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Chapter 1

Marketing Management: The Big Picture
Tools & Responsibilities
Chapter 1 Overview

The emphasis of this book is on marketing as a system, in which changes in one part have an impact on other parts. The Big Picture is an integrated framework designed to help you analyze and address the myriad marketing problems you will face during your career. The Big Picture framework aligns and integrates marketing strategy and execution by linking strategic decisions to execution as the firm moves through the marketing process. Every aspect affects and is affected by the others.

Chapter 1 provides a review of the ethics, moral judgments, standards, and rules of conduct by which we live. Ethical practice in marketing requires that we do the right thing, we try to have a positive impact, while striving to achieve profitability for our company. Doing the right thing requires us to make a personal and subjective assessment of what we consider right and wrong.  

Chapter 1 will also explore what distinguishes personal from business ethics and how marketing managers have the responsibility to ensure that their firm’s ethics are aligned with their own. The challenge a marketing manager must meet is when those ethics do not align and how to take steps to do the right thing and integrate sound ethical decisions into their business practices. While ethics may be taught as a separate subject, they are included in every step of the Big Picture framework to help balance a company’s competitive approach.
Lastly, the chapter covers important issues in today’s social media-heavy world, including the use of personal information in marketing research. While the wealth of information available creates tremendous opportunity, it can lead to charges of exploitation and abuse. Maintaining transparency is vital to modern marketing efforts.
Chapter 1 Takeaways
· Takeaway 1.1 Describe the Structure of the Big Picture Framework. 
· Takeaway 1.2 Identify the Main Principles of Ethical Practice in Marketing. 

· Takeaway 1.3 Distinguish Between Personal and Business Ethics Issues.
· Takeaway 1.4 Integrate Ethical Questions into the Big Picture Framework. 
Chapter 1 Objectives:

· Examine and explore the structure of the Big Picture Framework.
· Explain how the Big Picture Framework is useful in all levels of marketing.

· Understand ethics and their application in the corporate entity as well as the obligation to the consumer.

· Identify ethical practice and the importance of accountability.
Chapter 1 Lecture Outline:
· Takeaway 1.1: Describe the Structure of the Big Picture Framework. 
· The Big Picture Framework is designed to help you analyze and address a myriad of marketing problems.
· All aspects are interrelated.
· Must identify business objectives, marketing objectives, sources of growth, segmentation, targeting and positioning.
· Ethical business practices are reflected in the Big Picture Framework.

· Takeaway 1.2: Identify the Main Principles of Ethical Practice in Marketing
· Identify the principles of ethical practice.
· The first task is to do the right thing.

· The second task is to have a positive impact.

· The third task is to have sustainable growth.

· Takeaway 1.3: Distinguish Between Personal and Business Ethics Issues
· Determining the ethical fit of a corporation.
· Why should a firm’s ethics align with your own.

· Consumption of Vice versus Virtuous products.

· Takeaway 1.4: Integrate Ethical Questions into the Big Picture Framework
· Introduction to corporate responsibility.

· Failures of ethics and corporate governance are troublesome

· A rise in competition can lead to a rise in unethical behavior.
· Awareness of the ethical issues when it comes to marketing.
Chapter 1 Supporting Materials:
Figures

· Figure 1.1: The Big Picture Framework
· Figure 1.2: Ethics and The Big Picture Framework 

Thematic Boxes and More
· Ben and Jerry’s: Ethical Standards as an Integral Part of the Brand Image 
· Customer Focus: Salt, Sugar, Fat: Ethics and the Food Industry
· Social Media: Challenging Fake Popularity Ratings on the Web
Chapter Outline

Takeaway 1.1 Describe the Structure of the Big Picture Framework.
Quest
The emphasis of this book is on marketing as a system, in which changes in one part have an impact on other parts. The Big Picture is an integrated framework designed to help you analyze and address the myriad marketing problems you will face during your career. While it is presented in this text in a series of chapters, you should think of it as a set of interrelated aspects of marketing, each of which affects and is affected by the others. This relationship holds true for ethical practice as well. If we consistently consider our ethical responsibilities at the corporate level, this approach becomes almost instinctual at the level of implementation. In contrast, if ethics are not integral at the corporate level, we should not be surprised that they are not evident in the everyday practice of our employees. The Big Picture framework helps to align and integrate marketing strategy and execution by linking strategic decisions to execution as the firm moves through the marketing process.
· The Big Picture Framework - An integrated framework designed to help you analyze and address the myriad marketing problems you will face during your career.
Figure 1.1 will be our primary touch point as we seek to meet this challenge. Throughout the text, we will constantly refer to this diagram to ensure that, as we dive in to a particular topic, we do not lose sight of how this topic relates to the bigger marketing picture. The dark blue boxes represent the chapter topics; the light blue boxes represent the key questions we will consider in each chapter. But this figure is more than a roadmap of the chapters. It is intended to keep us honest in our efforts to align our marketing strategy and execution. In each chapter we will also “zoom in” on a particular facet of the framework and learn the key marketing concepts and definitions related to that area.

