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This volume is a substantial departure from the concept on which most other mar-
keting books are based. Here we cover not only the substance of marketing, but also
the process of marketing—the activities that marketers perform to satisfy customer
needs and to build an enduring, distinctive, competitive competence. Each activity
such as strategy formulation, planning, programming and budgeting, and imple-
mentation is important in its own right and receives careful attention. We have also
endeavored to demonstrate both the unity of the total process and the important
relationships among the activities. Understanding the marketing process can leverage
the effectiveness of marketing plans and programs.

Any leaming process is based on a series of partnerships. Most important among
these is the partnership between student and teacher. In the case method, the student
assumes much of the responsibility for his or her own development, and the teacher
provides the structure and support necessary to the process. A second equally im-
portant partnership involves all the students in a class; their interactions and re-
spectful sharing of thoughts and testing of ideas are critical to their growth and
development.

In this book, the integration of textual notes and cases represents an equally
important partnership. The textual notes provide the structure and nomenclature,
while the cases provide the opportunity to apply the principles described in the
notes. We believe that the breadth, depth, and integrated nature of this material will
ensure its relevance to the student and its rigorous application in the classroom.

Almost all books are cooperative efforts. Because this book contains so many
cases, it is more of a cooperative venture than most. Thus, we want to extend our
sincere appreciation to a wide range of people, including:

* The many people on the Harvard Business School marketing faculty who
have, over the years, contributed to the development of the first-year MBA
marketing course, the required course on which this volume is based. They
provided us with a heritage of devoted teaching and a tradition of
experimentation that enabled us to develop this material.

* Our colleagues in the marketing discipline who have labored to develop and
explain important marketing skills and concepts. We are indeed indebted to
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the academy for the knowledge we are attempting to disseminate in this
volume.

The administration of the Harvard Business School, and its supporters,
particularly those companies who are members of the Associates of the
Harvard Business School. Under the leadership of Dean John H. McArthur
and the Directors of the Division of Research, the school provided us with
the substantial financial resources needed to complete a field-oriented
project of this magnitude.

The editorial and word-processing support functions of the Harvard
Business School, which are exceptional because of their competence,
quality, and generosity. We are particularly appreciative of the assistance
provided by Antoinette Prince and Elisa Morton Palter who were
responsible for preparing the manuscript for submission.

The many companies, anonymous and named, that provided case material.
The case method stands and falls on the support of generous organizations
who cooperate in the development process.

Our colleagues in the first-year marketing course since September 1986
who, in our weekly, four-hour staff meetings, shared their thoughts and
helped to develop ours. We are particularly indebted to Professor Robert D.
Buzzell who developed the initial concept of the marketing process as used
in this book. This concept was carefully and constructively nurtured and
improved by many members of our teaching group.

Our students who also shared their thoughts with us and who, in the
process of their own education, added immensely to our development and
to the evolution of the concepts and material in this book.

The many research assistants and others who contributed to the
development of the materials included in the book and who are noted with
sincere gratitude in the table of contents and on the title pages of their

.individual works. No group of three people could have developed such a

wide range of high-quality material alone.

The authors also gratefully acknowledge the editorial support at Irwin of
Steve Patterson, senior sponsoring editor, Lynn Nordbrock, editorial
coordinator, and Paula Buschman, project editor. We also note the effort
put forth by Thelma Prince, proofreader.

Qur loving families, and particularly Joyce Huntley Quelch, Kathleen
Splaine Dolan, and Jill Summerbell, who provided us with the confidence to
start and, more important, the patience to complete this work. We dedicate
this volume to them with great and sincere appreciation.

John A. Quelch
Robert J. Dolan
Thomas J. Kosnik
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AN INTRODUCTION TO CASES

Management instruction involves the development of a set of philosophies, ap-
proaches, skills, knowledge, and techniques. Lectures and readings are the most
efficient way to acquire knowledge and to become informed about techniques. Ex-
ercises or problem sets are an excellent way to begin to learn about the application
and limitations of techniques. But the development of philosophies, approaches, and
skills is best served by the case method, which can also help to provide knowledge
and experience with techniques. The case method becomes a part of a broad gauge
approach to management education and development. It is therefore generally used
in well-orchestrated concert with other approaches.

Most students and executive program participants are quite familiar with lec-
tures, readings, exercises, and problem sets, but the case method is often new to
them. It is important to understand the basis for the case method and to have some
idea of how to approach cases. That is the purpose of this brief note.

