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aturity models are a simple but pow-
I \ / | erful tool applied across an ample
range of business disciplines. Origi-
nally emerging out of quality management and
software engineering, these conceptual models

help assess the quahtgl of certain processes or
strategies; and identify

fitted by minimizing intended-realized market-
ing strategy gaps. They also tend to maximize
the ability of the marketing strategy to achieve
business goals and increase the quality of that
business process. The proposed theory intends
to answer two key questions: How could man-
agers  systematically

opportunities and ac-
tions needed to move
to the next stage in
maturity  (Wendler,
2012). However, there
is alack of such a useful
tool in the vast market-
ing management area of
knowledge. Marketin

textbooks and researc%

The value proposition is at the core
of marketing strategy formulation.
Marketing strategy formulation
failures impact intended value
propositions. But all is not lost.
Mind the marketing strategy gap
with an integrated maturity model.

improve their ability
to assess the maturity
of their current mar-
keting strategy formu-
lation process? How
to develfop marketing
plans that, because of
their content, result in
an increased ability to

are mostly focused on

describing a set of definitions and proper con-
ditions for marketing decisions, rather than
having discussions on the way managers should
make marketing decisions to improve the im-
pact of those strategies (Wierenga, 2011). This
needs to change.

Managers who are properly guided in the mar-
keting strategy formulation process are bene-

be implemented and a
potentially higher suc-
cess rate? To answer these questions, I propose
an integrated 5-stage Maturity Model that will
help managers identify the maturity of their
current marketing strategy, and determine
proper areas for improvement, either in the for-
muEtion process or its content.

Keywords: Marketing strategy, Process Maturity, Competitive Maturity, Marketing Capabilities, Ma-
turity Model, CMM, CMMI, BPMM, Self-Assessment, Value Proposition.

Copyright © 2023, Juan Manuel Harraca. This article is published under a Creative Commons BY-NC license. Permission
is granted to copy and distribute this article for non-commercial purposes, in both printed and electronic formats



Marketing Strategy: An Integrated Maturity Model

Marketing strategy fits into complexity. As a disci-
pline dealing with creating, capturing, and sustaining
value for both customers and firms (Dolan, 2000),
continual adaptation to the environment is key to
being successful. There are questions that managers
may consider during the marketing strategy formu-
lation process, with the help of a Maturity Model. In
such a context, how can an organization assess if its
marketing strategy is up to the task? Could managers
eventually assess the maturity of the firm’s marketing
strategy? Which should be the next desired stage?
What activities and initiatives should the company
pursue to evolve its marketing strategy? What is the
potential impact of the marketing strategy in driving
the firm’s results?

Effective use of such a tool might be beneficial to
deliver more impactful, intended, strategies through
a more robust process. With both praise and criti-
cism, maturity models exist and are a widely utilized
tool, along with a variety of managerial disciplines.
The maturity models initially appeared from quality
management and information systems disciplines.
These conceptual models are helpful to managers in
assessing the quality of a certain process or strategy
domain within the organization. They help deter-
mine gaps and capabilities needed to improve the
maturity in the field and increase quality via design
action plans.

As a marketing strategy professor at ESE Business
School in Chile and a consultant, I observed how
properly guided marketing strategy formulation

e

is beneficial to managers and for business results.
However, there is a gap in marketing management
textbooks and research, which are mostly focused
on describing a set of definitions and proper con-
ditions for marketing decisions, rather than hav-
ing discussions on the way managers should make
marketing decisions to improve the impact of those
strategies (Wierenga, 2011). After reviewing the rel-
evant contributions of CMM (Capability Maturity
Model), CMMI (Capability Maturity Model Inte-
gration), and BPMM (Business Process Maturity
Models) research, I propose an integrated Maturity
Model approach to assess the marketing strategy of
a firm. Such a model will help managers evaluate
if their marketing plans are grounded in a robust
formulation process, as well as assess if those plans
could allow for the delivery of a value proposition
that will make the firm more competitive.

Review of Research

Several investigations have been conducted into the
marketing strategy process, from strategic anteced-
ents to the firm’s way of doing business, to the impact
in business results. However, little progress has been
made in providing managers with effective, practical
tools for improving the marketing strategy formula-
tion process and the extent to which it can influence
business results. Figure 1 shows a conceptual scheme
with the different authors that, among a variety of
focus areas, contributed with significant research
and findings to the field of marketing strategy. (i.e.,

~

Marketing Strategy (MS) as a process of maximizing business performance
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Figure 1 - Summary of academic research in the marketing strategy field (developed by the author).
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Marketing strategy as a process of maximizing busi-
ness performance). The special focus of this research
is the MS formulation process and content pillars (in
light blue in Figure 1).

Marketing strategy encompasses the “what” strate-
gy decisions and actions and “how” strategy-mak-
ing and realization processes goals, concerning
a firm’s goals over a future time-period, and the
means through which it intends to achieve them
by selecting target markets and customers, identi-
tying required value propositions, and designing
and enacting integrated marketing programs to de-
velop, deliver, and communicate the value offerings
(Morgan et al., 2018). Adding to this perspective, it
is possible to distinguish between marketing strat-
egy “content”, which concerns the specific strategic
decisions and integrated tactical marketing program
decisions made, and marketing strategy “process’,
which involves the organizational mechanisms lead-
ing to these marketing strategy decisions and those
used to make and realize decisions regarding how
they are enacted (Morgan et al., 2018).

