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BRAND
SUCCESS

illustrating the phenomenon of success and fail-

ure of brands. First of all, the explanations avail-
able in marketing literature are reviewed. Then a defi-
nition of brand success is proposed. Thereafter the suc-
cess and failure of brands in personal care products
(shampoos, talcum powders, toilet soaps and tooth-
pastes) is examined.

Thjs chapter aims at understanding, defining and

One fundamental problem faced in marketing is that
of defining brand success. What is success in the mar-
ket? Does it mean market share or growth or profit or
all the three? Is there a framework that assists a prac-
titioner or an academic in understanding brand suc-
cess? The discussion in marketing literature centers
around why certain brands are successful and why cer-
tain others are failures. What is usually missing is an
explanation as to how a certain brand can be classified
as a success or a failure.

Put differently, marketing literature takes a stand
on brand success or failure without defining it.

¢ Is there a way to define brand success irrespective
of product category?
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¢ Is it possible to get at least a working definition of
brand success which can then be used to separate
successes from failures?

¢ Is it possible to determine at what sales turnover a
brand is a success or a failure in a product category?

These and several other related questions need close
“exaination especially in the Indian context.

Most definitions of success in extant literature are
strategic in nature. They deal with organisational suc-
cess. What is perhaps of as much interest is a coherent
theory of success or failure at the brand level. Litera-
ture, as was revealed by the survey of close to 100
relevant articles, does not appear to define “brand suc-
cess” directly. The definitions and explanations avail-
able in literature have been classified under eight head-
ings: i) Strategic Success ii) Pioneer Advantage iii) Prod-
uct Success iv) Product Failure v) Brand Success vi)
Brand Failure vii) Common-sense definitions viii) Other
definitions. The first two sets of definitions deal with
success at the strategic-level. The next two sets of defi-
nitions deal with success or failure at the product-level
providing explanations for the success or failure of any
product in general. The two sets of definitions after
that deal with the explanations at the brand-level.

0O STRATEGIC SUCCESS

amel and Prahlad 2 give an anatomy of strategic

failure. Failure results from unseen strategic in-

of competitors, or underestimating their resources
or their unconventional entry tactics. This leads to com-
petitive surprise, lost battles and eventual exits.

They also give a definition of when a product can be
considered a failure. They raise 4 questions

i) Did we learn anything to improve next time?

ii) Did we have reasonable expectations from the mar-
ket?

iii) Can we quickly recalibrate and try again?

iv) Does the potential of opportunity warrant another
try?
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They contend that if the answer for all the questions
is a “No,” only then can the product be termed a failure.

They point to “strategic intent” (how an organisation
looks at itself tomorrow) as the most important factor
that contributes to organisational success. Examples
given of strategic intent are: (i) “Encircle Caterpillar”
strategy of Komatsu (ii) “Beat Xerox” of Canon; (iii)
«Second Ford” of Honda. As far as strategic success is
concerned, they hold, “A company can be successful in
the long run only if it creates competitive space be-
yond its current business”. While these observations
are correct they are all qualitative and not amenable
to precise measurement.

Buzzell and Gale® are of the view that market share
leads to profitability. They use PIMS data (Profitability
Impact of Market Share) to arrive at this conclusion.
David Szymanski and colleagues*are of the opinion that
market share does have a positive impact on profit-
ability. They measure this after verifying literature on
976 market share-profitability relation-ships in the US.
They add that firm-specific intangible factors do
moderate this relationship (eg.: work culture in an
organisation). This is in line with the PIMS approach.
It indicates that market share is an important variable
in defining success.

But the PIMS approach cannot be applied directly at
the brand level. The relationships worked out in the
PIMS study are more relevant at an aggregate level.
For instance, the PIMS study works out the relationship
between vertical integration or fixed capital intensity
with market share. These and other measures are more
applicable at the organisational level rather than the
brand level. For example, it is known that strong brands
subsidise weak brands for sometime in most organisa-
tions. The timeframe for subsidisation depends on the
policies of the organisation and its ability to subsidise
and support. In such a scenario some important ques-
tions would be:

i) How long should a brand be supported after launch?

ii) How long to wait to take stock of success after the
brand has been launched?
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1ii) How long should the brand survive in the market
to be counted as a success?

These questions cannot be handled by the PIMS ap-
proach because the keystone of the approach is the
organisation and not the brand.

Kaplan and Norton® construct a balanced score board
based on customer perspective, internal perspective,
innovation perspective and financial perspective to un-
derstand success. The variables suggested by Kaplan
and Norton are fundamentally strategic. They cannot
be scaled down to account for brand success. For
instance, factors like relative cost and relative size are
more meaningful at the organisational level rather than
at the brand level. '

O PIONEER ADVANTAGE

Opinion is divided on the issue of pioneer advan-
tage. There is no conclusive evidence to suggest
that being a pioneer is always advantageous. However
it is also difficult to reject pioneer advantage outright.

Robinson and Fornell® conclude from their analysis
that pioneer advantage is a major determinant of suc-
cess in consumer goods business. This can be countered
with examples from the Indian as well as Western
markets. The scooter market in India had Lambretta
as its pioneer. It soon lost out to Bajaj. Suvega in
mopeds lost out to Luna and TVS. It is difficult to
generalise on pioneer advantage.