· Business Objective - The first order of business is really to understand the strengths, weaknesses, and goals of our own firm. (Covered in Chapter 2)
· Who you are as a firm defines the fundamental entity and helps you to determine the perspective from which you will conduct your strategic analysis.
· What you are good at identifies your core competence, those key skills that will drive sustainable growth.

· Where you are going helps identify resource allocation and prioritize actions.
· Marketing Objectives examine who is our customer, who might become our customer, how many people are in each category, and what kind of loyalty we would like to develop in them. (Covered in Chapter 3)
· Source of Growth assesses the source from which our growth will come. (Covered in Chapter 4)
· Segmentation, Targeting, and Positioning help us decide how to further focus our efforts, identify the attitudes and behaviors of our ideal target market, and consider how our consumers and potential consumers view our offerings relative to the competition. (Covered in Chapters 5, 6, and 7)
· Product
· Service as product

· Pricing strategy

· Channel strategy

· Communications strategy

· Metrics

DISCUSSION TOPIC
To illustrate how each of these items builds upon the other, ask students to identify the business and marketing objectives for different products. Have these students identify the source of growth for the product. Then have the students analyze how that source of growth will impact their segmentation, targeting, and positioning of the product.

1.1 Questions for discussion and suggested answers
1) If marketing is a discipline rather than an art, describe what effective marketing managers are seeking. 
The most effective marketing managers are looking not for the right answers, but rather for the right tools to help them make the right decisions.
2) Why should a marketing manager be aware of the Big Picture framework? 
An integrated framework is designed to help you analyze and address the myriad marketing problems you will face during your career.

3) Why does our choice of fundamental entity matter? 
Our choice of fundamental entity determines the perspective from which we will conduct our strategic analysis, whether it be brand by brand or from a more global, corporate point of view.
Takeaway 1.2 Identify the Main Principles of Ethical Practice in Marketing.
Ethics are the moral judgments, standards, and rules of conduct by which we live. We can con- sider ethics in terms of (1) what we personally consider to be the right or moral choice, and (2) what impact our actions will have on ourselves, our firm, our customers, and society as a whole. Ethical practice is our ongoing effort to act in accordance with the guiding moral principles we have identified that reflect our assessment of right and wrong, and to consider the impact of our actions. Just as we can develop skills as marketers, we also can develop skills as ethical market- ers by considering not just the strategic and executional implications of our decisions, but their ethical implications as well. Ethical practice in marketing requires that we do the right thing, we try to have a positive impact, while striving to achieve profitability for our company. Doing the right thing requires us to make a personal and subjective assessment of what we consider right and wrong. In most societies and cultures what is considered “right” is judged by Aristotelian moral virtues. These virtues include courage, temperance, generosity, honesty, fairness, gentle- ness, and justice. The practice of these virtues is believed to lead to individual happiness, and to also benefit society as a whole. To have a positive impact, we must act thoughtfully and con- sider whom we are affecting by our actions, what the result of our actions is, and the probability that these effects will take place. Finally, ethical practice and profitability should complement, rather than conflict with, each other.

· The first task is to do the right thing.
· As managers, we may extend our subjective evaluations of ethics and virtues to consider whether the organization is acting in an ethical manner.

· An ethical firm can enjoy advantages in recruiting employees, greater employee retention, lower liability, greater brand equity, and, ultimately, more sustained growth.

·  As managers, citizens, and human beings, we cannot escape the need to consider ethics by arguing that the issues are too complicated or too subjective.

· The second task is to have a positive impact.
Four functions in the management process are shown in Figure 1.3.
The management process consists of four functions: planning, organizing, leading, and controlling. Planning sets the direction as performance objectives. Organizing arranges people and tasks to do the work. Leading inspires others to work hard. Controlling measures performance to make sure that plans and objectives are accomplished.
· Whom are we affecting?
· What is the quantifiable impact of our decision?
· What is the probability that our ethical decisions will have a positive impact?

