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Outside-in marketing is a powerful driver of superior firm performance, especially for firms in dynamic, com-
petitive markets. The use and application of outside-in marketing has flourished in the past four decades, but
research that synthesizes and extends understanding of this approach is missing, such that extant literature
remains fragmented and scarce. This paper aims to deliver a theoretically grounded, managerially relevant
framework to guide outside-in marketing research and business practices. Specifically, it offers an integrative

conceptualization of outside-in marketing, examines its evolution over the past four decades, and provides
business cases that depict how organizations have implemented outside-in marketing. On the basis of a com-
prehensive analysis of research domains pertinent to outside-in marketing, combined with business examples,
this article establishes an evolving theory of outside-in marketing, comprising four key tenets and seven testable

propositions.

Recent challenges to firms in dynamic markets—from the Internet
of Things to machine learning to artificial intelligence—push them to
recognize and leverage the value of outside-in marketing. Unlike inside-
out marketing that emphasizes firm resources and capabilities as means
to achieve competitive advantages (Day, 1994), outside-in perspectives
focus on customer value as starting and end points and thus can im-
prove firm performance. The concept has evolved from a mere reflec-
tion of an objective planning view to a multidimensional strategic ap-
proach, applicable to various areas (Mu, Bao, Sekhon, Qi, & Love,
2018), and accordingly, research on outside-in marketing has grown
exponentially, as Figure 1 reveals. However, this research tradition
remains fragmented, without a comprehensive theory to specify the
building blocks of outside-in marketing or the opportunities and chal-
lenges that confront firms that adopt such a strategy. Accordingly, we
seek to establish a theoretically grounded, managerially relevant frame-
work of outside-in marketing to guide research and business practices, with
four main contributions.

First, we establish a conceptual foundation for the clear definition
and scope of outside-in marketing. It refers to the belief in and practice
of listening to customers and the market, leveraging data for customer
segmentation and profiling, and cocreating value through relationship
development with customers and external partners, all of which can be
evaluated by customer-oriented measures tied to firm performance
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(Day & Moorman, 2010; Mu, 2015). This conceptualization highlights
multidimensional aspects of outside-in marketing, which we illustrate
using real-world business examples of how firms have used it.

Second, we identify the four key stages in the evolution of outside-in
marketing and demonstrate its proliferation in the past four decades
(e.g., Hardy, 1981; Yang, Jiang, & Xie, 2019). Before 1990, limited
research addressed outside-in marketing; starting in the early 1990s,
researchers started to develop a foundation for its conceptualization.
Then from the mid-2000s to the early 2010s, we note a significant in-
crease in outside-in marketing research and applications; since that
period, outside-in marketing research has stabilized while also adding
some new directions.

Third, we synthesize empirical evidence by reviewing five major
domains: marketing communications, marketing strategy, product in-
novation, sales, and international marketing (e.g., Bachrach, Mullins, &
Rapp, 2017; Berghman, Matthyssens, & Vandenbempt, 2012). Ac-
cording to this review, marketing strategy and innovation are the two
most studied areas; performance and product innovation success re-
present the most common outcomes of outside-in marketing. We also
find that effect sizes demonstrated by prior research vary by market
conditions.

Fourth, we consolidate these comprehensive analyses to provide an
overriding theory of outside-in marketing, which we parsimoniously
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Fig. 1. Growth of outside-in marketing research.

Notes: The results reflect a search of the Web of Science database for “outside-in” and “capabilities,” “outside-in marketing,” “outside-in approach,” “outside-in
capabilities,” “outside-in perspective,” “outside-in processes,” “market driven,” or “market orientation” from 1900 to 2018 in the following 28 journals: Industrial
Marketing Management, Journal of Business Research, Journal of Services Marketing, Journal of the Academy of Marketing Science, Journal of Marketing, European Journal of
Marketing, Journal of Business Industrial Marketing, Service Industries Journal, International Journal of Service Industry Management, Journal of Small Business Management,
Management Decision, Journal of International Marketing, International Journal of Research in Marketing, Journal of Marketing Research, Journal of Business Venturing,
Journal of Service Research, Journal of Service Theory And Practice, International Marketing Review, International Business Review, Tourism Management, International
Journal of Hospitality Management, Academy of Management Journal, European Journal of International Management, Journal of Strategic Marketing, Journal of Business to
Business Marketing, Journal of Management, British Journal of Management, and Journal of Service Research.
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summarize in four tenets and seven propositions. To illustrate our
theory, we provide additional business cases. These combined ap-
proaches and insights thus provide in-depth guidance and ideas for both
academics and practitioners.

1. Understanding outside-in marketing

Using our extensive review of existing definitions of outside-in
marketing, we propose an integrative definition. We then briefly review
the evolution of outside-in marketing, which helps illustrate how its
scope has changed over the past three decades.

1.1. Conceptualization of outside-in marketing

To achieve a comprehensive review of extant outside-in marketing
definitions, we searched for both this term and its common aliases (e.g.,
outside-in approach, view, philosophy, perspective, marketing cap-
ability), which produced the list of definitions in Table 1. These defi-
nitions reflect shifts in emphasis, from general markets and the external
environment in the late 1980s and early 1990s, to considerations of the
importance of understanding customers in the 2000s, to the use of data
and value creation for customers and business partners in the 2010s. A
central tenet of outside-in marketing is that firms must start with cus-
tomers and the market. By integrating these different conceptualiza-
tions, we develop a working definition:

Outside-in marketing is the belief in and practice of listening to
customers and the market, leveraging data for customer segmenta-
tion and profiling, and cocreating value through relationship

development with customers and external partners, all of which can
be evaluated by customer-oriented measures tied to firm perfor-
mance.

With this conceptualization that involves both beliefs and practices,
we distinguish outside-in marketing from marketing capabilities, which
reflect the firm’s ability to use available resources to perform marketing
activities and accomplish desirable marketing outcomes (Day, 1994;
Moorman & Rust, 1999; Morgan, Feng, & Whitler, 2018). That is,
marketing capabilities consist of specific processes of linking, trans-
forming, and employing available firm resources (Morgan et al., 2018).
Some researchers have studied outside-in capabilities, but outside-in
marketing is more than just a type of capability, in that it can be con-
ceptualized as both a belief system and a strategy that puts customers
first. Our definition also highlights that outside-in marketing in-
corporates organizational philosophy and action, as reflected in several
key elements: listening to customers and the market (i.e., market sen-
sing), leveraging data for customer segmentation and profiling, co-
creating value through relationship development with customers and
external partners, and linking customer-oriented measures to firm
performance. In this way, our definition clearly differentiates outside-in
marketing from other related marketing concepts.

1.1.1. Listening to customers and the market (market sensing)

Outside-in marketing starts with listening to customers and the market
so that firms can anticipate emerging opportunities and threats (Jiittner
& Wehrli, 1994). This factor encapsulates a main difference between
relationship marketing and outside-in marketing: Both focus on custo-
mers and seek to build and maintain successful relational exchanges
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(Morgan & Hunt, 1994), but only outside-in marketing aims to identify
customers’ needs by taking their perspective and viewing the world
through their eyes (Day & Moorman, 2010). Moreover, outside-in
marketing requires continuous monitoring of changes that involve
various market actors, including competitors, technology artifacts, and
business partners. Therefore, market sensing is a foundation for the
other elements of outside-in marketing; in our view, outside-in mar-
keting inherently encompasses market orientation.

