
17INTRODUCTION

The content of “International Marketing & Sales”: The Marketing Process

Gathering Market Information
Market Research: Customers, Competitors, Suppliers, Stakeholders

Trends in the market
Estimating market potential

Analysing market information
The competitive environment, Consumer markets, 

Business markets, The SWOT analysis

Marketing Planning (Tactical Marketing)
Planning the marketing actions using the parametres: Product, Price, Place, Promotion
Designing the service delivery: planning the Physical evidence, Processes and People

Defining the sales strategy

Action plan: fixing the actions, timing and responsibility
Implementing the marketing plan

Segmentation, Targeting and Positioning
Innovation and Internationalisation

Segmentation of the market, selection of target groups
Positioning and branding strategies

Innovations and new product development
Internationalisation

Relationship Marketing

Internal Analysis 
(The Company)

Company resources and competencies
Existing competitive advantages

External Analysis 
(The Marketing Environment)

Macro level
Meso level (business and industry)
Determining buying behaviour on 

BtC and BtB markets

The Marketing Concept
Customer Value

SWOT Analysis

Strategic Marketing
Setting goals and objectives
Defining marketing strategies

The Marketing Framework

Market Research and Statistics

Innovation and Internationalisation

The Marketing Plan and the Sales Strategy
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20 THE MARKETING FRAMEWORK

“Marketing (or advertising) is the process by which companies advertise 
products or services to potential customers”

Kotler, Armstrong, Wong and Saunders (2008)

“The activity, set of institutions, and processes for creating, communicating, 
delivering, and exchanging offerings that have value for customers, clients, 
partners, and society at large.”

MarketingTeacher.com (2010)

”The management process responsible for identifying, anticipating and sat-
isfying customer requirements profitably.”

Cim.co.uk (2010)

”The management process that seeks to maximise returns to shareholders 
by developing relationships with valued customers and creating a competi-
tive advantage.”

Paliwoda and Ryans (2009)

As you can see, there are enough definitions to pick from. However, they all 
seem to focus on a process where needs are fulfilled and they include two par-
ties: a supplier and a customer. This leads us to the following simple way to 
illustrate the marketing process:

Figure 1.1: The marketing process
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251: THE MARKETING CONCEPT

The focus is still on supplying value for the benefit of customers and to fulfil 
needs, but an increasing focus on environmental factors is one of the issues char-
acterising the holistic marketing concept. As environmental issues take up more 
and more space in the media and in the minds of the consumers, companies are 
not only judged by the products and services they deliver. A decent production 
and environmentally friendly products are also included in the choice criteria 
when customers choose between alternative products, brands and services.

Figure 1.2: The holistic marketing concept

Holistic marketing incorporates companies’ environmental and ethical behav-
iour, as well as other moral issues, such as avoiding child labour, respect-
ing legislations, having reasonable employee politics, etc. This view is also 
called societal marketing. It is a perspective on marketing that encompasses 
behaviour by organisations that match consumer interests, interests of the 
company and the long-term interest of society. The term societal marketing 
is connected with aspects of corporate social responsibility (CSR1), implying 
that companies and organisations should follow a set of rules that take into 

1 CSR is also known as corporate responsibility, corporate citizenship, and sustainable responsible 
business and is a form of corporate self-regulation integrated into a business model.

Holistic Marketing
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Advanced marketing
Relationship and dialogue marketing

Branding
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271: THE MARKETING CONCEPT

Another element in this concept is the inclusion of newer marketing ideas and 
strategies, including relationship marketing, one-to-one marketing, and brand-
ing, all characterise the holistic approach.

The most prevalent characteristic of the holistic marketing concept is the inte-
gration of marketing and the interest to use marketing internally as well as 
externally.

Integration of marketing means that all actions and elements in the marketing 
effort produced by the company are coordinated with the aim to ensure that they 
work together, in order to provide the consumers with the same impression of 
the company, product and service. In developing products and services, setting 
prices, preparing and organising promotions, and planning the distribution, one 
must consider all elements as a whole and make them work together.

Figure 1.3: Examples of Carlsberg’s integrated marketing approach

Customer support Corporate branding
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291: THE MARKETING CONCEPT

many cases; companies advertise their goods focussing on functionality – and 
often also price.

Today, most communication is focused on telling/showing potential customers 
how well a given product, brand, or service is, and how it can fulfil their needs.

An effective way to define the marketplace, according to consumer’s and pro-
ducer’s criteria, is to consider both sides. On one side (using the producer’s 
criteria) the market is often defined by the use of technical terms, and on the 
other side (using the consumer’s criteria) it is described by how well the prod-
ucts or services fulfil the needs of the consumers.

Figure 1.4: Consumer’s and producer’s criteria

An example could be an airline company, defining their market in terms of the 
size and quality of their air planes, the route network, etc. (producer’s criteria). 
In other words, the market is defined by coverage (geography), capacity (size 
of planes), and technical specifications of the air planes and so on.

The consumers’ needs in this case, could be a wish for safe, cheap, and fast 
transportation (holiday travellers). For other consumers the needs could be 
on-time, comfortable, fast, and flexible transportation (business travellers). 
Thus consumer’s criteria define the market place in terms of price, flexibility, 
precision, comfortability and so on.
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– technical terms
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Producer’s
criteria

1139_the marketing framework.indd   29 17/06/10   20.17

the marketing framework_illu.indd   5 12/08/10   11.13



311: THE MARKETING CONCEPT

One of the values of DSB (the main train operator in Denmark) is to be 
effective. In operationalising this they write the following:

”We make it simple for the customers....”
Source: DSB (2010)

The value that the customer assigns to a product or service is counterbalanced 
by the customer cost that is the perceived costs that the customer relates to 
the item.

Figure 1.5: Customer delivered value. Jobber (2006)
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351: THE MARKETING CONCEPT

Figure 1.6: Advertisement for Britney Spears Perfume (B2C Market)

Figure 1.7: Advertisement for The city of Corpus Christi (B2B Market)
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Figure 1.6: Advertisement for Britney Spears Perfume (B2C Market)
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36 THE MARKETING FRAMEWORK

Figure 1.8: Consumer and B2B behaviour

Marketing Strategy and Planning
Understanding the marketing concept as described above is essential for any 
marketer. However marketing is not just about analysing a situation and under-
standing the conceptual issue of marketing. It is also about doing marketing.

In general all marketing activities start out with setting objectives and goals3. 
This can be for a single marketing campaign4, a launch of a new product, 
introduction of additional services, or it can be on a corporate level (i.e., for 
the whole company).

Exercise:
A fast-food restaurant-chain selling burgers and burger meals is facing 
increased competition from other fast-food restaurants, but also from health 
trends and new types of fast-food, such as sushi and Mexican food.
 The chain has 35 restaurants placed all over Denmark and an estimated 
market share of approximately 12 percent of fast-food eaten out.

Discuss how the chain could define its goals and objectives.

3 Objectives and goals are what the company outlines as what it will do, often these elements are 
defined in the annual report or in a marketing plan

4 A marketing campaign is a set of promotional activities that supports each other, in order to ensure 
one or more marketing goals. 

Consumer Markets
(Buying behaviour)

B2B Markets
(Buying behaviour)

Individual
Use/Needs

Non-economic motives
Emotionally based criteria

Collective decisions
Economic motives
Rational/planned
Goal-orientated
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371: THE MARKETING CONCEPT

The next step in the marketing process is to formulate strategies according to 
the defined goals and objectives. While goals can be viewed as “wishes”- what 
the company wants or where it wants to be – strategies can be seen as how 
to reach the goals. This implies that strategies must deal with directions and 
choices. When you choose a certain strategy you exclude other alternatives.