Marketing strategy making (MSM) is “a complex
set of activities, process-

activities (Whalen & Boush, 2014), with almost half
of internally generated deviations attributed to failed
implementation and planning errors intimately re-
lated to “marketing strategy” and “Marketing Man-
agement” processes and decisions. Moreover, post
plan improvisations derived from internal reasons
proved to be less successful than those derived from
external conditions. Therefore, increasing market-
ing formulation capabilities could be a driver for im-
proving business results, either related to delivering
better plans, or to executing better post plan impro-
visations.

Improving development and formulation capabili-
ties have been a matter of interest in non-marketing
disciplines. For example, after decades of analyzing
persistent deviations from planning activities, to
increase productivity and quality of processes, the
Software Engineering Institute developed a pro-
cess-maturity framework that would help developers
improve their software process (Paulk, M. C,, et al.,
1993). Years later, the SEI evolved the maturity frame-
work into the Capability Maturity Model (CMM),
this now known as the Capability Maturity Model

Integration (CMMI). The

es, and routines involved
in the design and execu-
tion of marketing plans”
(Menon et al., 1999). The
MSM process has seven
components:  situational
analysis, comprehensive-
ness, emphasis on mar-
keting assets and capa-
bilities, cross-functional

In a nutshell, immature processes,
strategies, or organizations, would
generally indicate the existence of
improvised practices and activities,
a reactive approach to business
context, and an overall compro-
mised quality of delivery.

concept of maturity stag-
es building on each other,
and therefore offering a
simple but effective tool
for analysis and measure-
ment, was introduced by
Phillip Crosby in 1979
(Wendler, 2012).

In a nutshell, immature
processes, strategies, or

integration, communi-
cation quality, consensus
commitment, and resource commitment. This pro-
cess is preceded by a set of antecedents, defined as
degree of centralization, degree of formalization,
and innovative culture. As a result, the MSM process
will deliver different outcomes in terms of creativity
of the strategy, organizational learning, and market
performance, all of which will be impacted by the
ability to control the effects of environmental turbu-
lence (Menon et al., 1999).

But marketing plans are not made to be followed
without a reasonable degree of adaptation and im-
provisation during the implementation stage. Com-
panies may intend a deliberate strategy, which will
possibly differ from the realized one, with both un-
realized and emerging strategic paths along the way
(Mintzberg, 1978). This has raised interest in under-
standing about why, how and to what effect firms
deviate from their intended marketing plans, and
then consequently fall into post plan improvisations
(Slotegraaf & Dickson, 2004).

The truth is that firms always face deviations be-
tween their marketing strategy and implementation

organizations, would
generally indicate the ex-
istence of improvised practices and activities, a re-
active approach to business context, and an overall
compromised quality of delivery. Meanwhile, mature
organizations possess an ample ability to manage
processes and increase quality delivery. An organi-
zation’s process maturity helps to predict a project’s
ability to meet its goal. As a result, the CMM practice
proposed a 5-stage model, ranging from Level 1 to
Level 5 of maturity (Paulk et al., 1993), to assess the
current situation of a firm. As Wendler (2012) indi-
cates, “the purpose of models dealing with maturity
is to outline the conditions when certain examined
objects reach the best (perfect) state for their intend-
ed purpose”.

During the last few decades, these conceptual mod-
els widened their original application to quality
management and the IT industry, to a variety of sec-
tors such as Government, Education, Project Man-
agement, Construction, Engineering, among others
(Wendler, 2012). However, no relevant develop-
ments rooted in this approach are found for the mar-
keting strategy formulation process and the content
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it aims to generate. To fill that gap, taking into ac-
count the developments brought by CMM, CMMI,
and BPMM research, and leveraging almost 20 years
of direct field observations from personal executive
experience, graduate education and consulting ac-
tivities in the field of marketing strategy throughout
Latin America, I propose an integrated Maturity
Model framework to assess the marketing strategy
of a firm through a bi-dimensional approach: 1) the
Process Maturity, and 2) the Competitive Maturity
(content).

Towards an integrated maékfating
strategy Maturity Mode

The proposed integrated marketing strategy Matu-
rity Model (MSMM) aims at assessing the quality
of the marketing strategy formulation process (the
“Process Maturity”) and its content (the “Competi-
tive Maturity”). It is intended to serve as an impact-
ful tool to the business problem raised initially, that
is, increasing the ability of managers to run a more
robust marketing strategy process as well as a more
productive one, thereby increasing the competitive
power of the value proposition delivered. When ap-
plied, the MSMM can serve as a diagnostic of where
the firm is standing in terms of its marketing strate-
gy in a bi-dimensional perspective. A proper self-as-
sessment will help managers to determine the right
improvement areas for their marketing strategy.

From a broader perspective, this framework might
be applied to any business context and industry, at
any given time. However, it would be ideal if imple-
mented at the beginning of any annual (or period-
ical) business planning process. As a tool designed
to improve the marketing strategy development, it
better serves the perspective of a business unit with-
in a firm (that is to say, a category of products or
services), rather than a corporate-wide approach
(that is to say, evaluating different business units,
altogether within a single firm). This assumes that
a business unit serves a particular set of customers,
within a particular business segment, with different
competitors, collaborators, and context in it.

