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                             Ranjana Clark, former CMO at Wachovia and now Head, 
Wholesale Customer Experience Group at Wells Fargo, 

shared her story about her realization that a shift was going to occur 
at the bank. She knew that the company needed Marketing to play 
more of a strategic role. But what did that mean? 

 My fi rst charge was not to freshen up the brand or build 
a new campaign. I realized then and there that my char-
ter would be different from that of my predecessors and 
that I was going to be counted on to be one of the archi-
tects of business strategy for Wachovia. 

 Ultimately Clark made  The Shift  to business impact, pulling out 
all of the stops to become a strategic architect for Wachovia. How 
did she make this shift — and how can you? 

 She began in a way that you as an aspiring Visionary Marketer 
can learn from. By working your way through a definable set of 

1
T H E  F I R S T  S H I F T
From Creating Marketing Strategies 
to Driving Business Impact
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28 The Shift

actions, with an awareness of your organization ’ s receptivity to 
change, you can develop the mind - set, track record, and capabili-
ties necessary to prove your abilities to tackle business strategy —
 not just marketing strategies—and drive business impact. Three 
critical elements are needed to start to make this shift from creat-
ing marketing strategies to driving business impact: leveraging cus-
tomer insights as your secret weapon, always operating with a 
profi t - and - loss mind - set, and earning organization-wide credibility 
and trust (Figure  1.1 ).    

  Insights: Your Secret Weapon 

 In order to make this power shift toward driving the growth 
agenda, most of the senior marketers interviewed for this book said 
they believed they benefi ted from knowledge they had that no one 
else in their organization understood.  “ Our secret weapon, ”  Barry 
Judge, CMO of Best Buy, called it.  “ Customer insights are used as a 
catalyst for a marketing revolution. ”  Fully owning this secret 
weapon means both knowing your customer better than any other 
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 Figure 1.1 The First Shift 
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 The First Shift 29

executive  and  consistently translating this knowledge into 
 actionable consumer insights and in - market execution. You can 
wield this tool in every discussion and debate on strategy as well as 
tactics, and in the process, you will gain respect as well as an 
enhanced organizational profi le. 

 At Staples, CMO Shira Goodman uses customer insights to drive 
decision making across every functional area, including nontradi-
tional areas such as operations and merchandising. The powerful 
 “ hassle - free shopping ”  insight was translated into an enormously suc-
cessful  “ easy ”  strategy that Goodman then used to collaborate with 
her peers and guide all aspects of the business. Customer knowledge 
and insights have changed how Staples is run, from advertising and 
communications messages to store layout and product assortment. 

 Stephen Quinn, CMO of Walmart, began from a similar base:   

 We knew early on that if we didn ’ t start with the cus-
tomer and enter into every strategic and tactical discussion 
grounded in customer insights, then we would not move 
the needle. This was tough, as Walmart had not been all 
that customer - centric, having made Operations the back-
bone of the company. Customer data and insights gave us 
courage and a convincing hand in determining what was 
fact and what was fi ction. And it drove ideas for growth. 
For example, when we discovered that pharmacy custom-
ers routinely broke pills in half because they couldn ’ t afford 
their full prescription, we developed the very successful  $ 4 
prescription program. With knowledge, we had the power 
to defi ne growth in a much more relevant way. The use of 
insights was more powerful than I had ever hoped it could 
have been at Walmart.   

 The importance of customer insight helped Barry Judge begin 
to make his mark on Best Buy. As he remembers,  “ They 
were  having difficulty operationalizing the customer - centric 
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30 The Shift

strategy  . . .  generating growth through a customer lens. ”  Judge 
stepped in because he had a  “ different point of view on growth ”  
from anyone else in the company at that time. Once he harnessed 
the customer insights, he helped Best Buy develop  “ a unique per-
spective, looking across all of our segments and all of our product 
categories and all of our geographies. Instead of looking for product 
categories to add in or expand to, we are now always looking at the 
needs our consumers are trying to fulfi ll and what the benefi t is that 
they can ’ t seem to get to. ”  

 Bob Harris, now President of the LendingTree Exchange, con-
curs and has been able to refl ect back to his own tenure as a mar-
keting officer at LendingTree, The Coca - Cola Company, and 
elsewhere. Harris ’ s perspective is that the marketing leader needs 
to see new opportunities for growth based on customer insights  . . . 
 and needs to see that sooner than the CEO does. They must have 
a strong voice and sense of responsibility for providing deep knowl-
edge and insight into making all major strategic decisions, from 
new products to acquisitions to new segments to pursue. 

 Based on their customer knowledge, marketers have an oppor-
tunity now to enhance their power. They can use this asset to repo-
sition Marketing to drive enterprisewide growth and conduct 
customer - led strategic discussions and debates. 

 Of course, it isn ’ t easy to instill customer insight as an asset 
into an organization that is not predisposed to thinking about 
Marketing as the repository of customer insight. In some compa-
nies, customer insight teams are positioned as lower - level, analyti-
cally oriented teams reporting up to the marketing communication 
group, tied only to improving its tactical strategies. You will need 
to reposition these teams based on a new asset - oriented view of 
these insights. 

 As these examples suggest, Marketing at a minimum should 
become the repository, integrator, and ultimately disseminator of 
all proprietary and syndicated data, research, and tracking 
studies across the organization. The best CMOs turn this minimum 
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 The First Shift 31

expectation into an insight machine, cutting through all of the 
data and reports that most others never read. In fact, no other func-
tion but Marketing comes closer to the customer, with a deep, 
intertwined perspective across all segments, needs states, geogra-
phies, and demographics. Visionary Marketers recognize they must 
not only provide the economic rationale for building a world - class 
insight team but also outline the economic opportunities tied to 
each of the insights they are bringing to the organization. 

 Just as these executives recognize that data without insights are 
meaningless, they also recognize that insights without economic 
perspective will not be valued. This reality leads to the need for a 
P & L mind - set.  

  Power in a P & L Mind - Set     

 Must you own a P & L to establish credibility and drive true peer - to -
 peer relationships, or can you develop a P & L mind - set without ever 
actually owning an income statement? I argue that you do not need 
to own a P & L in order to succeed. What really matters is that day 
in and day out, you consistently have a perspective and action ori-
entation based on an understanding of how the company makes 
money, how investment decisions in one area impact others, and 
always bring a top -  and bottom - line perspective to the decisions at 
hand. That is what we mean by a  “ P & L mind - set. ”    

 Stephen Quinn at Walmart is emphatic that growth - oriented 
marketing leaders need a P & L mind - set, but they do not necessar-
ily need to own one to have this mind - set. Quinn effectively articu-
lates this difference between having a P & L mind - set versus actual 
P & L ownership:   

 In many packaged goods companies, the P & L is jointly 
shared, but there is a P & L for each brand, and the brand 
manager runs it. So I grew up with the belief that run-
ning a P & L is part of being a marketer. However, at the 
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32 The Shift

time I was considering taking a position at Walmart, 
I read an article by brand marketing guru David Aaker 
[Vice Chairman of Prophet] about the average twenty -
 six - month tenure of CMOs. He predicted that P & L 
owners would continue to struggle. However, those who 
were freed up from running the P & L and allowed to truly 
focus on the customer could add so much more value to 
their company. Time spent on forecasts, fi nancial plan-
ning, reporting systems, and the like could be allocated 
to becoming leaders of the customer inside their organi-
zation. From my perspective, the customer will always be 
more important than controlling the P & L, but without 
mastering the dynamics of the P & L, you will not have 
the credibility to initiate the types of conversations that 
you really need to grow the business.   

