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POINT OF VIEW | Chris Stamper (Rotman MBA ‘94), Former Chief Marketing Officer, TD Canada

Charting A New Path
for Your Organization:

The 4Ps

WHERE DO WE GO FROM HERE? That is the ques-
tion being asked by just about everyone, ev-
erywhere. With the onset of the COVID-19
pandemic, business priorities immediately
shifted from ‘how will we grow?’ to ‘how will
we survive?’

As our medical and government leaders have indicat-
ed, we will get through this extremely difficult period and
come out the other side. But there is little doubt that society
will be different. It already is, and as a result, it is incumbent
upon leaders to chart a new path.

Whether you work for a large corporation or a small
business, an NGO or a not-for-profit, new thinking and ap-
proaches are required. In this article I will present a frame-
work that can serve as a roadmap to prepare your business
for the other side of the curve. The 4Ps Framework consists
of four defining elements of a successful and sustainable
business model for surviving and growing in 2020 and be-
yond: Purpose, Presence, Personalization and Protection.
In this article I will take a closer look at each element.

ELEMENT 1: PURPOSE

Organizations with a strong sense of purpose have been
shown to be more than twice as likely to have above-aver-
age shareholder returns. Purpose has also been correlated
strongly with ten-year total shareholder return. And it has
never been more important that it is today. From corporate
social responsibility, hiring and compensation to product
design, development, manufacturing and marketing —
all are impacted and shaped by your core purpose. Who
you are and how you operate should permeate everything
you do.
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Purpose goes deeper than a Mission or Vision state-
ment. While both are important for articulating the goals of
an organization, your purpose is the core reason you exist.
Further, every stakeholder an organization does business
with must be aligned with your purpose. It is not enough
to have a CSR program yet have manufacturing process or
suppliers that are not in sync with that program. Make no
mistake: Integrity matters more than ever before.

KEY QUESTIONS:

- What does our organization stand for?

- What is most important to our customers?

- What is most important to our employees?

- How do we align what our customers want, what our
employees deliver and what our organization stands
for at a broader level?

- How are we driving an emotional connection with our
products and services?

ELEMENT 2: PRESENCE

Historically we have asked, How can we find more custom-
ers? But the future is about making sure customers can find
you. Presence, and in most instances, omnipresence is what
will differentiate successful companies from those that
don’t make it. Increasingly it will be paramount to know the
best avenue to reach your audience with the right message
at the right time. And connecting with your customers will
have to be done on their terms.

Presence also means having an integrated approach for
offline and online, traditional and non-traditional, bricks
and mortar, contact centre and digital. Establishing your
footing in these channels should be a mixture of strategy



and trial and error. Cost and barriers to entry will determine
how fast and how often.

Interacting with consumers on their terms, where they
want, means being active on many digital platforms. Digi-
tal is a lot more than display advertising. It also includes
search-engine marketing (SEM), search engine optimiza-
tion (SEO), video, livestream, augmented reality, podcasts,
voice interaction, chat, messaging, key social channels like
Facebook, LinkedIn, Instagram and Twitter and experi-
mental channels like TikTok.

Traditional media continues to deliver on customer in-
fluence, so TV, radio (yes, radio!) and streaming content will
be a key part of the mix to find your customers. Digital also
includes the ability to shop, purchase and interact directly
with your organization through the web, apps, and messag-
ing. Just like physical channels, your digital presence must
bring your brand to life and connect directly to your purpose.

Far too many organizations believe the answer is one or
the other — physical or digital. The truth is that they must
both evolve together in order to deliver the full consumer
experience. Seamless and frictionless interactions are es-
sential to make sure the offline and online worlds deliver on
customer expectations.

KEY QUESTIONS:

- What does our customer journey like?

+ What is the level of integration between our offline and
online processes?

- How do our multiple channels interact with each other
at each customer touchpoint?

- How do we ensure the purchase experience is built from
the customer-out?

- What is the experience for customers who move be-
tween different parts of our business?

ELEMENT 3: PERSONALIZATION

This has been called the era of Big Data, but the truth is,
we have more data than insights and considerable raw com-
puting power that we don’t or can’t leverage.

At the same time, it is becoming increasingly difficult
to put more messages in front of consumers, who are be-
ing overwhelmed by the sheer volume of communication.
This has led to ineffective strategies to target them and
aless than fulfilling experience for many.