These steps in the marketing process is the strategic part, and proceeding from 
this the next step will be to deduce the actual actions to undertake in order to 
achieve the goals; the operational actions. In doing this we turn to the tools of 
marketing parameters. Often we talk about four marketing parameters: Product, 
price, place, and promotion. Defining the actions on these four dimensions is 
outlining the marketing plan.

When we follow the principles of the marketing concept, we then understand 
that our aim is to fulfil needs, we focus on our customers (and potential cus-
tomers), we do things in a structured way, going from establishing goals and 
objectives to actions incorporating the tools of marketing – and we coordinate 
our activities.

This can be summarized as shown below:

Figure 1.9: The marketing concept. Jobber (2006)

Levels in the Planning Process
The planning process of marketing starts with outlining a strategy, translating 
this to a tactical level, and then implementing these in actual actions – and 
undertake the necessary means of control.

The Marketing Concept

Customer orientation
(focusing on providing 
customer satisfaction by

fulfilling needs and wants)

Coordination of all
marketing activities

Goal fulfillment
(believe that customer

satisfaction is the way to achive 
the goals of the organisation)
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38 THE MARKETING FRAMEWORK

Figure: 1.10: The planning process. Kotler et al. (2009)

Also, marketing and marketing planning takes place on different levels within 
an organisation. Marketing can be carried out at a strategic level, at a tactical 
level and also at a level, which deals with single products, shorter campaigns 
and smaller segments of customers.

One way of depicting it is that every planning process should move from mak-
ing strategies and setting goals on a corporate level, though planning at the 
level of division and single business, and finally for each product or service 
offered to the market.

At the planning stage, individual strategies, goals and objectives and plans 
are made on each level of the company. In the second stage of the planning 
process, the plan is being organised and implemented, and at the last stage 
of the model, the controlling procedures are taking place. These can lead to 
revisions of the plans or the operational implementing and then the process 
starts over again.

So even if the differences between corporate planning in global companies such 
as IBM, McDonald’s, Coca Cola and product planning for minor, locally based 
with a small turnover can seem very big, the same marketing framework is used.

Planning

Corporate planning

Disvision planning

Business planning

Product planning

Implementing

Organizing

Operational
implementing

Controlling

Measuring results

Diagnosting results

Taking corrective action
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452: THE STRATEGIC PLATFORM: THE COMPANY 

Figure 2.1: The Product Lifecycle Curve (PLC)

The product lifecycle divides the life of a given product into four stages where 
each stage is associated with specific characteristics:

Figure 2.2: Four stages of product lifecycles. Kotler et al. (2009)

Stage Characteristics

1. Introduction stage 1. high cost and low level of sales
2. little or no competition
3. demand is created by suppliers
4. revenue low at this stage 

2. Growth stage 1. cost reductions due to economies of scale
2.  competition begins to increase – which leads to price 

competition
3.  sales volume and profitability increases
4.  public awareness increases

Sales

Product Lifecycle

Time

Introduction

Growth
Maturity

Decline
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The product lifecycle divides the life of a given product into four stages where 
each stage is associated with specific characteristics:

Figure 2.2: Four stages of product lifecycles. Kotler et al. (2009)
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3. Mature stage 1.  costs are lowered as a result of production volumes
2.  sales volume peaks and market saturation is reached
3.  increased competition and lowering of industry profit 

level
4.  prices tend to drop due to the proliferation of competing 

products
5.  brand differentiation used as competitive edge (to gain 

market share)

4. Saturation  
and decline stage

1.  sales volume decline or stabilise
2.  prices and profitability diminish
3.  profit becomes more a challenge of production/distribu-

tion efficiency than increased sales 

Although the PLC-curve is often depicted in the same way, it may have a shorter 
or longer time-horizon and the growth may vary from product to product. There 
is also a difference between short-term products (also called fast moving con-
sumer goods, or FMCG5) like daily products, confectionery, beverages, etc., and 
durables (cars, houses, houses, computers, clothing, etc.).

Example:

The last few years have resulted in massive sales of flat-screen televisions, 
as the older CRT-standard has been replaced. From being in the introduction 
phase, the flat-screen televisions have moved on to the growth phase and 
for some markets flat-screen televisions seem to be in the maturity phase 
today. This means that the market is saturated – all households have a 
flat-screen – and sales are now replacement sales.

Short-term products (or FMCGs) are characterised by being consumed only once 
and typically quite fast. On the PLC-curve they will have sales as the measure on 
the Y-axis. Durables have “stock” as the label on the Y-axis because a saturated 
market is one where all potential buyers already have the product.

5 FMCGs are inexpensive products that people usually buy on a regular basis, such as supermarket 
foods or toiletries. FMCG is an abbreviation for ‘fast-moving consumer goods’.
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The PLC curve can also be used to illustrate the life cycle of product-categories, 
companies, and even industries. Underlying the PLC curve is the technologi-
cal development – products become obsolete when a new technology emerges 
and results in products that in a better or more effective way can satisfy the 
customers’ needs.

Take the example of music, or the need of listening to music. For a very long 
time the only way of listening to recorded music was to buy a record. Later, 
the CD replaced the record and then the MP3 player replaced the CD. Today the 
iPod is the standard music player. This is illustrated in figure 2.3.

Figure 2.3: The Product Lifecycle Curve – an example: music media

The Company’s Portfolio
According to the life cycle, products and services have a given life span in which 
the product can be sold. Another essential issue is whether a company’s product 

Sales

Product Life Cycle Curve

Time

Introduction

Growth
Maturity

Decline
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48 THE MARKETING FRAMEWORK

has a large market share. The Boston Consulting Group6 conducted extensive 
research on profitability and found that a large market share strongly correlated 
with the profit margin.

Also, a company should invest the liquidity generated from old, profitable 
products into newly developed products.

Based on these observations they developed what’s now called the BCG matrix, 
or the product portfolio matrix. The BCG matrix can help companies to identify 
which products are most likely to make money. This knowledge can help com-
panies to determine where to invest in product development and marketing.

Figure 2.4: The Boston Consulting Group matrix (BCG matrix)

6 The BCG Growth-Share Matrix is a portfolio planning model developed by Bruce Henderson of the 
Boston Consulting Group in the early 1970s
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50 THE MARKETING FRAMEWORK

Only a diversified company with a balanced portfolio can use its strengths to truly 
capitalise on its growth opportunities. The balanced portfolio has:

• stars whose high share and high growth assure the future;
• cash cows that supply funds for that future growth; and
• question marks to be converted into stars with the added funds.“

Source: BGC.com (2010)

Figure 2.5: An example of a fictive product portfolio in the BCG matrix

In the example above the relative value of the products is shown by the size of the 
circles and the direction of the products’ positions is indicated by using arrows.

Exercise:
Sony is producing numerous products within the category “household elec-
tronics” - radios, televisions, DVD players, video recorders etc. 

Market
Growth

Relative Market Share
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High

Low
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512: THE STRATEGIC PLATFORM: THE COMPANY 

Use the internet and Sony’s homepage to get an overview of their portfolio 
– and place the appropriate products in the BCG matrix.

The Value Chain
Perhaps one of the most used models to analyse a company internally is the 
value chain developed by Michael Porter (1985). The value chain or the value 
chain analysis breaks the company down in different activities. Each of these 
activities contributes to the generation of value that’s appreciated by the 
company’s customers.