 Other CMOs embrace owning P & Ls as an important part of 
their job description. Nabil Shabshab of JohnsonDiversey, Becky 
Saeger of Charles Schwab, and Ann Lewnes of Adobe believe that 
owning a P & L is a natural extension of Marketing ’ s go - to - market 
strategy, one that helps build growth credibility. Lewnes is passion-
ate about this:   

 I own traditional marketing, and I also have P & L respon-
sibility for the education segment, which is the largest 
vertical at Adobe, as well as the P & L for e - commerce. 
That puts me on the hook in a big way, and I am okay 
with that, as I think having P & L responsibility makes 
you more credible. More important, owning a P & L forces you 
to be more conversant in your own business, diffusing any 
complaints that Marketing just doesn ’ t get it or doesn ’ t 
have business acumen. Bottom line, you need to be 
able to understand the product and the customer in an 
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 The First Shift 33

intimate way to be a credible resource for the business. 
Owning a P & L helps you get there.   

 Whether or not you ’ ve owned a P & L, it ’ s most important to 
understand your organization ’ s P & L, buy into the importance of 
the accountability level expected of those running the P & Ls, 
have the ability to drive profi table programs, and know how to help 
prioritize and drive success in the target customer segments that 
ultimately help to drive margin. 

 If you are still a Tactician or Facilitator Marketer, it ’ s time you 
started to understand the need to adopt a different profile and 
mind - set in order to become a Visionary Marketer. By having a 
P & L mind - set, you will make it harder — nearly impossible — for 
your peers to dismiss you. They will see you permanently through a 
different lens that says  “ enterprisewide leader. ”  

 As Dennis Cary, Chief Marketing and Customer Officer at 
United Airlines, put it,  “ A P & L orientation will always enhance 
the credibility and support you receive from your executive peers. ”  
Cary explained how he shifted his own mind - set:   

 When I took this job, I didn ’ t have as much account-
ability for revenue as my sales or revenue man-
agement peers. Having a commercial lens, using 
data and insights to build loyalty and attract new 
customers, was my mind - set. However, having cus-
tomer needs tethered to a clear pathway for how 
these insights affect revenue, profitability, and ulti-
mately shareholder value, it changes the conversation 
between Marketing and the rest of the organization, 
including the CFO, CEO, and Board of Directors, in a 
very healthy way. We are now more involved in every 
aspect of demand generation and top - line growth. In 
fact, my boss is the Chief Operating Offi cer, and Mar-
keting is one of his primary enablers.   
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34 The Shift

 As a corollary to the P & L discussion, whichever side of owner-
ship you and your company land on, the importance of understand-
ing the language of, and collaborating with, the CFO cannot be 
underestimated. Beth Comstock of GE believes strongly that mar-
keters must connect strategy and vision to fi nancials and the P & L: 
 “ I am a fan of marketers   partnering with the CFO. The CFO wants 
to grow and will be your best friend if they think you are helping 
them. ”  

 This Visionary Marketer is clearly on to something. According 
to an article by B. Johnson in  Advertising Age,     “ Survey Finds CFOs 
Skeptical of Their Own Firms ’  ROI Claims, ”  six in ten fi nancial 
executives believe their companies ’  marketing departments have 
an inadequate understanding of fi nancial controls, and seven in ten 
said their companies don ’ t use marketing inputs and forecasts in 
fi nancial guidance to Wall Street or in public disclosures. 

 Yvonne LaPenotiere, of Carlson Hotels, combats this prejudice 
by starting a different type of dialogue — a strategic one:   

 Throughout our strategy development, my marketing 
team and I always tied our recommendations to a pretty 
rigorous business case and the commensurate fi nancial 
results. Metrics such as revenue per average room index 
[RevPAR] was the language of our CFO and CEO, and 
any other measure or metric - like language would never 
have passed the C - suite test. We engaged them in their 
language, not traditional marketing - speak.   

 At the end of the day, marketers who have made  The Shift  will 
consistently make sure Marketing is contributing to the P & L. They 
will recommend and push marketing programs and efforts that help 
the business, and they will want their performance metrics and 
bonus payouts tied to business performance measurements, just like 
any other senior executive. Steve Meyer of Dell Services says Dell 
Marketing is  “ incented on business, return - on - investment - type 
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 The First Shift 35

metrics. ”  LaPenotiere said that when she was with Carlson,  “ 70% 
of her bonus was based on the fi nancial results of Carlson Hotels 
Worldwide ”  — the same as the CEO. 

 With these fi rst two pieces in place — strategic insights and a 
P & L mind - set — you will have begun to redefi ne the role of Market-
ing within the organization and transform Marketing from not just 
enabling growth through world - class marketing but driving it. You 
will become one of the true reasons to believe within the organiza-
tion and you will have successfully started on the road to earning 
organizational credibility and trust.  

  Cementing the First Shift: Earning Organizational 
Credibility and Trust 

 Now that you ’ re ready to become a marketing leader, there is no 
better advice than that of Adam Stotsky, President of NBC Enter-
tainment Marketing and former Senior Vice President of Market-
ing for the Sci - Fi Channel. Stotsky has become a marketing leader 
by virtue of his success in driving his company ’ s growth agenda. He 
speaks from experience:   

 The only way marketers are going to get that seat at the 
[CEO] table is by building and earning credibility and 
trust. They need to understand the totality of the busi-
ness, have a deeply informed opinion, and look at differ-
ent ways of adding value beyond the sphere of marketing. 
Far too many CMOs come to the role with only knowl-
edge about communications and advertising. Credibility 
and trust are built through in - depth [knowledge] through-
out the value chain — from the customer to product devel-
opment to the supply chain and everything in between.   

 In some ways, cultivating this new mind - set runs against the 
grain of most marketers. You will have to succeed at basic 

c01.indd   35c01.indd   35 4/3/09   10:38:17 AM4/3/09   10:38:17 AM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



36 The Shift

marketing communication tactics  and  show muscle in resolving 
complex business issues. You must unemotionally analyze your bud-
get to make trade - offs within the context of the goals of the overall 
organization. At the same time, you ’ ll have to be comfortable in 
driving or codriving all of the elements of the traditional purchase 
funnel, from awareness through loyalty, incorporating all of Phil 
Kotler ’ s 4 P ’ s. 

 For the fi rst time within many organizations, marketing ’ s play-
book will include objectively making trade - offs on whether the 
company should initiate a print campaign, hire more sales repre-
sentatives, invest in greater innovation efforts, or expand into a 
new geography. 

 Leveraging customer insights and having a P & L mind - set will 
start the transformation. Visionary Marketers have used these 
weapons wisely to earn organization - wide credibility and trust, 
cementing their position with the broader leadership team. 

 Becky Saeger agrees that this is the best way to get where you 
want to go:  “ I had to run a strong team, grow the business, and 
show results. If you are on the team solely as a marketer, then you 
will never be viewed as a critical strategic player unless you have 
that credibility and trust. ”  Bob Harris put it this way:  “ I have always 
tried to be viewed as someone who can take strategy and execute 
against it. The credibility comes from execution so that you are not 
perceived as coming up with only strategy or only execution. You 
can do both. You can integrate insights from the marketplace into 
in-market strategies and tactics, which gave me more credibility 
and, in turn, helped me build trust throughout the organization. ”  

 Obviously the gap between where you are today and building 
credibility and trust tomorrow can be quite wide depending on your 
company ’ s archetype and your position on the Visionary Marketer 
spectrum — like having the right mind - set, skill set, strategic aware-
ness, and desire to address the challenge head on. Visionary 
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 The First Shift 37

Marketers agree that in the quest to garner credibility and trust, 
there are four success factors to help change the dialogue and shift 
marketing ’ s overall profi le: 

   1.    Understand the business inside and out.  “Become” an operator: 
spend considerable time in the fi eld with both employees 
and customers, and understand the inner workings of every 
functional area and how they make money. The deeper your 
understanding is of the profi t pools from an internal and 
external perspective, the more strategic you will appear.  

