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1. Abstract
Commercial management and marketing management are closely connected in modern organisations. Commercial management focuses on the financial side of business decisions, including revenue, pricing, costs, contracts, sales channels and profitable growth. Marketing management focuses on understanding customers, creating value, communicating a clear offer and building long-term relationships. When these two areas support each other, an organisation is more likely to increase sales without damaging profitability or customer trust.
This report examines how commercial and marketing strategies contribute to organisational performance. It reviews customer value, pricing, segmentation, targeting, positioning, customer acquisition, retention, digital channels and revenue generation. Apple, Tesco and Marriott International are used as examples because they operate in different industries and apply these ideas in different ways.
The report uses secondary research from academic books, peer-reviewed articles, official company reports, regulatory guidance and financial filings. The findings show that Apple uses premium positioning and an expanding services business; Tesco combines value, loyalty data and digital retail; and Marriott uses brand segmentation, dynamic pricing, franchising and Marriott Bonvoy. The report concludes that marketing should not be treated only as promotion. It should be connected with pricing, sales, finance, operations, data protection and long-term commercial objectives.
2. Introduction
Modern organisations operate in markets where customers can compare products, prices and reviews quickly. A business therefore needs more than a good product. It must understand what customers value, communicate a clear difference from competitors, select suitable sales channels and earn enough revenue to cover costs and support future growth. These decisions connect marketing with commercial management.
Commercial management is concerned with the activities that create and protect financial value. These activities include pricing, sales planning, contract decisions, distribution, supplier relationships, revenue management and cost control. Marketing management focuses on understanding markets and customers and then creating, communicating and delivering value. Kotler, Keller and Chernev (2022) explain that marketing includes decisions about products, prices, distribution and promotion. This means that marketing begins before an advertisement is produced.
The two areas depend on each other. For example, a marketing team may identify customers who want a premium product. The commercial team must then decide whether the product can be supplied profitably at a price those customers will accept. In another situation, managers may want higher revenue, but marketing research is needed to identify which customers to target and what benefits should be offered.
Research supports the importance of this connection. Narver and Slater (1990) found a positive relationship between market orientation and profitability. A market-oriented organisation pays attention to customers, competitors and coordination between departments. However, organisations must also avoid assuming that sales growth is always successful. Large discounts may increase the number of transactions while reducing the profit made from each sale.
This report studies Apple, Tesco and Marriott International. Apple represents technology and consumer products, Tesco represents retail, and Marriott represents hospitality and services. The report compares their pricing, segmentation, revenue and customer-retention approaches. It also evaluates limitations and ethical issues so that the discussion does not only describe successful activities.
3. Literature Review
3.1 Commercial Management and Business Growth
Commercial management involves making decisions that allow an organisation to earn sustainable financial returns. It includes the management of pricing, sales, contracts, distribution, costs and revenue. A commercial manager must consider whether the organisation can serve a market profitably and whether a proposed activity supports the wider business strategy.
Common commercial questions include:
What price should the organisation charge, and how will that price affect demand and profit?
Which direct or indirect sales channels should be used?
How can revenue grow without creating excessive cost or risk?
Which customer groups offer suitable long-term value?
How should financial performance be measured after a marketing decision?
A business can grow by gaining new customers, increasing repeat purchases, entering new markets, raising prices, improving efficiency or developing additional products and services. Each method creates a trade-off. A higher price may improve the margin on each sale but reduce demand. Entering another market may create revenue but require investment and local knowledge. Commercial management therefore involves balancing opportunity, cost and risk rather than simply attempting to maximise sales volume.
3.2 Marketing Management and Customer Value
Marketing management begins with customer and market understanding. Managers need to identify who the customer is, what problem the customer wants to solve, which alternatives are available and why the organisation's offer should be selected. The organisation can then make decisions about the product, price, distribution and communication.
Customer value is central to this process. Zeithaml (1988) explains that customers compare what they receive with what they give up. The sacrifice is not limited to money. Customers may also consider time, effort, uncertainty and risk. The benefits can include quality, convenience, service, design, reputation and emotional satisfaction.
For example, a hotel may charge more than a competitor but still offer stronger perceived value if it provides a better location, easier booking, reliable service and loyalty benefits. An iPhone may cost more than some competing smartphones, but a customer may value its design, software, brand reputation, product integration and support. These examples show that the cheapest offer does not always create the highest value.
Strong customer value can support business growth because satisfied customers may return, recommend the organisation and purchase additional products. However, value must be real and consistent. Advertising may create initial interest, but it cannot create long-term loyalty if the product or service does not meet expectations.