To explain the model, I will first describe the assess-
ment proposed for the “Process Maturity”. After that,
I will review the propositions for the “Competitive
Maturity” assessment. Finally, I will introduce the
theoretical integration of both “Process” and “Com-
petitive” maturities, providing the bi-dimensional
approach of the marketing strategy Maturity Model.

Assessing marketing strategy Process
Maturity

The first dimension that any firm should aim to as-
sess and improve to deliver a robust marketing strat-
egy formulation process is Process Maturity. Rele-
vant elements for this dimension are found both in
definitions of the MSM process, Menon et al. (1999),

as well as in the common ground for process matu-
rity provided by CMMI developments.

From an MSM process standpoint, the elements that
a firm should evaluate are i) the existence of a de-
fined process, as well as ii) the adherence of the or-
ganization to that process. In doing so, factors such
as cross-functional integration, communication
quality, and consensus commitment (Menon et al.,
1999) could be evaluated. In addition, the company
should assess if, iii) the process delivers a plan that
is sufficient to achieve business goals (i.e., sufficien-
cy); iv) if the process delivers a plan that is coherent
with business capabilities (i.e., coherence), and v) if
the process delivers a plan that is relevant to market
needs (i.e., relevance).

Elementsiii to v could be a way to ponder factors pro-
posed by Menon et al., such as comprehensiveness,
with emphasis on marketing assets and capabilities,
and resource commitment. Using a maturity ques-
tionnaire (Appendix A) to judge marketing strategy
process maturity, managers would be able to identify
strengths and weaknesses in the process, by express-
ing their perceived agreement or disagreement to
different statements (Likert scale). The results of the
answers will add up to an average grading of the ma-
turity of the marketing strategy formulation process.
According to the CMM perspective, the assessment
of the previous elements could then be translated
into the typical 5-stage process maturity scale (Paulk
etal., 1993):

o Level I: Initial. The organization typically does
not provide a stable environment for develop-
ing a marketing strategy.

o Level 2: Repeatable. Policies for managing a
marketing strategy process are established, with
basic process-management discipline.

o Level 3: Defined. A typical marketing strategy
formulation process is well-defined, document-
ed and known across the organization.

o Level 4: Managed. The organization sets quan-
titative and qualitative goals for the process and
instruments it with well-defined and consistent
measurements.

o Level 5: Optimized. The entire organization is
focused on the continuous process improve-
ment of the marketing strategy.

In addition to gaining an understanding about the
current situation of the Process Maturity of market-
ing strategy formulation, firms may take advantage
from this self-assessment practice in identifying in
which of the 5 elements of marketing strategy pro-
cess they should focus on for improvement. This is
especially important to focus improvement need-
ed in the way of working. Improvement activities
should be prioritized in terms of their potential im-
pact on the process (time reductions, increased con-
sistency, better cross-functional collaboration), and
of their ease of being implemented (effort needed to
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implement those changes to the process).

As proposed in the original maturity model the-
ory applied to processes (either CMM, CMMI, or
BPMM), achieving higher levels of marketing strat-
egy Process Maturity would be incremental, and
will require a long-term commitment to process
improvement. However, as a marketing strategy is a
domain full of complexity, improving the quality of
the formulation process appears as a necessary, but
not sufficient condition to deliver better value prop-
ositions to customers.

Assessing marketing strategy Competi-
tive Maturity

The second and complementary dimension that
companies need to be interested in improving is
the Competitive Maturity of the marketing strategy.
Relevant elements of the decisions made during the
marketing strategy formulation were raised by Dolan
(2000), Slotegraaf & Dickson (2004), El-Ansary
(2006), and Morgan (2011, 2018), all of whom had
similar perspectives. For practical reasons, manag-
ers should consider Dolan’s conceptual scheme. This
scheme depicts the key decisions made during the
formulation of any marketing strategy. The frame-
work delivers its value in a simple but powerful way,
via logical sequence. It is useful for any company to

determine the elements of its marketing strategy, to
achieve its main goal: to create, capture, and sus-
tain value over time. Figure 2 describes the integral
framework proposed by Professor Robert Dolan:

As previously stated, one of the challenges with mar-
keting strategy literature is that it generally tends to
be descriptive, the same as Dolan’s framework it-
self. However, it is necessary to establish a common
ground in conceptual terms. For managers, it is im-
portant to speak the same language while assessing
the quality of decision-making at each level of the
marketing strategy. Taking this a step further would
involve assessing each of the decisions made in the
different ambits of the marketing strategy to place
the firm in a more competitive position. To do so, I
propose a second maturity questionnaire (Appendix
B) to judge marketing strategy decisions maturity,
based on a Likert scale, through which managers
would be able to identify strengths and weaknesses
in the decisions done at each of the 14 control ele-
ments suggested in Table 1:

The second maturity questionnaire will guide man-
agers in the assessment process through each of the
14 key control points, allowing their reflections on
the degree to which those elements are: i) defined;
ii) sufficient; iii) differentiated from the competition;
iv) innovative; or v) transforming the industry. The

