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WHITE PAPER

B y  C h r i s  H o y t

Hoy t  a nd Compa n y

The first time that The Hub ran a survey on 
shopper marketing was in March, 2006. 
At that time, approximately 160 people 
responded. Of these, more than 50 percent 

noted that their companies’ state of readiness to 
pursue shopper marketing was either ‘average’ or ‘not 
so good.’ Another 11 percent claimed ‘no interest.’

My, how times have changed! When The Hub, in 
collaboration with Jason Buschlen’s Shopper Insights 
and Marketing Group on LinkedIn, updated this 
survey in December, 2008, 247 people responded — an 
increase of 53 percent. Of these, 50 percent noted 
that their companies had been involved with shopper 
marketing for more than three years while another 34 
percent had jumped in within the last two years. 

More remarkable was the breadth and depth of 
participation: Procter & Gamble, Kimberly-Clark, 
ConAgra, Novartis, L’Oreal, Pepsico, Coca-Cola, 
Cadbury, Johnson & Johnson, S.C. Johnson, Bayer, 
Schering-Plough, Energizer, Nestle-Purina, Reckitt-
Benckiser, MARS Advertising, Saatchi X, TracyLocke, 
A.C. Nielsen, IRI, RPM Connect, Marketing Drive, 
Cannondale Associates, EMAK Worldwide, TNS, D.L. 
Ryan Companies, Carlson Marketing, Momentum 
Worldwide and Ogilvy Action, among others.

We believe the results from this survey are the 
most accurate representation to date of how the 
industry is approaching shopper marketing. So, how 
do the results of this survey differ and what are the 
key benchmarks that one might take away from this?

Reporting Relationships. Contrary to expectations, 
two-thirds of respondents note that their shopper-
marketing departments report either to Marketing (41 
percent) or to General Management (26 percent) — the 
latter on the same level as Marketing and Sales. Only 
24 percent report that their shopper-marketing 
departments report to Sales — a significant departure 
from three years ago, when 56 percent of shopper-
marketing departments reported to Sales (see chart one).

Along these lines, more and more companies 
appear to be understanding that shopper marketing is 

T-Minus Ten
A Hub benchmark 

study says the shopper-
marketing rocket ship  

is ready for liftoff. 

an extension of Marketing and not an extension of 
category management — and cannot be made to work 
effectively as an extension of category management. If 
we isolate the companies that have just “officially” gotten 
into shopper marketing over the past two years, 63 
percent have started out by structuring their shopper-
marketing departments to report either to Marketing 
or General Management — only 31 percent to Sales. 

Survey respondents whose shopper-marketing 
departments report to Sales report the lowest level of 
satisfaction with results versus those whose shopper-
marketing departments report either to Marketing or 
General Management. Only 38 percent of those whose 
shopper-marketing departments report to Sales cite 
“very good” or “excellent” results. This is compared 
to 48 percent for those whose shopper-marketing 
departments report to Marketing and 54 percent for 
those whose shopper-marketing departments report to 
General Management — a significant difference.

Departmental Staffing. Almost 50 percent 
report shopper-marketing departmental staffing of 
five people or fewer. Of these, more than 50 percent 
staff their departments either with people who have 
“predominantly” or “exclusively” brand marketing 
backgrounds — versus only seven percent who have 
shopper-marketing departments with no marketing 
people at all. Versus the averages, those who staff 
their shopper-marketing departments exclusively with 
brand-marketing people report significantly higher 
satisfaction levels with results than those who do not 
(60 percent versus 46 percent). 

Not surprisingly, more than 70 percent of start-ups 
staff their departments with five or fewer people. What 
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C h a r t  1 :  To whom or which function does your shopper-marketing department report?

 
	 Marketing 	 40.7%  
	 	

	 General  
	 Management	 25.9%  
 	 (on the same level  
as Sales or Marketing) 
			 

	 Sales	 24.3%
 
	 Other	 9.1%  	

is surprising, however, is that three or more years later, 
33 percent still have staffs of five people or fewer.

At the other end of the spectrum, 21 percent of 
respondents report shopper-marketing departments 
of 20 or more people. Contrary to what one might 
expect, only 36 percent of these companies are more 
than $10B in size. Apparently there is not much 
correlation between size of company and size of one’s 
shopper-marketing department.

