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Introduction 

 
Leading transformational change can 

appear daunting.  Recent advances in 

change management methodology have 

improved tools to manage the people side of 

change.  We can also look at other 

disciplines as a model changing behaviors.  

This white paper addresses change 

management by leveraging traditional 

marketing models to change consumer 

behavior. This includes value propositions, 

customer loyalty models, market 

segmentation, branding, advertising and 

communication. 

 
 

Body 
 

Imagine for a moment that you are the Vice 

President of New Products for a consumer 

product company. As you sit in your office, 

you begin thinking about your upcoming 

product launch. Your top researchers tell 

you this is a product that could transform 

your business. Your job, however, is to 

make sure that the right consumers 

understand the need for the product, that 

they are motivated to try the product, and 

that they become repeat purchasers to 

make the product launch successful. 

Your compensation is based on this: making 

the new product successful and sustainable 

in the market. You are cautiously excited 

about how this product could positively 

impact the company. You pick up the phone, 

and call the Vice President of Marketing. 

The VP of Marketing tells you all is in order 

for the launch. Market research indicates 

that consumers will believe in the product’s 

benefits and be willing to pay for them. The 

product has been positioned as an 

extension to your current product line; it’s a 

natural fit, yet the product uniquely 

addresses new consumer needs, so the 

launch will make sense to your customers. 

Target markets have been identified, and 

coupons are ready to mail to induce these 

customers to give the new product a try. 

Ads have been developed, and advertising 

time has been purchased during times and 

on channels that your target consumers 

should be watching. The ads will launch just 

before the products hit the stores.  The 

coupons should be in consumers’ hands 

when the products land on the shelves. It 

has been a lot of work, but everything is in 

place to influence consumer behavior in 

support of a successful product launch. 

Now step back into your current job. How 

many times have you been asked to launch 

or deliver on an internal initiative (e.g., 

reorganization, cost cutting, process 

change, etc.)? How many times have you 

seen these initiatives fall short the 

anticipated value? Maybe the initiative 

started down the right track, but somehow 

got de-railed when other business came into 

play. Maybe it wasn’t clear to employees 

exactly what they needed to do. Maybe the 

change eventually took place, but the 

confusion created in the process decreased 

productivity to the point that you questioned 

the overall impact.   

You were asked to influence employee 

behavior in the same way that a consumer 

product company works to influence 

consumer behavior. There is one critical 

difference: the consumer product company 

has a variety of tools in its toolbox to make 

this happen. What’s more, these are proven 

tools that drive a consumer product market 

of roughly three trillion US dollars. Procter & 

Gamble (P&G) would not a launch a new 
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product without a thoughtfully conceived 

marketing plan to influence consumer 

behavior. Likewise, you can use the same 

proven tools to create an organizational 

change management plan to influence 

employee behavior to ensure a successful, 

sustainable change. 

 

What is your value proposition? 
 
Creating a value proposition is an essential 

part of business strategy. At its essence, the 

value to consumers is the benefit from a 

product less the cost associated with it 

(Value = Benefits - Cost). If a product 

doesn’t have a unique value proposition, it is 

not sustainable. 

For example, P&G’s Tide laundry detergent 

costs about 50 percent more than the 

average liquid detergent yet beats its closest 

competitor in market share by more than two 

to one. According to the market research 

firm SymphonyIRI Group, Tide is now a $1.7 

billion business representing more than 30 

percent of the liquid-detergent market.  How 

can P&G sustain this? 

Tide Original’s value proposition is that it is 

“specially- formulated to lift off dry stains 

with ease”. Consumers view the stain-

fighting benefits of Tide as greater than that 

of its competitors.  Because P&G increased 

the stain-lifting benefits to consumers, even 

at a higher price, the perceived value is 

higher than that of other detergents. 

Similarly, P&G launched Tide Coldwater 

with a value proposition that it cleans all 

clothes in cold water, allowing consumers to 

better clean delicate clothing and reduce 

energy costs. In this case, P&G increased 

benefits (environmentally-friendly, gentler on 

delicate clothes) and decreased costs 

(energy bills) to increase consumer value.  

These added benefits and decreased costs 

allow P&G to price Tide Coldwater at 23% 

over Tide Original (Exhibit 1). 

 

Exhibit 1 

 

 

How can you apply a unique value 

proposition to your change initiative? The 

“formula for change”, as stated by Kathie 

Dannemiller, is that a person’s 

dissatisfaction with the status quo, vision of 

what is possible and ability to take the first 

step must be greater than his/her resistance 

or “cost” related to the change. To put it 

another way, the benefits of the change 

must be greater than the costs, so that the 

individual takes action based on perceived 

value. Sound familiar? 