3.3 Pricing Strategy
Pricing is both a marketing and a commercial decision. It communicates information about quality and positioning, while also determining the revenue received from each sale. A suitable price must reflect customer value, competition, cost and the organisation's objectives.
Important pricing approaches include:
Cost-based pricing: the organisation calculates its cost and adds a profit margin.
Competition-based pricing: the price is set with close attention to competitor prices.
Value-based pricing: the organisation focuses on what customers believe the offer is worth.
Premium pricing: a higher price supports an exclusive or high-quality position, as seen in many Apple products.
Promotional pricing: a temporary reduction encourages trial or additional demand, which is common in retail.
Dynamic pricing: prices change according to demand, timing or available capacity, which is common in hotels.
Each approach has advantages and limitations. Premium pricing can support margins and brand image, but customers must continue to see a meaningful difference. Promotional pricing may increase short-term sales but train customers to wait for discounts. Dynamic pricing can improve revenue from limited capacity, but customers may react negatively if changes appear unfair or unclear.
Pricing also has a legal and ethical dimension. The Competition and Markets Authority (2026) explains that mandatory charges should be included in the total price shown to consumers. A low headline price followed by unavoidable fees can mislead customers and damage trust. Commercial success therefore requires transparent as well as profitable pricing.
3.4 Segmentation Targeting and Positioning
Markets contain customers with different needs, budgets and behaviours. Segmentation divides the market into useful groups. Segments may be based on geography, age, income, lifestyle, needs, purchase frequency or behaviour. Targeting occurs when the organisation chooses which segments it wants to serve. Positioning describes how the organisation wants customers to understand its offer compared with competitors.
The three company examples show different applications. Apple serves customers with different product models but maintains a consistent premium technology position. Tesco serves a broad market and provides value ranges, branded goods and premium Tesco Finest products. Marriott operates many hotel brands because a luxury traveller, a business traveller and a price-conscious traveller may want different experiences.
Digital systems allow organisations to use behavioural information, such as purchase history or booking patterns, to create more relevant communication. Ahmadi et al. (2024) show that online advertisers face many targeting options and must select segments carefully. More detailed targeting is not automatically better because it may increase complexity, cost and privacy risk.
Effective segmentation should therefore meet three conditions. The segment should be identifiable, commercially worthwhile and reachable through suitable channels. Positioning should also remain clear. If an organisation creates too many similar brands or offers, customers may become confused and the business may weaken its own differentiation.
3.5 Marketing Sales and Profitability
Marketing can influence sales by creating awareness, interest and preference. It can support a first purchase through clear information and a suitable offer. It can also support retention through loyalty programmes, personalised communication and improved customer experience. However, managers need to connect marketing activity with commercial results.
Useful performance measures include:
Sales revenue and gross margin
Customer acquisition cost and conversion rate
Repeat purchase and customer retention rates
Average order value and purchase frequency
Customer lifetime value
Market share and return on marketing investment
These measures answer different questions. Revenue shows the total value of sales, while gross margin shows how much remains after direct costs. A campaign may produce many clicks but few purchases, so conversion is more useful than attention alone. Customer lifetime value is important because a customer who purchases repeatedly may be more valuable than a customer gained through a large one-time discount.
The strongest approach is to use several measures together. A company should not focus only on sales, followers or registrations. It should examine whether marketing attracts suitable customers, supports repeat behaviour and creates enough financial return to justify its cost.
4. Methodology
This report uses secondary research. Secondary research involves analysing information that has already been produced rather than collecting new survey or interview data. This method is appropriate because the report compares established marketing theory with publicly available information from large organisations.
The evidence base includes academic books, peer-reviewed research, official annual reports, regulatory guidance and financial filings. Kotler et al. (2022), Zeithaml (1988), Narver and Slater (1990), and Ahmadi et al. (2024) support the theoretical discussion. Apple's and Marriott's official Form 10-K filings and Tesco's annual reports support the company analysis. UK Competition and Markets Authority guidance is used for price transparency.
The research was organised around five themes: pricing, segmentation and positioning, revenue generation, customer acquisition and retention, and the relationship between marketing activity and financial performance. Evidence from more than one type of source was compared wherever possible. Academic literature was used to explain concepts, while official company information was used to show how those concepts appear in practice. This approach improves reliability because the report does not depend on a single website or one organisation's description of its own success.
Apple, Tesco and Marriott were selected because they operate in different sectors and therefore show how the same principles can be applied differently. Apple demonstrates premium technology and an ecosystem model. Tesco demonstrates mass retail, loyalty and value. Marriott demonstrates services, multiple brands, dynamic pricing and franchising.