Budgeting. Sixty-five percent of respondents 
report that they now fund their shopper-marketing 
initiatives with established budgets which shopper-
marketing department personnel (and others) can 
count on to develop long-term, account-specific 
shopper strategies and initiatives (the balance 
continues to fund opportunistically). In addition, 
as opposed to the caution exercised three years 
ago — when almost all shopper-marketing start-ups 
funded opportunistically — approximately 52 percent 
of those starting up within the past two years report 
starting with established budgets.

Predictably, those who fund opportunistically 
are at the bottom of the scale in terms of satisfaction 
with results. Unable to utilize the potential of shopper 
marketing because of a lack of predictable funding, 
almost 60 percent report “average,” “not so good” or 
“nothing different than before” in terms of success 
with shopper marketing. In contrast, more than 53 
percent of those who can rely on established budgets 
report either “very good” or “excellent” results.

Only 38 percent who do fund shopper-marketing 
initiatives via established budgets fund at three 
percent or less of their total marketing budgets. The 
majority of the balance currently fund at between 
four and six percent while a surprisingly high number 

(20 percent) have developed the confidence to fund at 
over 10 percent. Typically, this latter group has been 
involved in shopper marketing for five years or longer 
(58 percent) and, again, do not necessarily represent 
the largest companies.

The dominant criterion for measuring results 
for all respondents is R.O.I. (43 percent), followed 
by retailer category growth (34 percent), share 
gains (33 percent) and marketing mix analysis (26 
percent). Many, however, use a combination of the 
above to gain a balanced perspective. Only 10 percent 
confessed that they still do not do post-event analysis.

Scope of Activities. Almost 64 percent of 
respondents collaborate with up to six retailers in 
planning their shopper strategies and initiatives (the 
most frequently mentioned number is between four 
and six retailers). Another 24 percent collaborate with 
10 or more retailers, but this group is largely confined 
to those companies with five-plus years’ experience in 
shopper marketing or those whose budgets exceed 10 
percent of their total marketing budgets.

More important is the number of retailers for whom 
manufacturers do account- or shopper-specific research. 
This is because it is only on this basis that manufacturers 
can offer proprietary programs that help both parties 
differentiate in ways that are uniquely relevant to 
sponsoring brands and different shopper segments.

 Overall, 35 percent of respondents report doing 
customized research for up to three retailers, while 
another 32 percent report doing so for between four 
and six retailers, and another 20 percent for 10 or 
more retailers. These tend to be companies with 
relatively large and established budgets (35 percent) 
or companies with five or more years experience in 
shopper marketing (38 percent).
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C h a r t  2 :  What does your company or client view as the current biggest impediments  
to a successful best practice shopper-marketing program? (Check all that apply)

	 Insufficient training/ 
	 understanding across 	 51.4%  
	 all departments	 	

	 Lack of cross-functional  
	 integration	

42.9%
	

	 Insufficient funding	 41.3%
 
	 Poor/inconsistent  
	 retailer implementation	

35.6%

	 Lack of corporate 
(top management) commitment 	 34.8% 	

	 Incentives not aligned  
	 with SM objectives	 26.3%

 	 Ad hoc/inconsistent 
	 funding	 24.3% 	

	 Requires too much  
	 investment/change/behavior  
	 modification for the results	

19.8%
	

	 Agency doesn’t “get it”	 11.3% 	

	 We’re succeeding without it 	 8.1% 	

	 Other	  3.6%	

Impediments to Progress. Only 45 percent of 
respondents report that their companies have an 
integrated process in place for planning and executing 
shopper-marketing initiatives. Another 33 percent are 
currently developing a process, while 24 percent have 
no process in place whatsoever. As might be expected, 
50 percent of this last group consists of companies 
that have decided to support their shopper-marketing 
initiatives with ad hoc funding.

Fifty-three percent of companies whose shopper-
marketing departments report to Sales cite “sales 
not trained or incented to focus on equity-building 
pursuits” as the number-one impediment to success, 
followed by “no cross-functional integration with 
marketing” (40 percent) and “difficult to develop 
shopper insights that are meaningfully different 
from category-management insights” (38 percent) as 
number-three impediment.

