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Why it matters
Cost cutting is a crucial value driver for consumer goods companies, 
but its impact is finite. What do you do when all the cost is out of the 
system? Most industry analysts agree that volume-driven earnings 
growth is the key to future prosperity and independence. But how do 
you make it happen?

Many companies seek to boost sales by increasing trade spending, especially in highly 

contested categories, such as processed food and beverages. But in the vast majority 

of cases, even dramatic increases in trade spend have failed to bring about substantial, 

sustainable market share gains. In effect, an increase in trade spending is nothing else 

than an indirect price reduction. It may help consumer goods manufacturers steal market 

share from competitors temporarily, but when competitors counter the investment with their 

own promotions, the pendulum will swing back. In the long term, such price wars damage 

everyone’s brand equity. Consumers are trained to buy a brand only when it is on sale. 

Nobody wins. 

So if trade spend doesn’t do the trick, how do you find the treasure trove that will help 

you outgrow an ever more fragmented market? This is where Growth Mapping comes in. 

Essentially, Growth Mapping is about aligning what manufacturers make with what consumers 

want. It combines different types of segmentation – of people (demographic), their choices 

(behavioral), and their underlying needs – to detect and unlock new sources of volume-driven 

growth, be it from existing, neighboring, or new categories, channels, markets, and brands. 

Consider the case of a maker of premium pet foods. The company was looking for growth 

opportunities, and it used Growth Mapping to discover an unmet need: snacks that actually 

help clean and strengthen dogs’ teeth. In the past, various competing manufacturers had 

claimed that their products improved canine oral health, but the teeth of dogs were rotting 

anyway, resulting in cumbersome and costly trips to the vet. The pet food company in 

question invested in the development of a product that actually worked in clinical trials. The 

product exceeded all expectations and quickly became the company’s biggest growth driver.

Growth Mapping turns big data into a fact base for the entire organization to rally around 

and prioritize growth initiatives according to their prospective payoff. According to a recent 

McKinsey analysis, companies that use Growth Mapping outperformed their category average 

by a factor of ten in the five-year period ending in 2016. While the average revenue growth for 

the world’s top 100 consumer goods companies was 1.4 percent (CAGR) for that period, users 

of Growth Mapping achieved a revenue uplift of 15 percent (CAGR) in targeted categories 

(see Exhibit 1). While the focus of this analysis, and of this document, is on consumer goods, 

Growth Mapping has also successfully been deployed in other B2C industries, such as 

banking, insurance, and telecoms. 
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Exhibit 1: Why Growth Mapping matters

The typical consumer goods company has experienced low single-digit revenue growth over 

the last five years, while our approach can deliver 10x higher growth
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lift for targeted categories

SOURCE: Euromonitor 5yr ending 2016

How it works
Consumer goods manufacturers sit on a growing heap of data, but not all of them use it to 

fuel future growth. Growth Mapping helps them mine consumer data for insights and derive 

concrete actions for better performance. It cuts across consumer segments, categories, 

channels, brands, and markets to pinpoint the most promising intersections of supply and 

demand, including demand that may as yet be dormant and the supply of products or variants 

that do not yet exist. By creating an understanding of what consumers really want, and why 

they behave the way they behave, Growth Mapping enables consumer goods companies 

to re-align core value levers from market definition and product innovation to pricing and 

promotions for sustainable volume-driven growth within and beyond their core business.

But unlike many other approaches, Growth Mapping isn’t limited to the surface level of 

consumer behavior. Rather, it goes to the deeper level of need states. Need-state analysis 

tells you why consumers do what they do, and how their needs differ in a variety of purchase 

and usage occasions. Take breakfast as an example. The same person will expect one thing 

from a quick weekday breakfast and another thing from a leisurely breakfast on a weekend. 