A Fortune 100 energy company made the 

strategic decision to move a large group of 

employees from California to Texas.  The 

costs were clear and high: uprooting the 

family, changing schools, selling/buying a 

house, moving to an unfamiliar place, etc. 
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The key to turning this into a successful 

value proposition was increasing the 

benefits to the employee.  

In this case, the lack of a state income tax, 

less expensive real estate and a strong 

employee network of “buddies” to help them 

acclimate. These benefits had to be clearly 

communicated to employees so they could 

include them in their personal value 

calculations and make successful changes. 

Sometimes there is not a positive value 

proposition for all employees impacted by a 

change. In this case, leaders should seek to 

lessen the gap between costs and benefits 

to minimize the disruption to the 

organization. During a layoff, for example, 

those employees losing their jobs will likely 

not perceive a positive change, despite the 

needs of the company. Leaders should still 

pull the cost/ benefit levers at their disposal 

to help all company employees to transition 

most effectively. 

 

Have you defined your customer 
loyalty model? 
 
The formula for change actually goes a bit 

further than the value proposition. It 

suggests that part of the cost is the effort to 

take the “first, concrete steps toward the 

vision”. Marketers deal with the same issues 

while building customer loyalty. To get a 

consumer to change his/her purchasing 

preference, a marketer has to induce trial: 

the consumer has to try the new product 

(Exhibit 2). 

For example, when P&G rolled out its “Tide 

To Go” line of stain erasers, it did not expect 

consumers to immediately purchase the 

$6.95 box of 16 erasers. It lowered the cost 

side of the value proposition by offering 

coupons and sample-sized boxes containing 

one eraser. After a good first experience, 

P&G hoped these trial users will become 

purchasers. After repeat positive 

experiences, it expected customers to 

become repeat purchasers and ultimately 

loyal customers of the new product line. 

How can you induce trial for your 

organization’s change? Technology 

initiatives often employ a “sandbox” 

approach to give users a safe environment 

in which to test the new system. Installing the 

new technology offline using test data, users 

can “play” with the new system and become 

acclimated to what it offers. It decreases the 

cost of trial by making sure that users 

experiencing the new system cannot do any 

damage to actual company data. Technology 

initiatives further the “purchase” process 

through hands-on training, allowing the users 

to continue to experience the system benefits. 

Assuming there is a positive value proposition, 

this continued use (trial and purchase) will 

ultimately lead to a loyal customer of the 

initiative. 

Exhibit 2 
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What is your market segmentation 
strategy? 
 
Consumer product companies do extensive 

market re- search to understand unique 

consumer segments and the product benefits 

important to them. Everyone wants their 

laundry detergent to give them clean clothes, 

but specific market segments value benefits 

differently. To optimize the associated value 

propositions, P&G creates different brands to 

meet the needs of unique consumer groups. 

P&G segments its markets based on 

cohort groups — groups of individuals with 

something in common. This common 

factor drives the purchase decision. 

For example, the primary cohort segment for 

Tide is new mothers. New mothers want high 

performance, and because Tide has a higher 

level of detergent its competitors, it uniquely 

meets the need they most value. In fact, P&G 

often provides Tide and Pampers coupons in 

the same offering. 

Alternatively, an important cohort segment for 

Gain is mothers with large families. The 

benefits important to this segment are value 

and long-lasting scent.  P&G has grown 

market share to 14% of the North American 

market by offering competitive pricing and 

scent-based line extensions. 

The same segmentation occurs when 

launching a trans- formational initiative in your 

business. Stakeholders are segmented into 

logical cohort groups. Their initial attitudes 

toward the initiative and the required behaviors 

needed for the initiative to be successful are 

documented. Optimizing the value propositions 

to these cohort groups is established. 

Targeted action plans are developed to 

change attitudes and behaviors prior to 

initiative launch.

In this stakeholder analysis example below 

(Exhibit 3), a company is launching a new 

financial system. The original assessment, the 

stakeholder’s position prior to any 

interventions, is recorded. The required 

behaviors are also recorded. 

The CEO and COO are completely bought-in 

to the initiative and just need continued 

reinforcement.  The CFO and CIO, however, 

need a lot more work to get them to the point 

of showing ownership of the initiative. The IT 

department doesn’t even know the initiative is 

about to occur.  Different actions/interventions 

would be employed for each targeted 

segment. To ensure a successful initiative, the 

company would optimize the value proposition 

to each segment, communicate effectively and 

manage proactively to achieve success. 

Exhibit 3 

 

What is your brand strategy? 
 
