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The Need for Change

.-‘\d\w'tisinl.) :~'|)('n(linu has dmpl)('d (‘|r.mmlim|]v in the past few years, lc;’u]iuu media

companies are not waiting for a market recovery but are managing to grow by nl]um\'
creative solutions to their clients. In his recent book “Media 1\’&1].’!"(‘]]1“11 Lever winw
Content for Profitable Growth (Springer Publishing, New York, 2003) Andrej V l/|.1L
reveals the state-of-the-art practices of media companies. One of them is Media

Account Management - a direct link between publishers and advertisers.

The advertising market is facing saturation 3 lu' > pered ol vears. Novertheless, anly a few sev U past as 2 chanee 10 Sl TIeW

problems. Since it is no dtictent

prowth, For exarnple, in Germany the advertising market even con- insiphts to eradicate thes 1
tractest recentdy, with the economi aycle being blamed as the key te simply wait for an economic pi k-l:jt-, the incusery should instead

reason lor the poar situation encountered b medla Lumpanies. understand this tuening of the tide as an uppartunity for reoovery,

Howenver, they can orpanise themsehes In new ways ta affer shelr the mentioned lethargy of many media onmpantes and the existinge
L A | L

chicats preater value and to hoost advertising spereding, M can apportimities lor boosting advertiaing spend £ heyordt avelical b

vesolve thew poor interacton with media apercivs, position them- riees are mirrored o the results of a survey anons 48 maor
; &

sehocs directly with their main clients and offe cross-media solu Crermany modia ¢ COMPAnies, ¢ ondiocted b AL Kearney in ¢ O-OpLrd-

tions. As s 0o Figure 1 these i"”"‘ s were hidden -!hllxu{‘lh- tion with the University of Fichstite ll':;j.v-f--‘..: 1

Ixram vears but bacame more visible during th ‘-'xnul ul recession.

Boom vears hide fundamental problems Dropping ad-turnovers show the real problems
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* Despite knowing their weaknesses, mast of the interviewed com-
Taday, Inoa recovering marker medis companies are taking the panies still do not set un their knowledpe. theredore thei poten
chance and proactnvely changing. They can na lonper sbhere o the tlal remaing untappedd.

old practiges, o vIng the o cawnme Cycle as the anly drivi "W fara

behind media spending and theeefore boping for o sell acting * Companed to these, lead ng-vdpe media companies are preparing
rocavery of l-!'.x'r'.‘si?l:;'_ '-['v'.'llfi:’u_*_ far the rocovery and are alve Ay altracting ¢ than their fair

Internal probless contributad w the pear sitwation Faood by many share of advertising spending. Win nirg media companies an
micrlia Companivs in the past, The .|—-'-;| in 1..['.:'1%»..;' shocked using the reocssion to finally o xpkoit the full potential of all their
media companices wha bl been luday 10 motd theses arohlems for media assets, no fonver :"-'l'-'i“‘-',“ v the decentmalised, olten e

|



ordinated and fragrmented approach of making individual affers.
The are arganising sistainable incrcases in thew shane ol adver-
tising spending, rapidly improving their attractiveness to adverts-
ers. Sucoesstul Modia Account Management allows thern o offi-
vicntly and effectively tannet customers with co-ordinated and
rlient-tailared markesing solutions
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The need for change is chvions. Large adverticess like feod produc-
ers, teleconm operators or car manufxcturers require fell service
salutions, induding creative content development swhich Is multi-
plied seross different media, These solutions can anly ke offered by
mexhia companies directly which arganise themsehes to meet the
new reguiremnents ol their dients. This reay onganisation can be alse
called *Media Acconnt Management’ 45 it builds on kiy acount
management principles successfully practioed in other industries.

