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Where is product development headed? What will the
emphasis be in a decade? Our first two reviews provide
two completely different answers to these questions.
Michael McGrath, drawing a parallel with how in-
formation technology has transformed manufactur-
ing, sees a move toward greater productivity and
uniformity, assisted by modern technology advances
that manage project knowledge better. This presum-
ably leads to lower cost and higher quality.

In contrast, Jim Highsmith and Ken Schwaber en-
vision shifts toward greater agility to cope with grow-
ing uncertainty in markets, technologies, customer
perceptions, and management direction. The benefits
claimed are greater responsiveness and higher cus-
tomer satisfaction.

The good news is that this is not necessarily
an either-or situation. See the review of Balancing
Agility and Discipline in the March 2005 issue of
JPIM.

Books reviewed in this issue:

m Next Generation Product Development: How to In-
crease Productivity, Cut Costs, and Reduce Cycle
Times

B Agile Project Management: Creating Innovative
Products

m Agile Project Management with Scrum

B Handbook of Market Segmentation: Strategic Tar-
geting for Business and Technology Firms

m Simply Better: Winning and Keeping Customers by
Delivering What Matters Most

B Marketing as Strategy: Understanding the CEO’s
Agenda for Driving Growth and Innovation

Next Generation Product Development: How to In-
crease Productivity, Cut Costs, and Reduce Cycle
Times, by Michael E. McGrath. New York: McGraw-
Hill, 2004. 379 + xix pages. US$39.95.

In his fifth book, Next Generation Product Develop-
ment (NGPD), Michael McGrath gives us a look into
his crystal ball at the next generation of product de-
velopment best practices. McGrath dubs the next
generation the Research and Development (R&D)
Productivity Generation, in which the two main
themes are resource capacity improvement and inclu-
sion of the whole enterprise in product development
decision-making. This emerging generation is now
under way and is enabled by a new breed of enter-
prise management information systems. These sys-
tems are, in McGrath’s opinion, key to and requisite
for experiencing the predicted R&D productivity
gains. He has a stake in the success of this new infor-
mation technology (IT) niche as founder and chair of
Integrated Development Enterprise, Inc. (IDe), a pro-
vider of web-enabled tools to support the growing
information demands of the project managers and
corporate decision-makers.

McGrath is a pioneer in product development
practices. Product and cycle-time excellence (PACE)
is a phase review new product development (NPD)
model codeveloped by McGrath (McGrath, 1996)
that has been rolled out to over 200 organizations
since its introduction in 1987. In the previous rendi-
tion of PACE, the Time-to-Market (TTM) Genera-
tion, the key motivator was faster time to market.
This generation focused on individual projects, and
according to McGrath, three areas of improvement
characterized it: phase-based decision process, the core-
team organizational model for project teams, and the
application of standard development practices across
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all projects. While the TTM Generation focused on
individual project excellence, the R&D Productivity
Generation will concentrate on the bigger picture: the
portfolio of the entire enterprise. The author notes
that “‘the maturing of the TTM Generation coincided
with an historic downturn in the economy” (p. 20).
This event in corporate America’s history is probably
the most important factor that forced companies to
try to do more with less and to look to different strat-
egies to increase production without adding head-
count.

The book begins with a look back to previous gen-
erations of product development to set the context
for the next generation. The author begins with the
Project Success Generation beginning in the 1950s,
followed by the TTM Generation. Subsequent chap-
ters cover various levels of detail on evolving best
practices for resource management, capacity utiliza-
tion, project management, portfolio management,
collaborative development, project team structures,
knowledge management, and product strategy. Each
chapter provides the reader with McGrath’s vision of
future best practices, many of which are yet to be fully
vetted with real industry experience.

For much of the book, McGrath is in concert with
many other project management gurus including the
importance of integrating enterprise financial man-
agement with R&D. Project financials are still a key
indicator of a projects success or failure. Project man-
agers and decision-makers alike can use real-time fi-
nancial data to their company’s advantage.

For the most part, McGrath aims at mature senior
managers of large companies. His book is about
decision-making in NPD, rather than detailed de-
velopment. McGrath uses a hypothetical company
throughout the book to illustrate the practices he
introduces. Although this technique works well, it
tends to make the chapters long and somewhat repet-
itive. Some readers might be put off by this device;
however, when the reader gets through the forest of
examples, there are definitely some nuggets of wisdom
to be gleaned from this guru.