1.1.2. Leveraging data for customer segmentation and profiling

To be able to establish accurate customer profiles, firms that prac-
tice outside-in marketing leverage data. They attempt to detect unmet
needs and convert them into business opportunities by defining target
customers and learning their language, then building personalized
messages for them (Kotler, 1994; Mathewson & Moran, 2016). In ad-
dition, outside-in marketing firms can tailor their value proposition,
value delivery, and value communications.

1.1.3. Cocreating value through relationship development

Outside-in marketing firms use their knowledge of customers and
markets, attained through their data-based customer profiling, to en-
able value (co)creation and relationship development efforts with both
customers and external partners. The extended scope of this strategy
moves beyond generating market intelligence and delivering value; it
embraces value cocreation and relationship development with custo-
mers and other external parties, such as educational institutions or
suppliers (Gulati, 2009; Kotler, 1994). In this way, outside-in marketing
differs from a market orientation, which focuses more on the organi-
zation-wide creation, distribution of, and response to market in-
telligence relative to present and future customer needs (Kohli &
Jaworski, 1990). However, both concepts share a common element of
market sensing and highlight the importance of collecting and ana-
lyzing information pertaining to customers, competitors, and business
partners to identify market opportunities and threats, as well as to
develop customer relationships (Hunt & Morgan, 1995).

1.1.4. Linking customer-oriented measures to firm performance
Outside-in marketing efforts must be evaluated by customer-oriented
measures tied to firm performance. The firms thus use metrics that are
meaningful and relevant to customers (Petersen et al., 2009); financial
measures such as sales and profit are insufficient. The effectiveness of
outside-in marketing instead should be tracked by measures that reflect
customer engagement (e.g., likes, comments) or relationship quality,
across multiple channels and touchpoints (Winkleman et al., 1993).

1.2. Outside-in marketing in practice

Using this conceptualization of outside-in marketing, we identify
relevant business examples to illustrate how organizations have im-
plemented it (Table 2). The presentation of these cases and the resulting
managerial insights reflect the dimensions contained in our con-
ceptualization.

1.2.1. Listening to customers and the market

To obtain valuable insights into customers’ needs and challenges,
outside-in marketing firms go beyond typical market research and ask
customers reflective, open-ended questions (Gilbert, 2010). For ex-
ample, the U.K. telecommunications services provider O2 asked cus-
tomers to define “customer-led” in their own words (Hosea, 2018), then
used the insights to identify key customer needs and translate them into
its own “customer experience principles.” These firms also closely
monitor consumers’ behavior and listen to their opinions and com-
plaints, such as when Philips Healthcare sought to map a typical day in
the life of a radiologist, a key purchase influencer, irrespective of
whether Philips products were involved in those daily activities. Doing
so helped the firm understand key challenges for radiologists (e.g.,

Industrial Marketing Management xxx (XXXX) XXX—XXX

being unable to compare different patients’ scans) and identify new
opportunities (Bodine, 2013).

Firms use various methods to accumulate customer knowledge too.
For example, Nike placed sensors on professional athletes’ bodies to
monitor their performance (with Nike products) and understand these
clients’ needs (Petro, 2016). On the Nike+ website, customers can
share their running histories and obtain tips and information about
forthcoming events, which also give the firm information about how
these customers engage with its products. In another example, SAP
engages actively with its customers on its online Idea Place platform,
which incorporates advanced functions that allow customers to propose
new product features and functionalities, then vote on the relative
merits of each user-generated idea. Business partners have joined this
community to share their ideas and feedback (Kiron, 2012).

Social media offer a notably effective platform for gathering market
insights from customers and partners, such as trends, feedback on of-
ferings and marketing performance, and ideas for new features (Kiron,
2012). Many firms also use real-time supplier data, such as system
performance category alerts and input about how geopolitical events
are affecting supply chains, to inform their strategy (Munnelly, Liddell,
& Marrison, 2017).

1.2.2. Leveraging data for customer segmentation and profiling

With the rise of the Internet and multichannel models, outside-in
marketing firms can turn to vast data sources to develop highly detailed
customer segmentation strategies. Smart devices (e.g., home assistants,
wearable products) provide expansive information about how and
when people look for answers to questions or research products, and
firms can leverage these data to create accurate, real-time customer
profiles. Wescom Credit Union gathers daily data of its 200,000 mem-
bers, across myriad sources, then uses these data to identify those
members’ status and behavioral profiles, create targeted marketing
campaigns, and provide recommendations (Ransbotham & Kiron,
2019). By analyzing historical purchase patterns (e.g., frequency, di-
gital journey), Keurig identified customer segments with which it tested
different messages and tones of language. New coffee machine owners
received emails introducing available flavors instead of promotional
messages, for example. Such segment-specific tailored communications
reduced complaints and increased email click rates, which in turn
generated additional data to inform its branding, education, and pro-
motional strategies (Downey & Beaudin, 2018). The importance of
segmentation also has prompted adverting agencies, such as Publicis
Groupe and Interpublic Group of Companies, to acquire data ag-
gregators, so that they can more readily access market insights about
their clients and end-users and quickly identify audience segments
(Haggin, 2019).

Diverse data sets further enable firms to fine-tune their customer
profiles, across all aspects of the business. Virgin Money relies on ar-
tificial intelligence tools to generate in-depth understanding of custo-
mers, such as their likelihood to switch credit card providers (Austin,
2019). L’Oreal’s diagnosis tool, codeveloped with dermatologists, relies
on analyses of more than 6000 patient photos, spanning all ethnicities,
genders, and various skin conditions, to profile customers by detecting
signs of aging and suggesting tailor-made skincare routines (Hammett,
2019).

1.2.3. Cocreating value through relationship development

The outside-in business model revolves around improving the cus-
tomer experience, which implies that firms must build collaborative
relationships with customers. Deep customer insights from a multitude
of touchpoints empower them to offer more personalized services and
incorporate customer feedback into their innovations (Tanaka, 2010),
as exemplified by LEGO. In its open innovation, it makes great use of
external ideas and technologies by involving customers in innovation
and value cocreation processes. With Mindstorms, programmable mo-
tors with plastic parts, customers build custom designs; LEGO also
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Table 2

Outside-in marketing in practice.
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References Key takeaways Firm name Business examples

Listening to customer and market (i.e., market sensing)

Hosea (2018) ® Businesses must start by listening carefully to their 02 ® 02 conducted extensive research asking its customers to
customers. define customer-led.

® They should establish themselves as customer-centric from ® Key customer needs identified in this research were
the very beginning. They need to listen and digest feedback translated into its customer experience principles, which
to be able to react to it quickly. 02 uses to shape its decisions, communications, and
designs of its processes, propositions, and products.

Bodine (2013) ® Companies need to commence innovation initiatives with Philips Healthcare ® To identify new opportunities, Philips Healthcare
an outside-in approach that maps out their business mapped out a typical day in the life of a radiologist,
challenges, according to the conditions of customers’ unmet regardless of whether those activities involve Philips.
needs. ® With this approach, the company identified a key pain

point in radiologists’ daily work (e.g., inability to compare
one patient’s scan with those of others), which Philips
hadn’t considered, even though it was capable of providing
a solution.

Petro (2016) ® Smarter segmentation and real personalization require an Nike ® Nike develop insightful knowledge about how customers
understanding of buyer behavior in various touchpoints, use its products through the Nike + website. On this
and new insights on every customer’s true associations and platform, runners share recent runs with their friends and
preferences. view the history of their runs on maps; they also can

acquire suggestions and information about forthcoming
events.

