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Executive Summary
The HVAC market is going through multiple changes that will influence our businesses in many aspects. Most importantly, a fast consolidation of companies, meaning fewer and bigger suppliers in the future. In addition many customers are looking for suppliers providing a full range of HVAC products to be combined in systems, and need suppliers that can offer support from beginning to end of projects.
Now we need to enter the next phase of our transformation journey, by regrouping our resources and competencies, and further differentiate from competition.
Marketing department has a key role on this phase and the main purpose of this report is to provide information on how, after we evaluate and explain its role and activities, can we create a marketing strategy that will support the key elements of our Group’s strategy. As marketing has changed dramatically in the last decades we will identify the role of our marketing department in our organisational structure, our key target markets with our routes to the market and customer segmentation, our appropriate media channels but also how we measure our success. We have the infrastructure and the resources to move our marketing department forward and our marketing team has the experience to support any changes and enhance its strategic involvement.




Recommendations 
Recommendation 1
Customer Value Marketing. As a B2B business this becomes critical in the upcoming years. Although that we have already started having communication with several departments in the company, additional actions has to be considered:
· Marketing team along HR has to share visions and goals of the top management team.
· Communication between departments by using a liaison 
· Cross functional training will increase brand awareness internally
· Multifunctional launch team will create better communication between departments but also will share values and goals
Recommendation 2
Digital Communication Channels. We are in digital era so it is a no brainer to invest in technology that will improve our communication both with our employees (Internal Integration) but also with our customers (External Integration). Giving to our customer an interactive platform that supports their day to day operation will create a bond of loyalty to the brand. The main barrier would be the usual resistance to change something that marketing department along HR has to communicate in our employees.
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1. [bookmark: _Hlk5568364]Introduction
Swegon has successfully transformed from a niche Nordic ventilation company to a European indoor climate company approaching SEK 6 billion sales.
Now we need to enter the next phase of our transformation journey, by regrouping our resources and competencies, and further differentiate from competition. The key elements of our strategy are:
· Deliver a superior customer experience providing support, competence and tools to make daily business easy.
· Position Swegon as the company providing indoor environmental quality.
· Enabling complete system solutions for ventilation, heating and cooling. This is a vital component to address our customers in the future.
· Building strongholds in selected European markets where we have extensive presence, and enough of size, resources and high demand potential.
Customer Value Marketing is where a B2B business like Swegon has to focus in the future in order to achieve the above elements. 
And this is not something that only Marketing Department has to deliver, because during the last 20 years marketing is not just a function in an organisation. It has a broader role with processes and sets of values that every business person has to implement and be a member of them. According to Greyser (1997) “marketing becomes everybody’s job, which potentially diffuses the marketing function’s role but increase marketing’s influence”. 


2. [bookmark: _Hlk14453752]Marketing Department in the Organisational Structure
In our Group, Marketing is one of the key departments and that’s the reason that our Marketing and Communication Director reports directly to our CEO. Marketing Director is a member of our top management team and our marketing department has strong relationships with all of our executives and heads of business units.  
Figure 1 Swegon Organogram
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In the previous years that we were expanding in various markets, we were using a Geographically-focused organisational structure. Having presence in several markets (Europe, Asia and North America), there was a need of having smaller marketing teams in order to identify our regional requirements. Most of our teams had great communication and having customers’ preferences in mind gave us the opportunity to deliver a superior customer experience. We recently changed the location and structure from silos to more connected, by building interfaces within the organisation to partners like purchasing and finance from a procurement perspective, to HR from an internal communications and employer branding perspective, with product management/engineering for product development and documentation, and then key partners in sales for helping to deploy campaign material. This is a strategic element and we have to integrate it in our business strategy in order to be pioneers in our sector.
But in order to follow our new strategy and fulfil its elements we need to enrich our current model into a customer journey-focused organisational structure. We need to combine our product and geography focus with customer’s journey. We have to keep focusing in areas such as product development and identify/cover regional needs but also deliver a superior customer experience providing support, competence and tools to make customer’s journey as pleasant as possible. As per Davis (2018) “a business cannot optimise the customer experience without organising activities around the customer journey.” 
In order to achieve this customer-centricity we need to:
· Start listening our customers. O2’s director of customer experience, Sandra Fazackerley, argues that “businesses need to start by listening carefully to their customers to understand what customer-centricity actually means to them. Through having conversations with customers, you can really begin to understand their challenges and how to address their pain points. Once you have created the meaning, you then need to embed the definition and ethos within the organisation.” (Hosea. 2018)
· Meet Brand objectives. We have to make both our customers and employees aware of Swegon’s purpose, which is a company that provides indoor environmental quality. We have then to identify what is our customers’ problems and try to eliminate their pain.
· Driving Collaboration. As we mentioned before our Marketing department collaborates with most of our company’s departments and reports directly to our CEO. So, as we can see in Figure 2, we do not follow what we should and we have to change this in order to achieve a customer-centric approach.  
Figure 2 Marketing Collaboration