Following a popular trend, McGrath introduces a
maturity model that integrates the three most impor-
tant process areas for the next generation: project man-
agement, resource management, and product strategy
and portfolio management. He uses this model to show
the reader that achieving excellence in NPD is expected
to be an evolutionary journey. Benchmarks and meas-
urements along the way show an organization’s con-
tinuous improvement within the model.
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McGrath introduces a benefit model to quantify
the financial impact of improvements in various areas
of product development. This model helps a manager
decide where to allocate precious improvement funds.
It also provides quantitative evidence for functional
and project managers to use for justifying improve-
ments to the decision-makers. Although McGrath
uses the model to illustrate its utility for his hypo-
thetical company, it would have been better to use real
data if it were available.

In the section on resource management McGrath
provides an excellent rationale for focusing on this
area as the “untapped opportunity for most compa-
nies” (p. 50) to increase productivity. He makes a
point that a high level of utilization is not the same as
being busy. McGrath provides some guidance here in
pointing out the difficulty in measuring utilization. He
suggests that measuring utilization based on assign-
ment projections rather than from actual time collec-
tion is easier and better for looking forward. High
utilization requires focus on the strategic objectives of
the company. The next generation will be able to ac-
complish this if they follow the recommendations of
the author.

This reviewer still has a few remaining questions:

1. Are enterprise information tools mature and ro-
bust enough to provide a return on investment?
The Gartner Magic Quadrant for Project and Port-
folio Management (a yearly review of tools in this
category) shows an ever-maturing set of viable op-
tions in this tool-suite space. However, this review-
er’s experience with a few of these tools suggests
that they are still immature and expensive. Any
return on investment analysis that is done needs to
include the question of what the consequences are
if we do not invest in this technology.

2. Are organizations ready for the cultural changes
required to follow through and adopt these prac-
tices and use these enterprise-level tools? This is a
tough question to answer, and McGrath avoids it.
Cultural change is difficult, but the results can be
dramatic. Cultures can change, but it takes time,
often more time than one would plan.

3. Are these practices (and the requisite tools) viable
for the smaller company? Smaller organizations
tend to need less process and use fewer tools than
larger companies. Small companies do not have the
financial assets to invest in enterprise information
systems. But small companies must grow and sur-
vive. Best practices and processes may be able to be
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tailored. Homegrown or low-end tools may be able
to satisfy the needs of smaller companies.
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Agile Project Management: Creating Innovative Prod-
ucts, by Jim Highsmith. Boston: Addison-Wesley,
2004. 277 + xxvi pages. US$34.99.

Agile Project Management with Scrum, by Ken
Schwaber. Redmond, WA: Microsoft Press, 2004.
163 + viii pages. US$39.99.

Have you found yourself wondering about how to
cope with ever-shrinking innovation cycles, how to
stay ahead of your competitors, and how to introduce
new products quicker into the marketplace? Are you
concerned about coping with radical innovation, em-
ploying new technologies, and creating products for
uncertain market segments? Are you facing increasing
product complexity having to cope not only with me-
chanical and hardware but software-related issues as
well? Agile management methods and techniques fo-
cus on these challenges, thereby increasing productiv-
ity and employee morale.

Agile project management practices are neither
new nor exotic. Companies like Toyota, Honda, Can-
on, Fuji, and others have successfully applied them
for decades (Takeuchi and Nonaka, 1986). Neverthe-
less, agile project management introduces deep
change to the way we manage product development
projects. It redefines leadership along with essential
roles and responsibilities, requires cross-functional
project teams, and puts an emphasis on the colloca-
tion of project members, to name only a few critical
differences. The two books reviewed here provide es-
sential insight into how to leverage the benefits of ag-
ile project management practices and illustrates their
impact on the performing organization. They do not
intend to cover agile engineering practices, such as
extensive prototyping and frequent integration.
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Agile Project Management provides a good intro-
duction to essential agile project management prin-
ciples and practices. Jim Highsmith is a highly
recognized software development consultant, but
this book shows how agile management helps to bring
innovative products to life independent of whether
they incorporate software, hardware, or mechanics.
The target audience is project managers, but the book
also is well suited for engineering managers, product
managers, and quality analysis (QA) experts.