The activities can be divided into two overall categories: primary and secondary 
activities. Primary activities are those that are included in the actual production 
process, the secondary activities are supporting the physical production. They 
are also referred to as the support activities.

Figure 2.6: Porter’s value chain (Porter, 1985)
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54 THE MARKETING FRAMEWORK

The combination and interaction of resources and competencies gives the com-
pany or organisation a competitive advantage – and creates value.

Another way of looking at the creation of value is illustrated in the figure below. 
This way at looking at the value creation process uses the marketing concept 
as its foundation. First choosing value, then create the value, and finally com-
municate the value to potential customers.

Figure 2.7: The value creation process

Figure 2.7 illustrates how the marketing process creates and delivers value. It 
shows that companies should not start by defining products or services. They 
should start by investigating what needs different customer groups have and 
what they appreciate.

Creating the delivery is analogue with the “production”, including the handling 
of price policies, distribution, etc.

Finally, advertising and promotion are used to communicate the existence of the 
products and services to the customer – and to communicate the value they have.

Value Chain for Service Companies
Until now we have discussed the value chain for companies and organisations 
in general. Porter’s value chain was first presented in 1985 and it was based on 

Strategic Marketing

Segmentation

Choose target group

Tactical Marketing

Product 
development

Fix policies for:
Price, distribution, 
production etc.

Advertising

Promotion

Choose “value”
Create the 

delivery
Communicate
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56 THE MARKETING FRAMEWORK

than one company. Often quite a few are involved: suppliers of the materials 
and components, producers, distributors, wholesalers and retailers.

We need to view the value chain in that perspective – and how the value chains 
of several companies and organisations interact. This is called the supply chain 
and handling the supply chain is called supply chain management.

Figure 2.8: A simple version of the supply chain

A supply chain is a system of organisations, people, technology, activities, 
information and resources involved in moving a product or service from sup-
plier to customer. The supply chain links the different value chains together 
in a flow.

When it comes to physical products, a supply chain starts with the raw materi-
als and thereby companies engaged in extraction of these materials. It could 
be iron, copper, coal, oil etc.

In the flow hereafter, often several companies are involved in preparing and 
processing the materials before the final product – which could be a laptop, 
gasoline, refrigerators, books, etc. – is produced. Afterwards, other companies 
handle the distribution to the consumer, whether it’s for the consumer market 
or the business-to-business market.

In making a laptop the supply chain could schematically be drawn like this:

Internal supply chain

Suppliers CustomersPurchasing Production Distribution
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572: THE STRATEGIC PLATFORM: THE COMPANY 

Figure 2.9: Supply chain for a producer of laptops

Working with supply chain management means that the company sees all the 
companies in the supply chain linked together in a common attempt to create 
value. Supply chain management shifts the focus from an isolated company 
approach, to an integrated effort, in order to:

• Not compete, but work together in order to achieve a common goal
• Focus on long-term collaboration and relationships
• Sharing of information and knowledge as well as risk and earnings
• Organise internally so the supply chain flow works as smooth as possible
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592: THE STRATEGIC PLATFORM: THE COMPANY 

The middle arrow – the expected quality – shows the type of product charac-
teristics where customers simply just want more – and the level of satisfaction 
increases concurrently the more of this feature there is in the product.

The last arrow – the exciting quality – is the type of feature that surprises the 
customer and creates extraordinary satisfaction. If the feature is absent the 
result is not dissatisfaction, as the feature is not expected. But if the feature 
is present customer satisfaction is created.

Figure 2.10: The kano matrix (Jobber 2006)
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612: THE STRATEGIC PLATFORM: THE COMPANY 

Figure 2.11: Elements of the organizational culture

Artefacts are the most visible part of the company culture; it can be products, 
decoration, paintings on the office walls, the way people talk to each other, 
the way meetings are held or the way the employees are dressed.
 Often artefacts are the first thing the customers are confronted with. It gives 
an immediate impression of the company’s culture. As an example, think of what 
you see and perceive when you enter a MacDonald’s restaurant: the colours, the 
uniforms worn by the employees, the tables and chairs, etc.

The symbols are the things within a company that have great influence on the 
employees. They signal the history, the way of thinking in the organisation and 
the unwritten norms and rules. Examples could be uniforms, the way the office 
or buildings are decorated or the type of furniture.

The values are the official statements, the concepts and explanations used in 
the organisation. Values convey what is important and what is unimportant, 
what is positive and what is negative.
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673: STRATEGIC MARKETING PLANNING

a precise and exact definition of what business area you are engaged in. Also, 
even if a company has been in a market for a while, a review and inspection 
of the business can be advantageous.

A company’s business – or market – can be defined according to the consumer’s 
and producer’s criteria, as seen in the previous section of this book. A different 
approach is what needs the products are fulfilling, which customer groups are 
targeted and finally what technology is utilised can set the boundaries for the 
business arena that a company is in.

This way of defining a business refers to a model by Derek Abell (1978), which 
can be seen in figure 3.1.

Figure 3.1: Defining a business using the Abell matrix. Kotler et al. (2009)

The box in figure 3.1 depicts the business area by measure of three dimensions, 
customer needs, customer segments, and technology. This is also called a matrix.

The customer needs refer to the different needs wanted by the potential buy-
ers, while the segments are the different customer groups. These needs and 
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693: STRATEGIC MARKETING PLANNING

The three dimensions can serve in defining the business area, as well as giving 
input to further growth for the company by indicating interesting and profitable 
“places to be” in Abell’s matrix.

The Marketing Process
Marketing is carried out on several levels of a company. At corporate level the 
marketing is strategic. This is the level where the company mission and vision are 
outlined. Here the boundaries are wide and the time span often of considerable 
length. Strategies are formulated and meant to lay the path for 3, 5 or 10 years 
(or even more). Often these strategies include all aspects of the organisation like 
human resources, finance, discussions of new markets, innovation, and so on.
 In a sense, the strategic level formulates strategies focussed on the long-term 
survival of the company.

At the tactical level, specific marketing strategies are formulated. Here the 
purpose is to set objectives such as enlarging the market share, increasing 
profitability, modernising the company’s product portfolio, adjusting to new 
consumer trends, etc.

At the operational level, day-to-day actions are defined and implemented. 
Examples of this could be the planning and execution of an advertising cam-
paign, visiting retail stores that stock the company’s products, designing new 
packaging and logo, etc.

Figure 3.2: The three levels of marketing in an organisation
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713: STRATEGIC MARKETING PLANNING

Figure 3.3: Porter’s three generic strategies. Kotler et al. (2009)

One dimension is the market reach – whether the company focuses on a broad 
market or opts for a narrow (niche) market. The other dimension in the model 
indicates the way a company can compete; how it can achieve its competitive 
edge.
 According to Porter this can either be done by competing on low costs (usu-
ally meaning that a company competes on low price) or by differentiation (by 
offering unique products and services valued by the customers). This enables 
a company to choose between three generic strategies; cost leadership, dif-
ferentiation, or focus strategy.

The model inplies that it is necessary to focus on either low costs or differen-
tiation and either a broad or a narrow market reach. It is not recommendable 
to be “stuck in the middle”.
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Figure 3.4: The strategic planning gap. Kotler et al. (2009)

At the starting point “zero”, which is the start of the planning period, sales are 
at a given level and if nothing is done, it will progress according to the bottom 
line. This means that existing products are marketed at existing markets using 
the tools of marketing.

But if the desired sales, shown by the top line and defined by the goals and 
objectives of the company, exceed the projected sales as shown in the figure, 
there is a “strategic gap”, which implies that something has to be done.