® Nike tries to understand the needs of professional athletes
by applying sensors and monitoring how they perform with
Nike products.

Kiron (2012) ® It is important to monitor and listen to what customers are =~ SAP ® SAP's Idea Place is an online forum on which customers

posting in social media. can provide suggestions about new attitudes and
® Social media offer outside-in market insights for the functionality for company's offerings. Other members can
company, which can take many forms: general insights into improve and vote on these ideas. Thus the company
trends, feedback about marketing messages, or specific obtains a list of ranked, customer-driven features that can
product insights about future features and functionality. be added to future solutions to address emerging trends
in the market.
® The approximately 4000 daily posts in the company's main
community network constitute direct feedback from
customers. Many partners also engage in these
communities, providing additional feedback and ideas.
Leverage data for customer segmentation and profiling
Downey and Beaudin ® Firms need to develop audience profiles based on not only  Keurig ® Keurig analyzed its customers' purchase patterns, using
(2018) demographic attributes and expected behaviors but also 2 years of historical data, including purchase frequency
when and how customers can be reached. and their digital journeys.
® Technology can help marketers identify patterns in ® With this analysis, Keurig identified four customer
customer behavior that can be applied directly to their segments, prompting it to move from daily customer emails
communications and choice of media. with price-based promotions for coffee pods to testing
® Leading marketers prioritize tech integration and are more different messages and email cadences tailored for each
advanced users of their technology. segment.

Haggin (2019) ® Ad-agency holding companies are acquiring data-driven Publicis Groupe, ® Publicis Groupe SA acquired a data business that gave it
marketing businesses to collect, analyze, and leverage Interpublic Group of access to a trove of data about 250 million Americans,
information about their clients' customers. This knowledge = Companies featuring up to 7000 attributes, as well as technology to
enables them to develop ads targeted at narrow market analyze the data.
segments. ® The Interpublic Group of Companies' acquisition of a data

® This effort is necessary to create a strong point of business helped it reduce the time needed to identify
differentiation. audience segments and enhanced its ability to target them
with timely messages. For example, it can quickly find and
focus on "auto intenders," who intend to purchase cars, and
tailor ads to appeal to them. The speed ensures that auto
intenders are unlikely to have bought a car by the time the
ads are served.
Austin (2019); ® The new wave of artificial intelligence should be human- Oral B, L'Oréal, Virgin ® Oral B’s smart toothbrush integrates knowledge about
Hammett (2019) centric and outward. Money human brushing behaviors to identify individual
® Therefore, marketers need a clear picture of the person on brushing styles.

whom they use the technology, including the frequency ® 1'Oréal's spot diagnosis tool was codeveloped with

with which this person receives communications and how dermatologists and has been modeled on more than 6000

much targeting is occurring. dermatology patient photos of all ethnicities, genders, and
skin conditions, graded by acne experts.

® Virgin Money uses artificial intelligence to gain a more in-

depth understanding of its customers and enable more
effective and targeted strategies, based on customer
profiles.

Cocreating value through relationship development with customers and external partners

Chesbrough (2011) ® Openness generally refers to welcoming external LEGO ® Mindstorms include programmable motors with plastic
contributions and exchanges of ideas and information. parts, so consumers could build LEGO designs that move.

® Qutside-in open innovation happens when a company ® The company opened its software so that anyone could

makes greater use of external ideas and technologies by
involving customers in its value creation process.

modify it and watched what customers decided to create. In

(continued on next page)
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Table 2 (continued)

Industrial Marketing Management xxx (XXXX) XXX—XXX

References Key takeaways

Firm name Business examples

Reiss (2019) ® The most valuable companies are those that understand
innate human desires for flexibility and personalized
experiences and are able create incredible experiences for
their customers to build customer relationship. However,
this outcome cannot be achieved without a strong bond

with partners.

Furr and Shipilov ® Digital technology has the greatest effect on customers, such
(2019) as the customer experience or relationship synergies, and
provides firms better customer care options.
Munnelly et al. ® [t is important for firms to integrate their supply chain
(2017) network with their partners and suppliers, and employ
business intelligence to develop indepth insights into their
customers and market.
® Greater collaboration with partners and suppliers enables

information and resource sharing, such as timely updates on
delivery or pricing changes.

Customer oriented measures tied to firm performance

Hemsley (2019) ® A great customer experience can translate into tangible
business outcomes. Customer feedback is an important
metric for evaluating a firm's performance.

Schrage and Kiron
(2019)

® Most firms have clear commitment to creating greater
awareness and accountability around customers.

® Multidimensional views of customers should draw on
diverse functional unit perspectives.

® More traditional metrics, such as customer lifetime value,
brand equity, and churn, are still important. However, firms
seek externally focused performance indicators that enable
them to segment and engage customers better.

addition to ideas for innovation, it resulted in higher rate of
engagement and stronger bonds with customers.
Convene ® Convene has partnered with Class A landlords to
establish a network of premium places for meetings,
work, and event hosting.
Convene's landlord partnership approach allows it to
differentiate itself from competitors in the workplace rental
landscape.
® The company embraces authentic, personalized hospitality
and motivates employees to develop genuine relationships
with customers, keeping in mind that everything at
Convene starts and ends with human interactions between
team members and clients.
Marriott, Galeries ® Marriott created a digital platform to engage its
Lafayette customers by focusing on delivering a great hotel and
customer experience.
Galeries Lafayette put customers at the center of the
business by using a hybrid model: a physical space to build
an emotional relationship with customers and digital to
understand their needs. The brick-and-mortar store is
staffed by salespeople known as personal shoppers or
personal stylists who build emotional relationships with
their customers. Digitally enabled transactions use new
technology to store customer preferences, which help
salespeople provide more individualized perks.
Swisse ® Swisse integrated its supply chain management system,
using Microsoft Dynamics 365.
® This technology-enabled integration and delivery of
effective relationships relied on the exchange of timely and
accurate business insights, seamless integration of supply
chain information and financial information, and
facilitation of cross-organization data and reports.

British Airways ® British Airways uses multiple customer-oriented metrics
(e.g., net promoter scores) and gathers feedback from a
customer satisfaction tool and sentiment analysis.

It plans to develop metrics that measure emotion.

Adidas recently reduced its focus on short-term metrics
such as sales to ensure its long-term brand health,
motivated by a desire to transform its best customers into
advocates and de facto brand champions. Its media
strategy is built on audience attention and engagement,
not impressions.

In addition to key financial metrics such as listings acquired
and return on spending, Airbnb focuses on how the brand is
perceived by consumers, such as by assessing brand
sentiment and net promoter score.

Adidas

released software that allowed users to make modifications and observe
others’ creations (Chesbrough, 2011), which in turn improved both
future product innovations and customer engagement.

Outside-in marketing firms also focus on creating and nurturing
relationships by providing customer value, such as when Marriott en-
courages customer engagement on its digital platforms through story-
telling and shared experiences. Its real-time social media command
centers geofence all its properties, to inform social conversations (Furr
& Shipilov, 2019). If Marriott notices that a guest has posted an anni-
versary celebration on social media for example, it will find ways to
“surprise and delight” that consumer with a special treat such as a cake
or bottle of champagne (Solis, 2018).