Chapter 1 argues that new product development
challenges, such as high degree of uncertainty and
shrinking time schedules, together with lower-cost ex-
perimentation approaches, such as BMW’s car-crash
simulation, both call for adaptive rather than anti-
cipatory project management. Frequent develop—
inspect—adapt cycles characterize the former, whereas
the latter tries to establish a detailed plan upfront and
then execute it. Chapter 1 also introduces the reader
to the core agile values as stated in the Agile Mani-
festo (www.agilemanifesto.org).

Chapters 2 and 3 introduce six guiding principles of
agile project management, including delivering value,
delivering features iteratively, and building adaptive
teams. These six principles, which Highsmith considers
mandatory because they establish the culture required
to succeed, form an underlying system of positive be-
liefs that are the basis of agile project management.

Chapter 4 provides an overview of Highsmith’s ag-
ile project management framework comprising five
project phases. The envision phase establishes the
product vision, project scope, and team characteris-
tics. The speculate phase creates a high-level project
plan including major milestones and iterations. The
explore phase delivers tested intermediate product
versions using iterations, thereby delivering the criti-
cal and high-risk product features first. The adapt
phase builds on the results achieved in the explore
phase and iteratively brings the product closer to its
completion. Finally, the close phase concludes the
project. Notice that this iterative style is fundamen-
tally different than the linear sequential approach
used by processes such as Stage-Gate™.

Chapters 5 through 8 address the phases and their
associated practices in detail, essentially interpreting
the phases in terms of the aforementioned Agile Man-
ifesto. For instance, Highsmith describes a Customer-
Team—Developer-Team Interface practice to facilitate
collaboration with customers. Chapter 7 describes ag-
ile techniques for customer interaction and decision-
making, which is a particularly noteworthy topic.
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Since agile project management delegates authority to
those best positioned to make a decision—and at the
same time requires a high amount of teamwork and
collaboration—the project manager no longer solely
makes decisions to be executed by team members. Team
members themselves are responsible for making deci-
sions for which they are held accountable. The practice
called participatory decision-making, based on Kaner
et al. (1996), does a great job at introducing techniques
for reaching sustainable agreements effectively.

Chapter 9 discusses scaling agile project manage-
ment approaches to large and distributed, and chapter
10 covers cultural changes required to deliver inno-
vation consistently by employing agile practices.

The book provides examples from various indus-
tries, ranging from drilling machines to avionics
equipment, to illustrate the application of agile man-
agement practices. On the downside, a single example
that runs from chapter to chapter is missing. More
references to case studies that demonstrate the suc-
cessful application of specific management practices
also would be desirable. In general, the book is a very
worthwhile read. We have used the practices success-
fully with our clients.

Agile Project Management with Scrum demon-
strates in an excellent manner how the agile project
management method Scrum has been used successful-
ly for more than a decade on numerous software de-
velopment projects. More recently, Primavera, best
known for its project management software suite, em-
braced Scrum’s project management practices to de-
velop their latest product (Martin and Schwaber,
2004). Scrum is not limited to software development,
however. Its practices also can be applied easily to
other types of product development. This is highlight-
ed by the fact that Scrum is based on practices pio-
neered by Honda, Canon, and Fuji, among others.
The book’s author, Ken Schwaber, is a highly recog-
nized software development consultant and one of the
originators of Scrum.

The book provides essentially a collection of case
studies—including lessons learned from each—that
illustrate how different companies have applied
Scrum project management practices. The companies
include a financial institution, a medical service pro-
vider, and a gas pipeline-leasing firm. Even though
Scrum’s practices are common sense and simple, ap-
plying them consistently proves to be a challenge for
many organizations. If you are more interested in the
Scrum method rather than its application, we recom-
mend Schwaber and Beedle (2001). The target audi-
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ence of Agile Project Management with Scrum is
project managers, engineering managers, product
managers, and QA experts. You do not need to be a
software expert to appreciate this book.

Chapter 1 briefly introduces the Scrum framework
together with its essentials roles, artifacts, and prac-
tices, thereby laying the ground for the rest of the
book. An even crisper summary of Scrum practices
appears in Appendix A.