Marketing Analysis (The 5 C’s) N
( Company } [ Customers ] ‘ Competition ] [ Collaborators [ Context ’
| /
_ )
4 ™
Market Target Market Produc.t and
Creatin Segmentation Selection Service
& Positioning
Value . l J/
Marketing Mix (The 4 P’s)
Product & Place/
L Promotion
Serwce Channels
Ca\;/)atrl:;ng { Prlcmg /
o
Sustaining [ Customer Customer
Value Acquisition Retention
Profits
Figure 2 - Robert J. Dolan’s (2000) conceptual scheme of marketing strategy decisions.
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Table 1 - Key control points to assess marketing strategy decisions (developed by the author)

Key strategic question

Competitive land-

How are we to compete?
scape

Key action
Analyze

Key control element

1 - Customers
2 - Competition
3 - Collaborators
4 - Context

Creating Value 1.0 w4 do we serve and what dowe ~ Promise 5 - Segmentation
promise to them? 6 - Targeting
7 - Positioning
Creating Value 2.0 14y do we deliver the promise Deliver 8 - Products and services
9 - Physical channels
10 - Digital channels
11 - Brand promotion
and communication
Capturing Value Do we capture all the possible Charge 12 - Pricing
value?
Sustaining Value How do we guide our customers Delight 13 - Customer

along their experience?

acquisition

14 - Customer
satisfaction

results of that self-assessment will translate the sec-
ond dimension of the marketing strategy maturity,
named Competitive Maturity. This second maturity
dimension is also evaluated from managers’ perspec-
tive on their agreement and disagreement with the
different statements, resulting in an average maturi-
ty for the marketing strategy Competitive Maturity.
Each stage will describe the competitive ability that
the firm has, according to the current state of the art,
as assessed by its management team. The proposed
maturity levels are described as follows:

o Level 1: Survive. The organization needs to
make profound definitions about its value
proposition through the marketing strategy.

e Level 2: Operate. The organization needs to
strengthen the definitions about its value prop-
osition through the marketing strategy.

o Level 3: Compete. The organization needs to
differentiate its value proposition through the
marketing strategy.

e Level 4: Win. The organization needs to
accelerate innovation in its value proposition
through the marketing strategy.

o Level 5: Transform. The organization is set to
transform its industry with a best-in-class value
proposition.

In addition to understanding the current position
in the Competitive Maturity scale, firms would
benefit from this self-assessment methodology by
identifying in which of the five ambits of marketing

strategy formulation they should focus their efforts,
and within each of them, into which of the 14 key
elements they should seek for improvement. This is
particularly relevant to the implementation of initia-
tives, which should be prioritized in terms of their
potential impact on business results (generally rev-
enue or profit), as well as in terms of their ease of
being implemented (resources needed).

The integrated marketing strategy Ma-
turity Model

Finally, after conducting the assessments in both di-
mensions, “Process” and “Competitive” Maturity, it
is time to integrate them into a bi-dimensional ap-
proach to form the proposed marketing strategy Ma-
turity Model. In essence, for a firm to boost its val-
ue proposition through a continuous improvement
process, it shall put its efforts towards two directions:
enhancing its marketing strategy formulation pro-
cess (the way the firm performs and orchestrates the
different activities to deliver marketing plans), and
its marketing strategy content (the decisions done,
as a “product” or “output” of the formulation pro-
cess). By increasing management capabilities in both
dimensions, is that a firm will set itself to outpace
the competition. Considering that both dimensions
provide a 5-stage evolution in maturity, a conceptual
scheme as the one shown in Figure 3 would be feasi-
ble to proposing a positional approach to improving
the maturity of marketing strategy:
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Figure 3 - Leveraging marketing strategy bi-dimensional maturity (developed by the author).

The logic behind CMM and subsequent theories re-
garding the quality of a process support the idea that
a better process would increase the ability to deliver
higher-quality outcomes. In this sense, Figure 3 pro-
vides a conceptual perspective regarding how a firm
would be able to evolve its value proposition along
the diagonal, from initial maturity quadrants at the
bottom left corner (process and content), to higher
maturity ones, at the top right corner of the matrix.
However, it might be possible to find several addi-
tional combinations that would typically fall into
what we could name a “zone of underperformance’,
and a “zone of overperformance”.

Underperformance, the first of those zones, is the
one in which any combination of Process-Compet-
itive Maturity has a greater maturity in the process
of formulating the marketing strategy than in the
competitive maturity of the intended strategy. In
this zone, companies might be focusing on accom-
plishing the process, rather than beating their com-
petitors on the creative strategies and their potential

to impact customers. Another possible explanation
for maturity assessments falling into the underper-
formance category is when the ability to bring in-
novative proposition to customers, or eventually
set transformative conditions to the game, is under
pressure. This is typical of highly competed business
sectors.

The overperformance zone, is the one in which any
combination of Process-Competitive Maturity has
greater maturity in terms of the competitiveness
of the marketing strategy, than the maturity of the
process behind that strategy formulation. This zone
might be related to firms where the entrepreneur-
ial drive and market focus are greater than the “bu-
reaucracy’ and process orientation. In addition,
this area might be a relatively common ground for
SBEs (Small Business Enterprises), where the lack
of abundant structures and the absence of process
rigor might be habitual. Finally, another situation
that could bring a firm to a position in the over-
performance zone is when the company belongs

Muma Business Review
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to a relatively immature business sector where the
rapid evolution of conditions will impose the pace
of growth over procedures. Most of the depicted
conditions would tend to be temporary and certain-
ly will be impacted by external conditions, such as
changes in customers’ behaviors, competitive efforts,
and context variations, among others. This explains
why a firm might not be able to sustain customers’
preferences in the long term, without a reasonable
sophistication of the marketing strategy formulation
process.