Creative solutions to customer problems require networks of part-
ners too (Gilbert, 2010), so for example, Convene, a corporate version
of Airbnb, offers building tenants access to a shared network of work-
spaces, amenities, and hospitality services, according to a win-win
landlord partnership approach that effectively meets customer ex-
pectations (Reiss, 2019). To leverage these collaborative partnerships,
firms also can rely on new technology. Swisse, an Australian supple-
ment manufacturer, engaged with suppliers and partners using Micro-
soft Dynamics 365 to exchange timely, accurate business insights and

integrate their supply chain and financial information, which then
contributed to the increasingly effective development of all the parties’
customer relationships (Munnelly et al., 2017).

1.2.4. Linking customer-oriented measures to firm performance

Firms often focus myopically on short-term assessments (e.g., an-
nual budgets, sales figures), which may limit their broader perspective.
To tackle such issues, Adidas actively seeks to avoid using short-term
metrics such as sales, motivated by its stated desire to turn its best
customers into advocates and brand champions (Hemsley, 2019), which
constitutes a salient representation of an outside-in perspective. Out-
side-in marketing firms emphasize innovation, experimentation, and
customers’ hearts and minds, not myopic insights from a corporate
perspective, and thus, their key performance indicators (KPIs) and
metrics differ. Rather than chasing short-term, “vanity” metrics, Adidas
considers viewability and contextual targeting (Schrage & Kiron, 2019).
Its media strategy builds on audience engagement rather than quanti-
fiable metrics like impressions.

Customer feedback and relationship strength are other important
KPI for outside-in marketing (Hemsley, 2019). Some traditional me-
trics, such as brand equity and churn, may remain important, but firms
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also embrace externally focused KPIs pertaining to how well they seg-
ment and engage customers (Schrage & Kiron, 2019). Thus, Airbnb
assesses listings acquired and its return on investments, but it also
carefully factors in brand perceptions, using brand sentiment and net
promoter scores. Similarly, British Airways uses multiple customer-or-
iented metrics and gathers feedback from customer satisfaction tools
and sentiment analyses. The multidimensional perspectives that cus-
tomers reflect also require diverse functional unit perspectives and
measures that can reflect their attitudes, affection, and behaviors. Thus,
British Airways plans to include emotion metrics to evaluate the emo-
tional bond it has developed with its customers (Page, 2019).

1.2.5. Summary of insights

Outside-in marketing begins and ends with customers. Market sen-
sing has a dual function (idea generation and feedback channel), and
the resulting data can inform both customer profiling and customer and
partner relationship development. These aspects in turn contribute to
firm performance, as evaluated by customer-oriented metrics. Outside-
in marketing firms must be able to act on those insights, and data have
key roles in this process. Firms need to develop multiple targeted
iterations, use new information generated to augment and update their
systems, and expand their data sets to deliver more value to customers.
Technology is important for each of these functions; outside-in mar-
keting firms thus are often advanced users of technology. Although
firms might adopt different approaches to outside-in marketing, their
decisions are always informed by their market and their customers.
They pursue long-term outcomes while monitoring even the smallest
changes in their external environments.

1.3. Evolution of outside-in marketing

As we summarize in Table 3, the evolution of outside-in mar-
keting consists of four main stages: (1) before 1990, marked by
limited research into outside-in marketing; (2) early 1990s to early
2000s, when a solid foundation for its conceptualization emerged;
(3) mid-2000s to early 2010s, featuring significant increases in out-
side-in marketing research and applications; and (4) mid-2010s to
present, which has seen the stabilization of outside-in research and
new directions.

1.3.1. Before 1990: limited research

In this earliest stage, the conceptualization of outside-in marketing
remained vague; research predominantly focused on firm resources and
internal organizational strength, reflective of an inside-out approach
(Hardy, 1981). Although no clear consensus existed, we infer that an
outside-in approach generally implied building an organizational cap-
ability to identify environmental opportunities and competitive threats,
then develop relevant positioning strategies to achieve competitive
advantages (Grosnhaug & Falkenberg, 1989; Hovell, 1979). Some re-
search emphasized objective assessments of the needs, demands, and
perceptions of target customers as a first step in the marketing process
(Hardy, 1981), but more emphasis centered on understanding compe-
titive positions in the market.

1.3.2. Early 1990s to early 2000s: solid conceptual foundation

In seeking a solid foundation for the conceptualization of outside-in
marketing, research shifted from an exclusive deployment of either
outside-in or inside-out perspectives to an integration of both views.
These studies proposed that creating competitive advantages required
the integration of inside-out (e.g., focusing on internal resources and
capabilities exclusive to the firm) and outside-in (e.g., focusing on the
state of the external market and customer needs) activities, to avoid
developing internal competencies that could be irrelevant to customers
(Day, 1994; Jiittner & Wehrli, 1994). Moreover, the very concept of
outside-in marketing was delineated with some specific components.
For example, Day (1994) cited distinct elements, such as market

Industrial Marketing Management xxx (XXXX) XXX—XXX

sensing, customer linking, channel bonding, and technology mon-
itoring." These outside-in capabilities facilitate firm responsiveness to
market changes but also help the firm develop and use its inside-out
capabilities (Di Benedetto & Song, 2003), understand customer re-
quirements, and develop long-term customer relationships (Fahy &
Hooley, 2002). Firms that cannot build outside-in marketing cap-
abilities risk going out of business (Vaturi & Varianini, 2000).

1.3.3. Mid-2000s to early 2010s: significant increases in research and
applications

As research matured from conceptualization to explication and appli-
cation, outside-in marketing could be applied to various contexts (e.g.,
communications, sales, innovation), reflecting changes in business prac-
tice, such that firms increasingly came to value the outside-in orientation
for their adaptive marketing processes, amid concomitant changes in
markets and technologies (Day, 2011). In particular, customers empow-
ered by the Internet and social media platforms made obtaining and
processing market information even more important, so marketers started
using information systems to gather insights on different touchpoints and
then initiate timely, meaningful conversations with key stakeholders
(Blesa & Ripolles, 2008; Kleindorfer, Wind, & Gunther, 2009). Scholars
provided critical theoretical and managerial insights into the foundation of
outside-in marketing and its outcomes (Day, 2011; Day & Moorman, 2010;
Gronroos, 2011; Gulati, 2009). Although customers remained a core
component of outside-in marketing, additional emphasis shifted to the
complexity of delivering value to customers.

1.3.4. Mid-2010s to present: stabilization of research and new directions

Contemporary research extends the conceptualization of outside-in
marketing to include nurturing and sustaining ecosystems of partners
and relevant stakeholders through increased firm engagement (e.g.,
Henninger, Alevizou, & Oates, 2017; Mu, 2015; Mu et al., 2018). As
innovation became more important to firm survival in dynamic mar-
kets, outside-in marketing firms began to engage more with customers
and partners to develop propositions and cocreate value on collabora-
tion platforms (Payne, Frow, & Eggert, 2017). With other external
partners (e.g., educational institutions, suppliers), they also seek to
convert interfirm links into intra-firm marketing capabilities (Yang
et al., 2019). Firms integrate their outside-in and inside-out capabilities
to develop and cocreate offerings (Gregory, Ngo, & Karavdic, 2019).
Through the use of technology and big data, they develop content to
strengthen customer—firm connections (Mathewson & Moran, 2016;
Vollero, Schultz, & Siano, 2019), often using personalized commu-
nications (Epsilon, 2018). In turn, a current goal of outside-in mar-
keting is to unlock customer-centric conversations by leveraging firms’
knowledge of customers, adopting customers’ language, and exploiting
customers’ resources.