The first strategic effort will be to look for intensive growth – where growth is 
gained by managing the company’s existing businesses. This is the first step 
to take and we can use the growth matrix by Ansoff to examine this further.

Ansoff’s growth matrix consists of two dimensions: products and markets. These 
are the elements that a company can grow by. Figure 3.5 illustrates this.
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753: STRATEGIC MARKETING PLANNING

Figure 3.5: Ansoff’s growth matrix. Kotler et al. (2009)

The first growth strategy is sticking with existing products on existing markets 
by intensifying the marketing effort. This is called market penetration. The aim 
here is to convert customers from the competing companies and products. Most 
marketing is centred on this penetration strategy.

In the penetration phase an option can be to withdraw from the market. This 
option is used only if the prospects for the business are really dire. Another 
option is to consolidate the business, which is typically chosen if the company 
has a high market share (or is a market leader).
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773: STRATEGIC MARKETING PLANNING

gain control over marketing elements such as pricing, promotion and location 
of distribution (stores).

The last growth option, which is often saved till all other strategies have been 
pursued, is diversification (sometimes called horizontal integration). Here the 
company can invest in new products aimed at new markets, an often difficult 
strategy as it implies the “invention” of both new products and acquiring knowl-
edge of the new markets. One way to engage in diversification can be to look 
at one’s competencies and skills and enabling them to leverage the company’s 
strategy. This is called concentric diversification.
 The most extreme form of growth strategy is to pursue a conglomerate strat-
egy. This means the company engages in markets where there is no relationship 
to the existing products and markets. Means to do this is usually done through 
an acquisition strategy where a company invests in companies that operate on 
other markets.

The different ways of integration can be illustrated as follows:

Figure 3.6: Types of integration. De Wit and Meyer (2004)
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Figure 3.7: Examples of what could be viewed as companies establishing a blue 
ocean strategy.

The blue ocean strategy differs from the traditional red ocean strategies in a 
number of ways:

Figure 3.8: Red and blue ocean characteristics
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813: STRATEGIC MARKETING PLANNING

In blue ocean markets competition becomes irrelevant and new demand is cre-
ated. Blue oceans also break the traditional trade-off between low cost and 
value. This is done by adding valued features and diminishing or removing 
features that are not appreciated by the customers. Thus a company does not 
have to choose between a differentiation and low cost strategy.

To create products that compete on blue oceans the company must look at 
the product’s value curve. The value curve is a graphic illustration of all the 
aspects a given product can be valued on by the customers. This is called the 
strategic canvas.

Figure 3.9: Example of a value curve for wine 
Chan Kim and Mauborgne (2005)

As it can be seen from the strategic canvas example above, for the two tradi-
tional wine types, premium wine and budget wine, 7 dimensions were considered 
important. The new product – Yellow Tail wine – cut down on several of these 
dimensions (enological terminology, above-the-line marketing and aging qual-
ity). Instead they added 3 dimensions, which were new to the product category: 
easy drinking, easy selection, and fun & adventure.
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82 THE MARKETING FRAMEWORK

By evaluating the dimensions of the existing market offerings by the competi-
tors, a company can define its new product or service – and make it so different 
and unique that it falls into the blue ocean category.

A model for how to achieve this is shown below:

Figure 3.10: Reducing, eliminating, raising, and creating features and factors 
to create a new value curve. Chan Kim and Mauborgne (2005)

The idea behind this model is that for each business, a company can alter it 
by either adding or creating new (customer relevant) features and eliminate or 
reduce existing features. In doing this the offering – whether it is a product 
or a service – will not just be “better” in a traditional way, but unique and 
probably cheaper to produce as non-relevant features are cut.

Adjusting the value curve isn’t the only issue when it comes to avoiding a red 
ocean market. A new strategy must be outlined and for that purpose six learn-
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Planning and Implementing in Marketing Strategy
No matter which strategy or model a company uses as a platform for formu-
lating its strategy, success depends on the planning process and the actual 
implementation.

Planning is most likely to prove successful if a company bases its strategic 
choice upon a thorough analysis of the environment and an internal analysis 
of the company’s resources and competencies. But the planning can be spoiled 
by bad implementation.

Figure 3.11 shows these two aspects.

Figure 3.11: Strategy and implementation. Bonoma (1985)

A good strategy implemented in an appropriate way is likely to lead to success. 
But a well chosen strategy with an inappropriate implementation is like playing 
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88 THE MARKETING FRAMEWORK

Other industries (for example, within the furniture, office supplies or cloth-
ing industries) are not so heavily regulated, but the intense competition 
and the problems of distribution (though the large network of retailers) 
are some of the main issues that define the character and intensity of 
these markets.

As seen in the above example many factors can play a role in defining the 
setting for a company and an industry; factors that range from legislation and 
general economic conditions to industry- specific elements like a access to raw 
materials or the nature of the customers.

The environment surrounding a company can be divided into two parts: a close 
part, which is constituted by the industry (or business/market) and a more 
“far-away” part, which is the macro environment.

Figure 4.1: The company and its environment
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Figure 4.2: The PESTLE model

Political Factors (P)
The first element in the PESTLE model is the political factors/political conditions.

When talking about political factors we encompass both the national politi-
cal situation, but also the international political scene and political trends in 
general.

The national political situation is by far the most important element in evaluat-
ing the political conditions in a macro analysis. The national government sets the 
boundaries for acting in the society, for industries, companies, and individuals.

Political factors, however, are also determined by international organisations. 
In Europe for example, the EU has a huge influence on business conditions.

Other institutions such as NGOs, United Nation and others like the European 
Union (EU), NATO, OSCE, African Union (AU), Organization of American States 
(OAS), Association of Southeast Asian Nations (ASEAN), and Union of South 
American Nations, just to mention a few, have huge impact on how industries 
and companies perform.

The influence rendered by political and official institutions vary and it can be 
anywhere from very direct, in preparing and outlining legislative actions, to 
setting the rules and norms in the society.
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Figure 4.3: The age profile of USA. Source: Geofreekz (2010)

The size, as well as the structure of the population in a country (or a region), 
clearly affect the demand for products and services and the nature of an 
industry.

For example: In some countries in the EU, the age structure has changed in the 
last decades; a larger proportion of the population is becoming older due to 
increased life expectancy and lower birth rates. This influences the demographics 
of the countries in Europe, where the older section of the population becomes 
more attractive for companies to target their goods.

Another example is the increasing number of women with higher education 
and higher positions in European countries; a structural trend that changes the 
consumption pattern and the perception of gender roles and family structure. 
This is relevant for a number of companies that must reconsider how to develop 
new products and who to target in their advertising.
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Figure 4.4: Model for establishing socially responsible actions by a company

The model shows how society’s focus on environmental factors forces companies 
to act accordingly. One element is to ensure that customers are served with 
products and services that are healthy or at the very least not dangerous (Con-
sumer health), another element is to create sustainable products (Environmental 
sustainability). The last element is an aspect of acting in a socially responsible 
way, respecting humans and animals, including working conditions.

The Elements in the PESTLE Model
To conclude, the PESTLE model can be used as an underlying model for any 
company that wants to analyse the macro factors influencing the business and 
the boundaries for marketing actions.

Not all elements are of equal importance, as can be seen in the description 
of them. However, this is determined by the industry being analysed. In some 
industries, specific factors have a huge influence, while others are of less impor-
tance. Thus, in using the model, it is necessary to focus on the relevant and 
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and competing within the same industry. An example would be different kind 
of beers (such as ale, lager, pale ale, etc.) competing against each other.