The advantage of Media Account
Management

Key Account Manaperment (KAM) 35 a key success Letor for many
businesses. Many publications and studies paint aut the cutstand-
ing importance ol Key Account Mansgement for commercial sue-
cess andd it seems that in the media business this statement has eaen
praater application

The survey reveals that the five bigaest advertising clients of 2 media
company penerate onoaerage 26 peroent of it total advertising
ternover, representing one percent of the total numbers af ous-
tomers (457 accounts per company on average) These figures indi-
cate the autstarcling importance of major accounts ared the need to
deal with them s a special way, Therelore, it is oo surprise tat 15
percent realised the importance of Kev Accaunt Maragement for
their companivs and cvwen 66 percent of them plan mose invest-
ments in Key Account Management than in editaral resanrees,

Nevertheless, when analysing media companies in more detail sig-
nilicant shortcomings in most of tean are seon revealed. Mo of
them exploit their Key Account Manageawent inadequately
Kawowing twse probless, leleading German media companies were
asked ahaut their Key Acconnt Management - with an astonishing
result. More than hall of them (52 percent) realised that maoy
implementation fssues are oot addressed properly: potential
remaing urderused; market treds and emironmental Biceors are
consldeved only half-heartadly. Olen two cruciel basics of profes-
sional key account care are lacking: efficency and effectiveness, It is
surprising that only a few companies already exploit the full paten-
tial of their Key Account Management, keeping n mind that simple
easures can create enormous Jevers arnd pave the way to eptimised
Media Account Management {see Figure 110,
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Improving customer relationships
Commumicanon is oruclal for Inprovig custoiner n‘hlmnxllipu.
Knowing customers' aveds, bundling this information and report-
Ingat In an aggvepated way 1o top manageosent are the basics of suc-
cess. This calls for appropriate statfing. Media  Account
Management js o full-time job which Jas 1o be done by specialists.
Nevertheless, almast half of the interviewed managers {46 percent)
declanad tat key sccount managers in their companies do not
exclusively attend o their key accounts. Taking the broad rangs of
vanagecial and asalytical skills inte account as well as the knowl-
edge desmands, incliding protoand markes and praduct kneswledge,
Media Account Managenent should ret be pectarmed i additon
to another job. Leading-edge companics know that the less of qual.
ity ina service encaunter directly affects bath customer satisfaction
andd layalty A competent ard tralned contact, especially wich major
avcounts, is a prevequisite for a lasting relationship. That is why
leading-cdpe companies bogan 1o improve and expand human
resonrces invalved in thesr soount management.

T addition to the insafliient stafling of key account managess, dra-
matic omissions are revealed in client orentaton. An absolute pre-
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||_'-_||.i~.|lv for COsTOMer-centge communic ¢ of cus-

tomers' needds. Nevertheless, 48 prrcens ¢

wery fitth res

espondents see some

urgeocy an this topic, adent even doclared tha the
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the customer At fiest sight, these |

ament in place completely misses the s ol
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es seem a paradox: Koy

Acoount Managerment, a client-driven business, does not meet the

dients' peeds. Yet, compivical data support these resalts ina dramat-
woway: 91,5 percent of the intervicwed companies consldes emo-
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s o tradisional husiness velationships
Allllllll'.ml Inr.-n. uf Kev Account :'k!»lll.lul'll’-.'l'l Loen ”l-xll_l'_l‘ I I-;'l-
cent of the interviewal elients are na longer interestedd in this type

of clieat manapement.

Example

snal tivs are still regardod a5 o key success factor in the media

business. This Is underpinned by a key aunt manager from 4

German pablishing house who sald that media companies are

torced to otfer expenslve events tar their major accounts, e, lour
days on Rhodes for all major advertising partners, Inctuding their

famtlies

They prefer to see vesonrees being tied wp in a professional Key

Acconnt and Custoreer Belationship Manapemens, targeting ot

nunication and koo e bases.

ik 2 bl

Example

he ellors of media companies, trying to build an emotional tie ta

the ad-client, are totally missing the needs of their customess. This
is o striking vesult of expert interviews with the leading nopre-

sentatives of international companics. A inter natieanl operating

COUDLeE Even shvsss

d this hy saying: s a basic principle we do

not accept any pifts ar invitations ard send them back on a regular
basis. 1o aur surprise this does nos result in happy recions.”