Also, a firm could assess that, for instance, being at a
Stage 3 in both dimensions (Process Maturity: “De-
fined” - Competitive Maturity: “Compete), is ade-
quate for their business situation. This is perfectly
acceptable, and the role of the management team is
to make those kinds of definitions. In other words,
this integrated maturity model is not intended to set
the goal of reaching a Stage 5 condition as a man-
date. Instead, it aims to provide management with a
structured, practical tool to assess business situation
and proper next moves. Knowing where your firm
stands in terms of its marketing strategy maturity
will represent, by far, a better starting point than be-
ing sightless, to make progress in the following strat-
egy formulation cycle.

Applying the MSMM in diff t
PP yllﬁusigess conté)lgts Hieren

In this section, I would like to walk the readers
through the application of the proposed integrat-
ed marketing strategy Maturity Model, in different
practical contexts, in Chile, South America. To do
so, I will explain two case studies in which I had the
chance to apply the model, as a business consultant.
In the first example, the MSMM was applied to big-
sized, public firm, a leading Cement and Concrete
company, during a process led by a consulting team
responsible for a marketing strategy formulation
diagnosis. The second example corresponds to a
small-sized, family-owned company, dedicated to
the distribution of airport security systems (such as
luggage scanners). Details of both case applications
follow in the next sections, maintaining anonymous
references to the companies involved.

Case study: a leading Cement and Con-
crete firm

During the summer of 2020, a leading Cement and
Concrete company based in Santiago, Chile, decid-
ed to proceed with management changes in their
concrete business. The owner of two brands in that
business segment was concerned about the value
proposition of its legacy brand, which had been los-
ing traction and impacted market shares for the last
18 months. The new management asked me to di-
agnose the current state of their marketing strategy.
After proposing a methodology to assess both the

marketing strategy process maturity and the com-
petitive maturity of the company, the project began.

In this case study, the method was applied by an ex-
pert team of three consultants. After gaining under-
standing through a set of different activities, such as
interviews with management and customers, analy-
sis of information, and field observations, the team
was able to fulfill the two maturity questionnaires
with their evaluations (same questionnaires as those
shown in Appendixes A and B). A series of discus-
sions were needed to calibrate perspectives, after
which the first marketing strategy Maturity Model
was ready to be delivered. Results were not a surprise
for the new management team of the firm.

On the Process Maturity side, several things were
in place. Now a property of a national group, this
leading player in the concrete business was previ-
ously owned by multinational cement companies,
with senior leaders in many functions, and a rela-
tively high degree of process orientation. Process-
es were defined, relatively known across functions,
and documented mostly every year, hand in hand
with the annual plan process. However, it was not
possible to observe mature practices in terms of set-
ting quantitative and qualitative goals for a higher
quality process, nor were we able to see continuous
improvement behaviors. Grey areas in terms of ac-
countability over the marketing strategy formula-
tion remain visible. Another sign of low maturity
was that the marketing department was mostly wor-
ried about brand communications, while the sales
department was probably the one receiving all the
impact of bad operational processes. To summarize,
the process achieved a lower-end Managed quad-
rant, with a maturity score of 3.2 out of 5. Both the
consulting team and the management team felt com-
fortable with this assessment.

Competitive Maturity was expected to be low con-
sidering the poor results of the last years. However,
the assessment proved the situation was even worse.
The teams were in a “standby’, inactive mode, basi-
cally convinced that concrete was nothing more than
a commodity. Thus, nothing else was to be done in
terms of gaining customers’ preference. This mood
was perceived across all functions: sales, operations,
logistics, and customer service. The story was carved
in stone: the market sets the price, the market asks
what it wants, and we just need to deliver what we
can, when we can, and how we can. This situation
was evident to the new management team, and their
concern about it was high. However, even though
concrete (as a product) was a commodity, the ready-
mix service wasn’t a commodity at all. Customers
expected high service levels, with almost no delays
in the delivery process, and close-to-zero quality is-
sues. In addition, customers had very different pro-
files, being able to be segmented to adapt the service
model. To summarize, the firms’ marketing strategy
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was meant only to Operate, needing urgent defini-
tions about the value proposition, in a highly com-
petitive, mature, and (self-inflicted) commoditized
market. The 1.6 out of 5 scores was, again, no sur-
prise to the management team.

The integrated MSMM was a before and after for
this company. Results of the assessment positioned
the company in the “Managed-Operate” quadrant
and provided the management team with a clear
perspective of what was happening: low impact on
creating a differentiating value proposition. The di-
agnosis then turned into a value proposition trans-
formation initiative supported by a process improve-
ment pillar and a marketing strategy content pillar.
The transformation effort was built upon a company
motto (“Breaking the mold”) and a set of strategic
initiatives was kicked off to define the new market-
ing strategy. Structural changes followed, to adapt
the organization to the newly defined customer seg-
ments. A new service model was defined, together
with the expected customer journey.

