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Strategic Insights

A custom approach to insights 

discovery provides unbiased and 

actionable understanding of your 

customers and markets

Go-to-Market Strategy & Planning

Proven capabilities to develop customer-

centric marketing strategy solutions that 

drive a unique customer experience, 

differentiation, and growth

Marketing Capability Development

Customized marketing best practices and 

training programs that build functional 

capabilities and individual competencies 

that drive results

We help B2B2C Clients grow by developing actionable insights, creating better strategies focused on value creation 
and building the capabilities to sustain growth.
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The importance of marketing risk management

Key leadership goal: protect and enhance shareholder value.

Accomplished by managing a portfolio of investments through resource allocation.

Plans assessed for probability of successfully delivering promised returns – do they create or 
destroy shareholder value?

Leaders want effective marketing plans to deliver a better risk-adjusted rate of return than the 
alternatives.

Key for marketers:  recognize real risks and have a clear-cut plan to mitigate them.  

Good marketing plans demonstrate that the risk is understood 
and managed  to increase the probability of success
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What is risky about 
marketing?
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Blimps!
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Bigfoot Bombs
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July 4, 1993
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And Big Platforms
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Marketing Risk According to 

Brand and reputation risk

Legal and regulatory risk

Financial risk

Trust risk

Competitive and timing risk

Cultural and audience risk
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In Other Words, EVERYTHING

Marketing is an 
investment in 
the growth of 
your business

We cannot 
predict the 
future

We cannot 
guarantee a 
return on 
marketing

Marketing is a 
financial risk

You are a risk
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In Other Words, EVERYTHING
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The goal of risk assessment is not to avoid risks – but to identify and take 
risks that can be managed.
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But what is the source of 
marketing risk.
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1

People
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People - Talent

…more of a haiku than an ad
…not a great look for the world’s 
largest airline
…artful but ultimately mind-numbing, 
ineffective, and self indulgent
…woefully out of touch with the 
onboard experience
…a self indictment of the hard-working 
employees
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People - Cognitive Bias

Marketers are people.   Each of us have 
cognitive biases that unknowingly influence 
our plans and decision making

Core psychological tendencies cause our 
brain to draw differing and sometimes 
incorrect conclusions.

The “bounded rationality” in decision-
making is limited by information, the 
cognitive limitations of our minds, and the 
finite amount of time to make a decision.
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People – Bias 

1. Confirmation bias
2. Survivorship bias
3. Anchoring bias
4. Overconfidence bias
5. Bandwagon effect
6. Sunk cost fallacy 
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1

2

People

Market
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Market-based Risk

Ø Market Risk: is there a market for my product?

Ø Share Risk: can I capture and retain share?

Ø Earnings Risk: can we make money and sustain earnings?
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1

2

People: actively develop and 
manage in real time

Market-based Risk: deliberately 
analyze, understand, accept, 

and mitigate

Marketing Risk Management
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Identify, Analyze, and Mitigate the Natural Risks

Natural risks exist throughout the marketing planning and 
implementation  process.
• Market Risk: Is there a market?

• Share Risk:  Can I capture share?
• Earnings Risk:  Can I sustain earnings?

Marketer behaviors can add/reduce risk
• Ignoring Bias:  even with the right information, bias can creep in and color your judgment.  

• Lack of planning, rigor, & discipline: not following a disciplined process means that critical 
analysis may not be completed. 

• Lack of contingency plans:  failure to measure or failure to plan when risk becomes real
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As your product portfolio grows and matures the type of risk you face evolves

The Nature of Risk Changes Over Time
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Market risk increases as uncertainty rises

Source: Ansoff Matrix 
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Existing 
Market
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New 
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Increasing Market Risk

Decreasing  probability of 
Market Success

Marketing risk management plays an 
important role when introducing a new 

product or entering a new market, but when 
both conditions apply, this role becomes 

critical

Understanding where you are in the market or product lifecycle helps 
focus on likely source of risks. 
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EMM Group’s Marketing Risk Management Framework
Market Risk Factors Share Risk Factors Earnings Risk
Product Category Existence
The product category may not exist or may be smaller 
than planned.  

Target Market Risk
The value proposition may have limited  across 
segments.

Profit Pool Risk
Future total profit pool may be less than  planned.  

Market Existence
The market segment may be smaller than planned.

Value Proposition
Risk
The value proposition may not be relevant/compelling 
across segments

Earnings Source 
Risk
Earnings may be less than planned because of competitor 
reactions. 

Sales Volume Risk
Sales Volume may be lower than planned.  

SWOT Risk
The strategy may not leverage company’s strengths or 
compensate for its weaknesses

Competitor Impact Risk
Earnings may be less than planned because of a single 
competitor reacting to the strategy. 

Forecast Risk
The market may grow less quickly than planned. 

Uniqueness Risk
The strategy may compete head-on with powerful rivals. 

Internal Gross Margin Risk
Internal gross margins may be lower than planned because 
internal costs are not well known or clear. 

Pricing Risk
Pricing levels in the market may be unknown or lower 
than planned.  

Future Risk
The strategy may be designed for yesterday’s market and 
not today’s market. 

Other Costs Risk
Net margins may be lower than planned because other 
costs are higher than anticipated. 
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Using the Marketing Risk Management Framework

Assess the Risk
•Rate the level of risk on a 1-5 
scale across the five dimensions 
in key risk areas using the 
Scorecard

•Tip:  for all high risks, provide 
data or proof
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Mitigate the Risk
•For each area of high risk, create 
a mitigation plan

•Impact horizon
•Risk detection and 
measurement

•Mitigation plan
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Risk Assessment Scorecard
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Sample Assessment
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Sample Assessment
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Marketers Who Manage Risk Reduce Risk, Lead Better, Decide Smarter

Manage Risk

Better understanding of risk and where to emphasize resources 
and diligence

More Effectively Lead

More effective coaching by Leaders and Leader/Decision Teams

Make Better Decisions

Better portfolio and investment decisions by Leaders and 
Leader/Decisions Teams

Better understanding of risk and how to mitigate in Marketing 
strategies and plans

Mitigate Risk

Better support and guidance where it matters for Marketers

Get Leadership Support

Higher chance of approvals and resources. Higher chance of 
market success

Obtain Resources
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The Secret Benefits of the Marketing Risk 
Management Process
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No AI Necessary!
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The Secret Benefits of the Marketing Risk 
Management Process

A great back check on your strategic plan.

A great test of your team’s acumen.

Free and worth the price!



Thank You

Ralph Cummins
804-239-5643
ralphcummins@emmgroup.net