1.3.5. Summary of insights

The increased volume and quality of market data from online
channels, together with the rise of smart devices and social media, have
encouraged the growth of outside-in marketing research and practice.
They also have accelerated market competition, forcing firms to adopt
outside-in marketing strategies, to listen to the market and respond to
perceived opportunities and threats better than the competition. In
addition, the availability of information has afforded more power to
customers. As technology continues to evolve, ongoing and swift

! According to Day (1994), market sensing involves information processing
activities that help organizations learn, identify, and predict market changes
and find deficiencies. The information then can be used to form and maintain
customer relationships through customer linking. Channel bonding involves
connecting with partners, which can offer broader knowledge and help the
business to assess its performance. Finally, through technology sensing, firms
consistently monitor new technologies, especially in the information age.
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changes also arise in customer preferences and needs, demanding sig-
nificant market understanding and innovation by firms that seek to
match their product and service offerings to specific customer seg-
ments. Outside-in marketing accordingly has transitioned from under-
standing and delivering relevant value to customers to value cocreation
with both customers and other external parties.

Significant information about customers and created
between customers and firms; value is cocreated and
business intelligence; large-scale data breaches; big
data; artificial intelligence; digital transformation.
Starting with customers and the market, outside-in
marketing firms focus more on the value cocreation
processes, which is particularly important because
innovation is key to surviving in turbulent market
conditions. In addition, outside-in marketing requires
huge amounts of individual-level data, which can
facilitate targeting and personalization, as enabled by
Henninger et al. (2017), Payne et al. (2017), Mu et al.
capabilities; Customer value; Value cocreation; Intra-
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Gronroos (2017, p. 446) define communication in use, which is an
important concept for outside-in IMC, as “the customer’s integration
and sense making of all messages from any source, firm-driven or
stemming from other sources, the customer perceives as communica-
tion, forming value-in-use for him/her for a specific purpose.” The
transition, from “telling and selling” to “listening and learning” (Bruhn
& Schnebelen, 2017, p. 471), highlights outside-in IMC as customer-
oriented, in that they involve both user-generated content and value
cocreation.

This shift also requires a marketing information system that is de-
signed specifically to gather information from different touchpoints,
initiate meaningful conversations with customers and other key stake-
holders, and provide insights into areas for improvement (Reid, Luxton,
& Mavondo, 2005). A popular outside-in marketing practice uses big
data to understand audiences across multiple platforms and identify
information that would be relevant and useful for them. This knowl-
edge then informs the content marketing strategy, which provides value
for customers (Mathewson & Moran, 2016). Reinold and Tropp (2012)
propose measuring IMC effectiveness with customer-oriented metrics,
including media dimensions (e.g., involvement, recall of brand touch-
points) and content dimensions (e.g., content uniqueness, content re-
call). Furthermore, data from customers can be a feedback mechanism
that helps firms identify the most effective content and make changes as
needed. Then the firm’s outgoing and incoming messages both con-
tribute to meaningful communications, which create value for both
parties (Bruhn & Schnebelen, 2017). Outside-in marketing commu-
nications in turn can be central to determining firm performance
(Luxton et al., 2015; van Dieijen, Borah, Tellis, & Franses, 2019).

to be heard by firms, though firms still hold much

power.
commercialization of the Internet; development of

web browsers; email and instant messaging gaining

popularity.
Day (1994), Jiittner and Wehrli (1994), Slater and

Narver (1998), Fahy and Hooley (2002), Di

Benedetto and Song (2003)

foundation for further outside-in marketing research
Outside-in capabilities

Reduced information asymmetry; customers' use of
early information technologies enabled their voices
Outside-in marketing started receiving attention
from academic researchers and practitioners,
conceptualization reflected its relation to marketing
capabilities. Studies such as Day's (1994) provide a
and inform managers of the significant role of an
outside-in perspective.

Resource-based view; develop firm capabilities;
especially toward the end of 1990s. The

Solid foundation for conceptualization

Early 1990s to early 2000s

Use of outside agencies in long-range planning;

understanding competitors to create more

competitive advantages.
Emphasis on competitive advantage/positioning

based on differentiation or price leadership.
Little emphasis on the outside-in approach. Some

papers mention it, usually associated with using

an outside agency in long-range planning
(subjective). Also, outside-in marketing suggests

a focus on competitors and the market in general.
Hovell (1979), Hardy (1981), Grésnhaug and

(objective), in contrast with an inside-out view
Falkenberg (1989)

Information asymmetry; hierarchical power

structures favored firms.
Competitor analysis; Market analysis

Before 1990
Limited research

2.2. Marketing strategy

Evolution of outside-in marketing.

N 2 A true outside-in marketing view prompts firms to discover cus-

E g E _é " § 2 tomer engagement methods to create value, instead of pushing custo-

E E 45 = 2 g mers to fit within their existing processes (Day, 1994). In essence, this

o E j:: E _g z § E approach involves a constant focus on customer-oriented value propo-
% é E E é g sitions, which requires different thinking across diverse areas, from
= culture to operational capabilities. Outside-in firms deliver superior
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value by using market information to understand customer needs, an-
ticipate competitor responses, and coordinate internal activities to de-
fine suitable responses (Celuch, Kasouf, & Peruvemba, 2002; Hooley
et al., 1999). Firms then can develop strong relationships with custo-
mers and suppliers, which significantly contribute to their performance
(Lee, Sridhar, Henderson, & Palmatier, 2015; Reijonen & Komppula,
2010; Yang et al., 2019).

For new business ventures, which often lack the skills, resources,
and experience needed to interact with initial customers, outside-in
marketing strategies become even more crucial (La Rocca, Ford, &
Snehota, 2013). For example, open marketing functions allow custo-
mers to engage in firm operations and directly integrate their resources
with the firm’s, which can help a new business overcome the challenges
of newness. Outside-in marketing also is effective in turbulent market
conditions, in that it helps firms proactively respond and seize market
opportunities (Srinivasan, Rangaswamy, & Lilien, 2005).

Extant marketing strategy literature prioritizes marketing cap-
abilities, or the firm’s ability to use its resources to create competitive
advantages (Barney, 1991; Wernerfelt, 1984). Market-oriented firms
exhibit stronger marketing capabilities than their counterparts (Celuch
et al.,, 2002), signaling how outside-in marketing can facilitate the
identification, application, and development of firm capabilities, as well
as their complementarity. Three main types of market-driven cap-
abilities are critical to firm success: inside-out (internal emphasis),
outside-in (external emphasis), and spanning® (Day, 1994). Outside-in
capabilities establish a foundation for firms to update their inside-out
capabilities and achieve flexible resource allocations and management,
which promote competitive advantages (Mu et al., 2018). The effect of
outside-in capabilities on firm performance depends on contextual
factors though, such as the firm’s strategy and country characteristics
(Jaakkola, Moller, Parvinen, Evanschitzky, & Miihlbacher, 2010).

2.3. Product innovation

Outside-in firms constantly engage in innovation to match the needs
of their target audiences, on the basis of their ability to respond quickly
to market changes. Then they enjoy long-term growth (Day, 2011).
Extant research indicates that a market orientation strongly determines
firm innovativeness and new product development (NPD) performance
(Saeed, Yousafzai, Paladino, & De Luca, 2015), especially in dynamic
markets marked by rapid changes in customer preferences, buyer en-
tries/exits, and emerging needs and wants. In such markets, outside-in
marketing enables firms to leverage their knowledge of customers and
competitors and interfunctional cooperation, to support the develop-
ment of innovative products or concepts (De Luca & Atuahene-Gima,
2007; Hult, Hurley, & Knight, 2004).