To fulfill consumer needs and create loyalty, makers of breakfast foods need to understand 

these differences and position their products accordingly. Apparel is another example of how 

needs vary with occasion. The demands and the price sensitivity of even the most fashion-

forward consumers change with purchase occasion, e.g., depending on whether they are 

looking to buy a pair of jeans for work, leisure, or going out. In a given case, a maker of 

branded apparel positioned its products for consumers looking to buy a pair of smart jeans 

to wear at the office or when going out. The company also made a conscious choice to leave 

the sub-segment of jeans worn around the house or for outdoor activities to retailers’ private 
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labels. This was because the apparel maker found itself unable to serve the respective needs 

– such as durability and affordability – profitably and without diluting its brand. In general, 

Growth Mapping integrates the insights from different types of segmentation with relevant 

market trends to create a growth map that helps companies predict consumer behavior with 

unprecedented accuracy and pinpoint the most promising growth opportunities.

Step 1: Clarify the challenge
How ambitious are your growth objectives relative to the market average? Is your primary 

goal to defend market share? Do you simply want to grow at a moderate rate to compensate 

for inflation? Or do you hope to achieve double-digit revenue growth? The answers to these 

questions will help you pick the most relevant tools from the Growth Mapping toolbox of 

data sources, research methodologies, and analytical approaches. In one case, it may 

be sufficient to get to the bottom of what drives the choices of consumers in your current 

category to win. In another case, you may have to look beyond the boundaries of your current 

category to conquer new sources of substantial growth. We frequently observe that growth 

in a company’s established competitive arena can be disproportionately costly. This is why 

we encourage consumer goods players to think out of the box and employ tools that let them 

evaluate opportunities in new categories and markets.

Step 2: Create the treasure map
Assume your ambition is to defend market share. In this case, your primary objective would 

be to get consumers to pick your brand over a competitor in the store. Growth Mapping lets 

you model consumer behavior in stores to optimize the way your products are positioned, 

displayed, and promoted on the shelf. To determine the most effective marketing mix, 

it is imperative to get into the minds of shoppers and understand how they go about 

their purchases:

• Do consumers start with a type of product and narrow down their consideration set 

of brands further down the line? In this case, you might want to optimize the way your 

products are displayed and promoted in stores

• Or do they have their mind set on a preferred brand before they even enter the store? In this 

case, you might want to invest in advertising to drive brand awareness

In another situation, your ambition might be to double the size of your business. Growth 

Mapping helps you segment the market comprehensively to expand your solution space and 

bring out previously neglected white spaces. Specifically, Growth Mapping uses machine 

learning to segment consumer behavior based on the factors that matter most in terms of 

purchase relevance. In a second step, the approach overlays the behavioral segmentation 

with needs and consumer target groups.  The resulting Opportunity Matrix will tell you where 

general market trends and specific consumer needs in your industry intersect to create 

opportunities for your brands (see Exhibit 2 for an example).



5

Exhibit 2: Opportunity Matrix surfaces best areas for growth by intersecting 

the segmentations

The Opportunity Matrix brings out the best areas for growth by 
intersecting di�erent types of segmentation

Growth in Snacking:  Opportunity Matrix
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By doing a deep-dive on each cell, we determine which ones to compete in:
• How much overall value do these areas represent?
• What is the competitive frame?
• How much headroom is there?
• How should our portfolio brands be focused?
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SOURCE: Snacking Growth Map - November 2015

Step 3: Start the hunt
Once you have employed the tools that are optimally suited to the size and type of your 

business challenge, Growth Mapping lets you create a prioritized set of recommendations 

(see Exhibit 3 for an example). We use factors such as the size of the prize, category growth 

potential, consumer needs, product benefits, and your ability to win to create an index. 

The resulting ranking tells you where to focus your limited resources (“recommended 

opportunities”). Unlike many other approaches, Growth Mapping also tells you which 

opportunities are not worthy of your attention in light of the size of the prize and your ability to 

claim them (“opportunities to de-prioritize”).