Chapters 2 and 3 show how Scrum management re-
sponsibilities differ from traditional ones by introduc-
ing the three essential Scrum roles: ScrumMaster,
Product Owner, and Team. Notice that Scrum chal-
lenges the traditional leadership notion according to
which the manager primarily decides on the course of
actions. Instead, project members are authorized to
make tactical decisions but also are held accountable
for them on a regular basis. The ScrumMaster (project
manager) acts as a leader, enabler, and facilitator by
helping the team to come to sustainable decisions
quickly and by supporting the team in staying on track.

Chapter 4 shows how various organizations lever-
aged Scrum benefits using self-organization, empow-
ering the Team, timeboxing, dividing the project phas-
es into mini-projects called sprints that typically last
30 days and whose end date cannot be moved, and
incremental delivery, delivering a tested intermediate
product version at the end of each sprint.

Chapter 5 covers the role of the Product Owner,
who is responsible for the product features together
with their prioritization. This person is also responsi-
ble for profitability of the product version under de-
velopment. The Product Owner accepts the work
results delivered by the Team at the end of every
sprint. She then may add new product features and
reprioritize the features. A customer or product man-
ager typically fills the Product Owner role.

Chapter 6 introduces Scrum’s adaptive planning
techniques, which allow reacting to changes quickly
and involve the team heavily. Chapter 7 covers pro-
ject reporting, at the heart of which are so-called
burn-down charts that portray how much work has
been accomplished and how much work remains to
reach both the current sprint’s goal and the overall
project goal.

Chapter 8 shows how teams transitioned to a self-
managed and self-disciplined project community.
Taking on more responsibility can be challenging
for project members used to working in a culture
where they execute assigned tasks, and a blaming
game starts when problems arise. Chapter 9 illustrates
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how large-scale distributed project teams of up to
1,000 members can apply Scrum.

A nice feature of the book is that it provides nu-
merous real-world case studies that illustrate how
Scrum practices actually work. We particularly like
how Schwaber structures chapters to provide subsec-
tions with lessons learned. The main shortcoming of
the book is that it requires the reader to have a basic
Scrum understanding or to pick it up quickly while
reading the first chapter.

We have used this book successfully to introduce
Scrum project management practices in our own
firms. Its hands-on description of the challenges faced
and approaches taken by others have benefited our
customers and us greatly. We recommend reading this
book to discover how agile project management prac-
tices are applied.
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Handbook of Market Segmentation: Strategic Target-
ing for Business and Technology Firms, 3d ed., by Art
Weinstein. Binghamton, NY: Haworth Press, 2004.
241 + xviii pages. US$24.95.

When a book appears in its third edition one can as-
sume that it has sold well in its earlier ones. Thus, it
seems surprising that this journal has not reviewed ei-
ther this book or any other of the more than 100 listed
on Amazon.com on the subject of market segmentation.

Market segmentation, with the objective “to anal-
yze markets, find niche opportunities, and capitalize
on a superior competitive position” (p. 5) is indeed a
very popular management tool according to a recent
study (Rigby, 2003) ranking fourth after such stead-
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fasts as strategic planning, benchmarking, and mis-
sion and vision statements. A full 79% of the surveyed
companies professed to its usage. However, the 2004
Comparative Performance Assessment Study (CPAS)
(Adams and Boike, 2004) discovered that niche strat-
egies overall may have moved slightly out of favor.

Be it as it may, the Handbook of Market Segmen-
tation ‘“‘was written to provide marketing/business
practitioners and scholars (professors and students)
with an informative, state-of-the-art guide to strate-
gically segmenting high-tech and industrial markets”
(p. xiii). It should enable one to define the research
objective of a study, to navigate around common pit-
falls, and to evaluate its outcome. However, the read-
er will not be able to conduct his own segmentation
study from the knowledge contained in this book
alone, since this book does not describe statistical
procedures often used to uncover differences among
customer groups (Wedel and Kamakura, 2000) as well
as necessary market research techniques, such as sur-
vey design, focus groups, and interviews. The book
has four major parts.

“Part I: Segmentation Planning” (chapters 1-3)
provides an overview of market segmentation and
niche marketing, market definition, designing seg-
mentation studies, and using segmentation research.
Chapter 2, on defining one’s market, covers the often
overlooked topic of setting a boundary on the market
to segment, the equivalent of a market preselection.