Successful NDP begins with a recognition of an opportunity, outside
the organization, so customers, competitors, intermediaries, and
broader environmental factors all represent critical sources of in-
formation (Berghman et al., 2012; Mohr & Sarin, 2009). With outside-in
marketing capabilities, firms can obtain market intelligence and accu-
rately predict market movements related to exploiting resources and
exploring new product innovation opportunities, so their performance
ultimately improves (Li & Cavusgil, 1999; Mu, 2015). Learning from
outside the organization involves both the acquisition of external
knowledge and the development of absorptive capacity, or an ability to
sense, integrate, and transfer external new knowledge to the organi-
zation’s knowledge platform and innovation capability (Ferreras-
Méndez, Newell, Ferndndez-Mesa, & Alegre, 2015; Martin-de Castro,
2015). That is, outside-in firms actively seek innovative sources of

2 Inside-out capabilities imply improved manufacturing processes, cost effi-
ciencies, and greater competitiveness. Outside-in capabilities suggest the ability
to address opportunities and threats in the external environment. Spanning
capabilities integrate inside-out and outside-in capabilities (Day, 1994).
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information while also searching for novel methods to obtain and
analyze other information.

As a collaborative process, outside-in NPD demands com-
plementarity in resource inputs and outputs, among business partners
or between firms and customers (Perks, 2000). Rather than adopting
internally oriented stage gate processes, successful innovators engage
with customers throughout the design and development processes,
consistent with an outside-in perspective on NPD (Mohr & Sarin, 2009).
These customers can be sources of latent needs, request particular in-
novations, codevelop concepts, and provide ongoing feedback (Coviello
& Joseph, 2012). For example, crowdsourcing is a form of outside-in
collaboration that generates benefits and creates value for both custo-
mers and firms (Djelassi & Decoopman, 2013). An outside-in approach
to NPD requires an open business model and strong marketing or-
ientation to generate the desired outcomes (Kyriakopoulos & Moorman,
2004).

2.4. Sales

Sales might be inside-out or outside-in (La Rocca, Moscatelli, Perna,
& Snehota, 2016). The inside-out function entails communicating an
offer to customers and helping them choose the most suitable option
(Gilliam & Flaherty, 2015). In the early stages of a product’s life cycle,
sales also encourage new solutions to buyers’ operational problems,
which may require adaptations to the offering, according to customer
needs (Terho, Eggert, Haas, & Ulaga, 2015). The inside-out function
tends to be more prominent when the offerings are clearly stipulated,
and the target customers and their needs are thoroughly understood.

In contrast, sales activities are more outside-in when they require
capabilities to interact with customers, step into customers’ shoes and
identify their issues, and achieve flexibility and resilience in the of-
fering (modification and adaptation) process (La Rocca et al., 2016).
Such outside-in approaches to sales can enhance the effectiveness of
solutions for users (Haas, Snehota, & Corsaro, 2012). To facilitate a
firm’s market sensing, outside-in approaches to sales pursue customer-
related capabilities (Cron, Baldauf, Leigh, & Grossenbacher, 2014), in-
cluding salespeople’s learning efforts that enable them to anticipate
market changes and select appropriate responses, because they already
have gathered competitive intelligence (Bachrach et al., 2017). This
type of intelligence comprises information about various parties and
relevant circumstances, such as competitors, customers, suppliers, and
technologies (Mariadoss, Milewicz, Lee, & Sahaym, 2014). To generate
this information, the firm needs access to critical internal and external
sources (e.g., environmental scanning for market trends), which can be
facilitated by sales-related technologies such as sales force automation
(Davis & Mentzer, 2007). These outside-in features also increase firms’
sales forecasting capabilities, with links between internal decision
making and external environmental factors, which in turn improve
sales performance. The effective development of outside-in sales cap-
abilities also requires interdisciplinary information processes and intra-
organizational coordination, as might be promoted by the organiza-
tional culture, an integrated vision, and aligned processes and resources
(Hughes, Le Bon, & Malshe, 2012).

2.5. International marketing

International markets represent complex propositions that require
transformations to traditional functions and new capabilities. Key fac-
tors are the choices of appropriate international markets to enter,
through appropriate entry modes. As an outside-in approach, archi-
tectural export marketing capabilities refer to processes by which ex-
porting firms acquire information about export venture markets and use
it to determine suitable strategies (Morgan, Katsikeas, & Vorhies, 2012).
A firm that can systematically sense markets and explore new possibi-
lities is more likely to succeed (Moini, 1995). In addition, a firm with
stronger outside-in marketing capabilities is better positioned to choose
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appropriate entry modes, even if they require more resource commit-
ments (e.g., subsidiaries, acquisitions), which affects its international
performance (Ripollés & Blesa, 2012).

Successful international marketers also address and adapt to dis-
ruptive forces, due to rapid changes around the firm and markets,
which they can achieve by adopting an outside-in perspective. Firms
with an outside-in approach often enter foreign markets early and de-
monstrate commitment to those markets (Zhou, Wu, & Barnes, 2012).
International marketing is a two-way channel for adaptive behaviors
that enable the firm to create value through connections with global
customers and other actors (Blesa & Ripolles, 2008). Supported by an
export market orientation (Kayabasi & Mtetwa, 2016), outside-in
marketing capabilities can establish knowledge of customers, compe-
titors, and the market, which facilitates product development and
adaptation and supports sophisticated applications of key marketing
elements to create targeted solutions (Blesa & Ripolles, 2008). Recent
developments in digital media and information technologies fuel the
idea that engagement and connectedness should extend beyond getting
to know the consumer or collaborating, to achieve cocreation (Cavusgil
& Cavusgil, 2012). Social networking sites and real-time interactions
also provide vehicles for interacting with customers and identifying
insights, such that firms can develop better ideas and faster solutions
and thereby gain market advantages. Partnerships between manu-
facturers and distributors in international marketing channels also can
lead to greater success (Moini, 1995). Thus, outside-in marketing cap-
abilities should contribute to international growth and export perfor-
mance, though the magnitude of these effects depends on the char-
acteristics of the targeted markets (Zhou et al., 2012).

2.6. Summary of insights

The two areas that have been the most popular focus of outside-in
marketing research have been marketing strategy and innovation.
Market sensing is the most dominant element of outside-in marketing; it
appears in nearly every empirical study. However, only limited research
has addressed customer-oriented measures and value cocreation.
Common outcomes of outside-in marketing include performance and
product innovation success, though all these effects likely vary in dif-
ferent market conditions.

3. Emerging theory of outside-in marketing

Integrating the key insights from our review, we develop a theory of
outside-in marketing that comprises four tenets, reflecting its benefits:
(1) faster sensing and responses to changes in markets and customers,
(2) more effective segmentation and targeting, (3) better product and
service innovations, and (4) more knowledgeable and committed em-
ployees. In so doing, we synthesize extant research but also elucidate
how these selected, relevant theoretical perspectives contribute to the
body of knowledge related to outside-in marketing. Then to illustrate
the essence of each tenet, we offer mini-case examples (Table 5).