Brand and segment related competition: The most direct type of competition is 
similar to the product related competition, but here the products are identical, 
the only real difference being the brand. Also the offerings are aimed at the 
same customer groups. Here the example could be different brands of beers, 
containing the same alcohol level, competing.

The boundaries between these four types of competition can be difficult to draw 
precisely, but the perspective of categorising competition in this way enhances 
a company’s understanding of its competitive situation.

Also, in many cases a company has to distinguish its competitors in a way that 
equals the above discussion about competition and fulfilment of needs and this 
can be done by ranking competitors according to whether they are of primary, 
secondary or tertiary nature.

Figure 5.1: Different layers of competition – an example

The primary competitors would most likely be other companies producing more 
or less the exact same type of product; for instance, a producer of cola soft 
drinks would view his primary competitors as other producers of cola drinks. 
The secondary competitors could be companies producing soft drinks in general, 
while the tertiary competitors would be companies selling beverages.
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Competitive forms: The Market Structure
According to the categorisations of competition described above, we should 
analyse an industry not only by the number of competitors, but also in 
respect of the preferences that exist among the customers. The preferences 
are important as they tell us something about the degree of substitution in 
the industry. If no preferences exist in a market place, this implies that the 
customers don’t care whether they get one brand instead of another. On the 
other hand, if strong preferences exist it means that customers will prefer 
some brands over others.

In some markets there is a strong degree of preference among the custom-
ers. An example is the market for cars. Most consumers like (prefer) specific 
brands – like Toyota, VW, Audi, etc. – rather than other brands. So when 
a consumer is choosing between cars (a buying situation), the preferred 
brands compete, while the non-preferred brands simply are not relevant 
options for the consumer.

Another way of looking at an industry and its competitive elements is to describe 
the form of competition – or market structure as it is also called. The market 
structure incorporates two dimensions: the market form, which can be either 
heterogeneous (with consumer preferences) or homogeneous (no preferences 
exist) and the number of competitors.

Figure 5.2: Market structure
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1095: THE COMPETITIVE ENVIRONMENT

Figure 5.3: Porter’s 5 Forces model. Porter (1988)

As depicted by the model, we are looking at influences, resulting partly from the 
bargaining power (or “force”) from suppliers and buyers, threats from potential 
competitors and substitute products.

The greater the pressure on the industry by the four external forces and internal 
rivalry, the more intense the competition will be within the industry, resulting 
in the following consequences for individual companies.

Customers’ Bargaining Power
Whether the industries’ buyers – customers – have a high or low bargaining 
power depends on several factors. First and foremost, the number of buyers is 
significant. If we are in the B2C market with many individual customers, each 
customer’s purchase represents only a tiny fraction of overall sales, meaning 
their bargaining power will be low.
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114 THE MARKETING FRAMEWORK

In any case, Porter’s 5 Forces is an effective and suitable model to provide an 
overview and to highlight a given sector, and as mentioned, the model is one 
of the most frequently used in marketing.

The Competitive Triangle 
While previous models deal with competition at an overall level, the competitive 
triangle looks at how each individual company can improve competitiveness in 
a market and towards other competitors.

Figure 5.4: The competitive triangle. Hollensen (2003)

Success in an industry depends on the degree to which customers perceive a 
higher value with an individual company providing products and services18. This 
customer value depends both on what can the product or service do (and can 
do for the customer) and how high the costs are associated with the purchase. 
The cost, as we have seen earlier, involves money, time, effort, etc.

Customers would prefer a product or a service that they believe gives them the 
highest value, so the companies who are able to differentiate their offer, have 

18 See Introduction to Marketing on Customer Value
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Figure 5.5: Perceived value, relative costs, and competitive advantage 
Source: Hollensen (2003)
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The four different alternatives are consequently possible competitive situations 
and while situation 1 and 4 give strong indications, respectively, that business 
A (in case 1) and B (in case 4) have the highest competitiveness. Immediately 
it becomes more problematic in both cases 2 and 3, where priorities and percep-
tion of the product category determine whether the alternative with the lowest 
cost or the highest customer value is chosen.

While some corner shops have a higher cost structure than for example, dis-
count shops, many customers will perceive some “qualities” from shopping 
in a supermarket or a corner shop, who market themselves, for instance, 
on having a large product range or excellent service. To what degree one 
chooses to buy groceries in a shop that has lower prices or in shops that 
are perceived “better” compared to other criteria of choice, depends on the 
individual customer.

Analysing Competitors
After having defined and analysed the competitive situation, it’s time to look 
at the individual competitors.

Strategic Groups
In many cases the industry will consist of many companies competing with 
each other. (In fact, the situation of monopolistic competition is the most 

1139_the marketing framework.indd   116 17/06/10   20.18

the marketing framework_illu.indd   42 12/08/10   11.13
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Figure 5.6: Competitors grouped in strategic groups according to their product 
portfolio and marketing orientation

In the example in figure 5.6, we can see the outline of four strategic groups. 
One group, in the upper right part of the diagram, is characterised by a rela-
tively high level of advertising and a large number of products. Another group 
is defined by a narrower product portfolio, but still a high advertising activity. 
A third group is located around the centre and the fourth group is characterised 
by a narrow portfolio and a low level of advertising.

The use of this sorting of competitors eases the work of analysing – we then 
analyse each group and not each individual competitor.
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122 THE MARKETING FRAMEWORK

A company can find itself in several competitive positions21 according to its 
size and market share. Being the market leader, which implies that the largest 
market share is held, calls for one type of strategy, market follower requires 
another type of strategy, and so on.

We sort the different competitive positions according to figure 5.7:

Figure 5.7: Competitive positions. Kotler et al. (2009)

Market Leader Strategies
Being a market leader means that the company has the largest market share 
and to some degree dominates the market; the market leader defines the rules 
and is very influential regarding the competitive situation and the customers 
within the industry.

Strategies deal with this situation, focusing mainly on enlarging the market. 
This can be done in several ways:

21 Indicating what position a company holds when compared to competitors
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Figure 5.8: Strategies for defending market shares by a market leader 
Kotler et al. (2009)

Figure 5.8 shows how a market leader can use different strategies to defend 
itself against aggressive competitors.

Looking first at the pre-emptive strategy, this strategy calls for an attack with-
out any notice, while the counteroffensive is an attack used as defence after 
being attacked.

Pre-emptive and counteroffensive strategies are two types of direct attack 
strategies that are typically directed towards the market follower. The aim is 
to attack and be offensive, in order to defend market shares. By pre-emptive 
we imply that the company defends itself (or its market share) by attacking 
first, while the counteroffensive strategy implies that the company retaliates 
on an attack.

A position defence strategy means that the company tries to hold its market 
position by providing excellent products and customer value. Typically this can 
be done by creating high profile brands, loyalty programmes or a high standard 
of customer service.
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Figure 5.9 Strategies for a market follower. Kotler et al. (2009)

A frontal attack is attacking a defending company (usually the market leader) 
directly and within the range of the defender’s products, customer groups 
and territory; an intense attack that demands strength and willingness of the 
attacker.

Flank attack is when the attacker tries to “hit” one or several of the defenders’ 
weak points either in terms of geography (areas) or customer groups.

Encirclement attack is an attempt to capture a share of the defender’s territory 
in a quick “blitz-like” attack, moving along several fronts.

Bypass attack is an indirect attack trying to leapfrog into new technologies or 
diversification in new areas (products and/or customer groups).