Ac i resnlt, it bs essential to theew miscunceptions sbout clients®
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Acconunt Management by dasely focusing an communication

i better client orientation in Key

Apant from move professional contact with the advertising conpa-
I

apencies are the dominant parteer lor interacton lor most intee-

s the contact with media apencies should alse be improved. Media

viewed camnanies. e benelits for both ollent [econamies of scale,

n'l]'»;ilgvu v ol media |||.'|rmil'u_' autsounrn i.'lL{ e ) and oMLY sicdes

(professiomalism, broml customer-range, tead-anticipation ete)
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netes. D mason for this s sarely seen in

are unispated. Still, most media companies Lok key accoun

strategies for mexlia 2

the problematic mnage of media agenrcies: 41 peroent ol the nter-
viewed media companies see them as the most critl al channel.
Mare than ball the respordents even mentioned the darninance

of maodia Agrn ies as Iving at the crux of the matter and being the



starting point of 1 viciaus ek that leads to falling advertising
OIS,

Too break up the market strocture, slmast hall of the Intervicwed
companivs sock the reintegration ol services in their own compa:
mies, but only 8 percent had already realised thic and no mone than
20 perent see upportunities for reintegration in the fuwure. Far
miost intervicwed companies, media agencies will vemain the dormi-
mant players, offering better conditions, and therefore the market
strnceure will persise,

Nesvertheless, deep analyses reveal that the dominance of medse

caompanics is nat the problem, it is rather the paor co- ation of
pa | I opeT

medla companies and agencies. Onver latl of the imerviewed com-
panies declared media agencics as their major interaction partner,
but only 20 percent attend 1o them through specilic Xey Account

Management. Az the pml)lcms even hamemade? One indication of

this s that leading-odge companics that interact i g proper way
with media agencies dn ot see problems i the relationship in 85
percent of coms. Sl the systematic intecplay between different
medias as well as between all playees s the market is In many com-
ganics ot yet in sight, These shorteomings should be undenstood

Nevertheless, 57 pereent of the interviewed companics do not align
the standhardisation level with clustered customer sepments. By
making the client contact elicient and mewsurable, Jeading-ulge
companies also recognised the need to delfine chear responsibilities
andd roles in their efforts 1o measare, contre! arml improve the per-
formance of key account managers.

Measurements ard incentives are aligned with bath short- and long-
teent company shjectives. [n doing Uiis itss nat enough w measure
perfarmance by pure quantitative indicators, as might be the case
for sales people, but woreflect the reguired skill-ses ol key account
managess by alsn intraducing qualiative factovs. Fuen | these
insights soured perbaps trivial, only leding companies realised the
need for endified cantact maragement and Incentlve sutems Lo
control the dient contact and 1o Jever the pesformance of account
managers, 0 percent of the interviewerd companies sl s o
need for making their Key Account Management measurable and
therctore they do not have sultable nsseaments in place, leading o
a purely qualitative approach of Kev Acoount Management.

Key Account Management is a hot topic in the
as an impesus bor vethinking contace with medla agencics. Mada

agendies have 1o be finitely tnated aceording to their impartance,
I many areas “one without the ather” Is v longer pessible, They
are the most impartant buyers of ad-space for mast media compa-

media business, l)ul when it comes to 1mp|v
menting the ideas behind Media
Management many shortcomings become obwi-

Account

wies, Due to their special noeds and intensts the pure transbor of

existing Kev Sccount Managemsent to mexdia agencies is clearly not
cnougl, Jnstead, agency-specific avedia account strategies must be
implemented, contact persons trained and harriers  gradually

reduod

The simple target must be to professonalise contacts with all dient
groups. T achicve this, ald mindsets muss he retheught, misoon-
cepticns must be admitted, oz this, a suitable sXill set of the work
force must be ensured. Resides pure technical and spocialised
kowwledpe, hewristic and social intellipence are increasingly impor
tant, To tean them Is challenging and time-consuming but this
empowerment bl human resources is essential to ensure preater
COnpeTitiveness,

Streamlined co-ordination

In realising the importance of Media Account Maragement and
ensuring effective protessional conteet with all customer groups,
greater efficiency must be realised through codified chent zcquisi-
tion processes &5 well as institutional contect oumagement and
incentive syustems.

Caliliesh client avquisivon prooesses make the costomer contact
transparent and  quantifiable, transforming it inte something
measurable and controllable. Here, it 3s important not to oves-exag-
gerate the standardsation level and to ind the halinee between per-
sonalised  contacts

and  streamlined  interaction  processes.

ous In most vompanivs.

