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22nd Annual PPS Fall Conference: Caesars Palace – Las Vegas, NV; October 
25-28, 2011. Workshops and special events offered on Tuesday and Wednesday, 
October 25-26 include:
s Core Pricing Skills – Jim Saunders
s Creating & Capturing Value in an Intellectual Capital Economy – Ronald 

Baker & Ed Kless
s Innovative Techniques for Estimating Elasticities – Walter Paczkowski, Ph.D.
s Rebuilding the Profit Power of Pricing – Mark Burton
s Beyond the Organization Chart: How to Structure and Organize your 

Company’s Pricing Function – Larry Montan & Richard Brown
s Extracting Full Value from New Product Launches – Madhavan Ramanujam
s 3rd Annual Pricing for Executives Summit – Stephan Liozu, Kellie Ecker, 

Darren Huxol, Eugene Zelek, Dick Braun

For the most up-to-date information about PPS events and programs, please 
visit our website at www.pricingsociety.com frequently.

Demand: Creating What People Love 
Before They Know They Want It

Demand creators – those who analyze 
customers’ needs and wants and de-
velop innovative product and service 
solutions - create great opportunities for 
pricing professionals in their organiza-
tion to do a beautiful job creating value 
from the demand that’s been catalyzed 
in the market. In this article, the author 
explores the dynamics behind creating 
customer demand using examples from 
his upcoming book – Demand – which 
will be published on October 4, 2011. 
Adrian J. Slywotzky is a partner at Oli-
ver Wyman and the author of several 
books on economic theory and manage-
ment. He can be reached at adrian.
slywotzky@oliverwyman.com. 

We often think that demand 
comes from pulling the 
right levers: more market-
ing, better advertising, 

more aggressive sales efforts, distributing 
coupons, offering discounts. Tactics like 
these do have their time and place, and 
they can bring short-term results.

But real demand is not about any of 
these things. Demand creators spend 
all of their time trying to understand 
people.  They are acutely aware of how 
hopeful, jaded, funny, impulsive, unrea-
sonable, irascible, ambitious, distrust-
ful, enigmatic, enthusiastic, frustrated, 
and unpredictable we really are. They try 

to understand our aspirations, what we 
need, what we hate, what gives us an 
emotional charge—and, most impor-
tant, what we might really love.  

By watching how people actually behave 
in their own worlds, and by talking to 
them constantly, demand creators figure 
out how to solve the big and little hassles 
we all face—and they make our days 
easier, more convenient, more produc-
tive, and simply more fun.  They seem 
to know what we want even before we 
do. They wind up creating things people 
can’t resist and competitors can’t copy. 
And they open up great opportunities 
for their pricing professionals to do a 
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beautiful job creating value from the 
demand that’s been catalyzed in the 
market.

Yet they almost never succeed on the first 
try.  They know that real demand comes 
from connecting the dots between the 
human factor and a quirky, ever-shifting 
combination of other elements: financial 
and emotional costs, social norms, in-
frastructure, product design, patterns of 
communication, and many more. 

It comes from understanding how all 
these factors interact in complex, unpre-
dictable, and counter-intuitive ways. And 
it comes from a way of thinking that 
makes the leap from trying to convince 
people to buy something to human un-
derstanding, to seeing the world through 
our eyes and our emotions. 

A dozen cylinders have to click into 
place before the vault door swings open 
and a flood of new demand is created. 
But when it does, wonderful things hap-
pen—for all of us. And the organizations 
that succeed in creating and satisfying 
that new demand benefit enormously 
from what we call the counterintuitive 
economics of demand. 

It turns out that creating powerfully 
magnetic products that meet customer 
needs in unprecedented ways improves 
the bottom line of a business in unex-
pected ways. It reduces the amount of 
money you need to spend on marketing 
and advertising; it allows you to charge 
premium prices in a marketplace where 
rivals feel compelled to offer steep dis-
counts; it generates a steady stream of 
customer feedback and ideas that’s worth 
more than any number of costly mar-
ket surveys and research products. Start 
creating demand, and you discover that 
your company’s financial puzzle almost 
begins solving itself.

In Demand, we tell the stories of an 
amazing group of demand creators and 
those who work with them. And while 
every demand story is unique, they all 
start in the same place: a person, a prob-
lem, and an idea.

There’s Reed Hastings, who caught him-
self on the verge of lying to his wife 
about a $40 late fee for the movie Apollo 
13 and realized, “There has to be a better 
way to handle movie rentals.” He ended 
up creating one of today’s fastest-grow-
ing media businesses—Netflix.

There’s Julian Metcalfe, an irascible Brit 
who got fed up with the lack of decent 
lunch options in downtown London. 
With no experience in cookery, cater-
ing, or restaurant management but 
with strong opinions about what fresh, 
healthy, tasty food ought to be like, he 
launched the rapidly-expanding Pret A 
Manger chain of sandwich shops.

There’s Robin Chase, who dreamed of 
weaning Americans from their depen-
dence on gas-guzzling automobiles. Her 
company finally figured out that the se-
cret lay in drastically reducing the hassles 
of city driving. The result: Zipcar, which 
has already freed thousands from the 
burdens of car ownership.