   2.    Conduct any business dialogue from a strategic, not a tactical or even 
marketing, perspective.  Be ready to demonstrate precisely how 
your ideas will enhance and drive specifi c growth imperatives.  

   3.    Form the right alliances.  Recognize that strong Sales, Finance, 
Human Resources, Information Technology, and business unit 
relations can help to raise your credibility.  

   4.    Search for small wins; put skin in the game.  Both Best Buy and 
Carlson have diverted traditional marketing funds into enhanc-
ing the customer and employee experiences when those were 
determined to have the greatest impact on business results.    

 The Visionary Marketers we spoke with were quick to stress the 
importance of these, with none more important than the obvious, 
yet not so easy,  “ Understand the business inside and out. ”  

 Steve Meyer of Dell was clear that there are defi nite boundaries 
on a marketers ’  impact if one stays in the insular realm of outbound 
communications. Tom O ’ Toole ’ s experience at Hyatt reinforced 
this perspective. As the former CMO and CIO of Hyatt said,  “ My 
personal credibility grew enormously when I had a deep under-
standing of the business, how we made money, who our customers 
and operators were. This dramatically changed the dialogue. ”  
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38 The Shift

 Barry Judge makes an important distinction between the tradi-
tional marketing mind - set and that of the Visionary Marketer:   

 Once you understand the business and how you make 
money, you will start to become immune from grandstand-
ing for what Marketing just does. You will start labeling 
your budget as a growth budget — and not an advertising 
or marketing communication budget. You will assert that 
you will deploy those dollars to drive the business — by 
pilot testing, doing more training, putting up new stores, 
killing initiatives. I put our money where we have the 
best chance of improving the overall business.   

 What Meyer, O ’ Toole, and Judge are speaking about is earning 
the credibility and confi dence a marketer must have to engage in a 
more growth - oriented dialogue about the business. For each, the 
ability to start to engage at this level started with an understanding 
of the organization from the bottom up, inside and out. Each spent 
time in the fi eld  “ working the registers, ”  understanding the eco-
nomics, and having well - rounded discussions about what is best for 
the company and how to consistently balance the need for short -  
and long - term success. 

 A case study on the following page brings all of these elements 
together: insights, P & L mind - set, credibility, and trust.    

  How to Set the Growth Agenda 

  “ Any strong head of marketing wants to own the growth agenda, ”  
says Steve Meyer,  “ exploring where we have the best market oppor-
tunities, where we have permission to play, and how we can win. ”  
If you buy the premise of  The Shift,  then you most likely buy 
Meyer ’ s words. You know that in every company, Marketing must 
earn the right to be at the strategy table and help set, or own, the 
growth agenda. This rite of passage extends from proving you can 
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 The First Shift 39

   

A Case Study:   Shift from Creating Marketing  Strategies 
to Driving Business Impact 

 Historically Wachovia viewed customer knowledge as a  marketing 

communications asset — something without signifi cant strategic 

value. But during her tenure as CMO, Ranjana Clark changed this by 

elevating the perceived value of Marketing. She recalls,  “ Our ultimate 

goal was to create an insight - driven culture. The Marketing Division 

needed to become the funnel for taking all the external information 

and knowledge, along with our own experiences and observations, 

[and] turn all of that into customer insights that could help drive stra-

tegic decisions. ”  

 Clark accomplished this goal by creating three different 

 marketing teams, or  “ pods ” :   

 One pod was business - facing, delivering marketing to our differ-

ent lines of businesses. 

 The second pod was called Marketing Centers of Excellence. 

Within this second pod, there were three areas of focus: 

  Insight and innovation (customer analytics, targeting). We 

took all of the insights and drove them into business strate-

gies and executional programs. It also included innovation 

as a small piece. We didn ’ t feel [that] innovation could be 

driven centrally, but we certainly knew we could be an inno-

vation catalyst through our insights.  

  Global branding — traditional elements such as advertising, 

media, sponsorships, brand management. This is still impor-

tant to our business but could not defi ne Marketing on its own.  

  Customer experience and loyalty. Since our brand is the 

experience you are delivering at different customer touch 

points, we wanted to make sure that we were both tracking 

the touch points and coming up with different experiences 

to increase loyalty.    

•

•

•
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40 The Shift

execute the basics fl awlessly; to earning respect and trust from your 
peers for the depth of customer insights you bring to the table; to 
gaining credibility with large and small marketing wins; to being 
seen as a visionary, risk taker but not as an isolationist. 

 To earn that seat at the C-table, you will need to spend years 
within the business or in similar roles in other businesses, or, as 
Pam Butcher from Dow says, spend a signifi cant amount of time 
with your customers:  “ A single year engaging with customers equals 
a lifetime of other types of learning. ”  

 Once you ’ re at the table, you are likely to wonder: 

   “ What role should I play? ”   

   “ How can I add the right amount of value to the organization 
without stepping on toes? ”   

   “ What role do the Board and CEO consider the most helpful 
in driving the organization forward? ”     

 The best marketers know that together, the Visionary Marketer, 
the CEO, and the Board will ultimately determine what role they 
see Marketing playing in setting the growth agenda. 

 The third pod was marketing infrastructure. Marketing excellence 

is what we do with all of the information we gather on our clients, 

and the infrastructure is how we actually get the data. So much of 

this is increasingly becoming online, so e - commerce became part 

of our sphere of responsibility. 

 The reality is that we restructured the marketing group and 

 created this three - pod structure to mirror our strategy. In my fi rst 

sixty days in this position, we developed the marketing and busi-

ness vision and strategy. We wanted to be the industry leader in 

innovation, brand differentiation, and loyalty. When we set that 

vision, we knew the structure needed to follow.     
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 The First Shift 41

 Should Marketing own the growth agenda? A range of opinions 
on this question came from the interviews. Russ Klein of Burger 
King Corporation may offer a rare point of clarity in the debate. His 
role, in effect, is to be Chief Growth Offi cer. He also  “ believes the 
premise of [this] book is being lived at Burger King Corporation. ”  

 Klein sees himself as a true partner with the CEO, John Chidsey. 
His expansive purview gives his team and him the stature and rec-
ognition to support broad - based growth. Not coincidentally, like all 
other officers in the company, Klein receives a bonus based on 
EBITDA (earnings before interest, taxes, depreciation, and amor-
tization) goals and, thus, is motivated to constantly think about 
cash fl ow drivers and company performance, both within and out-
side a traditional marketing lens. 

 Bob Harris has moved in this direction at LendingTree:   

 The buck stops with the CEO. However, the marketing 
leader should be part of the CEO ’ s inner circle, with a 
strong voice and sense of responsibility for the knowl-
edge and input required to make key strategic deci-
sions based on customer insights. In the end, marketers 
should see the big growth opportunities sooner than the 
rest of the organization, including the CEO, with an eye 
on what the company should do to be relevant in the 
future. The CEO needs someone like this because 
the CEO has too many other tasks on which to focus, 
both near - in and further - out.   