(4) Bypass attack

(2) Flank attack

(1) Frontal attack

(3) Encirclement attack

(5) Guerilla attack

Attacker Defender
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The SOR Model
One of the earliest and most simple models for investigating consumer behaviour 
is the SOR model. It originates from psychology, where the theorist Woodworth 
(1992) found that human responses were always caused by external stimuli. If 
a person does something (“responds”), a preceding stimulus (stimuli in plural) 
has taken place. Additionally, researchers have found that different people react 
differently to the same stimuli, which indicates different characteristics and 
psychology in every person.

Figure 6.1: The SOR model

Stimuli (S) in the SOR model are split between those originating from marketing 
(the market stimuli originating from companies’ marketing actions) and other 
stimuli. Other stimuli refers to all the input and impressions we get as individu-
als; it can be of a general nature from the economic situation, technological 
development, political issues discussed in public, cultural stimuli, etc.

These stimuli affect the consumer and are filtered through the consumer’s indi-
vidual setting, which in the SOR model is called the Organism (O). This is often 
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Factors Influencing Consumers and Consumer Decisions
In addition to the general SOR model we need a way of categorising the dif-
ferent influences on consumer behaviour. We know that we are all in some way 
subject to the influence of, for instance, our culture. Our consumption patterns 
(for example, when we buy the same type of flat screen televisions or when we 
go on the same type of holidays), is affected by the cultural settings we live 
in. On the other hand, we also make decisions that are influenced by our fam-
ily, our friends or colleagues, just as our behaviour is influenced by our own 
values and how we have chosen to live our lives.

We can divide the different influences in cultural factors, social factors, personal 
factors, psychological factors and individual values as illustrated in figure 6.2.

Figure 6.2: Factors influencing behaviour

Cultural Factors
Cultural factors refer to the general culture, subcultures and social class.

General culture refers to the culture a person lives in. As an example this can 
be western culture or the culture of a nation or a region (the Nordic countries). 
One definition of culture is that it is heritage of social norms, ethical values, 
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Figure 6.3: Examples of activities, interests, and opinions

Lifestyle models are often developed by research agencies based on extensive 
surveys among the population, in order to be able to segment22 the consumers. 
What characterises most lifestyle models is that they use factor and cluster 
analyses to compress the data from all the respondents and all the answers into 
overall dimensions, used to distinguish between groups or segments of people.

In most cases, two dimensions taken from a factor analysis23, are used to place 
people in a co-ordinate system. An example could be:

• A dimension ranging from “modern” to “traditional”
• A dimension ranging from “idealistic orientated” to “materialistic orientated”

Although the names of the dimensions can be a little different, the idea behind 
them is more or less the same.

22 A segment is a small part of the market that consists of people with one or more similar character-
istics that cause them to demand similar products and/or services. Segments are used by marketers 
to communicate with groups of people that share similar interests, rather than the entire market.

23 See book 2 for a detailed exposition of factor analysis
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Figure 6.4: Two dimensions of a lifestyle analysis

The two dimensions are based on “factor scores”, implying that each person 
can be placed in the co-ordinate system according to what he or she answers 
on questions concerning activities, interests and opinions.

If a person scores high on the modern/traditional dimension it means that this 
person is termed “modern” in his or hers lifestyle; interested in new trends, IT, 
career orientated, extrovert, liberal, seeks influence, etc.
 Traditional people are more introvert, wants conformity, focus on family 
values and traditions, afraid of new things and inventions, etc.

The horizontal axis depicts whether a person is individually orientated or more 
oriented towards solidarity with society.

The placement of people forms the framework for grouping them into different 
segments according to their lifestyle. One example is Gallup Kompas in which 
the Danish population has been divided into 9 segments.
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Figure 6.5: Dimensions of Gallup Kompas

One of the segments is placed in the centre of the model, indicating that these 
people are hard to categorise. This is a typical result of the way lifestyle seg-
mentations are done; there are always a (large) proportion of people that are 
difficult to categorise according to lifestyle dimensions.

The results of Gallup Kompas are the 9 lifestyle segments shown in figure 6.6:
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Figure 6.6: Gallup Kompas. Source: Gallup Kompas

The size of the segments is illustrated by the size of the triangles and the 
colour denotes “affinity”, which indicates whether a given segment is over- or 
underrepresented in a specific target group. If for instance we look at people 
who often go to cafés, the Gallup Kompas looks like this:
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Figure 6.7: Gallup Kompas for “café-goers” (fictitious example) 
Source: Gallup Kompas

Personality is the last element of personal factors. It is more deep-seated than 
lifestyle, as this is an individual’s set of personal traits, which are relatively 
consistent. Sometimes personality can be described with words like:

• Self-confidence
• Dominance
• Autonomy, deference
• Sociability
• Defensiveness
• Adaptability

Each of the words denotes a personal trait useful for describing a person. The 
element of personality is therefore more oriented towards psychology than 
the former factors influencing behaviour and it is more difficult to investigate 
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Figure 6.8: Maslow’s hierarchy of needs

Although Maslow’s model has been criticised for simplifying human nature and 
for the hierarchical structure, it is still very useful in marketing.

In most modern societies the basic, physiological needs are often fulfilled 
without much effort, as food and shelter is available for the majority of people. 
A selling point with reference to these needs will probably not be successful.

Safety needs may be fulfilled by companies that offer products and services that 
give a feeling of safety, such as insurance, work unions, burglar alarms, etc.

Many products and services promote themselves in line with social needs (love 
and belonging), as well as the need for self esteem. Just think of car advertise-
ments or fashion clothing. Very often the ads radiate an aura of esteem and 
confidence and the focus is not on the product itself.

Self-actualisation is the upper level of needs. This is the need stage we reach 
when we have fulfilled all the lower level needs, at least to a certain degree. 
When we “self-actualise” we do what we aspire for, we live out our dreams. 
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Certain products are bought through a long lasting decision process, where the 
consumers gather and evaluate information, shops and stores are visited and 
different brands are considered and perhaps even tried before a final decision is 
reached. Afterwards the consumers may speculate on whether it was the right 
purchase and whether this product should be purchased again.

An example is a family who decide to buy a new car. The process takes a long 
time, perhaps several months; customer reviews and test are read, car dealers 
are visited and things are discussed internally. Only after a firm evaluation of 
the offerings on the market will the family make its choice.

The model below illustrates the buying process for consumers.

Figure 6.9: The buying process. Kotler et al. (2009)

The buying process typically starts with problem recognition. The time spend in 
this phase can vary a lot; sometimes the recognition of a problem takes only 
a split second, such as when we visit a shop and have an urge for something 
sweet. At the other end of the scale, problem recognition can take up consider-
able amounts of time, as described in the car example above.
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Figure 6.10: An example of the evaluation process. Kotler et al. (2009)

When the specific brand or service is chosen, the purchase decision will be 
taken. At this time practical decisions will take place, such as which shop to 
buy in, when to buy, payment method, etc.

Finally, after the consumer has bought, paid, and started to use the product 
or service, he or she will evaluate the purchase in the post-purchase behaviour 
phase. The main question here is whether the consumer is satisfied (and to 
what degree) with the product/service?

Post-purchase evaluation is very important, not just because the consumer at 
sometime has to re-buy the product – and hopefully buy the same brand due to 
a high level of satisfaction. If the outcome of a post-purchase evaluation of a 
brand or service is highly positive, there is a high probability that the consumer 
will recommend the brand to his or her reference group25. Knowing that one of 
the most influential factors regarding consumer choice is exactly recommen-
dations by friends and reference groups, post-purchase evaluation should be 

25 This is called ”Word-of-Mouth”
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High involvement products or services lead to a complex buying process with 
an extensive information search and evaluation phase, while low involvement 
typically lead to fast decisions, little information gathering and only a few 
alternatives are considered.