However, some bess practices alse show that the realisation ol
underused potential involves no witcheralt ansd that very often sim.
ple means are canugh 1o hiing about enonmsus leverage,

Soit s ot so mmch the lack of weans or suitable stratogies, 1t is
maore the lack of implementing the potential of Media Account
Management that 15 missing, The predominant misinterpretations
in general and the company’s situation in particolar often hamper
the transfornation from simple Koy Account Mamagensent w pru-
found Media Account Manapemene.

Innovative format production

Heoweey, bn the current economie environment use ol the men-
doned kaers 15 insufficient. Sucoessful Media Acconnt Management
should alse target product developrment. Leading-edge companies
enlarpe their customer knawdedge through improved customer onn-
tact Lo sonwe digree, which enables them 1o proactively develap new
praducts and walue propesitians tor the ad-client,

Today, most formats ane c.\'dusiw:ly focusest an the end consumer.
The target groups of advertising costomers anc mainly not consid-
cred in Use stape of format or content development. The reeds of

hoth customer gronps anc only connected when advertising space is
okl to ad-cients,



Honsever, sinoe ad-clients are not marketing 10 all end media for-
mat consurners, but only 1o their target groups, they are only will-
ing 10 pay for custamer contact within thelr target group.
Therefare, simple product orentation and optimisation merely o
boast cop sabes Fall short of realising the Tl potential of advertis.
ing. The multiple financing of media companies favours solution-
thinking and an integrative approach o all customes groups

This simple Insight cantains incredible powntial. The solution-
focused approach offers empuwerment oppostimities and sherefon:
value propasitions for media companies: solutions are the exclusne
tervitory of media companics; agencics remain outsiclers. Lwen
though for legal and ethical reasons this approach is arguabile, AT
Kearney developed the first ideas on how ot might transform into
neaw products free Figore 1Y)
Grade o ntegration
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Content ads and special ads

By intedinking content and commuercials in content wls the desipn
of the commercial, respoctively the entire campasge, 15 aligned w
the Lvaut of thee format, wherchy content and commerdial informa.
tion s blended in the consumer™s eyes. In the simphest way the wl
las the same layout as the format. A higher integration level i
reached by processing the ad bike an editorial format, meaning the
connection of commercial and editacial information. So a repart
abaut Houte 66 could be mixed with cnmmercial information
alvaat vew matorcycles. An example of commercial suooess in this
context is Condé Nast By merging content and commercials in
high-gluss products, the publishing house includes the sdvertiser
within the scape of the format. Therchy, the medium is consumed
more Nuently, ad-messages expand easily into the reader’s sulvon-
seions and the brand recognition is leveraged, Al this directly Jeads

:  Grade ol NGRS
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IF ‘pure ks’ and ‘media-integrated ads” are more ar less daminat.
ed by onadlin agencies then, becanse ad-space can Iy baoked nele-
pendently from media companics, media agencies are losing poswer
the more the ad becomes an integrated part of the format The
increased interlocking has caused the dependency of format- and
ad-desipn and theretore the increasing importance of the format
producer: the media company:

Three generic ways of integrating the ad-client in the media com-
pany’s value chain should be distinguishad and disopssed - foontent
ads’, *special ads” and ‘shaved format production”.

Content Ad

Shared Format

Special Ad Production

ta better consumner treatment and therefore to an increased willing-
ness 1o pay on the wd chent's side.

Duc to ethical and constmer concerns, there ane some potential
limits of this appraach for some media types. 10 might be usabke for
lifestyle amd product information, but news and educational content
ws presentedd in newspapers erc. must be exduded sinee otherwise
the journalist's duty aml therefore the educational task would e
endangered. Doe to the potential conflict with the ethical world of
journalism, many ggressively deninciate this strategy for all medias
in the public, but at the same time half of the interviewad compa-



nies hald it as a suitable option in mind (0 TV business over 80
pereent), This hidden desire is ot surprising at all, given the strat-
e's achantages,

With this in mind, it would be wrang to rethink this strategy for all
kinds of media. Used in a resporsible way far selectod media, it can
leverage the atvactiveness for ad-clients, while obeying media laws,