Several things happened in the next couple of years,
with several back-and-forth situations, both inter-
nally generated and emerged from the context tur-
bulence (social breakouts in Chile, global Covid-19
pandemic, higher inflation rates, price increases in
the global supply chain, constitutional reform, gov-
ernment shifts, among others). Despite the complex
landscape (territory of marketing strategy), the firm
managed to reposition its concrete business as ex-
pected, with both brands showing consistent growth
in the national market share charts since 2021.

Case study: a small-size, family-owned,
distribution firm

October 2022 was the right time for the general
manager and owner of a small-size, privately-owned,
airport security equipment distributor. Recently op-
erating as a spin-oft of its parent company, this dis-
tributor has been experiencing rapid growth during
the last four years. This can be mostly explained by
the (casual?) award of a national contract of three
long-term service agreements to supply new re-
gional airports with scanning devices. Despite this
growing trend, the owner of the company felt things
were not going to be easier in the future. After win-
ning the last national contract, and securing highly
profitable maintenance contracts, the company was
not able to win any new bids. The company faced
increased competition from Chinese suppliers.

As I served as a board member in this family hold-
ing, the general manager asked me to guide him
and his management team of three semi-senior ex-
ecutives through a diagnosis to develop a new mar-
keting strategy for the 2023-2024 period. This was
a good opportunity to implement the MSMM, in a
different business environment, and with a different
role when applying the methodology. In this case, I

proposed the team take a role as a moderator of their
business discussion. That discussion was based on
the MSMM as a self-assessment tool. After propos-
ing the methodology, the team of 4 executives (the
general manager, and his sales, marketing, and op-
erations heads) went through both the process and
competitive assessment questionnaires.

The first task during the process was to establish
common ground regarding marketing terminology.
As a moderator, I dedicated a 30-minute session to
calibrate the concepts and their intended meanings.
The focus was on the ambits and key elements of de-
cision-making in marketing strategy, as previously
shown in Table 1. An additional 30-minute session
was needed to explain the questionnaires and as-
sessment process to the participants. With that, the
team dove into the self-assessment process. For this
firm, a total of three half-day sessions were needed,
to make progress with their evaluations of both the
Process and Competitive Maturity of the marketing
strategy. The moderation of conversations between
them was also an important element that allowed us
to compare perspectives on the different dimensions
evaluated.

Regarding the Process Maturity, they all confirmed
it was low. Their optimism was met with disappoint-
ment when their assessment reinforced the view that
their “organization typically does not provide a sta-
ble environment for developing a marketing strat-
egy. As a matter of fact, in the last few years they
seldom recall having had a stable marketing strategy
formulation process. They scored a “generous” 1.2
out of 5 in their Process Maturity. This positioned
the firm in the lower border of the Repeatable stage.
This was more of an intrapreneurial strategy formu-
lation than an organizational, defined effort. That
was part of the reason for doing this consultancy
with them.

However, the perspective on their ability to compete
with their informal marketing strategy process was
different. This firm managed to represent one of the
leading global brands in the airport security equip-
ment industry, and by far the most renowned brand
in scanning equipment. This relationship began over
fifteen years ago when the founder of the family
holding met the CEO of the global firm at a busi-
ness fair in the U.S. But current competitive pres-
sures changed when a couple of Chinese suppliers
entered the market. Their winning of relevant con-
tracts was particularly tied to price. Although not
critical, warning bells began to sound. The firm’s ex-
ecutives concluded that it was time to seek a differ-
entiation edge. The executive team agreed to assess
their Competitive Maturity with a 3.2 grade out of
5, thereby positioning in the lower edge of the Win
quadrant. By integrating both Process and Compet-
itive Maturity, the team concluded that “it was time
to wake-up” and start putting some more “brain”
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Figure 4 - Applying the MSMM in two different business contexts.

and “muscles” to remain competitive and relevant.

Figure 4 serves as visual interpretation of both case
studies, previously discussed.

Discussion

Like the majority of CMMI and BPMM, the pro-
posed integrated MSMM is, above all, a practical
tool to guide managerial decision-making. When
I refer to the term “practical’} I intend to clearly
provide a set of logically structured guidelines that
help managers in assessing a business situation and,
hopefully, they will do something about it. In addi-
tion, as a business consultant, I am fully convinced
that the number one priority for graduate school ed-
ucators and business advisors is to nurture manage-
rial capabilities.

The proposed integrated MSMM aims to do so, as an
applicable contribution to the vast, complex, mar-

keting strategy domain. In this sense, this MSMM
has been provided to over 300 MBA students at ESE
Business School in Santiago, Chile. As the marketing
strategy professor, I can attest that the MSMM is the
capstone final project for the course. Course evalua-
tions show signs of satisfaction with the methodolo-
gy. Proof of this is the 93% top-two-boxes grading (6
and 7, on a grading scale of 1.0-7.0), and the average
grading of 6.8 out of 7 between 2020 and 2023. The
methodology has gone through various evolutions,
improvements, and refinements since. This is the
same period where the methodology was applied
to over 20 industry sectors (specifically, to the firms
where the MBA students were employed). The lat-
ter shows that, with some degree of guidance in the
process (mostly, explanations of the key marketing
strategy concepts, and the maturity questionnaires),
managers from any business environment might be
able to utilize the MSMM as a self-assessment tool.
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This is, from my perspective, a way to improve mar-
keting capabilities across the board.

