with opera-
tional units and two with IT teams. Moreover, considerable time was
allocated to the project team to develop the information requirements
document.

During these workshops, the moderator pushed participants first to
state their business objectives, and secondly to describe what informa-
tion they needed and how they wanted to see it. Our software package
was used to form the information requirements document. Our mod-
erators tried to deconstruct the business objectives of participants from
every managerial level. Table 4.2 shows the transformation of a business
objective to an information requirement item which has to be collected
from different sources.

After three months of intense discussion, a final document of informa-
tion requirements had been compiled with the consensus of the project
team, composed of customers and consultants. The information require-
ments document included 43 metrics and 120 analyses made by using
these metrics. When segmentation and cross-comparison are taken into
account, it is possible to estimate that this number will be augmented as
customers use it.

When the document is analysed closely, it is possible to observe that the
majority of these analyses are needed by strategic business units: more than
70% of analyses were requested by strategic business units, while this ratio
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was 51% for leaders and only 15% for operational units. The percentage
of metrics to be obtained from internal sources of the company is 60,
while this ratio is 26 for external sources, such as interviews, and 16% for
third-party data such as overall trade volume of the bond market. 40%
of metrics will be collected daily, the schedule for the remaining 60%
varies between monthly and biannually. Among all metrics, only 40% of
them are expected to be collected on a customer basis. An interesting
finding is that all the information requests from the operational units are
customer-based. It is a clear indicator of how operational units are much
more customer oriented than other managerial levels. Another significant
finding is that our client currently reaches only 10% of this information,
despite its million-dollar investment in information technologies.

After finalization of the information requirements document, it was
shared with the IT team of the bank. Today, they are putting together
a schedule of implementation by using their prior investments and it is
estimated that initial results will be taken within less than three months.
An important point here is that the current project does not include the
formation of online data collection, as a result of the client preferring to
use its existing investment.

Making an evaluation of an unfinished project may lead to several
fallacies. However, our project with the client showed that launching
such a project outlined how customers (end users) are not satisfied with
existing IT systems, and how they fail to receive the required informa-
tion. Secondly, this project showed that multi-million IT investments fail
to produce customer-centric reports. Thirdly, during workshops we of-
ten observed that our client was product-oriented. A breakdown of the
metrics shows that leaders and business unit managers are still product
oriented.

The current stage of the project is focused on converting the collected
metrics and analyses into customer-centric ones. The lower percentage
of customer-centric metrics shows how there is a significant gap between
the orientations of high-level management and strategic business units.
Our active role in this conversion is another indicator of how marketing
research professionals may guide and lead customers during this process.

CONCLUSION

We have argued that the marketing research industry is experiencing a
crisis and that the intelligentsia of the industry are discussing the reasons
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for this crisis and remedies to be taken. However, a common character-
istic of these discussions is accepting the crisis as a symptomatic one
and missing its systematic nature. We propose that the current crisis
in the industry is dependent on the existing information gap as a re-
sult of the dialectical relationship between demand for and supply of
data. Though decision-makers of today are facing information over-
flow, within less than two decades, an explosion of demand has to be
expected as a result of the above-discussed paradigmatic shift. How-
ever, in order to exploit the opportunities provided by the forthcom-
ing demand explosion, the marketing research industry has to revise its
processes.

We have proposed in this chapter a methodology to revise our business
processes. This methodology, which starts with the definition of infor-
mation requirements depending on business objectives and ends with the
reconciliation of business objectives according to gathered information, is
characterized by an intense use of technology, 