[image: Future Marketing Organisation](Hosea. 2018)


We need to spend more time asking the questions to our customers and stop assuming and planning for something that they will probably need. As Heather Smith, LV describes it better “Rather than planning in a vacuum and imagining what customers think, it is about asking them in the moment. It gives you a regular pulse with your customers, a regular touchpoint, more regular conversations on the day-to-day things around your business.” (Hosea. 2018)
[bookmark: _Hlk14453810]
3. Key Target Markets

During the last decade and in order to expand further in European Market we made some selective acquisitions in order to target specific markets of interest with high demand potential. Having strong presence and resources on those markets provides us with the opportunity to clearly define our target audience. Our key target markets remain Mechanical and Electrical Contractors and Consulting offices. In order to re-define our target market we have to either start or be more focused in the following:
· Try to understand the problem and not the solution: As per Leboff (2016) “The starting point in defining the target market for your proposition is to understand the problems that you solve. Once you have a good idea what these are, you can start to work out who is most likely to suffer from these problems.” Most of our competitors are focused on the solution that they provide not the customer’s problem that they solve and this can differentiate us.

· Current Clientele: We already use Net Promoter Score for our customer base. Net promoter score (NPS) can range from -100% to +100%. A positive score means we have more promoters than detractors. NPS is commonly used in industries because it is correlated to profitably and growth (which customer satisfaction may not be) and also because it is easy to measure. But we have to dig deeper into our customer base and try to identify why they buy from us, if they have any common interests and focus to our key accounts that bring most of our growth into the business.

Figure 3 NPS Customer Approach
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· Niche Marketing: We have already check out our competitors so we know the markets that they are after. Most of our key competitors are multinational companies that cannot provide build to order units and they cannot also provide turn key solutions. We have already entered Data Centre’s and Marine markets, having great gross margins and growth. As per Leboff (2016) “the question you must have an answer to is: Why am I uniquely placed to solve the problem? If you are unable to answer the question, you either have the wrong target market or the wrong offering. In this case, more work will need to be done before you start targeting your potential customers.” Answering that we have already entered Data Centre’s and Marine markets, having great gross margins and growth.

[image: ]Figure 4 Competitors/Expertise Approach

· Company expertise: Swegon is the company that provides indoor environmental quality by enabling complete system solutions for ventilation, heating and cooling. This is a vital component to address our customers in the future.


a. Routes to Market
Our key target market is Mechanical and Electrical Contractors and Consulting offices. Our primary routes to market are shown in Figure 5.




Figure 5 Primary Routes to Market
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We focus on our key target markets (Specifiers and Contractors), but we have the opportunity for a tactical focus into other target groups (End Users and Specialists) and some Opportunistic approaches into Architects and Data Centres. This is a strategic decision to focus in our Core business but also to re-define our target markets and investigate for further opportunities in niche markets.
b. [bookmark: _Hlk14454062]Customer Segmentation
We have already positioned our customers according to how open are they for supplier cooperation and what kind of solution do they need for their project and we have chosen the Ambitious Solution Makers to be our core target segment (Figure 6). We focus on helping him/her create the optimal solution through up-to-date products, smart solutions and being there to contribute. And this is our communication platform, to win the ambitious solution maker. We know our customers need more than just great indoor climate technology. They want a wide range of options and the possibility of a complete system solution. And, most importantly, they want a partner that shares responsibility and makes projects flow smoothly. 
[bookmark: _GoBack]We’re with our customers every step of the way towards a solution that works as planned. A solution that lets people make the most of their time indoors, while also caring for the environment.  “We make every breath count”