 Do Harris and Klein refl ect a trend? It depends on your point of 
view. Meyer observed that  “ there appears to be a strong movement 
within many CEO and Board ranks, tied to wanting stronger 
marketing insight in strategy . . .  . While Marketing might not lead 
the growth agenda alone, it defi nitely should be a co - conspirator. ”  

 Becky Saeger truly believes in the need for marketers to make a 
shift by changing their profi le and becoming much more engaged 
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42 The Shift

in strategic discussions. However, she is also quick to add that she 
thinks complete ownership of the growth agenda takes it too far:   

 At Schwab, you can ’ t rely on one person. Sometimes 
I read this stuff about making the CMO the Chief 
Growth Offi cer, and my strong belief is that you need to 
have a management team in place that can own growth 
together. It is the same debate that CMOs will often 
wrongly get entangled in by saying they own the brand. 
They can ’ t own the brand alone and manage it any more 
than a marketer should own the growth agenda alone.     

 To Saeger ’ s point, it would be foolhardy to assume Marketing 
should be the primary or singular engineer of growth, exclusive to 
other core drivers of the business, such as the business unit and 
functional heads. Companies live and die tied to the quality of 
their offerings, the services surrounding those offerings, the market 
conditions, and the successful execution of their strategy. That ’ s 
the reason that many of the marketers interviewed for this book 
had a visceral aversion to the idea of becoming the sole owner 
of the growth agenda or the singular co - conspirator alongside 
the CEO. 

 Regardless of which of these perspectives you adopt, the owner-
ship for growth has to be shared across the organization, and the 
Visionary Marketer needs to be a core facilitator of this co - owned 
growth perspective in the organization. As one CMO aptly put it, 
 “ I would be fearful of marketers owning the growth agenda on their 
own, as it would totally undermine the idea that you live and die 
with the success of your executive team. Similar to sports, where it 
is rare for the Most Valuable Player to come from a last - place team, 
it is rare for a strong marketer in a successful company to be seen as 
the singular growth partner for the CEO. ”  

 If you want to be part of the growth agenda, your next job will 
be to fi gure out how best to enter the strategic dialogue.  
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 The First Shift 43

  Aligning Business and Marketing Strategies 

 You cannot join the growth agenda discussion unless you have 
something to contribute. The Visionary Marketers interviewed for 
this book discussed a variety of avenues and conversation starters 
by which Marketing can credibly open the door and make the most 
of the opportunity. Remember, you are trying to go where few mar-
keters have gone in the past. 

 To this point, research has proven that Marketing does not 
ordinarily speak this growth language, nor does it come naturally to 
most marketers. A recent study conducted by the Association of 
National Advertisers/Booz Allen found a signifi cant misalignment 
between the priorities of chief executives and those of their Chief 
Marketing Offi cers. The study showed that while CEOs continue 
to focus on top -  and bottom - line growth and operational effi cien-
cies, CMOs listed four out of their top fi ve priorities as grounded in 
tactical goals, such as setting global branding guidelines and stan-
dards. The study basically concluded that many marketers contin-
ued to drift further from infl uence and, ultimately, the CEO. 

 This gap was revealed also in Prophet ’ s  recent State of Marketing 
Study  in which marketers acknowledged that they continue to play 
a minimal role in the areas of the business that most closely touch 
the customer — the ones considered integral to continued business 
growth. As a result, and in order to become part of the growth dis-
cussion, there needs to be a realignment, or a fi rst - time alignment, 
of business strategy and marketing strategy. 

 If you accept the observation that business strategies and plans 
and marketing strategies and plans do not often align then you will 
likely also agree that for marketing to help ultimately drive business 
impact, it needs to work backward, beginning by aligning growth 
and marketing objectives. In other words, start with the longer - term 
goal in mind fi rst and then work back to what that means from a 
marketing strategy and planning perspective. This is new territory 
for most marketers, who rarely set their marketing objectives by 
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44 The Shift

working backward from macro business objectives like building a 
presence in China or raising customer retention rates by 20%. 

 More often than not, marketing strategies and budgets are built 
and allocated based on a percentage of sales and an increase of x% 
over last year ’ s budget. As such, most marketers work on a go - for-
ward basis, starting the dialogue around this question:  “ What 
do we, as marketers, want to get done next fi scal year, based on 
what we accomplished last year? ”  They rarely connect their ideas 
with the goals housed in the longer - term growth strategy. 

 Once the disconnect is discovered, usually after the fi scal year has 
started, marketing executives often scramble to shift spending and 
strategy to align more closely with the business strategy and objectives, 
attempting to get air cover. So they respond like this:  “ Oh, you want to 
build a presence in China this year? Then let me shift some of my 
brand and marketing dollars to China. ”  The usual result is that 
although dollars and priorities may shift, Marketing ’ s reputation of 
being disconnected from the business gets solidifi ed. By contrast, work-
ing backward sends a clear change signal to peers, the CEO, and the 
Board that your marketing strategy and commensurate plans, activities, 
and tactics will be directly tied to the growth agenda and priorities.  

  Capturing the  CEO ’ s  Imagination 

 By connecting Marketing to corporate strategy, marketers can cap-
ture the imagination of the C-suite. Many CEOs have a narrow 
idea about what Marketing should do, and therefore would not 
consider marketers to be part of the strategic dialogue. As we dis-
cuss throughout this book, this presents a great opportunity for 
marketers to step up. 

 Ranjana Clark did just that as Wachovia CMO, engaging the CEO 
and C-suite in a much broader strategic dialogue — most likely because 
that is where she came from prior to taking the CMO position:   

 My team brought in fresh ideas of what Marketing could 
become by leading a strategic dialogue to suggest aligning 
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corporate - marketing and corporate - strategic objectives, 
as well as becoming a leader in the more pervasive and 
broader dialogue at the corporate strategy level. We proved 
that Marketing could step up and use consumer insights, 
competitive intelligence, and its broader understanding of 
the business to drive the dialogue on what the strategic 
priorities should be.   

 As you think about engaging your CEO and C-suite in a broader 
strategic dialogue, you should consider your areas of expertise, the 
unique knowledge you bring to the table, and, most important, 
the type of dialogue in which the CEO engages at the Board level, 
which generally revolves around fi ve macro objectives: 

  Increasing shareholder value  

  Driving smart and effi cient growth  

  Improving operational effi ciency  

  Inspiring the talent base  

  Reinventing the business    

 The more you are able to connect to the Board - level agenda, 
the more you will help to shift traditional perceptions around what 
Marketing can, and should, do. To start, the CMOs we interviewed 
suggest twelve strategic growth topics that could “easily” be market-
ing led, and all ladder back up to a broader, more macro-level Board 
dialogue.  

  Visionary Marketers' Twelve Strategic Growth Topics 

 The following twelve strategic growth topics, set out in Table  1.1 , 
will allow you to enter into deeper, strategic discussions with your 
C - level peers and help your organization align on what the priori-
ties should be that Marketing or another function or team should 
take on. If you start any dialogue around growth with one of these 
twelve, your strategic profi le will change because each is directly 

•

•

•

•

•
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tied to one of the fi ve Board - level imperatives mentioned above. 
Therefore, each is valued at the top and will help to showcase mar-
keting ’ s wider strategic aperture. Quite literally, you can open the 
conversation, within the C-suite, by stating,  “ We could drive 
greater business impact by  . . .  ”  and then fi nishing the sentence 
with one of the following Twelve Strategic Growth Topics:   

  1. Building a Superior Reputation 

 Strengthening the preference for and opinion of the company 
while insulating it from the impact of negative events tied to all of 
its stakeholders is of utmost importance for all companies. Very few 
companies have a single person directly accountable for managing 
and leading this. It therefore clearly presents an opportunity, and a 
challenge, for Marketing. 