Another relevant consideration for the application
of the proposed MSMM is the participation of rel-
evant decision-makers. In both examples shared,
either from an “observer” perspective (the case of
the Cement and Concrete firm), or from an “active”
perspective (the case of the self-assessment conduct-
ed by the distributor), the participation of managers
involved in the formulation of marketing strategy is
central to the success of the model implementation.
Furthermore, providing an adequate discussion at-
mosphere is a turning point for the confidence of
managers in adopting the tool.

However, maturity models in general have been
criticized because of their over-simplification of a
complex reality. Tarhan et al. (2016), make a clear
statement about this issue:

“Yet, despite the substantial number and
broadened scale of available models and the
promising accomplishments of using maturity
models in other domains, the use of business
process maturity models (BPMMs) has still
not gained widespread acceptance in prac-
tice or in research. There are only a hand-
ful of studies in the literature examining the
adoption of these models and their achieved
benefits. Furthermore, recent surveys report
a decline in the attention shown by industry
to certain maturity models. Researchers and
practitioners in this field indicate underlying
challenges, such as the scarcity of empirical
works confirming the validity and usefulness
of the models, limited extent of prescriptive
properties of the models impeding their appli-
cation, and the lack of a clear distinction be-
tween the maturity model and the assessment
model that is applied to evaluate the level of
maturity.”

This opens some challenges regarding the poten-
tial limitations of the proposed integrated MSMM.
Therefore, future steps on the confirmation of this
MSMM must be taken, particularly in the direction
of design-science research that helps in the refine-
ment and empirical validation of the artifacts pro-
posed in this paper. Furthermore, an empirical study
should be conducted in future research, in order to
confirm the validity and usefulness of the model, in
a broader business context. Finally, setting future di-
rection on this research, I consider relevant to high-
light what Wendler (2012) states:

“When new maturity models are developed,
it is normally not sufficient to construct them
in terms of content and structure. To ensure
their applicability and benefits, they have to
be tested, for instance, by proof of concept or

tests or evaluations may have influence on the
model again. This “logical” procedure is to be
found in the design science paradigm. In fact,
design-oriented research designs are often
used when maturity models are developed...”.

Conclusions

Marketing strategy is full of rugged landscapes,
where continual adaptation to the changing environ-
ment is key to remaining competitive. Companies
need to continually assess if their marketing strategy
is powerful enough. Knowing where a firm stands in
terms of the maturity of its marketing strategy for-
mulation process and competitive power (content),
might be a great starting point.

This task could be performed with the proposed
integrated marketing strategy Maturity Model
(MSMM). The MSMM helps firms across all indus-
tries assess the Process Maturity and Competitive
Maturity of their marketing strategy and sets the
path for improvements needed in either dimension.
By utilizing two self-assessment questionnaires, one
for Process Maturity and the other for Competitive
Maturity, managers can determine the position in
the two 5-stage models. After assessing the current
situation of the marketing strategy, executives will
be able to boost the value proposition of their firms
with better formulation processes and enhanced
content of their marketing decisions.

Maturity models exist and are a widely utilized
tool, along with a variety of managerial disciplines.
Emerging from quality management and IT func-
tions, these conceptual models are helpful to assess
the quality of a certain process or strategy domain
within the organization, determining gaps and ca-
pabilities needed to improve the maturity in the
field, and design action plans for increased quality.
Despite their ample use, there is a gap in the market-
ing strategy domain of such a tool. Taking advantage
of the sound contributions of CMM, CMMI, and
BPMM research, and after applying with successive
refinement in different managerial contexts, I con-
clude that the integrated Maturity Model approach
to assessing the marketing strategy of a firm is a con-
tribution that stands in the very intersection of rel-
evant methodologies and practical business impact.
Implementing the MSMM will help managers in
evaluating if their marketing strategies are cemented
in strong process foundations, as well as in assessing
if those plans will allow them to deliver a winning
value proposition to their customers.
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Appendix A: Marketing Strategy Process Maturity Questionnaire

Neith
5 Based on your experience and observations of marketing strategy formulation process at your firm, Totally Somehow .el e Somehow Totally
#Q Maturity element . . . disagree
please evaluate the follow ng statements: disagree disagree agree agree
nor agree

1 In my firm there is a defined marketing strategy formul ati on process 1 2 3 4 5

(i) Existence of a defined In my firm_ the marketing strategy formulation process follows a series of structured. repeatable stages or 1 5 3 4 5

process steps h

3 In my firm, the marketing strategy formul ation process takes a previously know period of time 1 2 3 4 5

4 In my firm, all business functions know about the marketing strate gy formul ati on process 1 2 3 4 5

5 In my firm. a high communication quality is observable during the marketing strategy formmlation process 1 2 3 4 5

6 (i) Organizati onzl In my firm_ a high degree of consensus commitment exists during the marketing strategy formul ation process 1 2 3 4 5

adherence to the process

7 In my firm, all business functions know activelv participate during the marketing strategy formulation 1 5 3 4 5

process. -

3 In my firm, a high cross-functional integrationis observed during the marketing strategy formulation 1 5 3 4 5

process -

9 In my firm_ the marketing strategy formul ation process is comprehensive enough to deliver business goals 1 2 3 4 5
(iii) Process sufficiency - . . . .