In companies where shopper-marketing departments 

report to Marketing, the number-one impediment is 
“difficulty in long-range retailer strategic planning” (45 
percent), followed by “limited access to retail decision 
makers” (38 percent) and “lack of integration with 
customer business planning” (36 percent). 

Clearly, companies that have structured their 
shopper-marketing departments to report to either 
Sales or Marketing face a conundrum: As illustrated 
in chart two, “insufficient training/understanding 
across all departments” is now cited as the number-
one impediment to the success of shopper marketing 
in more than 50 percent of companies, followed by 
“lack of cross-functional integration” (43 percent). 

Apparently, companies that want to become truly 
great at shopper marketing may wish to put more 
emphasis on training their sales people to better 
understand the fundamentals of brand marketing and, 
conversely, training their marketing people to better 
understand how to approach and strategize with retailers.



JANUARY/FEBRUARY 2009  THE HUB

    

41

 

Chris Hoyt is president of Hoyt & 
Company, a Scottsdale, Arizona-based 
marketing/sales consulting and training 
organization that specializes in shopper 
marketing. Chris may be reached at 
(480) 513-0547 or at chrishoyt@
hoytnet.com. 

C h a r t  3 :  Based on current trends with your company or client, do you expect your shopper- 
marketing budgets to increase, decrease or remain the same over the next three years?

 
	 Increase 	 72.4%  
	 	

	Remain the same  
		

19.9%
	

	 Decrease	 6.9%
 
	 Other	  0.8%	

What constitutes “Excellence?” If we cull out 
the responses of those companies that consider their 
shopper-marketing progress to be “excellent,” we get 
some very different responses:

•	Sixty-eight percent have five-plus years of 
experience with shopper marketing — indicating 
that pure perseverance is one of the keys to success.

•	The dominant reporting relationship among these 
companies is to General Management (40 percent).

•	Thirty-three percent have shopper-marketing 
departments numbering 20 or more people, of 
which 68 percent are staffed exclusively with brand 
marketing people.

•	Seventy-two percent are funded via established 
budgets, of which 26 percent total 10 percent or 
more of total marketing budgets.

•	Twenty-nine percent collaborate with between 
one and three retailers; another 29 percent with 
between four and six retailers; and 25 percent with 
10 or more retailers.

•	Ninety-six percent cite “collaboration with key 
retailers on shopper understanding” as their key 
shopper-marketing activity (versus 70 percent for all 
respondents), while 38 percent of these cite this as 
their dominant shopper-marketing initiative (versus 
29 percent for everyone else).

As opposed to “insufficient training/understanding 
across all departments” cited as the number-one 
impediment by all respondents, companies that view 
themselves as “excellent” at shopper marketing cite 
“lack of cross-functional integration” and “insufficient 
funding” as their top concerns (both 44 percent).

To be “excellent” apparently does not require a lot 
of people. While 33 percent of these companies’ 
shopper-marketing departments do comprise 20 or more 
people, an equal number comprise five or fewer. 

As one respondent put it: “Shopper marketing is 
in everyone’s DNA. The whole company has by now 
gotten in the groove of understanding consumers as 
shoppers for communicating at retail as well as 
understanding consumers as segmented targets for 
communicating through DTC advertising. The function 
of our relatively small (five people) shopper-marketing 
department is now to identify opportunities and 
coordinate shopper-marketing initiatives throughout 
the organization, not — as it was at first — to attempt 
to manage from the middle-up or to beg for funds.”

Prognosis. With the Wall Street Journal reporting 
that 2008 “will go down as one of the worst holiday 
sales seasons on record” (12/26), and virtually all 
companies cutting back or in hiring freezes, one would 
expect this to extend to all aspects of one’s operation.

Not so shopper marketing. Despite “the worst 
economy since the Great Depression,” 72 percent of 
the companies responding to this survey expect their 
shopper-marketing budgets to increase over the next 
three years — a remarkable number given the present 
situation (chart three). 

In fact, this is not significantly different from the 
82 percent of companies that expected their shopper-
marketing budgets to increase in the first survey we 
did on this subject in March, 2006, when the economy 
was significantly better. And look what has happened 
since then. n


