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Is the Customer In Your
Boardroom?

The business strategies of most companies in
India are marked by the supply-sided tunnel
vision of the market and obsessively
competitor-centred approaches,

Customner in the Boardroom? highlights
the need for companies to embed
customer centricity into the heart of
their business strategy development
process if they are to continue to grow
profitably and secure their future.

Rama Bijapurkar presents a compelling
treatise on how to develop business
strategy around the world of

customers rather than the world of
competitors. She draws a sharp
distinction between the ‘market =
industry size' and the 'market =
customers with needs' bases for
developing business strategy.

The book proposes Customer-Based
Business Strategy (CBBS), a luad and
simple framework for the successful
assimilation of customer centricity

in business strategy.

The framework provides a blueprint for
defining and choosing market
segments, developing rivalry
propositions, creating value delivery
systems, reading markets and gaining
customer insight, reading macro
trends, strengthening strategy
foundation analyses, removing
organizabional roadblocks and more.
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Prologue

India Inc. Needs a Strategy Makeover

India Inc, since 1991, has operated wath the implicit logie that i

you expand supphy and manage operations skilfully, you are sure

to win', As is evident from revenue and profit growths over the
past decade and a half, this logic has served it well,

Consumption growth rose steadily year on year, riding on
the back of significant increases in household income as a
result of overall economic growth, Consequently, and
understandably, the demand side of business did not occupy
a prominent place in business-strategy development for India
Inc. The strategic focus has almost entirely been to build an
efficient and scalable supply machine that could make the
maximum hay while the sun shone. OF course, over the past
two decades, there have been several anxious moments when
I:l‘.,:l'l'l:i‘ll'l'l'_] b.h['!lq l!l'l:,'{,'l.ll'l",:l::l l::ll.IL'. (R} I:.:'I\I'Iu"il'lf“'lﬁll'.:'lmllﬂl Fill_lf ll:_'l'{E.’ o1
misplaced bets on which part of the market would grow
Fi!ﬁll:.:'l'-l_]l'bi!l'l o TI.II'HL l_']i!.".ﬁ T nlﬁﬂﬁ--('l'l'. II'I_Iﬁ-L .||kl.,'. iT'I 1_.|'H._'. nlid_-
19905, letiing enthusiasm about the so-called Grear Indian
Middle Class overshadow  the data. However, they caused
l:'IT'II:'|' 1_¢,:I'|'|FI':IT:]T} I:,.I_.F::-{_"I :ll.'l:ll'-‘lfl'l't E‘Illd Tt |;§|F.1_1r'|g d'ﬁﬁ]‘i!gl’.‘:. f\lﬁ'l'jl,
they were more than amply made up for in subsequent years.

Consequendy, India Inc, learnt (o operate in owo modes
and to switch seamlessly between them: {fjexpanding supply
L] E:Ti!b a5 I'I"II.I{,'I"I ll':l'ri-]‘irlf.: 0T TEYVCTILILE g'l'f?“'ﬂ"l as Fl:'l""\i-ﬁl.l:lll'.: i“
pood years and ()euring costs in bad years to boost bottom
line or profit growth, while getting leaner and fitter for the
good years o come. The general senoiment on classical




XVl

business-market  stratepy  Issucs like compeove
I,'_]‘ifFl'.":Ti.,'.f'll].Hli[]'l"l E:II'Il:i F."I_'I'E:I'I_EE_'\I"iL' I'I"Ii“'l'.'[.!'l I:_'Iii'l'il:_'[_'.ﬂ I"I::IR bL'.L'.II: “\I-Il}'
waste time on navel gazing and existental angst? Just keep
moving forward.” Compentive advantage was seen o come
from running faster and getting to more destinations far
ahecad of compettors. Making market or busincss scgment
LII'II_"'LI'..,, WS SO0 4as PII‘[[IIIH 'I_I'I'II'IL.{,L..".F.'.AT} bl’.!l‘ﬂ'f..ﬂ' £l H’Il!l‘-.'l."l.l'l.
Why choose what kind of fish you want when there 15 a
mmulmous ode that 15 sweeping in all kinds of fish nwo a
‘one size fits all’ net?