Companies that own and manage multiple brands in the same category can also use Growth 

Mapping to clarify, sharpen, or change the roles of specific brands in the portfolio to maximize 

total value creation. For example, a given brand may turn out to be perfectly suited to satisfy 

the needs of a high-growth segment that it is currently not positioned for in terms of attributes, 

packaging, pricing, or distribution.
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Exhibit 3: Example of prioritized opportunities

Growth initiatives are prioritized based on category attractiveness and a 
company’s ability to win

Example: Opportunities prioritization based on simulations

Grow penetration in existing liquid egg 
segment

Develop ready-to-drink, all natural protein 
and fruit beverage to source from smoothies

Source volume from frozen breakfast 
with protein box

Source volume from hot cereal with 
microwavable protein cup

Develop ready-to-eat creamy protein 
product to source Greek Yogurt

Expand egg protein to “no egg/no 
heat” occasions 

Develop egg-based protein bars 

Compete with value-added shell eggs 
in full prep

Develop egg-based protein biscuit

Develop minimal prep egg product to 
compete with Family Cereals

Expand Liquid Egg Whites to 
family value
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Opportunity
Idea prioritization 
indexed scoring1 Size of the Prize, $MM
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to de-prioritize

 

1 Index based on category attractiveness (size of prize, category growth potential, consumer needs, and product benefits) and 
client’s ability to win (internal capabilities and execution risk)

What it does
Consumer goods companies use Growth Mapping to integrate big data from diverse sources 

and distill relevant insights for their business. It helps them answer two crucial questions: 

Where should we play? And how should we allocate our resources to specific opportunities? 

To get to the bottom of consumers’ needs and motivations, Growth Mapping combines 

existing data with dedicated primary research and advanced analytics that increase the 

predictive power of the outcome; see the insert “Taking prejudice out of the equation” below 

for details.

Our clients apply Growth Mapping in three principal areas, or use cases: to redefine and 

expand their relevant market, to fuel insights-driven product innovation, and to improve the 

alignment of their portfolio with consumer needs. 
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Taking prejudice out of the equation
Traditional consumer surveys have one principal flaw: the human factor. As you 

design the questionnaire, you feed your preconceptions about the market and 

your target group into the research. As a result, you often find what you expected 

to find in the first place. For example, a chain of restaurants was struggling with 

a declining guest count. The company’s management assumed that this was 

due to a failure to appeal to families, especially to children. A survey-based 

segmentation effort confirmed this assumption. In response, the company 

invested heavily to make their outlets more family-friendly, e.g., by expanding 

play areas and setting up new toy-licensing agreements. But these efforts failed 

to counter the erosion. The company engaged in Growth Mapping, using new 

primary research and artificial intelligence to determine the true drivers of guests’ 

choices. The key benefit of machine learning is that it helps you find issues you 

weren’t necessarily looking for, and this is exactly what happened. It turned out 

that the real reason that the restaurants were losing guests was food quality. 

The company invested in better ingredients and improved processes for hotter, 

fresher, tastier meals. Word of the changes spread quickly, and guests came 

back in droves. In the six months following the implementation, the stock price of 

the company increased by almost one fifth.

Unique benefits of Growth Mapping include:

• Application of fast, unbiased machine learning to predict the true drivers of 

consumer behavior

• Integration of demography (“Who”) and consumer needs (“Why”) with 

purchasing habits (“What”)

• Clear recommendations for key functions from marketing and assortment to 

pricing and promotions
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Market growth
If you are a big player in a slow-growth market, your principal question will be where to go 

next, be it in terms of categories or geographies. This is exactly the situation a maker of 

frozen pizza found itself in in the late 1990s. At the time, the company’s brand was already the 

market leader, which made it difficult and costly to achieve further revenue growth. Based on 

a comprehensive mapping of the entire pizza market, the manufacturer was able to expand 

its frame of reference well beyond frozen pizza. The analysis revealed that consumers, 

unlike manufacturers, do not distinguish between frozen pizza and take-out or delivery pizza 

because all types help them satisfy their need for a convenient hot meal. The company took 

triple action:

• The introduction of new product varieties with better ingredients and a fluffier crust

• A substantial price increase for these new varieties

• A creative campaign driven by a new claim that emphasized the improved quality

The effort resulted in new, sustained growth for the brand that now competes not only with its 

frozen pizza peers, but with delivery services and take-out restaurants as well.