 Suzanne McCarron, General Manager, Public Affairs, has to 
think about Marketing and corporate reputation at Exxon Mobil 
every day. Managing Exxon Mobil ’ s CSR (corporate social respon-
sibility) is one of the toughest jobs around, but her job helps to 
remind stakeholders about the good the company is doing. 
McCarron states,  “ In many ways, a company ’ s CSR efforts are 
directly related to corporate reputation or brand reputation — with-
out a doubt, the single most important element of how your com-
pany is viewed by customers, employees, potential employees, 
business partners, and more. ”  She constantly makes sure the world 
knows about the positive developments in reducing emissions that 
Exxon Mobil is exploring, while working with  American Idol  to 
fight malaria in Africa ( Idol Gives Back ) and supporting the 
Educating Women and Girls Initiative to investments in education 
and development in Third World countries. Importantly, she is as 
concerned with Exxon Mobil ’ s corporate reputation as she is with 
its brand positioning and business line positioning. And, like a 
strong brand positioning, she believes that a corporation ’ s long -
 term, lasting reputation is observable, measurable, and directly 
related to business performance.  
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48 The Shift

  2. Bridging the Today - Tomorrow Growth Gap: Balancing 
Growth in the Core with Planting Seeds for the Future 

 I noted in my previous book,  Brand Asset Management,  that Mar-
keting has an opportunity to help fi ll in the growth gap — the differ-
ence between revenues today, aspirational revenues tomorrow, and 
expected declines within the base business — by precisely detailing 
the strategies that will help fi ll in the gaps. Whether you build your 
plan around new segments, new geographies, new offerings,  mergers 
and acquisitions, or increasing the sales force, Marketing has an 
opportunity to lead the organization through this exercise. If done 
well, the exercise can act as a prelude to a longer - term strategic dis-
cussion or be a by - product of a well - articulated fi ve - year strategy. 

 The topic of the growth gap will be discussed in more detail in 
the Third Shift.  

  3. Optimizing Marketing Across Kotler ’ s 4 P ’ s 

 At the end of the day sophisticated marketers know that their 
number one job is simultaneous retention of current customers, 
acquisition of new customers, and building share of wallet. There 
must be a constant search for new ways to deliver the necessary 
fi nancial results. Marketing ’ s responsibility is to have an impact on 
all sales drivers by holistically understanding what drives aware-
ness, consideration, preference, purchase, and loyalty across seg-
ments to ultimately leverage the right set of marketing and selling 
tools across the 4 P ’ s and maximize return on investment. Chris 
Gibson, CMO of UnitedHealthcare, is a growth - oriented marketer. 
She is equally motivated to add fifty sales reps in the western 
region, fund a sponsorship important to the agent base, look at new 
product offerings, or support aggressive pricing strategies. Gibson ’ s 
goal is world - class customer acquisition and retention, not world -
 class marketing creative and communications. 

 This topic of optimizing marketing across the 4 P ’ s will be dis-
cussed in depth in the Fourth Shift.  
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 The First Shift 49

  4. Focusing the Organization by Building Deeper Relationships 
with Your Highest - Margin and Highest - Potential Target 
Customer Segments 

 The analysis of this growth topic should include needs, wants, atti-
tudes, behaviors, spending patterns, decision - making criteria, brand 
 perceptions, and size of the prize opportunity for all customers, 
housed within specifi c customer segments. Such sophisticated seg-
mentation is one of the most underused and underappreciated 
assets in organizations; however, dividing the customer world into 
simple yet powerful segments has proven to be an invaluable exer-
cise for countless companies. 

 Such segmentation, done well, provides organizations with a deep 
and accurate customer understanding and targeting tool. Companies 
such as Best Buy and Staples are famous for clearly articulating what 
it will take to win with each customer segment and what one more 
share of wallet point means for each of their high - profi le segments. 
The real objective behind this growth imperative is tied to the mar-
keting priorities of focusing on attracting and retaining profi table 
customers and achieving a greater share of wallet by deeply under-
standing these customers, what they want and need, and what it will 
take to wrestle them away from the competition. 

 Too many organizations conduct a segmentation exercise and 
then treat it as just that, an exercise, ultimately creating an incred-
ibly expensive PowerPoint deck. If you are going down the segmen-
tation path, leading to, in effect, building your organization around 
the segments that drive margin, be ready to execute against the 
recommendations or fear being accused of wasting a lot of your 
company’s valuable time and resources.  

  5. Exploiting Intelligent, Real - Time Customer - Data 
Technologies 

 These technologies can help monitor customer activity, provide 
real - time information about different marketing tools and efforts, 
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50 The Shift

allow you to make real - time decisions and take real - time actions, all 
potentially leading to increased sales and greater loyalty. You want 
to become the company that knows more about the customer than 
your competitor does. This is how Harrah ’ s has done it, with CEO 
Gary Loveman, a former Harvard Business School professor, leading 
the charge. As Loveman outlined in Larry Kahaner’s book  Com-
petitive Intelligence,  Harrah ’ s can track, monitor, assess, and infl uence 
each of its customer segments as it moves through casinos, knowing 
the specifi c customers on whom to focus and those who drain money 
from the casinos. Similarly, Capital One tests tens of thousands of 
distinctive credit card offerings each year, using the latest technol-
ogy and people to target the right offers to the right segments at the 
right time. These companies say that they know more about their 
customers than the customers do themselves. These in - house capa-
bilities, once seen as the domain of the head of information tech-
nology or systems, arguably present an opportunity for Marketing 
and Information Technology to become one and the same.  

  6. Rationalizing the Brand Portfolio to Focus on Building 
Fewer, Stronger Brands 

 Leveraging Marketing ’ s deeper understanding of the equities tied to 
each brand in the portfolio will help in sorting out which brands 
(or, more likely, names) the company should capitalize on, which 
should be built out, which should be migrated to other brands, and 
which should be eliminated altogether. In addition, the leading 
marketer will identify holes in the brand portfolio and suggest ways 
to fi ll them organically or through merger and acquisition efforts. 
A strong and smart brand portfolio has distinct roles set up for each 
brand, with clarity, differentiation, and customer value being the 
hallmarks. 

 This aspect of your strategic agenda must be handled with diplo-
macy since the brand portfolio can prove to be one of the most 
emotional, yet strategic issues on the table. To quote one of our 
client executives with brand portfolio responsibility,  “ Everyone with 
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a dollar and a dream wants his/her own brand. ”  Said another way, 
although it is relatively easy to create a brand, it is far more diffi cult 
for organizations to regularly and systematically review and invest 
(or divest) in their portfolios to determine whether they have the 
right mix of brands, maximizing customer and prospect value. As BP, 
UBS, Ingersoll Rand, Tyco, Emerson, Sara Lee, and Procter  &  Gamble 
know, companies can thrive if Marketing uses its insights to help their 
organization focus on fewer, more strategic, and powerful brands.  