[image: ]Figure 6 Customer Segmentation


4. Selection of Appropriate Media Channels
We used to have a mix of traditional and digital marketing channels for more than a decade. Our main media channels are: 
· Website: Having invested in our company’s website with SEO give us excellent search results in most of our target markets. We created new content that boosted our position for most key words in HVAC sector. Even for new business units and products that were placed way below in search engines we succeed on having them into the first three results. This is an ongoing project in order to retain our current position.
· Blog: Our content is enriched and supports both our communication with our market but also our website’s rating. Our articles are not selling our solutions but are mainly informative and support our sector.
· HVAC Academy: Having an academy that provides knowledge seminars with the latest developments of our business sector, creates long term relationships and trust with our market.
· CPD’s : Regular campaign and CPD packages with educational themes for sales visits in key accounts. This is one of the most valuable channel at the moment because we have the opportunity to present our products and solution, to educate the market but most important to listen and have valuable feedback from it.
· Trade Exhibitions: We heavily invest in exhibitions to promote our products. We participate in almost every country in Europe and North America most of them for our core business and key target markets.
· Magazines: We advertise our products and services into the main HVAC Magazines in Europe and North America. This is a focused advertisement that reaches most of MEP Contractors and Consulting offices.
Although that we are currently using a mix of traditional and digital marketing we have to focus primarily in the digital channels.
5. Measuring Success
There are many ways to measure marketing campaigns effectiveness but one of the most important is sales and revenue created. Working closely with our Finance department we need to provide ROI for any of our marketing campaigns. So, our net results should come in the form of sales and this measurement is available in the immediate future. 
Lead generation is another measurement that we follow. Trade exhibitions and CPDs are the ones that would create leads for our sales department. Following up this contacts is vital in order to transform them into sales. Working closely with our sales team has proven that lead generation is one of their favourite marketing outcome.
Extending marketing share either in existing markets or by penetrating new ones, is critical for the business because it will either create new sales (quantitative data) or will support future strategic actions (qualitative data). 
Brand development is also another measurement that we take under consideration and we subcategorise it into:
· Brand Awareness
· Brand Equity 
· Brand Image
· Brand Loyalty
· Brand Preference 
As we can see our overall target is based on sales because most of the other measurement are not always easy to measure in the immediate future.
Conclusion 
Our marketing department has evolved during the last decade, and was always ahead of our organisation’s needs. Once again tries to implement all the necessary activities in order to fulfil our organisation’s overall strategy. By trying to eliminate structure from silos and building interfaces within the organisation to partners, can develop collaboration between all levels and departments. Equally they have to start collaborating more with customers in order to achieve a customer-centric approach.
Key target markets remain the same but we have the know how and the resources to identify niche markets and focus in our customer segmentation.
The selection of appropriate media channels has improved the last year, having great results but we need to invest more in digital marketing in the future.
Measuring the effectiveness of our marketing campaigns has provided us with both qualitative and quantitative data and we are able to measure most of our campaign and action in the immediate future.
Our marketing team is one of the leading teams compared with our competitors and it follows and supports our group’s overall strategy. However there is space for improvement but also we have to re-design our marketing strategy for the digital era.



Recommendations 
Recommendation 1
Customer Value Marketing. As a B2B business this becomes critical in the upcoming years. That was a trend for a decade but now is more needed than ever. According to Mahajan (2016) “It is easier to copy products and systems than to change mind-sets and culture. Therefore, for long term success, mind-set and culture are important and lasting. These, along with systems create great experience and value.” Given that, although that we have already started having communication with several departments in the company, additional actions has to be considered:
· Marketing team along HR has to share visions and goals of the top management team.
· Communication between departments by using a liaison 
· Cross functional training will increase brand awareness internally
· Multifunctional launch team will create better communication between departments but also will share values and goals
We have already the resources and the experience to start these actions as we did it in the past, with collaboration and multifunctional teams that dealt with Brexit Scenarios and GDPR.


Recommendation 2
Digital Communication Channels. We are in digital era so it is a no brainer to invest in technology that will improve our communication both with our employees (Internal Integration) but also with our customers (External Integration). We have already started using our intranet to keep all staff informed and motivated about any new developments. We have to follow this approach to our customers, giving them the opportunity to move along various stages of the buying process. Our team has made fantastic job in social media and online advertisement and this is the next step to our journey. Giving to our customer an interactive platform that supports their day to day operation will create a bond of loyalty to the brand. The main barrier would be the usual resistance to change something that marketing department along HR has to communicate in our employees.
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