Perhaps one of the simplest definitions of a 

brand is also one of the best.  Marty 

Neumeier’s book, “The Brand Gap”, defines a 

brand as “a person’s gut feeling about a 

product, service, or organization.” It is the 

culmination of all of a consumer’s experiences 

with a product – good or bad. A product’s 

brand immediately communicates a product’s 

message at an emotional level and can be 

used as a vehicle to build loyalty with 

consumers. It embodies what a consumer 

expects the next time he/she buys a product – 

the brand promise. 
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Consumer product companies invest 

significant effort researching, defining and 

building their brands.  P&G uses several 

proprietary measurements to test consumer 

brand perceptions related to product, 

concept, price and value and make 

adjustments to maintain their brand 

promises. Notice that P&G is not measuring 

the effectiveness of its logo. A brand is 

much broader than a simple word or design. 

Corporate initiatives also have brands, 

whether intended or not. Suppose your 

company’s IT department is launching a major 

infrastructure project. The employees in your 

company have already “branded” the IT 

department based on past interactions. 

If past experiences were good, the IT 

department is going in with a strong brand, 

which will aid commitment to the project. If 

past experiences were bad, a lot of work must 

be done to start rebuilding the brand. 

 

How do you improve your brand? 

In his book, “The Greatness Guide: Powerful 

Secrets for Getting to World Class”, Robin J. 

Sharma writes, “What gets measured gets 

improved.” The same is true of your brand. 

In the same way P&G uses market research 

to determine brand image and purchase 

intent, a company must use employee 

research to continue building its brand. 

Examples include employee interviews, robust 

stakeholder analysis, change readiness 

assessments, communication effectiveness 

assessments and employee focus groups to 

gauge how effectively it is delivering on its 

intended brand promise. 

In addition, the company should consider its 

brand positioning. Positioning is defined as the 

process by which marketers create an image 

or identity in the minds of the target market for 

a product, brand or organization relative to 

others. 

P&G created a unique positioning when it 

launched Tide Pods in North America as a 

value option in response to sluggish Tide 

sales due to economic recession. In the same 

way, an organization should explore its brand 

positioning of itself and its initiatives to 

emphasize the incremental benefits delivered 

and build in “proof points” at employee touch 

points to measure the experience and ensure 

the brand promise is met. 

 

 
 
 
 
What is your advertising and 
communication strategy? 
 
Advertising is a mass-marketing approach 

and is certainly more expensive than other 

marketing methodologies. In 2012, P&G 

spent over $9.3B on advertising – roughly 

11% of revenues. Advertising methodology 

follows a pre-scribed approach based on the 

maturity and market share of the brand to 

ensure effectiveness (Exhibit 4). 

For a new product category, advertising must 

first make consumers aware of the category. 

When P&G launched Tide To Go, its first 

commercials illustrated how, when and why 
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to use the product (i.e., Stain removal pens 

remove stains without a washing machine). 

Later advertisements increasingly focused on 

the Tide name (i.e. Tide stain removal pens 

remove stains). Subsequent advertisements 

leveraged the Tide brand promise of high 

performance (i.e. Tide to Go removes 

stubborn stains). Finally, upon product 

maturity, advertising targeted specific 

segments (i.e., Tide to Go is essential for 

people who eat fast food on the go). 

An effective communication plan for a 

corporate initiative follows the same model. 

Initial communications should focus on 

building awareness of the initiative category. 

For example, a transformational change 

initiative should be launched with an executive 

introduction explaining, at a high level, why 

the company is embarking on the change.   

Subsequent communications should focus 

on building greater understanding of the 

specific benefits of the initiative. Two-way 

communication is most effective, providing 

a platform for clear questions and answers. 

Communication vehicles often include town 

hall meetings, supplemented with broadly 

distributed written messaging.  These 

communications should explain the benefits 

of the initiative to both the company and the 

employee base as a whole. 

Further communications should build buy-in 

with individual employee groups, 

specifically answering why the initiative is 

more important than other priorities, how 

the change will impact jobs, and how 

employees will be able to do what needs to 

be done. Per PROSCI’s research, 

employees want to hear these messages 

from their immediate supervisors. To 

ensure consistent messaging, change 

managers often mirror consumer product 

companies and produce “press kits” of 

emails, presentations and speaking points 

to relate the WIIFM of the change. 

Finally, after the initiative has been 

launched within the organization, 

communications should target individual 

employees, focusing on building 

accountability and managing resistance. 

Typical vehicles include adoption/ 

proficiency metric tracking scorecards, 

surveys and focus groups to achieve the 

benefits of the initiative and ensure 

sustainability. 

Exhibit 4 

 

 
Conclusion 

 
Change management focuses on changing 

employee behavior to achieve the desired 

results of a project or initiative.  Similarly, 

consumer product marketing uses classic 

tools to change consumer behavior.  As we 

think about leading transformational change, 

change management professionals can 

borrow a page from the consumer marketing 

playbook to ensure sustainable, long-term 

change using proven tools and templates. 
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