The case method is built around the concepts of metaphors and simulation. Each
case is a description of a real business sitation and serves as a metaphor for a
particular set of problems. The situations which you face as a manager may differ
from the metaphors we have chosen here, but taken together, the cases provide a
useful and relevant set of metaphors for marketing situations. The cases were se-
lected to include a wide variety of products and company types so that at least some
of them would be relevant along those dimensions. The situations analyzed and
skills developed in the cases are relevant to almost all marketing management situ-
ations. Thus they are relevant to students of marketing management.

The case method of management instruction is based upon the belief that man-
agement is a set of skills, rather than a collection of techniques or concepts. The best
way to learn a skill is to practice in a simulation-type process. Thus, the swimmer
swims and the pianist plays the piano. The swimming novice might drown if thrown
into deep water after reading a set of books. And few of us would want to hear a
concert pianist who had never before touched a piano, but who had attended many
lectures on piano playing. Because it is impractical to have the student manager
manage a company, the case provides a vehicle for simulation.

This note was prepared by Professor Benson P. Shapiro.
Copyright © 1984 by the President and Fellows of Harvard College.
Harvard Business School case 0-584-097.



Overview

The total case process consists of four steps ordered as follows:

1. Individual analysis and preparation.

2. Optional informal small group discussion.

3. Classroom discussion.

4, End-of-class generalization about the learning.

Each of these steps asks the participant to perform related but different activities.

While there is no “one ideal way to approach a case,” some generalities can be
drawn. The student gains the most by immersing him- or herself in the case and
actively playing the role of the protagonist. The protagonist is usually one manager,
but is sometimes a group. By actively studying the case, the student begins to learn
how to analyze a management situation and develop a plan of action. By partici-
pating in an involved manner in the case discussion, the student learns to commit
him- or herself to a position easily and to express that position articulately. The core
of management decision making consists of the processes of analysis, choice, and
persuasion.

The fourth step, generalization, is also part of good management practice. The
smart manager steps back from each situation he or she has experienced and asks,
“What did I learn?”” and “How does the situation and the lesson relate to my whole
experience?”’ The astute student will want to do the same thing on his or her own,
building on the help provided by the instructor. An important part of that process is
to relate the cases to the assigned reading material. The reading material generally
provides the structure and techniques, and the case a simulated experience in the
application of the structure and techniques. The cases also help to develop a gener-
alized approach to business situations as well as a set of philosophies.

The case method is demanding of both teachers and students. Participants who
are involved in each case analysis and discussion, and who attempt to generalize their
learning across cases gain the most from the process.

Each person should strive to develop the ability to ask “the right questions”
about each case. The instructor may provide specific questions for each case. The
following questions are among those which are generally relevant to all cases:

+ Who is the protagonist?

+ What are his or her objectives (implicit or explicit)?

« What decisions (implicit or explicit) must I make?

+ What problems, opportunities and risks do I, as the protagonist, face?

+ What evidence do I have to help make the decision? Is the evidence reliable
and unbiased? Can I improve it?

+ What alternative courses of action are available?

« What criteria should I use to judge the alternatives?
« Are there ethical issues involved?

+ What action should I take?

+ How should I convince others in the company as well as customers,
competitors, and channel members that my approach is best?

« What contingency plan do I have to respond to adverse reactions?
+ What did I learn from this case?
+ How does it relate to past cases and my own “live” experiences?



AN INTRODUCTION TO
MARKETING

Marketing is the function of the company, or nonprofit organization, with the
responsibility for serving customers and for dealing with intermediaries and external
support organizations such as distributors and advertising agencies. Many people
who come to the study of marketing with little or no business experience picture it
as the study of selling and advertising. While marketing certainly includes selling and
advertising, it encompasses much more. Perhaps the best way to explain the scope
and nature of marketing is to review a specific example of some of the decisions
marketers make.

The Substance of Marketing

Assume for a moment that you have decided to enter the watch business. You must
make a set of important marketing-related decisions which might include:

1. To which consumers should I sell my watches? How should I define the
consumer | hope to serve? Should I think in terms of geography, perhaps
the country or region of the country in which my consumer lives? Or
maybe the consumer’s income or sex or fashion orientation is more
important,

2. What product or products should I offer? For example, should 1 offer
digital or analog, ornate or simple, multifunction or single function?

3. How much should I charge for each watch? Should I offer discounts to
people who pay cash or who buy in large volumes?

4. Should I sell direct to consumers or through stores, and if through stores,
what type of stores? Watches are, after all, sold in drug stores, gift shops,
department stores, jewelry stores, and a myriad of other outlets. Do [
want to offer my product in several types of outlets or only in one type?

This note was prepared by Professors Benson P. Shapiro and John A. Quelch,
Copyright © 1984 by the President and Fellows of Harvard College.
Harvard Business School case 0-584-124.



