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Marketing decisions have expanded over the years with the advent of mass pro­
duction, mass distribution, and more intense competition in markets. First, mass
production and mass distribution led to business concentrating on distribution and
selling problems. As the number of buyers and sellers of products increased over the
years the element of heterogeneity became significant ([2], [3], [4]) on both the supply
and demand side of exchange. Firms had different capabilities and households had a
variety of needs. The process of exchange became more a process of matching het­
erogeneous product benefits of the firms with heterogeneous consumer needs. Firms
realized they must identify consumers with needs they could fulfill. Also, consumers
realized they had a choice in purchasing.

The change from a relatively simple marketplace to a multiplicity market with
increased competition and wide consumer choice necessitated the implementation of
more sophisticated marketing strategy ([1], [15]). It became necessary to identify
consumer targets, develop products to fulfill their needs, and price competitively
while earning a reasonable return on investments.

The last thirty years has witnessed a higher level of technological sophistication
and the implementation of strategic planning ([IJ, [12], [13]). However, in our zeal
to compete more favorably in the marketplace we may have ignored important so­
cial, cultural, political, economic and natural environmental goals in our marketing
decisions. We experienced the consumerist movement, political and social unrest, en­
vironmental problems, and an economy that is still facing difficulty in competing in
a world market. We have seen regulation set by both trade associations and various
levels of government. These restrictions have been set, lifted, and in some cases reset
again with somewhat minimal success.

What is needed is a comprehensive marketing strategy which incorporates the total
environment into marketing decision-making. This is the purpose of this paper. First,
the pre-consumer orientation period will be discussed in strategic terms. Second,
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strategic decision-making will be presented in the era of consumer orientation. Finally,
a strategic framework will be presented to include the total environment in marketing
decision- making.

Strategic Marketing in the Pre-Consumer Orientation Era

Prior to World War II strategic marketing primarily focused on distribution and
sales in the United States. The period from 1900 to 1920 was dominated by trans­
portation decisions. Emphasis was placed by marketers on moving products from
manufacturing facilities primarily in the East to potential buyers in the West. In­
dividual firms were focusing on the strategic variable of distribution as a means of
unloading excessive supply of product.

This strategy of primarily emphasizing the distribution variable simply transferred
stockpiles of products from Eastern manufacturing sites to stockpiles of products in
warehouses in the Midwest. Obviously, a strategy was needed to dispose of the stock­
piles. The emphasis in marketing now switched to sales. This period of aggressive
sales was prominent in the 1920s and the 1930s in the U.S.

Business executives started realizing in the latter part of the sales era that a good
product, a sound distribution system, and silver tongued salespeople were not enough
to compete in an ever increasing competitive environment. This realization coupled
with technology derived from World War II led to more rigor in marketing strategy.
Alderson ([3], p. 356) stated that sales are a function of organized marketing effort
and marketing opportunity, but he never expresses this concept in the form of an
equation. Alderson perceived opportunity as basically demand and effort as supply.

Thus Alderson's equation can be stated in the following matter:

S = !(E,O)

In this equation S is sales, E is effort, and 0 is opportunity. He conceptualized that
a business obtains sales as a result of the demand (number of potential customers who
have "wants") and the supply (marketing effort by the firm). The marketing effort
included product, place, promotion, and price ([7]' pp. 2-7).

The emphasis became one of organized firm effort conceming all four marketing
mix variables. One must remember that Alderson was looking at marketing from the
perspective of the firm. Sales was probably used as the objective of business since
it is the first item on the income statement from which all cost and profit must be
figured. We will continue to use sales as the objective of business throughout this
paper. However, S can stand for any business objective such as customer satisfaction.

Marketing Strategy Under The Consumer Orientation

The wide acceptance of the marketing concept by businesses in the late 1950s and
early 1960s led to marketing strategy emphasizing the consumer orientation. Em­
phasis was switched form the supply side of marketing to the demand side with the
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consumer as the focal point. E. Jerome McCarthy ([9], p. 37) was one of the earliest
authors to focus on consumer orientation in strategic terms. He identified marketing
strategy as a two step process: (1) identification of a target market, and (2) devel­
opment of a marketing mix. The target market consisted of identified consumers,
grouped into segments by similar wants. The marketing mix ([7], pp. 2-7) consisted
of coordinated product, place (channel) promotion, and price policies. The market­
ing mix was directed at satisfying the wants of segments making up the target. If
marketing did its job properly then sufficient sales were generated to cover cost and
assure a profit for the organization.