In a similar situation, a maker of paper products was seeking new growth for some of its 

biggest brands in categories such as tissues and diapers. Because a substantial share 

of revenue came from the stagnating home market, the company started looking for 

opportunities overseas. Thanks to its large and quickly growing market for paper products, 

China came up as one of the first candidates for expansion. But further analysis revealed 

that the company’s ability to capture a substantial share of the Chinese market was limited. 

This was because Chinese consumers were averse to Western brands at the time. To build a 

robust fact base for international growth, the manufacturer used Growth Mapping to rank two 

dozen key countries according to the company’s growth potential over a ten-year horizon. It 

turned out that European markets were more attractive for the company than China. Although 

these markets were much smaller and less dynamic than China, consumers there were much 

more open to Western brands. This is why the combined projected payoff of entering these 

markets exceeded that of entering China. In response, the company re-allocated resources 

from high-growth Asian markets to less dynamic, but more promising European markets. The 

fact that Growth Mapping attaches a dollar value to growth opportunities played a crucial role 

in this decision.

Product innovation
There are now more brands and more differentiated consumer needs than ever, and retailers 

are upping the ante by introducing premium private labels that challenge the domain of many 

manufacturer brands.  The pressure to innovate is growing, but how do you decide where 

to focus your efforts and your limited resources? “It’s crucial for companies to take the 

guesswork out of their plans”, McKinsey’s experts observed in a recent analysis of growth 

opportunities for consumer goods companies. 
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In an effort to build a robust fact base for future growth initiatives, a global maker of snack 

foods started asking some fairly fundamental questions:

• Who are our customers?

• How do they arrive at their purchase decisions?

• What are the underlying needs that guide their choices?

The company built a comprehensive map of the snack market, covering consumer segments 

from “simple purists” to “taste lovers”, as well as a variety of underlying needs. Further 

analysis brought out a white space between breakfast and lunch. Around 11 am, many 

consumers got hungry and made unhealthy choices. But there were two sizeable segments 

of consumers, “healthy foodies” and “waist watchers”, who − unlike the less discerning 

“mindless snackers” and “value-conscious” − were looking for healthy alternatives to candy 

bars or mixed nuts (see Exhibit 2 above). The global opportunity was valued at hundreds of 

millions of dollars in incremental sales. In response to the unmet need for healthy snacking, 

the company developed a unique kind of biscuit that is richer in protein, and lower in calories, 

than most cookies and snack bars. As soon as it was introduced, the new product became 

the type of biscuit showing the highest growth in sales that year. According to McKinsey’s 

Snacking Growth Map, the market for protein-fueled snacking will continue to grow at a rate of 

6 percent annually. 

While the biscuit was a completely new product, Growth Mapping can also be deployed to 

develop new varieties of existing products or brands. This is what a pharmaceutical company 

did. At the time, the company’s flagship brand was facing slow growth and price erosion in its 

core business of pain relief. With the help of needs-based segmentation, the team was able 

to identify opportunities to leverage the strong brand in neighboring categories, such as rapid 

pain relief and sleeping aids. To capture these opportunities, the company took action on 

multiple fronts in parallel:

• Investment in R&D to increase the speed of effectiveness that resulted in the development 

of a new, fast-acting product variant

• Development of new, multi-benefit varieties of its classic product, such as a combination of 

painkillers and sleeping aids for carefree sleep

• Substantial price increases for the new varieties to cash in on consumers’ willingness to pay 

more for added benefits

To leverage the strong brand fully and foster cross-selling, the new varieties are not shelved in 

their respective categories in drugstores, but alongside the flagship product, a shelf strategy 