DISCUSSION TOPIC
In his book, Salt Sugar Fat, the Pulitzer-prize-winning writer Michael Moss explores how some of the largest packaged-food companies in the world have contributed to the obesity epidemic. Have students examine the marketing of one product that falls into this category for ethical considerations.
· The third task is to have sustainable growth.
· The second reason to engage in ethical practice is that it leads to long-term profitability.
· Companies may make more in the short-term with less ethical practices, but choices that take into consideration long-term impacts are not only the “right” thing to do, but create a promise to the consumer.

DISCUSSION TOPIC

The most frequently cited example is Johnson & Johnson’s response to a series of customer deaths after someone injected cyanide into Tylenol capsules on shelves in several stores in 1982. Following its now-famous ethical credo, which begins: “We believe our first responsibility is to the doctors, nurses and patients, to mothers and fathers and all others who use our products and services,” Johnson & Johnson immediately informed customers and pulled all of its Tylenol product from shelves, incurring a significant cost. Ask students to discuss why this decision was both ethical and ultimately profitable for the company as well as what other things the company might have done.
1.2 Questions for discussion and suggested answers

1) Discuss how some companies’ unethical decisions have had a lasting impact on their business.
The text cites Kraft’s parent company, Altria (formerly Philip Morris), who was party to a lawsuit between 46 state Attorney Generals and the four largest tobacco companies that was ultimately settled for more than $200 billion. The settlement required, among other things, that defendants fund an anti-smoking advocacy group that ran several compelling anti-smoking advertising campaigns. This settlement was the culmination of a decades-long legal action regarding the connection between cigarettes and lung cancer and other health problems, and it represents a financial estimate of the negative impact of the actions of the tobacco companies on the health and well-being of the citizens of the 46 states in the suit.

Takeaway 1.3 Distinguish between Personal and Business Ethics Issues.
Ethics is the moral code that guides our decision-making; our personal moral code should guide our professional code. As marketing managers we have a responsibility to ensure that our firm’s ethics are aligned with our own. If they are not, we must consider taking the steps necessary to do the right thing. When they are, then by building on the foundation of personal and firm ethics, we can begin to understand and explore how we can make a positive difference to our peers, consumers, our society, and ourselves. We will master ethical decision-making when thinking about ethics becomes habitual and is integrated in our marketing decision-making routines.

1.3 Determining the ethical fit of a corporation. 
· A firm’s ethics should align with your own.

· Companies need to have clearly defined ethical guidelines.

· Vague statements such as “do no evil” may be left open to the interpretation of what is evil.
· Toward this end, one of the first questions we should ask ourselves as marketers is, “Do I believe that, using the tools of marketing, I can get people to do what they would not otherwise have done?”

· The second question is “should you do it?”
Consumption of Vice versus Virtuous Products 
Consumption of vice products and virtuous products can be linked to the level of marketing dollars spent promoting them. For example, Phillip Morris’s promotional efforts in the 1950s motivated millions of people around the world to smoke. The number of people who smoke today has declined drastically as the industry’s promotional spending on cigarettes has decreased. Similarly, the growing sales of health and organic foods can be traced to increased promotional spending by food companies and grocery stores.

1.3 Questions for discussion and suggested answers
1) Discuss why a company needs a clearly defined ethical code.
This code cannot be simply a set of vague positive statements; it must be a guide for day-to-day decision-making. The text cites the simplest and most straightforward example as Google’s informal code of conduct: “Don’t be evil.” Of course, this simple statement quickly inspires the question: “What is evil?” Like individuals, firms need to define for themselves the terms “good” and “evil”, “right” and “wrong”, and effectively communicate their meanings to everyone in the firm. The ethical code these words define can become more than a set of empty statements; it can be a guide for day-to-day decision-making.  
Takeaway 1.4 Integrate Ethical Questions into the Big Picture Framework.
While business ethics is often taught as a separate subject, our strong belief is that it is more effective to integrate ethical thinking into our decision processes from strategy development through execution. Ethical issues arise at each step of the marketing framework. Having overly aggressive and short-term goals in our business objective can encourage unethical behavior. In Marketing Objective we look at acquiring and retaining customers. Overly aggressive acquisition objectives can help create an organizational environment where customers are “forgotten” once they have purchased our product. This is not only bad for our customers, it is also bad for our brands and our business in the long term. When thinking of our overall competitive approach in the Source of Volume chapter, we need to be particularly careful to ensure that our efforts on behalf of our brands do not lead to unethical practices, especially the promotion of false claims and misinformation about the competition. The ethical treatment of other companies comes into focus again when we think about our distribution partners; our ethical behavior must extend to ourselves, our employee partners, competitors, and channel members. Finally, in collecting market research information it is critical that we maintain transparency and follow an ethical approach to information gathering and privacy.