The analysis is comparative rather than statistical. It identifies similarities, differences, benefits and risks in the three organisations' strategies. Financial figures are used as evidence of scale and performance, but they are interpreted carefully because revenue can change for many reasons, including economic conditions, competition, product quality and operational decisions. The report therefore avoids claiming that one campaign or tactic alone caused a financial result.
This method has limitations. Company reports may present strategy in a favourable way, and financial performance cannot prove that one marketing decision caused a particular result. The three companies also differ greatly in industry and size. The report therefore compares strategic patterns rather than treating every financial figure as directly comparable.
5. Findings
5.1 Relationship Between Marketing Commercial Management and Growth
The evidence shows that marketing and commercial management create the strongest results when they operate together. Marketing identifies customer needs and develops an attractive offer. Commercial management tests whether the offer can create sustainable revenue and profit. Finance, operations, sales and marketing therefore need shared objectives and measures.
Apple provides a clear example. Its 2025 Form 10-K reported total net sales of about $416.2 billion, compared with about $391.0 billion in 2024. Services sales reached about $109.2 billion, while iPhone sales remained the largest product category at about $209.6 billion (Apple Inc., 2025). The figures show that Apple's commercial model is broader than a single product sale.
A customer may first enter the Apple ecosystem through an iPhone, Mac or iPad. The relationship can then continue through services, applications, storage and other connected products. Marketing supports the perceived value of the ecosystem, while commercial planning creates several revenue opportunities from the relationship.
The example also shows risk. Apple still depends heavily on iPhone sales, so the business must continue to give customers reasons to upgrade and remain within the ecosystem. Strong past performance does not remove the need for innovation, competitive awareness and suitable pricing.
5.2 Pricing Strategies in Practice
The companies use pricing differently because their markets have different characteristics. Apple mainly demonstrates premium pricing. Its products are positioned around design, technology, integration and customer experience instead of being the cheapest available. This approach can support higher margins, but it depends on continued differentiation.
Tesco operates in a highly price-sensitive market where customers buy frequently and can compare products easily. Tesco therefore combines several methods, including competitive prices, Aldi Price Match, Clubcard Prices and promotions. The commercial purpose is not only to reduce prices. Clubcard offers also encourage membership and provide behavioural information that can support more relevant decisions (Tesco PLC, 2025; Tesco PLC, 2026a).
Marriott uses dynamic pricing because a hotel room is perishable capacity. A room that remains empty tonight cannot normally be stored and sold tomorrow. Marriott's revenue-management systems support rate decisions according to demand, location, time and availability (Marriott International, Inc., 2026).
These examples can be summarised as follows:
Apple: premium price supported by differentiation and ecosystem value.
Tesco: value and loyalty pricing designed for frequent mass-market purchases.
Marriott: flexible rates designed to optimise revenue from limited room capacity.
No single pricing method is suitable for every organisation. Managers need to understand customer sensitivity, capacity, competition, cost and brand position before selecting an approach.
5.3 Segmentation Targeting and Positioning in Practice
Apple offers different devices, specifications and price levels while maintaining one strong master brand. Customers can choose a product that fits their needs and willingness to pay, but the products still appear connected. This allows Apple to reach several segments without losing its overall position.
Tesco uses broad market coverage. One shopper may buy lower-priced products in one category and Tesco Finest products in another. Clubcard also supports behavioural segmentation because Tesco can study what customers purchase rather than relying only on age or income. The benefit is more relevant marketing; the responsibility is careful and transparent data use.
Marriott offers the clearest example of multi-brand segmentation. Its portfolio covers different service levels, travel purposes and price points. A customer may use one Marriott brand for a business trip and another for a luxury holiday while remaining within Marriott Bonvoy.
The main advantage of segmentation is relevance. The main risk is complexity. Marriott must maintain clear differences between brands, Tesco must avoid offers that feel unfair to non-members, and Apple must avoid product ranges that confuse customers. Segmentation should make choice easier rather than more difficult.
5.4 Revenue Generation and Digital Channels
All three organisations use more than one source of revenue. Apple combines hardware and services. This reduces complete dependence on a single transaction and allows revenue to continue after the first product purchase. Services also strengthen the ecosystem because customers can store data, access entertainment and use applications across devices.
Tesco's central activity is retail, but its commercial model includes online grocery, Tesco Mobile, data-supported retail media and rapid delivery. Digital channels can create value through convenience as well as price. However, delivery expansion must be managed carefully because fulfilment cost can reduce the profit from small orders.