3.1. Faster sensing and responses to changes in markets and customers

Building the ability to master and exploit change is central to
business survival and success in the digital age (Lee & Day, 2019). In a
stable market, decision-making processes can be linear and routinized;
firms rely on existing knowledge to formulate strategy. In a dynamic
market, firms instead face rapid and nonlinear changes, blurry market
boundaries, unclear success models, and ambiguous market players
(e.g., buyers, suppliers, competitors), so they must anticipate and re-
spond to external changes (Eisenhardt & Martin, 2000). Outside-in
marketing then grows even more important, because the diverse mar-
kets are governed by complex rules and conditions, involving multiple
parties. For example, online retailing involves multiple layers of inter-
action among multiple parties (e.g., suppliers, retailers, customers,
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governments, platform providers), all of which constitute the market
and exert influences on one another. Through outside-in marketing,
retailers can gain instant intelligence from various parties and stay
relevant in the market, by accurately predicting market movements,
addressing challenges and threats, and exploring new opportunities, as
exemplified in Amazon’s transition from merely an online bookstore to
a retailer and manufacturer of the Kindle ebook reader, reflecting its
recognition of changes to customers’ reading preferences and techno-
logical advances. This entry then became a stepping stone for Amazon
to innovate and produce more consumer devices such as Fire tablets,
Fire TVs, and Echo smart speakers together with Alexa, a virtual as-
sistant, which have been a significant success (Lyons, 2009; Nicas,
Weise, & Isaac, 2019; Slywotzky & Weber, 2011).

Outside-in marketing requires significant data from customers and
the market, beyond just transactional data, to establish customer
knowledge. The proliferation of customer information in digital chan-
nels accordingly has initiated big data and analytics efforts to obtain
detailed, real-time customer knowledge and formulate dynamic mar-
keting strategies (Erevelles, Fukawa, & Swayne, 2016). Big data can be
leveraged to gain access to new knowledge, map changing patterns, and
personalize offerings to orchestrate strategies for serving customers
(Amankwah-Amoah & Adomako, 2019).

Translating data into meaningful knowledge also requires sig-
nificant investments to access new technologies and improve internal
capabilities and resources to serve the market. Firms thus incur addi-
tional short-term costs when adopting outside-in approaches (Lee,
Sridhar, & Palmatier, 2017; Shah, Rust, Parasuraman, Staelin, & Day,
2006). According to an industry report, big data investments reached
$65 billion in 2018 and are likely to grow at a compounded annual
growth rate of approximately 14% (SNS Telecom and IT, 2018). Vir-
tually every Fortune 1000 firm is increasing its big data and in-
telligence-related investments; 91.7% of them suggest such investments
are required to remain agile and competitive (New Vantage Partners,
2019). As such:

Tenet 1 (market sensing and responses). Outside-in marketing
improves the firm’s speed and ability to adapt to changing customer
needs in dynamic markets but also adds to its short-term costs, such as
those needed to access sophisticated market research to generate
insights and restructure internal systems to activate those insights.

P1. The positive effects of outside-in marketing on firm performance
are lower in well-developed, stable markets in which customers’ needs
and wants change slowly but higher in new, more volatile markets.

P2. Outside-in marketing generates economic benefits over the long
term while increasing short-term costs, due to demand for market
insights and the need to activate those insights.

3.2. More effective segmentation and targeting

Outside-in firms’ deep understanding of their customers’ needs can
enhance their ability to use and apply behavioral profiles (e.g., personal
interests from social network profiles, responses to marketing stimuli
from sentiment analysis, media consumption from digital footprints,
purchase history from loyalty programs). On the basis of market in-
telligence, with real-time updates across channels, journey contexts,
and touchpoints, outside-in marketing firms can use the richest set of
user data possible to identify high-value micro-segments and create
detailed, accurate personas of target segments. The resulting micro-
segmentation can layer hundreds or even thousands of potential con-
nections to identify more fine-grained clusters of individuals on the
basis of multiple characteristics, attributes, and conditions. This gran-
ular categorization in turn can lead to highly personalized experiences
that compel customers to action. BlueKai, a leading online data ag-
gregator, helps clients sort consumers into 30,000 market segments
using a variety of behavioral and financial data, drawn from various
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Table 5 (continued)

Business example

Propositions

Tenets

More knowledgeable and committed employees
Tenet 4: Outside-in marketing involves flows of

Founded in 1983, Intuit is a developer and provider of financial, accounting, and tax preparation software,

P7: The effect of outside-in marketing on

including TurboTax, QuickBooks, Mint, and Turbo and related services for consumers, self-employed people, and

performance is strengthened by employees’ learning

effort.

knowledge from the outside to the inside of

small businesses. With more than 9000 employees and over 50 million customers worldwide, the company had a

the firm, through employees, such that it

revenue of $6 billion in fiscal year 2018 (Slack, 2019). Its success can be attributed to its employees’ effort to learn
from customers and improve themselves. The company supports a “follow-me-home” approach in which a few

requires input and commitment of resources

in the value creation process.

employees visit where a customer lives or works (with permission) to watch them using Intuit products. Intuit

employees conduct approximately 10,000 h of visits annually (Colvin, 2017), which provide unique insights that
cannot be easily revealed from a data stream and increase customer intimacy. In addition, the company hold a
series of Design for Delight forums, joined by over 1000 employees each, during which they listened to success
stories and experts’ speeches, in an effort to encourage them to change their approaches to customers (Martin,

2011). Furthermore, as part of employee performance reviews, every month, the top 400 staff share their plans for
an innovation that can result in a customer benefit (Lockwood & Papke, 2017). Recently, Intuit adopted Slack, a

project collaboration tool, to facilitate seamless communications and information exchanges across the

organization, which improved problem solving and the flow of knowledge among individual employees and teams

(Slack, 2019).
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sources, such as browsing behavior, credit card records, and online
purchases (Rosen, 2012). Example micro-segments include, “Hawaii-
vacation-seeking price-sensitive Democrat” and “baseball-loving safety-
net senior oenophile” (France & Ghose, 2019, p. 16). With their specific
product needs, the segments can be targeted effectively with persona-
lized offers and communications.

The clear benefit of micro-segmentation is that firms create more
relevant messages and offers to break through the clutter, engage cus-
tomers, and generate desired responses. Customers often feel over-
whelmed by the abundance of firm-initiated information and interac-
tions, but an outside-in approach can help cultivate well-personalized,
useful communications that appeal to prospective customers and de-
light current ones. Such efforts are reflected in the definition of content
marketing, as “creating, distributing and sharing relevant, compelling
and timely content to engage customers at the appropriate point in their
buying consideration processes, such that it encourages them to convert
to a business building outcome” (Holliman & Rowley, 2014, p. 285).

Contents on digital platforms (e.g., white papers, web podcasts,
blogs) and in the physical environment (e.g., conferences) also can help
firms learn to speak the language of their customers and thereby target
potential buyers with personalized, appealing content (Mathewson &
Moran, 2016). With its specific target audiences in mind, HubSpot de-
signs content in accordance with customer journeys, from problem re-
cognition to purchase to retention, shared through blogs, landing pages,
social media, and email marketing. Its strategically placed calls to ac-
tion match readers’ interests at those points and move customers
through the marketing funnel (Buckley, 2014). By leveraging data,
HubSpot is able to identify onsite visitors and personalize their ex-
periences, issue calls to action for new visitors, and reengage existing
customers, such as by encouraging them to try new tools in the HubSpot
suite, instead of directing them to ebooks or free tools, as it would for
new customers. In line with this example, we propose:

Tenet 2 (segmentation and targeting). Outside-in marketing
increases the effectiveness of segmentation and targeting through
content marketing.