1.4 Applying Ethics to Everything 
By engaging in ethical practices, we establish a pattern of behavior that will stimulate ethical thinking at every stage of the Big Picture framework. The discussion below, structured around the elements of the framework in Figure 1.2, outlines just a few possible issues that may arise as we move from strategy to execution. This will serve as a foundation for continued dialog as we move into the content of the book.

· A rise in competition can lead to a rise in unethical behavior.

· Targeting certain segments of the population with products may be deemed unethical, such as aiming cigarette ads at children.
· Unethical pricing practices can come into play particularly in countries where prices are highly regulated.

· Awareness of the ethical issues confronting your marketing efforts can help you to avoid lawsuits and more.

1.4 Questions for discussion and suggested answers
1) How do ethical concerns impact marketing choices?
The most cited case would be the use of the “Joe Camel” cartoon to market R.J. Reynolds’ Camel cigarettes. The marketing seemed targeted at children. Thus, particularly when we are dealing with key demographic segments such as children or the elderly, or segments that for any reason might be subject to undue influence, we must exercise particular care. While we may find it quite easy to leverage marketing tools to change beliefs and behaviors of certain segments, we should not always take advantage of these tools.

2) How does product failure impact ethical choices from a marketing standpoint?
Many companies face difficult trade-offs when they experience these failures and must consider recalling their products. The trade-off is generally between potential lost profit and damaged reputation from a recall, and potential risk to human life if no action is taken. How and when to deal with product failures are two of the most challenging ethical issues for marketers. Product failures arise from insufficient quality control in the design and manufacturing stages of product development. Unfortunately, quality control efforts take time and money, and as the environment becomes increasingly complex and dynamic, firms face pressures to develop and launch products more and more rapidly. The stress of meeting product-launch deadlines can sometimes result in shortcuts that bring problems later. If and when failures do occur, the ethical health of the company is quickly brought into public view.
Teaching Notes:

In this section, ideas, exercises, and assignments are provided to assist you in integrating the concepts in Exploring Marketing Management 1e for your students, especially the special features of the text. 
Challenging Fake Popularity Ratings on the Web
Attempts to build “buzz” and positive ratings can tempt firms into questionable ethical territory. Recently a number of companies have developed software that can create fake followers in social media outlets such as Twitter and Facebook to provide positive ratings and/or a sense that a product is more popular than it really is. In 2012 Marco Calzori, a professor of corporate communications at IULM University in Milan, made the news when he asserted that 54% of the followers of a rising star in Italy, the comedian-turned-political figure Beppe Grillo, were fake. Calzori developed an algorithm that can distinguish real followers from fake automated ones, which he calls ‘bots.’ He has already proved that many of the followers of both international and Italian brands like @Cocacola and @IKEAITALIA are fake, and he demonstrated how easy it is to commit this type of fraud by purchasing 50,000 of his fake Twitter followers for $20. However, the revelation that Grillo’s followers were fake generated outrage among his real followers, who responded with hate emails directed to Calzori.

Learning Activity: Ask students to name other products where inflated popularity might induce consumers to buy.
Skill Building Portfolio:

Key Terms:

The Big Picture framework
Fundamental entity

Core competence

Goal
Strategic focus

Ethics
Ethical practice
Expected Value analysis

Channel Leader 

Application Questions
Imagine you are the marketing manager for Acme Pharma, a company that sells Drug A, which treats a rare disease that sometimes afflicts elderly cancer patients. Acme is in the final stages of getting FDA approval for a new cancer-fighting drug called Drug B. Drug A has been on the market for over five years and is prescribed to thousands of patients globally; it is the major driver of profitability for your company. Your firm has just received a copy of a new clinical research study funded by an insurance company that finds Drug A to be less effective than your firm claimed in the clinical data presented for FDA approval. The study says Drug A helps some patients but not as much as your company claims; even worse, it produces many and more serious side effects than previously thought. If the study is released to the public right now, it will tarnish your company’s reputation and might affect not just Drug A, but also Drug B’s approval process. The new drug is due to be approved within the next week.
1) What are the ethical dilemmas confronting your firm and you personally?

(b) Should your company try to prevent or delay the public release of the insurance company study? 

(c) Are there ethical actions your firm can take that will help minimize the reputational and financial damage the new data will likely cause? 

2)  Identify and discuss the specific ethical issues facing marketers in the following industries: (a) Restaurants (b) Casinos (c) Wineries (d) Breakfast cereal  (e) Cigarettes 
3)  Identify at least one ethical issue that could arise in each of the following topics within the Big Picture framework. (a) Business objective goal  (b) Marketing objective 
(c) Product (d) Price (e) Promotion 
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