  7. Simplifying and Coordinating the Selling Process 

 Giving the sales force more prescriptive selling tools — a deeper under-
standing of the segments and corresponding typing tools; a data - led 
customer relationship management warehouse of information about 
their customers; refreshed and revitalized value propositions tied to 
your major market offerings — will continue to help them be more 
effective. In addition, as Steve Meyer of Dell Services mentions,  “ You 
need to make sure that Marketing  . . .  is aligned with how your sales 
force is organized. ”  The bottom line is that Marketing is on the 
hook for as many sales support tools as anyone else in the organiza-
tion, from talking points and benefi t drivers to segment - specifi c infor-
mation — in other words, as a pharmaceutical sales rep puts it, the 
challenge of  “ what do I say when I only have the doctor ’ s attention 
for thirty seconds? ”  Sean Burke states,  “ We once had a meeting of top 
sales and marketing employees in which we had the sales force cri-
tique every single piece of sales collateral created in the prior twelve 
months — rating each piece red, yellow, or green and explaining why. 
It was an incredibly eye - opening dialogue for both functions, but also 
demonstrated that the two functions depend on each other to ensure 
the organization ’ s overall success. ”  

 In addition to helping simplify the selling process, Visionary 
Marketers should play a lead role in identifying and facilitating 
cross - selling opportunities across the enterprise, helping to realize 
synergies that most companies rarely achieve by developing a cross -
 pollinization mind - set across all business units. Beth Comstock sees 
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52 The Shift

this as one of her core roles as GE ’ s CMO:  “ For a company like ours 
(multimarket, multibusiness), at the corporate level, you have to 
prioritize what is good for everyone and help to customize programs 
and tools for specifi c business units. We plant the seeds and give the 
businesses the coaching, tools, and understanding to create their 
own capabilities. We do try and employ a GE way of doing things, 
but still allow the practical nature of running separate businesses 
around the world to adapt the GE way to their specifi c needs. ”  

 Regarding cross - selling synergies, Shira Goodman has made a 
science of using the wealth of customer insights gathered from all 
Staples stores to drive cross - functional decision making, even in 
operations and merchandising. After fi ve years, Goodman and her 
team get a lot of the credit for pushing Operations to use customer 
insights as a tool to drive sales and better levels of cutomer service.  

  8. Inspiring the Organization with a World - Class Market 
Strategy and Engagement Plan 

 While most consider this topic to be the CEO ’ s job, it also provides 
another opportunity for Marketing to go well beyond the norm and 
own the job of galvanizing the employee base. Give employees a 
sense of purpose and aspiration, and customers will likely follow. 
Sean Burke, while in charge of marketing at GE Healthcare ’ s Diag-
nostic Imaging (DI) Group, had been charged with not only rein-
venting (or reimagining) how DI goes to market — in a clear, 
distinct, customer - led, competitively advantaged way — but also to 
bring this new approach to twelve thousand employees to help 
carry the message externally. He worked with DI ’ s CEO, Mark 
Vachon (now GE Healthcare President and CEO, Americas), to 
completely transform DI ’ s product development and go - to - market 
approach, cutting across areas as diverse as product management, 
organizational design, training, and sales leadership. He was  given  
this permission and license because he drove the discussion through 
a customer lens, incorporating this with GE ’ s DNA. He took the 
opportunity to the organization because he views his role, and that 
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 The First Shift 53

of Marketing overall, to be growth drivers for the organization, not 
just marketing communications   executors.  

  9. Managing the Innovation Pipeline as a True Portfolio 

 This is an area that every company seeks to upgrade by identifying 
white - space opportunities, capitalizing on unmet needs or underdevel-
oped categories, looking at the next generation of products and ser-
vices and keeping its current portfolio fresh by identifying additional 
uses for existing products. As a senior marketer, you can drive the pro-
cess of balancing risk and reward, as well as long - term and short - term 
needs, using customer insights as your secret innovation weapon. 

 For many companies where innovation does not have a natural 
home, marketing can credibly take on a leadership position because 
great innovation is ultimately insight led. Andy Stefanovich, 
founder of innovation consultancy PLAY (now a Prophet com-
pany), agrees. “Marketers should exist in the central and honorable 
position of driving the growth agenda at their company, tied to the 
inherent qualities of the topic: passion, seeing possibilities, driving 
insights and analysis, and encouraging risk taking, all at the core of 
any Visionary Marketer.”   

 It is both the long -  and short - term perspective and the ongoing 
assessment of opportunities, as well as the recognition that there 
will be innovation investments that have big payoffs and others 
that have smaller ones (or none at all), that makes innovation 
leadership more like managing an investment portfolio than simply 
monitoring a pipeline fl ow. In this type of scenario, the leadership 
that is necessary is that of the Visionary Marketer, who can bring 
business acumen as well as deep customer understanding to bear. 

 The concept of pervasive innovation is discussed in depth in 
the Third Shift.  

  10. Cultivating a Broad Internal and External Network 

 From an internal perspective, this means inspiring and motivating 
perhaps the most important source for new ideas that a company 
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54 The Shift

has at its disposal: its employee base. This means building networks 
within the organization to engage employees on the innovative 
ideas they have, as well as their ability and help in delivering the 
brand experience at the moment of truth. 

 American Express, Staples, and Best Buy use their internal net-
works on an ongoing basis. Jim Blann, former SVP Premium Value 
and Brand at American Express, noted that CEO Ken Chennault 
had set up an internal innovation fund and then encouraged all 
employees to submit proposals for innovation. All were evaluated 
and prioritized, and some eventually were funded. With two thousand 
stores globally, and fi fteen hundred of those in the United States, 
Shira Goodman has a natural ongoing lab in which to try out new 
ideas and learn from the global employee base. And Barry Judge at 
Best Buy cannot overemphasize the importance of Blue Shirt Nation, 
an internal electronic bulletin board used by twenty - four thousand 
employees that senior executives scan daily to tap the pulse 
of employees ’  thoughts and comments on work policies. This internal 
source identifi es insights and ideas tied to marketing, innovation, and 
the overall customer experience mix on an ongoing basis. Someone 
must orchestrate and assimilate all of these incredible sources of 
information, or a major asset will be underleveraged and opportuni-
ties possibly missed. This is a great role for Marketing to lead. 

 From an external perspective, senior marketers can make the 
most of the extended network of suppliers, vendors, and distribu-
tion partners to regularly tap into multiple sources of inspiration. 
Barry Krause, CEO of Innovation Consultancy Persuasion Arts and 
Sciences, keeps an open mind about innovation with his clients, 
such as Disney and Apple. He works with every external partner to 
bring in as many ideas as possible in a nonjudgmental way. Acura 
and W Hotels also see the value in working with external partners. 
They recently announced a marketing partnership under which 
Acura will be the preferred vehicle of W Hotels. W Hotels will 
feature the  “ Acura Experience, ”  a chauffeured livery service offered 
as a benefi t to hotel guests. The Acura Experience will be an extension 
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of W Hotels branded  “ Whatever/Whenever ”  concierge services 
and will feature W Hotel amenities. 

 Overall, this Network Effect, which combines employees, part-
ners, customers, and infl uencers, can be the single most important 
area where a marketer can have great impact, with potentially the 
highest profi le, internally and externally. 

 The topic of more effectively leveraging your internal and 
external network will be discussed in the Second Shift.  

  11. Inspiring the Marketplace with a Galvanizing Platform and 
Big Idea: Targeting the Head and the Heart 

 From messaging to product and service delivery to customer service, 
to winning the battle for the dollar, growth - oriented marketers 
know that their fi rst responsibility remains motivating and inspir-
ing the marketplace to make a call to action on behalf of the brand. 
As Steve Jobs has accomplished with Apple, Howard Schultz with 
Starbucks, Richard Branson with Virgin, and Tony Hsieh at 
Zappos, combining world - class products and services with personal 
and authentic targeted messaging wins over fan bases, which 
inspires customers to use their voices to sell the brand as well. 