Chapter 3 outlines a 10-point program for segmen-
tation planning with such steps as establishing objec-
tives, selecting segmentation bases, and knowing how
the information will be used. While this 10-point pro-
gram prescribes a common-sense approach, the au-
thor’s view of research objectives as “‘a checklist of
information needs useful for strategy development”
(p. 37) does not help much in defining the research
problem. The author could have developed further the
tie between segmentation bases and specific strategic,
tactical, or operational problems to be solved. How-
ever, strong points in this key chapter are the lists of
potential segmentation roadblocks, criteria for seg-
mentation viability, criteria for segment formation,
and 20 common business segmentation bases.

“Part II: Business Segmentation Bases” (chapters
4-7) “details the major business segmentation dimen-
sions, i.e., geographics, firmographics, usage, benefits,
purchasing behavior, organizational psychographics,
and buyer adopter categories” (p. xvi). It also covers
the new North American Industry Classification Sys-
tem (NAICS), business census products, and a model
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for segmenting industrial markets. These chapters do
an admirable job in explaining the various bases, their
use, and potential data sources. One quip: there is no
apparent link to the list of bases and their categories
listed in chapter 3. For example, one does not find a
category of segmentation bases focused on “Decision
Makers/Decision Making Units” (p. 40) in Part II.

“Part III: Implementing Segmentation Strategy”
(chapters 8 and 9) discusses target marketing, segment
attractiveness, positioning, marketing strategy formu-
lation in business markets, building a segmentation-
driven organization, implementation issues, segmen-
tation audits, and business segmentation challenges.

Chapter 8 on ““Strategic Target Marketing,” after a
short description on market segment selection, con-
tains a review of the marketing mix with limited con-
nection to segmentation. The question of how one
uses the outcome of a market segmentation study is so
central to this topic that I would have liked to see
recommendations on how to deal with acceptance
problems, to promote adoption, and to make use of
the collected data for product strategy development.

Chapter 9 on “Enhancing Segmentation’s Value” is
about improving segmentation practices in organiza-
tions. The author proposes a ‘“‘segmentation audit,”
which apparently consists of a marketing audit with
subsequent interpretation toward segmentation. I con-
fess that the value of that approach eluded me as
it seems feasible to audit just segmentation-related
practices using similar criteria to those put forward in
the “critical examination of one’s segmentation prac-
tices” (p. 17) in chapter 1.

“Part IV: Segmentation Strategy Cases” presents
six examples of business segmentation approaches
and strategies from Collins Aviation Services, Dev-
Soft, Dow Corning, Lexmark International, Pharma-
cia Corporation, and Sportmed. The selection of cases
provides a wide variety of segmentation problems and
allows the reader to apply the covered concepts helped
by end-of-case questions and reading suggestions.

Segmentation is a useful tool to allow the firm to
customize its products and services and by doing so
to enhance their value to the customer. Choosing
segments to target can be a key strategic considera-
tion for the firm as a whole. The individual product
manager also can use segmentation to improve prod-
uct definition, pricing, and positioning. When so used,
the segmentation bases become much narrower, and
segments may be defined more clearly. It is not nec-
essary to view segmentation as a corporate marketing
tool alone.
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Unfortunately, the author has fallen prey to seeing
his subject as much more encompassing than may be
justified in many companies. This is excusable in that
authors on such subjects as pricing, product definition,
project management, and a variety of other manage-
rial topics have committed similar “‘crimes.” However,
it weakens Parts II and III, which could have benefited
from a treatment of segmentation practices at the
working or product management level.

While handbooks in other areas often make use of
multiple authors to provide a balanced view, the au-
thor compensates by drawing heavily on outside
sources, as evidenced by the seven pages of referenc-
es for the main text, plus multiple reading suggestions
for each case. He reproduces checklists and criteria
from these references, which lead to authoritative cov-
erage of the subject. The author also does not limit
himself to presenting a balanced and comprehensive
view of segmentation itself but strives to put segmen-
tation into a larger context. Consequently, this hand-
book is well worth keeping near one’s desk.
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Simply Better: Winning and Keeping Customers by
Delivering What Matters Most, by Patrick Barwise
and Sean Meehan. Boston: Harvard Business School
Press, 2004. 195 + xiv pages. US$24.95.