Market strategy, a key clement of business strategy, has
been understood to be synonymous with aggression, no r.h bt
:_]ﬂﬂ_r'l b}' | 1'L"L'|'I1_.|qu--ng::l"..'|rt|"l LU :I'I"T'.I'IFTI'I'Hr|L||I ".'H.]I_]..‘ll‘ll! M1 ILmHTL,
which did not provide any extra muldples for better-quality
market share or differennated marker posiions. As a resulg,
what has passed for market stratepy, which 15 about de-
termining what game the business as a whole should play
1_]'“.,'. l'[l'ﬂrll":r.":l ﬁT'If_:l 1|.'|.r.|"| :. 1L dﬂﬁﬂ,:'l'\'f._“i 1 kﬁfirl LT 'Iflthl:.:'l'."., CAan bL:Fﬂl I__:ll'.":
described variously as ‘Land Grab’, *Carpet Bomb®, *Sales
Force’ (pun intended), Star Trek’ and ‘Brand Voodoo Magic’,

.ﬁr'lr.l [_';r"'!b ‘i‘:u H.I:H'HI‘I_ L:I'E‘IbbillL.l a5 I.'[IE-III_'l' ']rld b I'I"II.I{,'I"I ‘H'I'-
privileged assets as you can in the hope that they will
automatcally translate into a business stream over tome-
physical property, air routes, retail space in upcoming malls,
prime real estare tor branch locations, ete. We have now
leamnt that it can result in dangerously leveraging the business
and irrationally berming on uninterrupted growth. Should the
growth engine stall even a lietle bit, or if the amassed assets
turn out to be not as valuable as expected for some reason,
then the business can get i serous trouble.
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Resolving the Tyranny of 'OR!

¢ arc often told by pracusing managers that they

totally apree with our CBBS approach, but ... And

there 15 always the 1],':_-5, but. Most of the arpuments
principally centre on what C. k. Prahalad called “the ryranny
of OR'. Should a company pursue an 'out-side-in' strategy,
chase atter new opportunities, and run the risk of not having
enough capability to deliver? OR should it be pragmatic and
Fm{:ll.'.r'll 'i!T'II;l 1].T'|F.:i{_:|l.,'.-|:'||_]|_1l :].F'I']I‘il'lg I':I'I'I]} FI':IT tl"ll:'lﬂ'. UIHTI‘:'L'.L
opportunities which it already has the capabilines o delver?
Should it be leading the customer OR should it be customer
led? Should it pursue profitability, OR should it pursue
customer dehght, gven that one uwsually comes ac the
L:'IPE:'ITS{'. l:'I'F ll'“._: I::I‘I_.l'H.,'.r:-'hI

All the arguments and concerns that they raise have merit; so
we thought we must end this book with a discussion on
some of them,

Bitocal Vision
To help pracusing managers deal with 'the tyranny of OR” we
offer the concept of bifocal vision, which is best illustrated in
Figure 10.1.

Bifocal vision requires that outside oppormunites be
weighed against inside capabilines-and capability o acquire
and build new capabilines 15 a big capability too-and the

COMMOon space between the two i the 14.:|'riln1'} we are
sugresung thar strategy focuses on.
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We want to ;:nnph;atin_-;;ll_-,- state that the CBBS way 15 1ot about
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We have also lud out in derall, m the context of the discussions
on how o compere’, the whole discipline and approach
1'|'|'E'Iﬁ|_?|b]}' {,Tﬂ,ﬂli'l'lg CLISH FI'.lI'L'.T-rI{,'.I'I_'L'.‘i".'LE-I'_] '-.'H]LI.‘.,'.. wrl'.": .I"IH'I.'I'.": I;l'iﬁl:_'l,lﬁ‘ﬁ{f_:l
howr companies must design innovatve value delivery systems and
value packages in order o profimbly debver o a 'challenge cost’
{which is the maximum amount that the customer 15 willing to pay],
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Rama Bijapurkar’s book comes right at the time when one was
recondiled to think that there was no thought leader in India who

was thinking of putting the customer at the core of the strategic
exercise. Rama's book mixes anecdote, theory and practice in a
way that will be found immensely useful by every business leader
who needs fo make the customer central to business strategy.
--K.V. Kamath
Chairman, ICICI Bank and Chairman, Infosys Ltd

Rama is a tireless and brilliant advocate for embedding custorner
insight into business strategy. This book is a great blend of her
experience in strategy consulting and feaching.
--Anand Mahindra
Vice Chairman and Managing Director,
Mahindra & Mahindra Ltd

This is a book on strategy with a refreshing perspective that
makes customer-based business strategy pradical and doable,

not just desirable. It propases a framework for how to make
customers the centrepiece of business sirateqgy, business plans
and business metrics. It looks at strategy from a demand
perspective rather than a supply perspedtive and makes the point
that customers are too important to be left to the marketing and
sales people alone!
--Vinita Bali
Managing Director, Britannia Industries Ltd
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