Figure 6.11: Four types of buying behaviour

High Involvement Low Involvement

Perceived differences 
between offerings 
(brands)

Complex buying behaviour Varity seeking

Few differences between 
offerings (brands)

Dissonans reduction Habitual routine

The model adds an additional dimension, namely whether the consumer perceives 
differences between the alternative brands offered within the same product 
category.

Using these two dimensions we can see four different types of buying behaviour, 
reflecting the perceived risk and difference in alternatives (brands).

“Complex buying behaviour” reflects the process where the consumer has an 
extensive recognition problem, a thorough information search and intensive 
evaluation of alternatives, and where many products or services are considered.

If the differences between the offerings are perceived to be high, but involve-
ment is low, the typical decision pattern is characterised as “Variety seeking”. 
Here the consumer is willing to try different alternatives just to “try something 
new”. An example could be ice cream, where there is a difference between 
the brands, but where most consumers do not engage in extensive search or 
problem solving.

If the offerings (products or services) look alike to the consumer and the involve-
ment is low, most consumers will stick to their usual brand. This is simply a 
matter of “habitual (or routine) behaviour”.

If involvement is high, but it is difficult for the consumer to see differences 
between the brands, we call it “dissonance reduction” or dissonance reducing 
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Figure 7.1: The B2B market

The buying behaviour of a production company is likely to differ from the 
behaviour of a small wholesaler, which is likely to differ from an international 
service provider, so we cannot include all types in the same category. Therefore, 
we divide B2B markets into several submarkets:

• The industrial market: This consists of companies that buy products which 
they use for the production of their own goods. An example could be a 
producer of washing machines. The company might buy the engine, the 
electrical components, iron for the chassis, and rubber for the handle from 
its suppliers. What characterises these goods is that they are used directly 
in the production. The industrial market also covers other types of goods 
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Figure 7.2: Derived demand at B2B markets

We can sum up the characteristics of B2B markets in this way:

• Few buyers (and often few sellers)
• Close(r) relations between buyer and seller
• Larger entities (volume and sales)
• Geographically concentrated buyers
• Derived demand27 (rather than direct demand)
• More fluctuating demand (as a consequence of derived demand)
• Economical and rational reasons for buying
• Professional buying behaviour. Most companies and organisations have insti-

tutionalised their buying and established a purchasing department, where 
buying is the only task.

• Complex solutions (as opposed to simple products)
• Buying centres; many people may participate in the buying process

27 Derived demand means that what is bought on the B2B markets is derived according to the demand 
on the consumer market. For instance, if, to a high degree, consumers want to buy PCs, then the 
B2B markets supplying products and materials for the PC producers will experience a high level of 
demand.
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• Considerations about whether to outsource (buy) or produce (this is some-
times called “make or buy”). If a decision is made to make a certain product, 
it will be produced by the company, if the decision is to buy; the product is 
bought from suppliers instead.

• Supply chain management. When companies plan and adjust their behaviour 
according to where they are located in the supply chain (from suppliers of 
raw materials to the retailers).

• Reverse marketing. As there are typically only a few buyers and a few sellers 
on B2B markets, it is not unusual that buyers market themselves to the sell-
ers. In reverse marketing, potential customers try to attract sellers and to 
be attractive for suppliers (as opposed to traditional marketing and selling).

Factors Influencing Buying Behaviour
Just as is the case on consumer markets, different factors influence the buy-
ing behaviour on B2B markets. These are environmental, organizational (fac-
tors related to issues inside the organisation), as well as (inter) personal and 
individual factors.

Figure 7.3: Factors influencing the buying behaviour of B2B markets (organiza-
tional buying behaviour). Kotler et al. (2009)
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Figure 7.4: The buying decisions at different organizational levels

Type  
of buying

Process Example

Strategic Board of Directors, Management Changing bank relations

Long-term influence Establishing a new IT platform

Long process (time)  

Huge impact on the company

Large need for information

Many people involved

Tactical Management, Deputy Manager level Choosing a new leasing partner

Limited time horizon

Decision process ”medium-sized”

Moderate impact on the company

Some people involved in the process

Operational Deputy Manager level or lower Rebuy of packaging materials

Short-term horizon Buying office supplies

Short decision process  

Little impact on the company

Few or only one decision maker 
involved

A strategic purchase is when a company buys products or services, which heavily 
influence the future of the company in terms of productivity, image, competitive 
advantages and/or the internal work processes. Strategic purchases affect the 
company on a long-term basis.

A tactical orientated purchase is a type of buying, which has a shorter time 
horizon and which does not affect the company to the same degree as a stra-
tegic purchase.
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Operational purchases are short-term influenced and relatively easy buying. The 
alternatives are known and the impact of the buying is limited. Most purchases 
are placed in this category.

The Process of Buying
The B2B buying process can, in its most complex form, consist of a vast number 
of phases. This is shown in figure 7.5.

Figure 7.5: Phases in the buying process. Nielsen and Wilke (2006)

1. Problem recognition

2. General definition of need 

3. Detailed specification of product and service wanted 

4. Search for suppliers 

5. Obtaining of propositions 

6. Choosing of supplier

7. Specification of order routine 

8. Follow up and control 

This type of buying process is commonly seen in cases where we may talk about 
a complex buying situation, most often when it comes to new buys or where 
the purchase is large (expensive or a large quantity) and where the buy has 
strategic impact. In such cases, the decision process will be characterised by 
its complexity, it will take a long time to complete and it will often involve 
many participants at the buying company (and most likely also at the seller).

1. If we look at the problem recognition; this first phase encompasses a general 
acknowledge of what’s needed. The main focus at this phase is to determine 
the actual need and thereby start a new buying process. The phase can be 
initiated both internally (planned or unplanned) or externally (by competitors 
in the market, visits by sales representatives, trade shows or other external 
stimuli).
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Deciders/decision makers: The person (or persons) who have the authority to 
take the important decisions (buy/no buy). For complex solution products and 
solutions, this role is usually taken by a top-level manager.

Approvers: Sometimes people in the buying centre need commitment from people 
inside or outside the organisation. This could be managers, leaders, technical 
advisors, etc.

Buyers: The buyer is the person who is formally responsible for purchasing. Often 
the buyer is the person who signs the contracts (and often this is someone in 
the purchasing department).

Gatekeepers: Gatekeepers are people within the organisation that may serve as 
barriers for sellers in their attempt to get in touch with relevant people in the 
buying centre. The gatekeepers could be telephone receptionists, secretaries 
and people with similar roles.

Figure 7.6: An example of the people involved in a buying centre

Example: The purchase of new desks in relation to a renovation in a department in 
a large company

Role Definition Person

Initiator Sees the need An external  
physiotherapist

Influencer Is influential but has no decision power Union  
representative

Gatekeeper Acts as a filter blocking the access to relevant 
decision makers

Secretary

Decision 
maker

Takes the final economic decision Finance Director

Buyer Purchases the product Purchaser

User Uses the product Employees in 
administration

Not all the roles within the buying centre are necessarily used. In certain cases 
all the different roles are performed by a single person (or a few people). 

1139_the marketing framework.indd   167 17/06/10   20.19

the marketing framework_illu.indd   63 12/08/10   11.14



168 THE MARKETING FRAMEWORK

Normally, the buying centre will consist of a number of persons though. How 
many is determined by the type of buying (complex buying and new buy often 
incorporate many persons) and the size and culture of the buying company.