 Marketers with a growth agenda recognize that winning the 
hearts and minds of their customer base is also their job. Stephen 
Quinn believes that, at times, the simplest idea can cut through all 
of the noise and clutter in the marketplace and galvanize custom-
ers.  “ Save Money. Live Better ”  is a simple notion but a huge idea 
that instantly communicates the message that Walmart    is devoted 
to bettering people ’ s lives by offering world - class familiar brands at 
prices that allow them to save a little bit more than they can else-
where, ultimately allowing them to have more money to spend on 
life’s other needs. Communicating this type of functional and 
 emotional benefi t that could not be more relevant in today ’ s envi-
ronment is simple and personal — and brilliant. It is no wonder that 
the idea originated in a 1990 speech by one of the most brilliant 
retailers ever to walk the planet: Sam Walton.  
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56 The Shift

  12. Putting the Customer at the Center of the Universe 

 This sounds noble, grandiose, and a bit obvious, but too many com-
panies put their capabilities at the center of their universe —  “ we make 
the best jet engines, ”     “ we produce the highest quality television 
shows, ”     “ we create the most cost - effective insurance policies ”  —
 instead of putting the customer in the center and discussing all of the 
different ways they can serve the customer. When Adam Stotsky was 
at the Sci - Fi Channel, he experienced a real  “ aha ”  moment when 
they took the TV out of the center of their conversations and put the 
target customer in the center. That small step allowed Sci - Fi to under-
stand the essence of the brand, and with that insight, they could see 
many more ways of serving those customers: online, mobile, in the-
aters, in games. As a result, reaching aggressive growth aspirations did 
not seem so daunting. If the company had continued to center its 
conversation on the fall lineup while advertising revenues continued 
to plummet and production costs continued to rise, the Sci - Fi story 
may have turned out very differently from the success it is today. 

 The topic of relentlessly putting the customer at the center of 
your organizational efforts is discussed in depth in the Fifth Shift.  

  Owning the Right Strategic Imperatives 

 Once the marketer decides to seize an opportunity to become a stra-
tegic growth catalyst, it ’ s important to determine which of the twelve 
growth topics will best showcase these catalytic capabilities across the 
organization, ultimately helping to achieve the company’s  longer-term 
growth objectives. To help prioritize potential initiatives, the  mar-
keter needs to do several things. First, he or she needs to see which of 
these growth topics should or could become corporate imperatives 
and then which Marketing can, and should, affect.  

 Second, the marketer must judge whether it can have this impact 
on an imperative directly or indirectly. For example, although 
 marketing cannot singularly drive the decision to upgrade the orga-
nization ’ s customer relationship management (CRM) system, the 
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 The First Shift 57

Visionary Marketer will seize this opportunity to directly affect the 
specifi c type of customer data that Marketing can access through a 
new CRM system and thus the value of this investment. Actually, 
the Visionary Marketer will also see the CRM upgrade as a much 
needed tool to get closer to the customer through sophisticated data 
that will lead to better customer understanding and more intimacy. 
Clearly, Marketing is expected to lead the charge here. 

 Third, Marketing should have a plan for how best to accomplish 
the imperatives it carefully chooses to own: which activities, over 
what time frame, tied to what milestones, with which specifi c owners 
and metrics. Of course, the strategic imperatives that are traditionally 
marketing oriented will be easiest to accomplish, but they will also 
tend to keep Marketing somewhat insular from the rest of the organi-
zation. A portfolio of imperatives, including ones that Marketing can 
drive, co - own, or be part of is probably the best way to think about 
how a Visionary Marketer should go to market internally.   

  Your Five - Step Plan to Victory 

 Heads of Marketing who have led the strategy dialogue have gener-
ally followed a fi ve - step path that starts with the simple notion that 
they are taking the organization on a journey over time, aimed at 
helping the executive team articulate the three -  to fi ve - year vision 
and its strategy. Importantly, the Visionary Marketer knows that 
this is not something accomplished in a two - day offsite meeting. 
Rather, it is an extended, informed, and aspirational conversation. 
Here are those steps. 

  Step 1: Get Alignment 

 Get alignment that this is something the organization can benefi t 
from and that there is merit in embarking on this path. Smart CEOs 
may want to think more about their three -  to fi ve - year strategy, but 
in reality, they are tied to short - term quarterly pressures or have 
little experience in leading this type of dialogue or other priorities, 
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58 The Shift

so many never actually get to it. When they are approached on the 
topic, they may talk about revenue targets and expansion efforts but 
not specifi c strategies to get there. 

 If this is the case for your organization, the CEO will embrace 
the notion of engaging his or her team on the topic of long - term 
strategy and growth and will embrace the idea of someone 
else stepping up to lead the team through the process. Some mar-
keters specifi cally ask for permission to lead, others hijack time set 
aside to review marketing to start the dialogue, and others take the 
organization through a Gantt chart type of process with milestones, 
activities, and responsibilities all outlined. Regardless of the spark, 
getting alignment on the importance of the dialogue and getting it 
started is the fi rst step.  

  Step 2: Equip the C-Suite to Engage in the Dialogue in a 
Meaningful Way 

 Mark Gambill, CMO of CDW, a leading provider of technology 
products and services, had a vision that to really engage the leader-
ship team at the level he wanted, he would have to plant seeds along 
the way. He would need to have frequent conversations, work ses-
sions, and updates on the segmentation, positioning, and competitor 
analysis work he was leading, all the while knowing that certain 
executives in his organization would be able to truly participate in a 
longer - term discussion on strategy only if they were grounded in the 
facts fi rst. He needed to address a slew of questions: 

  Which segments of the market are we winning with 
today, and why?  

  What types of customers are looking for an end - to - end 
technology solution rather than just a product?  

  How big is the market opportunity?  

  How are you defi ning the market opportunity?  

  What brand equities do we own, aspire to own, can 
never own, and don ’ t ever want to own?    

•

•

•

•

•
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 The First Shift 59

 The more upfront engagement, debate, and education you arm 
your peers with, the more fruitful the strategic dialogue down the 
road will be. Whether this is a six - week, six - month, or year - long 
process depends on the profi le of your executive team, the relation-
ships that exist at the C-level, and how ready these executives are 
to engage in the process.  

  Step 3: Start and Lead the Dialogue 

 It may seem obvious, but getting the dialogue going and truly 
 leading the discussion of what the company can become is not as 
easy a topic to launch into as it fi rst might appear to be. This dia-
logue will be somewhat informed by your current profi le and all of 
the data with which you have carefully armed your executive team. 
But more than anything else, it depends on the integration and 
summation of the aspirations of the executive team and what they 
believe the organization can become. 

 Visionary Marketers always enter into the first  “ inspire and 
aspire ”  work session with questions: 

  What do we want to be famous for fi ve years from now?  

  What is the headline of the  Fortune  magazine cover 
story about our company going to say?  

  When we are selling our brand, products, services, and 
individuals fi ve years from now, what are we actually 
selling?  

  How will our frame of reference change (from products 
to services or services to solutions, for example)?   

These are great thought stimulators to get the organization to 
start to hear what others believe is the future potential and to start 
to anchor the executives in what a vision of the future could be. 

 Once some degree of alignment is reached around whom the 
organization serves, what it should stand for, and how it thinks it 
can win, a pragmatic discussion has to take place about the current 

•

•

•

•
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60 The Shift

realities of the business. The competencies, competitive advan-
tages, weaknesses, and the like have to be taken into account. 
Once they are thoroughly debated and thought through, you can 
enter into a broader version of the growth - gap discussion. In this 
case, the dialogue should be about bridging or closing the gap 
between your aspirational future state and the current realities.  

  Step 4: Lay Out the Strategies to Bridge the Gap Between 
Today and Tomorrow 

 At this point, you might want to turn to a few of the twelve growth 
topics. You might be getting hit with questions outside your traditional 
realm, such as operational continuous improvement, cross - functional 
integration and collaboration, information technology upgrades, and 
optimization of current assets. Nevertheless, even if the discussion is 
outside your normal range of expertise, you must be ready to engage in 
it at a C-suite level. In fact, only if you can become conversant across 
the entire range of strategic issues and across functions, geographies, 
businesses, products, and services will Marketing be able to sell itself 
as a strategic asset for the entire organization and a long - term partner 
for the CEO. Your ability to prioritize and balance specifi c growth 
initiatives and strategies outside your comfort zone, at the same time 
as you are handling traditional marketing responsibilities and toggle 
short -  and long - term needs, will make this growth mind - set and orga-
nizational shift toward your place at the C-suite table a reality.  