Other popular types of interlocking content and commencials aze
prochuct plicement andd aponsuring, which are subsuned as *special
ads’. Here, al-clieats are directly integrated into the format o=
duction as well as the design since the style can be influenced by the
ad-client. Good examples are modern blockbusters, e James
Bond and Men in Black 11,

Shared format production

By integrating the ad-client mito the value chain cavlier the clieant
sctively participates in format preduction, The philosophy undery-
ing the shared foemat production is 2 radical rethinking of uld starsd-
ardds. Flence, this strategy must be applicd with care. The education-
al task and the jowrnallst’s duty are not te be cadangered.
Nevertheleas, in some media segments it might be tazpet-ariented
tw design the praduct not exclusively far the constner, but in co-
aperation with the sb et and therefore based on its individual
needs. The media company has the knowledge about its consumers,
the recipients, whereas the ad-client kivows the message il the
target group. Keeplig this and the opmion of 63 percent of the
industry that image spillovers between the parties do exist in i,
a symbiotic production of the farmat might just be the next logical
step. Through shared format production, the Bt between advertis-
ing and format i improved, leading to higher hit rates as well a5 2
greater willingness to pay according to 75 percent of the inter-
viewed companics, The results are CMPOWLEICNL OppoTtUnities vis-
#-vis media agencies and competitors,

Apart from these dircot advantapes, indirect surplus value is coeat-
ed. At Hest Bush, this strategy will destroy consumers’ willingness
e buy the produce but, when anzlysed in more detail, it can even
serve consumers. By sharing format production, ad-clients also
share their consumer knowledpe with media cotpanics enabling
them 1o create a pradoct that better fits with readers’ needs,
Further additional income streams are geacrated, securing the
financing of bigh quality lormats in times of declining advertising
turmavers. The inter-company flaw of information alss paves the
way o better customer urdentanding and ta the "transparent’ cus-
tomer, delivering advantages ta ad-client and imedia company sides.
Thraugh the philasophy of shared format praduction the swarcness
of shaved knowledpe bases is expanded and a win-win-situation is
created: customer knovledge means success.

S what has to be done? Fiest of all. old ideas ahout fornnat produc

tion must be re-thaught 1o some arcas ol the media husiness, This
racical re-orientation definitely cannat be achicved overnight
because enurmous resistance to this change, which & aluking the
foundations of the media business, is likely, But in order to create
sustainable competitive advantages, ighting for the chinge i called
far, which means talking to people and convinwing them that change
i ecessary far surviving i these challenging fimes. For motivating
people quick wins and poals must be communicated, the process
miust be male transparent. To this end, the escalation model illus-
trated abone {iee Figore 1V offers approaches with defined mile-
stanes, whick aim at lproved xd-client integration.

Second, the proccss, communication and system architecture of
medis companivs must be redesigned . In Faee, this means the inter-
linking of Key Account and Custamer Relationship Management
(CRM) tools. Knowdedge of the custoner base (CRM) enables the
media company 10 co-operate and ta theretore co-desipn a product
optimised ta the tanget gronp with the xd - client (KAM), Clearly this
appraach is risky and not all measures work for wvery dormat but,
aligned in 2 respansible way, the potential for many formats may be
ennrmons!

The concept is simple « the winners will be those able to
cxecule

The sty alvows that oot everything in the media business is as bad
as it initially seems. The warket is picking up and vverything indi-
cates stable growth in the future, Nevertheless, it o Jongey makes
sense to bank an the forecasts.

Media Account Mmmgcm(-m across all media
oflerings, knowing the consumer scements and
(= - L
muphasising the advertisers' consumer seg-
ments is what lcading companies are l.mshing
tor. Relatively simple strategies and instru-
ments  are  sulficient to  raise ;1dvcrtising
NComes.

The difficulty; howeser, fies in the execution. Orpanisational baunda.
vics must be broken dawn within profit centres, divisions aul
throughant the corporation. Media companies must design and
excoute an overall stratepe for their esain abertising customsers,
moving bevond the individual interest of spevilic titles or formars,
miking customer segment infornation aailable at the ke wdvertis-
er acoaunt level, therely professienalising the approach w and ser-
vicw for advertisers. Knowing the clients” customers, media compi-
nies must apply this krowledge to realise sonl value propasitions.
Dr, Andrej Vizjak, Ve Sendens of 1T Kearsey i,
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