Marketing as Strategy: Understanding the CEQ’s
Agenda for Driving Growth and Innovation, by Nir-
malya Kumar. Boston: Harvard Business School
Press, 2004. 245+ xv pages. US$32.50.

Marketers are now required to become increasingly
customer focused across all functions of their organ-
izations. Both Simply Better and Marketing as Strat-
egy present a strong case for this marketing
transformation, though they take very different
approaches. Simply Better proposes a return to the
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fundamentals, while Marketing as Strategy proposes
major transformations that help “managers go be-
yond best practice to next practice” (p. 10).

Simply Better carries two major themes. The first is
the contention that competitive advantage does not
depend on uniqueness of the product/service but rather
depends on giving customers what matters to them
most. The second theme contends that companies often
fail, not in the choice of strategy but in its execution.

Author Patrick Barwise is a professor of manage-
ment and marketing at London Business School, and
Sean Meehan is Martin Hilti Professor of Marketing
and Change Management and director of the M.B.A.
program at IMD, Lausanne. The authors claim that
their book is based on scholarly work from published
academics and input from the executive community.
The book draws heavily from examples of Hilti, a
manufacturer of professional construction products.
Experienced managers represent the target market for
Simply Better.

Barwise and Meehan take a counterintuitive ap-
proach that positions a new brand head-on to major
market players. They encourage the reader to “con-
sider this approach, but to be prepared to address
many different issues before they proceed” (p. 15).
This is quite different from Clayton Christensen’s dis-
ruptive approach of first commercializing in small
emerging markets (Christensen, 1997). The authors
also speak against conventional wisdom in stating that
unique selling propositions do little to create sustain-
able competitive advantage. They believe that ‘“‘cus-
tomers rarely consider uniqueness when purchasing a
product or service, but rather consider if the category
of the product or service meet their needs” (p. 17).

In addition, they emphasize market immersion as
one of the most effective practices senior executives
can take. The authors provide Hilti as an example of a
company that takes the practice of immersion seri-
ously. Executive board members go into the market
at least 50 days a year to listen to their customers.
According to the authors, this has led to Hilti’s
success in discovering new markets and products.

The authors also state the importance of comple-
menting primary data with an understanding of the
competition. They provide an approach that gains in-
sight into your competitors’ minds and some exam-
ples of developing a dynamic competitive analysis that
all members of the organization contribute to daily, as
opposed to a stagnant competitive report that is writ-
ten annually by the strategy department. This was one
of the most insightful sections of the book.
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While Barwise and Meehan believe that out-of-the-
box thinking is imperative for advertising, they believe
it is detrimental for innovation. For example, the au-
thors state that “Target’s strategy didn’t emerge from
out-of-the-box thinking, but rather from the ability to
execute both in operations and great branding and
communications” (p. 115). The authors state that
marketing should take a broader view that aligns
the whole organization to meet customers needs bet-
ter. They propose that functional marketing needs a
home. However, they believe that it is imperative that
the role of marketing promotes ubiquitous customer
focus throughout the entire organization.

Barwise and Meehan believe that the “out-of-the-
box approach represents the 1990s, and the return to
fundamentals is today’s big idea” (p. 169). Funda-
mentals include (1) total quality management; (2)
understanding and delivering on customers’ priori-
ties; (3) delivering value on product categories versus
differentiated products and services; (4) providing
generic category benefits for which customers are
willing to pay; (5) out-of-the-box thinking on adver-
tising; and (6) market immersion to understand your
customers.

Simply Better demonstrates that many companies
are still far from meeting the basic needs of their cus-
tomers. According to the American Customer Satis-
faction Index (ACSI), aggregate satisfaction is lower
today than in 1994 (p. 9). These statistics make for a
convincing argument that companies are far from
providing the basics in meeting customer needs.

Too few examples are provided to illustrate the
benefits of some major points within Simply Better.
For instance, the merits of a strategy for new busi-
nesses to face major competitors head-on are illus-
trated by the success of only a single company,
Orange. The authors also appear to depend unduly
on the company Hilti for providing examples to sup-
port their approach. Overall, I appreciate the alter-
native approach the authors take, and I recommend
this book to readers who suspect that they are for-
getting the importance of business fundamentals.