  Step 5: Own the Imperatives 

 At fi rst blush, this will seem highly administrative. Nevertheless, 
this step will keep you focused on  The Shift  over the long haul. 
Owning the list of strategic imperatives, along with the commen-
surate work plans, ownership, activities, milestones and metrics, 
and timing, while assisting each owner with his or her strategic 
imperative, will help the Visionary Marketer sustain a  “ shifted ”  
position. The owners of the strategic initiatives will participate 
with the Visionary Marketer in an ongoing dialogue, built around 
quarterly updates, annual refreshes, and progress check - ins.   
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 The First Shift 61

  Keeping the Dialogue on Track 

 While getting the growth agenda started and moving from market-
ing to business strategy is important, sustaining the momentum of 
each imperative is equally as important. 

  Drive and Partner in Dialogue 

 As you think through these initiatives, remember that each repre-
sents a multifunctional bridge builder, allowing the Visionary Mar-
keter to solicit, build, and nurture cross - functional C-suite 
relationships. Pick any one, and you will see some combination of 
Sales, Finance, Human Resources, R & D, or Information Technol-
ogy playing a role in bringing the initiative to life. Pick any two or 
three initiatives, and you may possibly span the entire organization. 
All things being equal, you should attempt to engage in dialogues 
that span across as much of the organization as possible. 

 If you do not relentlessly drive and partner in the strategic dia-
logue across the executive team, keeping up a consistent rhythm 
and approach, time, effort, and good intentions will slip 
away — along with your credibility. Follow - through and leading by 
example are hallmarks of Visionary Marketers who understand that 
strategy is ongoing. It is easy to put strategy on hold while you try 
to meet the numbers, get a new product launched on time, or cut 
costs across the board. But if you co - own the growth agenda, it will 
be your job to keep executives ’  eyes on the strategic vision. Barry 
Judge, CMO of Best Buy, suggested that the CMO should make 
sure strategy is on the Board agenda each quarter to force a regular 
dialogue about strategic progress on an ongoing basis.  

  The Administrative Trap 

 Resist becoming trapped inside just an administrative role as you 
strive to lead a more strategic dialogue within your organization. 
As one CMO mentioned,  “ It is easy to get caught in becoming the 
administrative arm for all things strategic and actually forgetting to 
contribute to the strategic dialogue. ”  Another CMO said:   
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62 The Shift

 We have a group called the Strategic Initiatives Group 
that administers the strategic planning process, acting 
as an internal consulting group for various businesses. 
They determine different business opportunities we 
should consider pursuing. Over time, however, they end 
up facilitating the process and forget to bring strategic 
content to the dialogue. They have important titles, but 
they fail to lead us in an ongoing and thoughtful strate-
gic dialogue, so our CEO ends up driving the discussion 
and singularly owning strategy.  

This CMO vowed to change the pattern and step up to become the 
strategic voice and driver of the strategy going forward. She admits 
it will be an uphill battle, hampered by the way the organization 
has approached this in the past.  

  Don ’ t Give Up Your Day Job 

 Don ’ t forget to do your day job fl awlessly. As Bob Harris mentioned 
earlier,  “ Credibility comes from execution. You cannot be perceived 
as only coming up with great strategy or only driving to great exe-
cution. You have to do both — always. The minute you lose sight of 
successfully delivering on your day - to - day responsibilities will be 
the minute you start to lose your audience.  ”

  Don ’ t Bite Off Too Much 

 The most crucial mistake you can make is taking on too much 
strategy. Leaders of strategic dialogues and companies in general 
typically fail because they overcommit, overprioritize, lack focus, 
and don ’ t put enough resources against any one strategic initiative 
to be successful. As Peter Senge wrote in  The Dance of Change,  
start small, get some wins, and grow from there. Not only is fewer 
better, but those fewer need to be properly resourced and have hard 
metrics put against them to track the progress and return on invest-
ment on specifi c strategic initiatives over time.  
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 The First Shift 63

  The Dialogue Itself Will Change 

 Successfully making  The Shift  is about permanently changing the 
dialogue with your peers, the profi le for Marketing, and the path to 
reaching your company ’ s growth objectives. Making  The Shift  brings 
value to all functional areas while helping the organization clearly 
prioritize its opportunities for growth. Making  The Shift  allows senior 
marketers to focus on the bigger, transformational bets for their orga-
nization, while building a world - class marketing team to carry on the 
day - to - day tasks of traditional marketing roles and responsibilities.   

 So, What Do I Do on Monday Morning?    

 Making a successful shift from creating marketing strategies to driving 
business impact is the fi rst shift in starting to change Marketing ’ s posi-
tion in your organization permanently. Without success here, Market-
ing will continue to be boxed in. With success here, new  possibilities 
will start to open up for marketing.                   

 1.  Understand what your marketer profi le is today—from tacti-
cian to visionary, what archetype your company most closely 
aligns to, and which success factors you do or do not have 
working in your favor to better understand the success formula 
to change your leadership profi le from where it is today to 
becoming a Visionary Marketer.

 2.  Audit your success relative to the three critical Visionary 
Marketer components required to change the dialog from mar-
keting as a function to marketing as an asset: your ability to 
leverage customer insights into in-market impact, your ability 
to show up with a P&L mind-set, whether you own a P&L or 
not, and your ability to earn credibility and trust across your 
peer set and in the executive suite.

 3.  Leverage the power of the insights at your fi ngertips to quickly 
start sharing insights and commensurate areas of impact with 
the executive team and other functional areas to start to spur 
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64 The Shift

growth agenda topics. Embrace the notion that insights give 
you the power, confi dence, and credibility that Marketing has 
so often lacked—not being the owner/repository of customer 
insights is a huge missed marketing leadership opportunity.

 4.  Discover your personal path to earning credibility and trust 
throughout the C-Suite, whether it is going in the fi eld and 
“working the registers” or building strong alliances with the CFO.

 5.  Start every growth conversation with a business strategy/busi-
ness impact lead in and not a marketing lead in—always in 
service of the articulated fi ve year strategy. 

 6.  Capture your CEO’s imagination, by leading discussions tied 
to the fi ve macro Wall Street/shareholder objectives he or she 
is always trying to achieve.

 7.  Have the courage to step up to lead the strategic growth dis-
cussion. Always link back to the macro Wall Street objectives 
and always with an eye on either acquisition, retention, or 
deepening share of wallet with customers and prospects.

 8.  Leverage any subset of the 12 Strategic Growth Topics to spur 
the dialog with the executive team, push in areas that you 
are not necessarily comfortable with, and form alliances with 
those that can help you achieve the objectives of the dialog.

 9.  Embark on The Five Step Plan to Victory, helping you to  co-own 
the strategic growth agenda; avoid the administration trap.

10.  Get going. Start small and recognize that you are on an impact 
journey. Pick parts of the strategy you want to personally own 
and others you want to simply have a voice on. Search for big 
and small strategic victories. You’ll be surprised how early wins 
can begin to change the internal dialogue from creating mar-
keting strategy to driving business impact.

The next four shifts are critical to completing the entire shift. 
Chapter  Two  proceeds to the Second Shift: from controlling the mes-
sage to galvanizing your network.
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