Martin Bell ([6], p. 17) related Alderson's theory to McCarthy's application of mar­
keting strategy and proposed an improved version of the original marketing equation.
Bell ([6], p. 17) incorporated the environmental factor and expressed the equation in
the following manner:

S = f(O,E,R)

The S is sales. The 0 is the firm's potential consumers who represent an opportu­
nity. The E is the firm's marketing mix consisting of product, place, promotion, and
price policies which represent effort. The R is resistance imposed by environmental
constraints on marketing. Thus, the firm achieves its objective by employing a mar·
keting mix designed to satisfy consumers within the constraints of the environment.
In this statement of Marketing strategy, the consumer is the objective of marketing
effort. The marketing mix is a set of policies, established by the organization and
controllable by the management of that organization. The environment is a group of
external constraints which are uncontrollable by the organization's management.

Management can react to these constraints, but can do nothing to control them.
Since most firms have more than one market segment, it is necessary to expand the
marketing strategy formula. It becomes:

S f[(0l, O2 , 0 3 " .. , On), (E1 , E2 , E3 , ••• , En),

(R1 , R2 , R3,···, Rn)J

This expanded version of the formula indicates that sales are a function of several
specific marketing efforts directed at, and tailored for, several individualistic consumer
market segments within the constraints set by the environment in each case.

Since the original inclusion of the environment into marketing strategy, efforts
have been made to make it operational. McCarthy and Perreault [10], Bagozzi [5]
and other scholars today, have statements such as "and accomplish the objectives of
society" as a part of the definition of marketing. The problem is that when marketing
is perceived to focus only on consumers can be included in the decision process. It is
contradictory to state that consumer satisfaction in the objective of marketing then
admit that other groups beyond the firm's control must also be satisfied. Thus, Bell's
marketing equation cannot accommodate environmental objectives.
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Despite its shortcomings, Bell's equation of marketing strategy was a significant
contribution. It recognizes the concept of marketing strategy, it identifies the firm
and its environment as the important variables affecting marketing, and it pulls the
consumer out of the environment. Thus for the first time, marketing strategy was
perceived as outward looking to the satisfaction of persons in the environment (at
least one group in that environment) rather than completely obsessed with internal
efficiency and profit.

it was only a matter of time until it was recognized that other groups making up
the firm's environment effect and are affected by marketing in essentially the same
manner as consumers. Kotler ([8], pp. 1,22,24) states "I now believe that marketers
can influence the environment in which the firm operates and do not simply have to
accept and adapt to it." He suggested that there are six P's with political power and
public opinion formulation added to the traditional four P's. Zeithaml and Zeithaml,
([16], pp. 41-53) believe that "marketing is a significant force which the organization
can call upon to create change and extend its influence over the environment."

Next Logical Step Towards a Comprehensive Marketing Strategy

Walters, Norvell and Bruno ([14]' pp. 18,23) developed a conceptual framework for
marketing which integrates the environment il;lto the decision process. They advance
the hypothesis, and that marketing is situational rather than consumer oriented, and
this requires a re-definition of the field. A situational orientation means that:

marketers develop policies in response to the common wants and interests
of identified persons from within all environmental groups in proportion to
the importance of each group to the decision.

Based on a situational orientation, marketing can be defined as:

policies to manage and exchange between the firm and its environment to
provide products: (1) profitable to the firm, (2) wanted by buyers, (3) legal
to governments, (4) competitive with other managements, (5) acceptable to
special interest groups, and (6) efficient outlets for suppliers.

This definition requires a marketing strategy sufficiently comprehensive to sat­
isfy together multiple group wants. This approach recognizes that marketing focuses
on people rather that either "things" or "ideologies," and people can be influenced.
Groups of people can be identified with every aspect of the environment, i.e., com­
petition (other business managers), markets (buyers), legal (government officials),
physical (suppliers), and social and cultural (special interest groups). Thus to mar­
ket managers, governments are not ideologies but agency heads and bureaucrats.
Buyers are not demand, rather they are individuals with wants. Social and cultural
norms are embodies in special interest groups who promote them. Even the physical
environment is represented by persons that marketing managers can influence. They
are the suppliers of resources and services, who provide insurance against natural
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disasters, build the stores that allow customers to shop in bad weather) and inno­
vate alternatives to scarce physical resources. The concept of marketing based on a
situational orientation causes a necessary adjustment in the statement of marketing
strategy. The strategy steps become:

1. Define marketing target (buyers, governments, special in­
terest groups, competitors, suppliers)

2. Develop marketing mix (product, place, promotion, price
policies)

The marketing target consists of identified persons form each environmental group
that have wants or interests in common that can be appealed to by the firm with a
single marketing mix. The strategic marketing equation must be changed to accom­
modate the situational orientation. The change makes the equation more realistic
and comprehensive. The change equation can be stated:

S

where: MS

and: &S/MM

&S/MT

f(MS)

(MM,MT)

f(MT)

f(MM)

(1)

(2)

(3)

In the equation S is sales, or other marketing objectives, M S is marketing strategy,
M M is the marketing mix and MT the marketing target.

The first equation specifies that sales is a function of marketing strategy. Marketing
strategy is a combination of the marketing mix and the marketing target.