Figure 7.7: The different roles in the buying centre

The more centralised an organisation is, the fewer people will typically par-
ticipate in the process. The people within the buying centre may get involved 
at different stages of the process. A typical buying process will involve the 
initiator in the beginning, influencers during the process and the buyer at the 
end of the process.

The Purchase Decision – Process and Type of Buying
As we have just seen, companies’ way of buying differs in type – from new buy 
to routine buying – and the buying process incorporates a number of phases. 
When this knowledge is combined, the result is the Buy-Grid model, shown in 
figure 7.8.
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1697: BUSINESS MARKETS

Figure 7.8: The buy grid model. Nielsen and Wilke (2006)

The buy grid model can be used to analyse the presumed buying behaviour for 
a company in a given situation. For instance, if a seller approaches a poten-
tial company with a “new buy/new task”, the buying company is likely to go 
through all phases of the buying process. The seller can use this information 
in his/her approach. Focus should be on making the potential customer aware 
of the problem, helping the buyer in dealing with need description and product 
specification.

On the other hand, if the buying organisation faces a straight rebuy (routine 
buy), the seller and the buyer are likely to have an easier time re-negotiating 
the deal. If the supplier (seller) lives up to the requirements from the customer, 
a new deal is easily re-negotiated.
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This cost can be related to the search for suppliers (sellers) and customers, 
investigations into the product or service (if it fulfils the specifications), cost 
of communication, etc. This is shown in the model below.

Figure 7.9: The actual cost of a transaction. Hougaard & Bjerre (2004)

The traditional marketing approach is based on transactions, which implies inter-
action, but not relations; the parties are in contact with each other and rarely this 
contact is not directly related to the transaction. During the process the seller and 
buyer interact and at a point this interaction may develop into an integration; a 
relationship between the two where they work together towards common goals.

These three levels – the pure transaction (the actual buying process), the 
interaction and the integration can be illustrated as below:

Figure 7.10: Transaction, interaction, and integration

Transaction costs 
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Purchasing costs 

Transaction costs Customer’s actual costs + =

Sales costs
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Transaction
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The Relationship Approach – Relationship Marketing
Seller-buyer relationships, called relationship marketing, can be defined as a 
methodology by which companies try to establish a relationship with their 
customers and stakeholders in order to foster customer loyalty and purchases 
over time.

In a sense, this way of looking at marketing with focus on the customer rela-
tionship instead of on the pure transaction, is often called a new paradigm28. 
Relationship marketing has become a new “truth” within the field of marketing.

Working with the relationship-based view of marketing, means that the focus 
has changed. Figure 7.11 illustrates that if a company engage in relations and 
work with marketing, according to this paradigm, the primary task is not to 
create a sale (this it the transaction-based view), but rather to create long-
lasting, profitable relations.

Figure 7.11: Transactions versus relations

28 Paradigm is a word for a new way of looking at things or a new way of explaining things.

…to create a customer

…the beginning of the relation/
   profit is the success criteria

…by customer relations

…is dependent on negotiations

…is individualized and targeted

…for the existing and future
   problem solving abilities

…satisfy the customer

The purpose of marketing
is to generate sales

Sales are results and
success criteria

Business is defined by products

Price is competition dependent

Communication is aggregated

The value of marketing is
dependent on products and prices

The aim is to go through with the
next sale and to find the next customer

Transaction Relation
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If a company in a B2B market is convinced that it is feasible to engage in 
establishing relations with customers, trying to “link” them closer via products, 
services and interactions, and integrations in general, sales are not the most 
important issue. The most important task in relationship marketing is to “create” 
a customer who can generate profit through a lasting relation.

To create a relation to a customer is certainly not easy. Compare the company-
customer relationship with relations between people. It takes time, is resource 
demanding and it takes an effort from both parties before the relation is valu-
able. It’s the same process as when two people meet. Also, it starts with a 
hesitating attitude and slowly the parties are getting closer and closer, before 
an integrative relation is formed.

This process has been described and is called the marriage model, as it resembles 
a marriage between two people. It includes a number of phases.

Figure 7.12: Phases of the marriage model

This model can be useful in analysing the relations of a company, determining 
which phase the company and the relevant customer are at. For each phase, 
actions can be taken to try to strengthen and develop the relationship.

Acknowledge
The parties are becoming aware of each others’ existence

Exploitation
The interaction is exploited and investigated, decisions are made whether 
to continue and reinforce the relationship – or to terminate it

Development
The relation is developed through integration, more and more dimensions of 
collaboration are included as the relationship broadens

Commitment
The parties are committing themselves, both contractually and informally

Dissolvement
The relation is terminated
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Figure 7.13: The four dimensions of relations. Hougaard and Bjerre (2004)

Figure 7.13 illustrates the four dimensions and the nature of the relation. In 
the example shown, the relation is characterised by a long duration (high on 
continuity), a relatively high degree of informality, but weak on symmetry and 
complexity.

Just as important as analysing the strength and nature of a relation, the deter-
mination of how the relation is working should be equally significant. Compare 
business relations with human relations, such as marriage, friendships, relations 
with colleagues, family, etc., and they differ in nature, but also in practical 
ways; the way communication is done, the degree of commitment, the frequency 
of interaction and so on.

This implies that a company that wishes to work with relations and focus on 
relationship marketing must analyse and decide the character of the relation.

Continuity

Informality

Complexity

Symmetry
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By opportunities we mean the factors or areas that can be utilised directly 
by the company, or the industry as a whole and factors that represent new or 
improved market opportunities.

The threats are counterbalancing the opportunities. The threats can appear in 
many different forms: (new) competitors, legislation, customer trends, changed 
preferences, economic conditions, crises, etc.

Figure 8.1: The SWOT analysis

These four areas –summing up the internal and external analyses – together con-
stitute the SWOT analysis (Strengths, Weaknesses, Opportunities, and Threats). 
The SWOT analysis has gained large prevalence and it is used in almost all 
marketing plans.

It is easy to understand why the SWOT analysis is a very effective tool to sum-
marise analytical findings and provides a support tool for companies in making 
conclusions on the often numerous analyses, which can be both fragmentary 
and extensive. The SWOT method aids in the creation and planning phase, as 
effective marketing plans are based on the strengths of the company and the 
opportunities the market has to offer.

The reasons why the SWOT analysis has become so popular is due to several 
factors:

• Simplicity: SWOT is simple, intuitive and easy to understand. It does not 
demand any preceding knowledge.

Strengths Weaknesses

Opportunities Threats

Internal factors

External factors
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Figure 8.2: SWOT analysis at different levels. Hollensen (2003)

At the corporate level, SWOT will typically be embarked upon when a company 
engages in discussion about its corporate (generic) strategy.

At a business level, SWOT can be conducted in connection with yearly activities 
of planning, just as a SWOT from previous years can be updated.

At a product or market level, SWOT will typically be undertaken in relation with 
the continuous marketing activities, and the preparation of future marketing 
plans. If SWOT is made at product level, it is important to focus at competing 
products and offerings, relevant target customer groups, resources relevant for 
the product or service in mind (as opposed to the corporate-level SWOT, which 
has a wider focus).
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Figure 8.3: An example of a structured SWOT analysis

The kind of structure that is used depends on the situation and the issue being 
analysed.

An example of structuring a SWOT analysis is to use the results from a value 
chain analysis, where a company’s functions are grouped.
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Figure 8.4: The marketing process
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