Being relevant, meaningful, timely and transpar-
ent will be critical to reaching your customers effectively.
Studies show that as long as organizations use the data
they have to help customers in a meaningful way, people
are open to sharing data and it results in an enhanced
experience and a deeper relationship. Getting to the heart
of what the customer wants and delivering a product or
service that recognizes that is what sets great organiza-
tions apart.

The new personalization is a combination of two dis-
tinct but complimentary strategies:

‘THE WHAT". What is offered is influenced by a number of fac-
tors including customer level pricing; product customiza-
tion on a number of different design and manufacturing
features; behavioural segmentation and alternative distri-
bution strategies. The ‘what’ should address the individual
needs of each customer.

‘THE How’. How will you deliver a unique message about ‘the
what’ to the consumer? The how is about understanding
how consumers want, expect, and respond to messaging
about ‘the what’. Presence is what affords you the best op-
portunity to deliver ‘the what’ message to your customers
in a relevant way and through relevant channels.

KEY QUESTIONS:
- How are we leveraging data to drive better customer
insights?
- What makes each customer unique, and do we in turn
deliver uniqueness to them?
- How is our organization leveraging Al and machine
learning to drive deeper personalization?
- How can we integrate our data with data from other
sources to drive deeper personalization?
- What feedback mechanisms are in place to enhance
customer satisfaction?
As we harness the power of AI and machine learning, the
unique needs, preferences and experiences of each cus-
tomer will drive exponential growth in options and choices.
Personalization will be driven not just by your organization’s
data, but also by the data collected by others. Over time,
data aggregation and integration will drive even deeper per-
sonalization.
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Business continuity planning has always been a best practice,

but now it is a core competency.

ELEMENT 4: PROTECTION

The fourth and most critical element of the 4Ps Framework
is Protection, which consists of the safekeeping of your cli-
ents’ data, their well-being, their privacy and preferences,
and your reputation. Customers rate security and protec-
tion as the key elements in a business relationship. Yet data
breaches seem to happen every day. In 2019, almost 7.9
billion records — including credit card numbers, home ad-
dresses, phone numbers and other highly sensitive informa-
tion — were exposed through data breaches.

Organizations large and small need to make the safe-
keeping of their data a top priority. Historically, this involved
simple steps like backing-up data to an alternate storage ve-
hicle. Today, safekeeping includes cloud storage, archiving,
disaster-recovery planning and the shift to a model where
organizational data is continuously protected in real time
vs. a batch process or one-time duplication.

The rise of Al and machine learning makes this an even
greater imperative. What your organization does with the
data it collects, how it uses it, stores it and even sells it will
be a priority for customers who believe it is theirs to control.
Customers want data transparency and access: They want
to know what you have and how you plan to use it, and they
want a say in this. As a result, organizations will have to play
a greater role in educating their customers about policies
and programs that leverage data.

Finally, as the pandemic has demonstrated, organiza-
tions need to place the physical protection of their employ-
ees and customers at the heart of their business. Customer
and employee business-continuity planning has always
been a best practice for the best organizations, but now it is
a core competency. Those with robust business-continuity
plans will be able to pivot and adjust to changing business
realities. This is about more than physical well-being. It
means being truly there for your employees and customers
through the good times and the bad.

120 / Rotman Management Fall 2020

KEY QUESTIONS:

- What do we do with the data we collect and how do we
keep it safe?

- What customer and employee access permissions do
we have in place?

- Are we prepared for a data breach?

- Is data and customer protection a Board-level priority
for us?

- What is the extent of our customer and employee busi-
ness continuity planning?

If you can answer these questions confidently, protection
underlies your business model — which bodes well for you.
If you can’t, prioritizing the protection of your business and
customer information should become your top priority.

In closing

As a business leader, focusing on the integration of these
four critical factors — Purpose, Presence, Personalization
and Protection — will ensure that your business grows well
beyond 2020. While all four elements are critical, if you fail
to Protect your customers, Purpose, Presence and Personal-
ization will not matter.

Every organization and every leader needs to prepare
for a new normal. Looking back to remember where you
have come from and what you have learned, combined
with a new approach based on the 4Ps, will accomplish two
things: It will help to determine the path forward for your
organization and it will set it apart. RM
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