The final two equations involve the interaction between the firm and external
groups. Equation two indicates that change in shales that result form a change in
the marketing mix is a function of the marketing target. In other words, managers
modify their marketing mix due to pressures placed on the organization by the several
groups in the environment. For example, pressure form government may cause the
firm to change the materials or performance standards of their product. Supplier
pressure (sales effort) may induce in their assortment. Pressure from buyers may
cause management to lower product price. the fact is that marketing management
needs a coherent strategy designed to respond to the needs of all relevant persons in
the five environmental groups at the same time.

Even as management responds to external groups, they are utilizing strategy to
influence those groups. The third equation specifies that change in sales that results
from a change in the marketing target is a function of the marketing mix. Manage­
ment directs personal selling and promotion at all groups in the environment in order
to obtain a desired response from them. For example, Marketing executives meet di­
rectly with government officials and also employ lobbyists to influence their decisions.
Management designs ads that, simultaneously, appeal to buyers, specify government
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standards, employ positive stereotyping for special interest groups and meet compe­
tition. Thus it is obvious that sales result form a total interaction between the firm
and its environment.

The marketing equation has to account for the fact that most firms appeal to more
than one marketing target at a time. The equation must be modified as follows:

That is, a marketing strategy must be developed for each marketing target to
which the firm is attempting to appeal. Management will not attempt to enter a
target, or continue operations in a target market where the actions of even one group
is prohibitive. For example, a firm would not enter (I) a target market that lacked
sufficient buyers, (2) a target where competition was so intense as to preclude ade­
quate sales, or (3) target where government regulations made it impossible to make a
profit, or (4) target where there was an absence of adequate suppliers of land, labor,
and capital.

There are four fundamental differences between the situational orientation to mar­
keting and the consumer orientation as demonstrated by the marketing strategy equa­
tion presented above. First, the situational orientation broadens the objective of
marketing from consumer satisfaction to include satisfaction for all groups in the en­
vironment. Second, a situational orientation specifically recognized the need for the
firm to make a profit, as well as satisfying the needs of the external environment.

Third, the buyer, in a situational orientation, is a more inclusive term than con­
sumer. The term consumer is generally taken to mean final household consumer, and
under a consumer orientation only households are specified as the goal of marketing
effort. The term buyer includes institutions as well as final consumers, and it is the
buyer that is the goal of situational oriented marketing.

Fourth, under the situational orientation, the environment is not perceived as an
uncontrollable constraint. Management can affect the environment in which they
operate. Managers take specific action directed at all groups in the environment to
reward behavior consistent with the firm's objectives and to change behavior that is
inconsistent.

Marketing Strategy in the Future

This explanation of the progressive development of marketing strategy has bet-.n
necessarily sweeping. There is much work to be done. The impact of a situational
orientation is just now beginning to be felt. Many refinements will no doubt be
necessary over time. The implications of the changes that this broadened perspective
has on marketing practice will have to be fully explored. Most importantly, the
equation itself must be tested for theoretical consistency and relevance to the real
world.
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Summary

Due to the complex nature of marketing, the marketing manager is confronted
with a great deal of uncertainties in marketing decision-making. However, the odds
for success improve if the manager deals with the situation in realistic-comprehensive
terms.

Initially, the marketing strategy centered on directing marketing effort in relation
to an understanding of demand. The objective was to make the most out of a market
opportunity.

Later, marketing scholars recognized environmental constraints on marketing pro­
grams. Thus, a firm achieved its objective by employing a marketing mix designed
to satisfy consumers within the constraints of the environment. Consumers become
the objective of marketing effort. The environment is a group of external constraints
which are uncontrollable by the management of the organization. Management only
has control over the marketing mix within the context of the total environment. How­
ever, this approach does recognize the concept of marketing strategy. It identifies the
firm and its environment as the important variables affecting marketing, and it pulled
the consumer out of the environment. For the first time marketing strategy was per­
ceived as outward looking to the satisfaction of consumers in the environment rather
that obsessed with internal efficiency and profit.

Viewing the external environment groups, except consumers, as uncontrollable
tends to cause managers to take these ~roups for granted or to simply react to existing
conditions. In either case, management is missing a opportunity by ignoring the goals
of these external groups.

A more comprehensive marketing strategy and decision model is presented in this
article which enables the marketing manager to fully integrate the external environ­
ment into marketing strategy. Marketers must realize that all external environment
groups affect and are affected by marketing decisions. Managers must evaluate which
environmental variables affect a given marketing decision and to what degree. The
response should be positive and designed to manage the attitudes and behavior of
external groups.

This more comprehensive marketing strategy enables marketing managers to de­
velop marketing plans that are more comprehensive, realistic, and effective in the
competitive world. The result should be a higher level of goal attainment by all
groups in the environment plus greater efficiency and profits by firms.
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