Marriott's model is different because the company does not own every hotel using its brands. At the end of 2025, Marriott reported 7,644 franchised, licensed and other properties and 2,017 company-operated properties. It generated about $5.44 billion in gross fee revenue during 2025 (Marriott International, Inc., 2026). Brand ownership, reservation systems and management knowledge therefore become commercial assets.
Digital channels also reduce distance between marketing and sales. A customer can see a promotion, compare an offer, join a programme and purchase within one digital journey. Direct channels can provide customer data and reduce dependence on intermediaries, but organisations must earn trust through security, privacy and transparent communication.
5.5 Customer Acquisition and Retention
Customer acquisition attracts a new buyer, while customer retention encourages an existing buyer to continue the relationship. Both matter, but retention can create repeated revenue without requiring the organisation to begin every customer relationship again.
Apple's connected products and services can encourage repeat purchasing because existing devices work together. Tesco Clubcard gives shoppers financial benefits and enables more relevant offers. Marriott Bonvoy links many brands, direct channels and travel benefits through one programme.
Marriott's 2025 filing states that approximately 75% of United States hotel room nights and 68% of global hotel room nights were booked by loyalty programme members (Marriott International, Inc., 2026). These figures show the importance of member relationships to Marriott's commercial performance.
However, membership alone is not proof of loyalty. A customer can join several programmes and remain inactive. Managers should therefore measure active members, repeat purchases, frequency, spending and retention. A loyalty programme should create useful customer value, not simply collect registrations or data.
6. Discussion
6.1 Apple
Apple demonstrates how differentiation can support commercial performance. The company does not compete mainly through the lowest price. Instead, the offer includes product design, software, retail experience, service, brand reputation and integration between devices. This total experience supports premium positioning.
The strategy creates several advantages. Premium prices can support margins, existing customers may buy additional products, and services create revenue after the first purchase. A strong ecosystem can also reduce the pressure to compete through constant discounting.
There are also limitations. Premium positioning requires continued innovation and reliable quality. Customers need a reason to pay more than they would for a competing product. Apple's 2025 sales in Greater China were lower than in 2024, showing that even a strong global brand can face regional pressure (Apple Inc., 2025).
Apple should therefore continue to improve customer value rather than relying only on brand reputation. Services can diversify revenue, but the company must maintain customer trust over privacy, pricing and ecosystem control.
6.2 Tesco
Tesco demonstrates how value, convenience and customer information can be combined. Supermarket customers make frequent purchases, so small differences in price and service can influence behaviour. Aldi Price Match and Clubcard Prices reduce the reason for customers to move to competitors, while the Clubcard relationship supports personalisation.
The commercial cycle is clear:
Customers make purchases and create behavioural information.
Tesco analyses patterns to understand demand and preferences.
The business develops relevant prices, ranges and communication.
Useful offers may encourage further purchases and retention.
Digital grocery and rapid delivery add convenience to the value proposition. However, Tesco must balance customer value with profitability. Heavy price competition can reduce margins, and fast delivery can be expensive. Personalisation also requires responsible data management.
Tesco's sustainability communication is commercially relevant because trust affects brand value. Its 2026 sustainability report states that operational emissions were 68% lower than its 2015/16 baseline (Tesco PLC, 2026b). Such claims should remain specific and evidence-based so that customers can distinguish measurable progress from general green language.
6.3 Marriott International
Marriott demonstrates marketing and commercial management in a service industry. Hotels sell time-limited capacity, so pricing, distribution and demand forecasting are especially important. Brand segmentation allows Marriott to serve different traveller needs, while Bonvoy connects those brands through one relationship system.
The franchise and management model supports expansion without Marriott owning every property. Fees create revenue from brand names, systems and management capability. This can be less capital intensive than purchasing every hotel, but it also creates a quality-control challenge because many properties are owned by other parties.
Marketing promises must therefore be supported by operations. A poor experience at one property can affect the reputation of the wider brand. Revenue management may improve room income, but very large or unexplained price differences can create negative customer reactions.
Marriott's direct website and app can support booking, service requests and member benefits. These tools improve convenience and give the company greater control over the customer relationship. The company must still compete with online travel agencies, alternative accommodation platforms and other hotel groups.
6.4 Comparison of the Three Organisations
The organisations use different methods, but four common themes are visible. First, each organisation needs customer understanding. Apple studies product and experience needs, Tesco studies shopping behaviour, and Marriott studies travel purpose and booking patterns. Second, each company needs clear positioning. Apple focuses on premium technology, Tesco on value and convenience, and Marriott on a portfolio of differentiated hotel brands.