The major premise of Marketing as Strategy is that
marketing has lost its strategic role within the organ-
ization. According to a U.K. study, “companies re-
vealed that just 18% of executives rated marketing’s
strategic effectiveness better than good, while 36%
rated it as fair to poor” (p. 2).

Nirmalya Kumar, the author, is currently professor
of marketing, director of the Centre for Marketing,
and codirector of the Aditya V. Birla India Centre at
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the London Business School. Marketing as Strategy
draws on over 15 years’ personal experience in re-
search, teaching, and consulting.

Kumar believes it is important for marketers to
break from the tactical four Ps (product, price, pro-
motion, place) and to adopt a more transformational,
cross-functional approach in understanding the entire
value chain. Marketing as Strategy is organized by
chapters that correspond to each of seven organiza-
tion-wide transformational initiatives. Kumar indicates
that ““all seven transformations may not apply to all
firms, but at least one will apply to every firm” (p. 9).

Kumar’s seven transformational initiatives are:

(1) From Market Segments to Strategic Segments:
Strategic segments can be found by using
Kumar’s “Three Vs” framework: the valued cus-
tomer (who to serve), the value proposition (what
to offer), and the value network (how to deliver).

(2) From Selling Products to Providing Solutions:
Kumar highlights that companies facing commo-
ditization have two main strategic options: they
become either a low-cost provider, or a solutions
provider. He proceeds to describe a process for
taking a solutions approach to selling. This begins
with a customer problem, proceeds through cus-
tomer process mapping and educating customers
about total cost, and finishes with the organiza-
tion’s transformation for solutions selling.

(3) From Declining to Growing Distribution Channels:
The author reviews channel migration strategies
and channel migration processes. The distribution
strategy audit is particularly useful in determining
both the quantitative and qualitative perspective
of a company’s distribution network.

(4) From Branded Bulldozers to Global Distribution
Partners: Brands are having a difficult time man-
aging the increasingly powerful and professionally
managed retailers. Kumar investigates the organ-
izational and cultural necessities for suppliers to
transform from branded bulldozers to global dis-
tribution partners.

(5) From Brand Acquisitions to Brand Rationalization:
The book highlights brand rationalization as a
critical path to higher profitability and growth.
Kumar provides an excellent brand rationaliza-
tion process, including a series of important ques-
tions to help a company determine if they have
too many brands.

(6) From Market Driven to Market Driving: Kumar
indicates that one achieves radical business inno-
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vation through market driving. He characterizes
market drivers as visionary, creating new markets
and redefining categories, rather than focusing on
obtaining market share in existing markets. This
section describes the distinguishing features of
“market-driving” companies compared to tradi-
tional “market-driven”” companies. There follows
an analysis of the various dimensions of market-
ing strategy and a description of a market-driving
transformation process for established firms.

(7) From SBU Marketing to Corporate Marketing: In
many organizations, marketing has been assigned
at the strategic business unit (SBU) level.

Kumar indicates the strategic importance of market-
ing in the appointment of chief marketing officers
(CMOs). The CMO can view the products, brands,
channels, and customers as potential exploitable plat-
forms across business units.

If some of these transformations intrigue you,
I recommend this book to gain a fuller perspective.
Kumar usefully illustrates his seven transformational
initiatives for marketers with numerous examples,
processes, charts, and matrices. He also provides val-
uable end-of-chapter checklists and key-point sum-
maries. This is a thoroughly enjoyable and useful
reference in a field of rapidly growing importance.

It is interesting to note that Simply Better and
Marketing as Strategy are both published by Harvard
Business School Press and that Barwise and Kumar
are both professors at the London Business School. In
addition, both books strongly propose transforma-
tions in marketing and taking more of a holistic view
across the organization. The similarities between the
two books stop there. The authors take very different
approaches in transforming marketing. Simply Better
emphasizes the importance of meeting fundamental
category needs, while Marketing as Strategy advances
to the next level of marketing best practices. If you
are planning to transform, or are in the midst
of transforming, your marketing department, I rec-
ommend that you read both books to gain differing
perspectives.
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