10 In my firm we leverage on existing marketing assets and capabilities during the marketing strategy 1 5 3 4 <

formul ati on process -

11 In my firm, the marketing strategy formulation process is coherent with our business capabilities 1 2 3 4 5

(iv) Process coherence X . X .

12 In my firm. resource commitment during the marketing strategy formul ation process guarantees coherence 1 5 3 4 5

with our capabilities B

13 In my firm_ resource commitment during the marketing strategy formmul ation process guarantees revelance 1 P 3 4 5

for market demands -

14 (v) Process relevance [ am fully satisfied with the firm's current marketing strategy formulation process 1 2 3 4 5

15 I consider that in my firm a successful marketing strategy formul ation process is conducted 1 2 3 4 5

Figure A1: Marketing Strategy Process Maturity Questionnaire
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Appendix B: Marketing Strategy Competitive Maturity Questionnaire

#Q  Key control element Based on your Expp:rien:e and observations of marketing strategy decisions at your firm, please 'l:nca]ly Sl?mehlm' ;:;l::: Somehow Totally
evaluate the following statements: disagree disagree agree agree
nor agree

1 Customers The firm understands what customers value in this business 1 2 3 4 5
2 Customers The firm studies the evolution of what customers value in this business 1 2 3 4 5
3 Customers The firm understands customers better than the competition 1 2 3 4 3
4 Competition The firm understands key competitors inthis business 1 2 3 4 5
5 Competition The firm studies the evolution of competitionin this business 1 2 3 4 5
6  Compefiion The firm anticipates effectively competitive actions 1 2 3 4 5
7 Collaborators The firm comts with key collaborators for its value proposition 1 2 3 4 3
8 Collaborators The firm's key collaborators understand their role on the firm's value proposition 1 2 3 4 5
9 Collaborators The firm holds a compefitive advantage due to the relationship withits key collaborators 1 2 3 4 5
10 Context The firm studies shifis in business context (i.e.. regulatory, technological, political, social) 1 2 3 4 5
11 Context The firm adapts effectively to shifts in business context 1 2 3 4 5
12 Context The firm adapts to shifts in business context better than the competition 1 2 3 4 5
13 Segmeniation The firm segments its customers 1 2 3 4 5
14  Segmentation The firmi's customer segmentati onis related to the way customers make purchasing decisions 1 2 3 4 3
15  Segmentation The firm adapts its offer to di fferent customer segments 1 2 3 4 5
16  Targeting The firm prioritizes its customer segments 1 2 3 4 5
17 Targeting The way the firm prioritizes customer segments is related to the value of those segments for the business 1 2 3 4 5
18 Targeting The way the firm prioritizes customer segments allows it to serve them better than the competition 1 2 3 4 3
19  Positioning The firm has a defined positioning for its target customers 1 2 3 4 5
20 Positioning The firm's positioning is valued by its customers 1 2 3 4 5
21 Positioning The firm's positioning allows the firm to differenciate from the competiton 1 2 3 4 5
22 Products - Services The firm's products - services sati sfy customer needs 1 2 3 4 3
23 Products - Services Customers prefer the firm's products - services over the competition's 1 2 3 4 5
24  Products - Services The firm anficipates the competition with innovationsin products - services 1 2 3 4 5
25  Physical channels The firm reaches customers through all physical channels thev use to buy 1 2 3 4 5
26  Physical channels The firm's go-to-market through physical channels is effective for business profitability 1 2 3 4 3
27  Physical channels The firm's go-to-market through physical channels allows it to differenciate from the competition 1 2 3 4 5
28  Digital channels The firm reaches customers through all digital channel s they use to buy 1 2 3 4 5
29  Digital channels The firm's go-to-market through di gital chamels is effective for business profitability 1 2 3 4 3
30 Digital channels The firm's go-to-market through digital chammels allows itto differenciate from the competition 1 2 3 4 3
31 Promofion & Commumication The firm directs promotional and commmmi cation activities to its target customers 1 2 3 4 5
32 Promotion & Commumication The firm's promeotional and communicato activities are valued by its customers 1 2 3 4 5
33 Promotion & Commumnication The firm differenciates fom the competition because ofits promotionzl and communication activities 1 2 3 4 5
34 Pridng The firm has a defined pricing strategy - policy 1 2 3 4 5
35 Pridng The firm's pricing strategy - policy considers its different customer segments 1 2 3 4 5
36 Pridng Customers are willing to pay more for the firm's offer than for the competition's 1 2 3 4 5
37  Customer acquisition The firm understands its customer’s decision journey 1 2 3 4 3
38 Customer acquisition The firm facilitates customer purchase decisions along the different stages intheir journey 1 2 3 4 5
39  Customer acquisition Customers prefer to buy the firm over the competition 1 2 3 4 5
40 Customer satisfacion The firm evaluates customers’ satisfaction 1 2 3 4 5
41 Customer satisfaction The firm take specific actions to improve customers' satisfacti on when needed 1 2 3 4 3
42 Customer satisfaction Customers would recommend the firm over the competifion 1 2 3 4 5

Figure B1: Marketing Strategy Competitive Maturity Questionnaire
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