POS specialists refer to as “bull’s eye”. Soon after the portfolio expansion, the brand’s parent 

company outgrew its key competitors in terms of total revenue.
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Portfolio management
Companies that own multiple brands in the same category frequently find themselves in a 

predicament: How do I grow one brand without cannibalizing the other? Growth Mapping 

enables portfolio players to align each brand with consumer needs to maximize total value 

creation. This was the challenge a maker of pet food was facing some time ago. One of 

their brands was the problem child in the company’s portfolio. It was a small relative to the 

company’s other brands and showed little immediate growth potential. The objective was to 

develop the small brand without cannibalizing the company’s other brands. Growth Mapping 

revealed that there was a large group of switchers in the pet food category. They displayed 

next to no brand loyalty and would buy whatever brand was on sale at their local pet food 

store or online. Growth Mapping helped the company detect an opportunity at the intersection 

of these switchers and the emerging trend towards healthy pet food. As a result of this insight, 

the small brand was repositioned as a natural indulgence. Subsequent to the re-launch, the 

brand won an award in recognition of its unique positioning.

In a nutshell
Growth Mapping uses the power of insights to unlock sustainable growth in consumer goods, 

both in new and existing categories. It helps companies understand why consumers behave 

the way they do and empowers them to monetize this understanding. Growth Mapping is a 

solution provided as a service by Periscope and leverages the full experience of McKinsey’s 

global Consumer Practice. Experts work with clients to tailor the solution to their specific 

needs and empower executives to act on the output.

If you want to find out how Growth Mapping can help you jump-start growth at your company, 

please go to www.periscope-solutions.com/solutions/insight-solutions/applied-insights/ or 

contact us at contact@periscope-solutions.com

i Euromonitor, McKinsey. While the focus of this document is on consumer goods, Growth Mapping has also 
successfully been deployed in other B2C industries, such as banking, insurance, and telecoms.

ii For a retail use case, see http://www.mckinsey.com/industries/retail/our-insights/pricing-in-retail-setting-strategy 
(retrieved in May 2017).

iii http://www.mckinsey.com/industries/consumer-packaged-goods/our-insights/the-consumer-sector-in-2030-trends-
and-questions-to-consider (retrieved in May 2017).

iv http://onlinelibrary.wiley.com/doi/10.1002/9781119207900.ch6/summary (retrieved in May 2017).

v http://www.mckinsey.com/industries/consumer-packaged-goods/our-insights/three-myths-about-growth-in-
consumer-packaged-goods (retrieved in May 2017).

vi Market Map 2.0, The Future of Snacking, McKinsey 2016.
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About Periscope®
Founded in 2007, the Periscope® By McKinsey platform combines world-leading intellectual 

property, prescriptive analytics, and cloud-based tools with expert support and training. 

It is a unique combination that drives revenue growth, both now and into the future. The 

platform offers a suite of Marketing & Sales solutions that accelerate and sustain commercial 

transformation for businesses. Periscope leverages its world-leading IP (especially from 

McKinsey but also from other partners) and best-in-class technology to enable transparency 

into big data, actionable insights, and new ways of working that drive lasting performance 

improvement and a sustainable 2-7% increase in return on sales (ROS). With a truly global 

reach, the portfolio of solutions comprises Insight Solutions, Marketing Solutions, Customer 

Experience Solutions, Category Solutions, Pricing Solutions, Performance Solutions, and 

Sales Solutions. These are complemented by ongoing client service and custom capability-

building programs.

To learn more about how Periscope’s solutions and experts are helping businesses continually 

drive better performance, visit www.periscope-solutions.com or contact us at  

contact@periscope-solutions.com.
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