Third, all three companies diversify revenue. Apple combines products and services, Tesco combines stores and digital activities, and Marriott earns management and franchise fees alongside other revenue. Fourth, each company invests in retention. Apple's ecosystem, Tesco Clubcard and Marriott Bonvoy all aim to extend the customer relationship.
The differences are equally important. Apple's premium model cannot simply be copied by a supermarket. Tesco's frequent low-value transactions differ from hotel bookings. Marriott's dynamic pricing reflects perishable room capacity. Strategy must therefore fit the organisation's market instead of copying a successful company without considering context.
6.5 Ethical and Commercial Challenges
Commercial pressure can create ethical risk. Managers may be encouraged to increase sales quickly, but a short-term tactic can damage long-term trust. Hidden mandatory charges are one example. The Competition and Markets Authority (2026) states that unavoidable charges should be included in the total price shown to customers.
Customer data creates another challenge. Loyalty and digital systems can make communication more relevant, but customers should understand how their information is collected and used. Security failures or intrusive targeting can reduce trust even if a campaign produces a short-term increase in sales.
Sustainability claims must also be accurate. Organisations should communicate measurable progress and explain the limits of their achievements. Presenting a small change as a complete environmental solution may be considered greenwashing.
Ethical marketing is therefore not separate from commercial performance. Trust influences retention, reputation and willingness to purchase. A responsible organisation should use clear prices, accurate claims, fair treatment and suitable data protection as part of its long-term strategy.
7. Conclusion
This report examined how commercial and marketing strategies contribute to organisational performance. The evidence shows that commercial management and marketing management are closely connected. Marketing helps the organisation understand customers, create value and communicate a suitable offer. Commercial management ensures that these activities support revenue, costs, sales and profit.
Apple, Tesco and Marriott apply these ideas in different ways. Apple uses differentiation, premium pricing and services. Tesco combines competitive value, loyalty, customer information and digital retail. Marriott uses multiple brands, dynamic pricing, loyalty, franchising and direct digital channels.
The comparison also shows that higher sales do not automatically mean stronger performance. Discounts can reduce profit, targeting can create privacy concerns, and dynamic pricing can appear unfair. Managers should therefore measure financial results, customer behaviour and trust together.
Modern marketing should not operate as an isolated advertising function. It should work with finance, sales, operations, digital teams and senior management. When these areas share information and objectives, the organisation is better able to attract suitable customers, retain them and create sustainable growth.
8. Recommendations
Based on the findings, modern organisations should take the following actions:
Connect marketing goals with commercial goals. Campaigns should measure conversion, revenue, margin, retention and return on marketing investment rather than only views, likes or followers.
Research customer value before changing price. Managers should identify which benefits matter most and should not assume that the lowest price is always the strongest position.
Use segmentation carefully. Customer groups should be clear, reachable and commercially worthwhile. Too many small segments can increase cost and complexity.
Build retention into the strategy. Loyalty programmes should provide useful benefits and should be evaluated through active membership, repeat purchase and customer lifetime value.
Develop suitable revenue diversification. Additional products, services, subscriptions, digital channels or partnerships can reduce dependence on one transaction, but each new activity should fit the brand and capabilities.
Improve cooperation between departments. Marketing, sales, finance, operations and technology teams should agree on shared measures and review results together.
Protect trust. Prices should be transparent, personal data should be handled responsibly, and environmental or performance claims should be supported by evidence.
These recommendations do not require every organisation to use the same strategy. Their purpose is to create a decision process in which customer value and commercial sustainability are considered together.
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Appendices
Appendix A Company Comparison
	Organisation
	Commercial approach
	Marketing and customer value
	Main risk

	Apple
	Premium pricing and ecosystem growth
	Design, integration, brand reputation and services
	Premium value requires continuous innovation

	Tesco
	Competitive value, large-scale operations and digital retail
	Clubcard, convenience and personalised offers
	Price competition and concerns about customer-data privacy

	Marriott International
	Franchising, management fees and revenue management
	Brand portfolio, Marriott Bonvoy and direct booking channels
	Maintaining consistent service across third-party properties



Appendix B Key Commercial Measures
Sales revenue: Total income earned from sales before costs are deducted.
Gross margin: Revenue remaining after direct cost of sales is deducted.
Customer acquisition cost: Average sales and marketing cost required to gain one new customer.
Conversion rate: Percentage of potential customers who complete the required action or purchase.
Customer retention: Ability of the organisation to keep customers over time.
Average order value: Average amount spent in one transaction.
Customer lifetime value: Estimated financial value created during the customer's relationship with the organisation.
Return on marketing investment: Financial result of marketing activity compared with its cost.
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