P3. Outside-in marketing has a positive impact on the effectiveness of
micro-segmentation.

P4. Outside-in marketing has a positive impact on the effectiveness of
targeted marketing communications.

3.3. Better product and service innovations

To explore novel ways to satisfy customers’ needs, outside-in mar-
keting firms maintain an interactive dialog with customers and other
stakeholders across NPD, development, and delivery stages. Interactive
dialogs can involve other actors, such as suppliers, and generate various
knowledge flows (Ballantyne, 2004), all of which can encourage new
intra- and interfirm capabilities, especially for innovations that require
more than the firm’s own resources. This process creates value by and
for all parties, in the form of new, customized, co-produced offerings
(Ballantyne, 2004), which facilitates innovative success.

Furthermore, outside-in marketing supports the “last mile of ana-
lytics,” which refers to the gap between analytical output and actual
consumer behavior, achieved by working with customers (Barlow,
2015; Brahm, 2017). For example, on collaboration platforms, such as
Procter & Gamble’s Connect + Develop, DeWalt’s Insight Community,
IKEA’s “Co-Create IKEA,” Starbucks’ “My Starbucks Idea,” and DHL’s
Innovation Centers, customers and other relevant parties exchange
product ideas and feedback and define key features they prefer (Agafitei
& Avasilcai, 2015; Bughin, 2014; Rufat-Latre, Muller, & Jones, 2010).
An outside-in collaboration process unlocks value more rapidly, by
delivering highly desirable innovations to customers in a timely
manner.

When an outside-in collaboration process is mismanaged though,
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the experience can evoke strongly negative reactions, such as negative
word of mouth or boycotts (Gebauer, Fiiller, & Pezzei, 2013; Téth,
Peters, Pressey, & Johnston, 2018). Collaboration requires customers to
invest personal resources, such as knowledge and time, and they might
perceive a lack of fairness or feel exploited if the firm fails to recognize
their effort sufficiently. Negative reactions also occur when customers
misunderstand the firm’s intention; value even can be codestroyed if the
associated resources are accidentally or intentionally misused (Plé &
Céceres, 2010). Henkel, the German consumer goods manufacturer,
launched a competition to create a new label for its dishwasher de-
tergent brand Pril. It provided a design toolkit, but customers who
perceived the competition as an attempt to freeload creative ideas and
generate publicity started misusing the toolkit to make labels with
humorous, raunchy designs and slogans, which swiftly attracted the
majority of votes. Henkel then amended the terms and conditions of the
competition and altered the selection process, which made customers
feel deceived and angry; the resulting negative backlash against both
the contest and the brand was intense (Breithut, 2011). In this case,
value was codestroyed, with detrimental effects on the firm’s reputation
and performance (Chowdhury, Gruber, & Zolkiewski, 2016). Therefore,
outside-in marketing firms must be sure to engage stakeholders, espe-
cially customers, in decision making on collaboration platforms while
preventing any potential conflicts and maintaining clear, mutual un-
derstanding.

Tenet 3 (innovation). Outside-in marketing enables effective service
and product innovation through the use of market insights that inform
the development of its own capabilities, as well as intra-firm
capabilities.

P5. Outside-in marketing enhances the positive relationship between
product development and innovation success.

P6. Mismanagement of outside-in collaboration can lead to value
codestruction.

3.4. More knowledgeable and committed employees

Achieving outside-in marketing requires staff who are committed to
understanding customers, sharing their feedback, and making neces-
sary, ongoing changes. Outside-in competitive intelligence behaviors by
employees can enable organizations to “connect the processes that
define the other organizational capabilities to the external environ-
ment” (Day, 1994, p. 41) and thereby enhance organizational perfor-
mance (Mariadoss et al., 2014). In particular, frontline staff can con-
tribute to customer experiences and interactions, so it is critical that
they are committed to engaging in continuous improvement and
learning processes to benefit customers (Hartline & Ferrell, 1996).
Salesperson learning effort involves activities such as listening to cus-
tomers and actively improving sales-related skills and knowledge (Bell,
Mengii¢, & Widing, 2010); in turn, salespeople can discover customers’
needs, anticipate market requirements, and learn how to address those
needs (Bachrach et al., 2017).

Outside-in marketing also requires the effective transfer of market
intelligence across functions. For example, sales force automation
software helps salespeople record customer insights, search for details,
and aggregate organizational-level intellectual capital (Mariadoss et al.,
2014). Bridgestone used the Resco mobile customer relationship man-
agement solution to help its tire sales forces access customer databases,
update customer information, and analyze customer data while
working remotely (Resco, 2017). Effective market sensing is inherently
an iterative process that combines human domain expertise with ad-
vanced technology, such as machine learning techniques (Mohr &
Hiirtgen, 2017). The amalgamation of human predictions with novel or
unexpected patterns uncovered by machines represents an ideal ap-
proach to data augmentation. Outside-in marketing firms are well po-
sitioned to achieve this ideal, because they collect data from various
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sources and also have staff who continuously listen to customers and
markets to improve firm-level knowledge and performance.

Tenet 4 (employee). Outside-in marketing involves flows of
knowledge from the outside to the inside of the firm, through
employees, such that it requires input and commitment of resources
in the value creation process.

P7. The effect of outside-in marketing on performance is strengthened
by employees’ learning effort.

4. Conclusion

Outside-in organizations take their customers’ perspectives, to un-
derstand how to serve them. This effort is particularly critical in dy-
namic markets, in which technology enables firms to keep track of their
customers’ behaviours and attitudes and connect with them at any time
or in any place. Our review of extent research reveals four basic com-
ponents of outside-in marketing: (1) listening to customers and the
market, (2) leveraging data for customer segmentation and profiling,
(3) cocreating value through relationship development with customers
and external partners, and (4) linking customer-oriented measures to
firm performance. This article provides new insights into outside-in
marketing, by using a multidimensional approach and analyzing prior
marketing research from three perspectives—the evolution of outside-
in marketing, prior empirical research, and practical business in-
sights—all of which inform the development of an evolving theory of
outside-in marketing.

Each perspective offers unique insights. For example, by considering
the evolution of the field, we determine that the availability of cus-
tomer data, especially on the Internet, and advances in information
technology have shifted the focus, from an inside-out perspective to the
recognition that outside-in marketing is a vital success factor, achieved
through collaboration and value cocreation. Empirical research that has
examined outside-in marketing across different marketing domains
further suggests that the primary motivation for adopting an outside-in
marketing perspective in many contexts is the basis it offers for bringing
customers into central focus for the business, with positive impacts for
its performance and growth. The third perspective, on business prac-
tices, also reveals some obstacles to embracing and sustaining outside-
in marketing, including an emphasis on short-term goals or failure to
invest in necessary sensing mechanisms or act on the resulting insights.

To amalgamate existing knowledge, dispersed across diverse con-
ceptual, business practices, and empirical domains, we present an
evolving theory of outside-in marketing with four tenets and seven
corresponding propositions. Briefly, we demonstrate the increasing
importance of outside-in marketing, due to its impact on firm perfor-
mance and innovation, which strongly determines and explains the
applicability and breadth of this topic. We anticipate that outside-in
marketing will continue to evolve as the market and customers change
and present more challenges to the firms that adopt it, including the
need to manage collaborations and balance the tension between short-
term investments and long-term profitability. We hope this research
provides some direction for continued studies that work to corroborate
our evolving theory and generate even more comprehensive insights
into the effectiveness of outside-in marketing approaches.
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