There’s Sheldon Zinberg, a gastroenterol-
ogist frustrated by the inefficiencies and 
poor results generated by the American 
health care system. He gathered a group 

of like-minded colleagues and created 
CareMore, which provides frail, elderly 
patients with better care at lower costs 
simply by connecting the dots between 
services that usually go unmanaged and 
uncoordinated.

And there’s Wendy Kopp, a twenty-
two-year-old Princeton grad who was 
shocked by the red tape and bureaucracy 
involved in pursuing a teaching career. 
She started Teach for America and ended 
up creating a gusher of unexpected de-
mand for teaching jobs in some of the 
country’s toughest neighborhoods.

These are just five of the stories we tell 
in Demand—stories of demand creators 
who are enormously varied. What they 
all share is the ability to recognize the 
huge gaps between what people buy and 
what they really want, and to use those 
gaps as the springboard for a process of 
reimagination that you might call the 
demand way of thinking. They reimag-
ine reality, and then they recraft it. As a 
result, they wind up creating products 
that customers can’t resist and competi-
tors can’t copy. 

The process includes several steps that all 
great demand creators follow:

1. Make It Magnetic 
Most of what comes into the market-
place is good, even very good, yet it fails 
to create an emotional connection with 
customers. Demand creators begin with 
a very tough realization: “Very Good” ≠ 
“Magnetic.” And they don’t stop devel-
oping their product until it’s absolutely 
irresistible, generating excitement and 
conversation everywhere. When it comes 
to creating demand, it’s not the first 
mover that wins; it’s the first to create 
and capture the emotional space in the 
market. 

 2. Fix Our Hassles
Most of the products we buy are flawed, 
generating hassles that include time- or 
money-wasters, unclear instructions, 
needless risks, and other annoying bugs 
and glitches. We rarely get to enjoy ev-
erything we want: greater simplicity and 
more choices, enhanced automation and 
more personal service, improved quality 
and lower prices. But herein lies enor-
mous opportunity for the demand cre-
ator: Mapping the hassles that dominate 
so much of daily life, and then figuring 
out how to fix them, provides the path to 
explosive potential demand. 

Most of the products we buy are flawed, generating 
hassles that include time- or money-wasters, unclear 
instructions, needless risks, and other annoying bugs 
and glitches.
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3. Build a Complete 
Backstory
What we don’t see can make or break 
the product. As many demand creators 
have discovered, it’s not enough to have 
ninety percent of the backstory pieces in 
place—until the backstory is truly com-
plete, demand simply doesn’t happen. 
Demand creators connect all the dots 
needed to fix the hassle map of the cus-
tomer.

4. Find the Trigger
The biggest obstacles in creating demand 
are inertia, skepticism, habit, and indif-
ference. Most people who hear about a 
product remain fence-sitters, unready to 
buy and stifling the growth of demand, 
until something moves them to act—a 
trigger. Although it often takes even the 
best companies years to find them, great 
demand creators constantly search for 
the right triggers, always experimenting 
to find what turns fence-sitters into cus-
tomers. 

5. Build a Steep Trajectory 
of Improvement
A product’s launch into the marketplace 
is merely the first step in a series of at-
tacks upon the indifference of the mar-
ket. On launch day, great demand cre-
ators jump into the next phase by asking 
themselves a very simple question: How 
fast can we get better? They know that 
every improvement they make—techni-
cal or emotional—will unlock new layers 
of demand, and leave less open space for 
imitative, piggybacking competitors. 

6. De-Average
“One size fits all” is an appealing idea 
that great demand creators have discard-
ed—because it doesn’t work. Instead, 
they “de-average” complex markets, 
recognizing that the “average customer” 
is a myth, and that different customers 

(and even the same customers at differ-
ent times) have widely varying hassle 
maps. Then they find efficient, cost-ef-
fective ways to create product variations 
that more perfectly match the varying 
needs of customers, getting rid of over-
ages (things we don’t want) and underag-
es (gaps we want filled). They constantly 
improve their product’s fit for very differ-
ent customer types from sixty percent to 
ninety percent, or better.

Great demand creators have not only 
mastered these six skills; they also 
know how to transmit them to many 
other people. They build self-replicating 
teams that are obsessed with customers 

and their needs, obsessed with that mag-
ical difference between what customers 
buy and what they really want. In this 
way they are able to reduce hassles and 
provide life-improving products not just 
for a handful of people but for the thou-
sands or millions of customers that only 
a great organization can reach.

Demand creators and their teams have 
developed ideas and methods that liter-
ally any leader and any company can 
learn. And as their executives can tell 
you, it’s a lot more fun to be responsible 
for pricing at demand creator companies 
than it is at their rivals.

The biggest obstacles in creating demand are inertia, 
skepticism, habit, and indifference. Most people who 
hear about a product remain fence-sitters, unready to 
buy and stifling the growth of demand, until something 
moves them to act—a trigger. 