Murthi and colleagues’ conclude that pioneer status
has an advantageous impact on market share irrespec-
tive of the managerial skills exercised by the firm. This
means that pioneer advantage per se impacts market
share more significantly than the manager’s skills of
managing the brand. :

Golder and Tellis® conclude the opposite. They hold
that pioneers have really not been successful in the
market. It is really the early market leaders that (the
first few companies, not necessarily the very first) had
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long-term success. The first problem is defining a ‘pio-
neer’. Is pioneer the technological pioneer or the mar-
ket pioneer? They also point to methodological lacu-
nae in the collection of PIMS data. PIMS data for in-
stance relies on self-reporting for classifying a firm as
a pioneer, an early follower or a late entrant. Thus PIMS
might be recording only successful pioneers. This makes
the linkage between pioneer advantage and success
tenuous. Since evidence exists on both sides it is diffi-
cult to say conclusively if pioneer advantage always
leads to success.

There is some strength in the view that pioneer ad-
vantage may not translate into market share but it is
difficult to generalise even this. Pioneer brands in the
Indian market like Lifebuoy and Lux retain a high mar-
ket share even today. Thus it appears that unless the
pioneer innovates and builds, pioneer advantage is by
no means assured. Roger Kerin and colleagues® con-
tend that the first mover status may or may not pro-
duce sustainable advantage due to multiple controlla-
ble and uncontrollable factors.

Thus from literature it is possible to conclude that
though pioneer status gives an initial lead, much de-
pends on how pioneer advantage is put to use. Other-
wise early entry advantage of a brand might fritter
away.

O PRODUCT SUCCESS

G;ary Hamel and Prahlad? point out that success in
international markets comes from rapid introduc-
tion of incrementally better products.

Levitt ° proposes that differentiation is the key to prod-
uct success. Even in industrial products where branding
is less important, buyers differentiate products based on
specifications, delivery terms and quality. The more one
differentiates the product the greater is the probability
of success.

Subash Mehta and Anil Pandya!! use several vari-
ables like brand loyalty, quality variations, certainty of
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untried brands, danger of consequences, price quality
relationship, confidence to judge quality and techno-
logical complexity to predict new product success. They
find that probability for a new product to succeed is
higher in the case of washing powders, light bulbs, tooth-
pastes as compared to headache pills and pressure cook-
ers. The implication is that wherever involvement is
high, loyalty in high, hence new product success in those
product categories is difficult.

Doctors'? opines that the products marketed by an
organisation should be divided into 3 types (triage)
namely (i) high profit (ii) medium profit and (iii) low
profit yielding. For the high profit yielding products
he recommends attempts to increase volume turnover
because the product is already strong in the market.
For the medium profit yielding products he suggests
two options.

a) Repositioning:For those that show growth potential.

b) Consolidation: For those that do not have prospects
consolidation is suggested.

Finally for the low profit yielding products killing is
recommended.

O PRODUCT FAILURE

hibba'® calculates the Delta Habit Factor to pre-
dict the success of a brand. This is based on fac-
tors like:

a) changing duration of consumption of the product
b) evolving new occassions for the use of the product
¢) changing sharing habits of the product

d) changing buying habits of the product

e) doing new things

f) changing the frequency of consumption of the
product. : '

In short for products to succeed they should display

the ability to “change usage/buying habits”.

The Delta Habit Factor(DHF) is an index calculated
based on six variables that measure the change of us-
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age habits of consumers. When the DHF score is below
3 out of 5, it is easy to induce trial but difficult to get
consumers to stay. When the DHF score is more than 3
trial is difficult but retention is easy. This implies that
for prolonged success initial trial has to be low. This
may not be true. This at least was untrue of acknowl-
edged successes in Indian markets like VIP luggage and
Nirma detergent powder.

A better appraisal would have been that products that
assist either through utility or through snob value gain
success. The sample chosen is 6 successes (Raymond,
Charms, VIP, Maruti, Maggi, Rin) and 5 failures (Bom-
bay Dyeing, Chesterfield, Pepsi, LML, Hostess Chips).
This is a small sample to arrive at a success/failure
theory. Besides, LML is already on its way to success
and Charms has dropped out of sight.

The key to success according to him seems to lie in
the ability to change habits. This is contrary to what is
normally observed. In fact the opposite can be argued.
A consumer will not change his habits unless adequate
reasons are provided to him for shifting over. A possi-
ble way to modify Chibba’s definition is to say that prod-
ucts that assist consumers functionally or psychologi-
cally are the ones that achieve success.

0 SUCCESSFUL BRANDS

David Arnold* mentions four criteria for the suc-
cess of a brand. These are:

a) at the product level it should deliver benefits

b) it should offer some intangibles besides tangible
benefits

¢) the benefits it offers must be consistent with its
personality

d) the benefits offered must be relevant to the cus-
tomer

Stephen King'® examines the performance of Andrex,
the largest selling toilet paper in the UK market be-
tween 1958 and 1969. He concludes that in terms of
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physical attributes there was very little difference be-
tween Andrex and competitor Delsey. The difference
was really the set of values that were seen as belong-
ing to Andrex which were intangibles. In other words,
his opinion is that a successful brand should be seen as
delivering something more than functional benefits..

Vijay Viswanath and Jonathan Mark'® suggest that
market share alone does not drive profitability. Profit
is also a function of the product category. They develop
a 2 x 2 matrix with the degree of premiumness of cat-
egory and the relative market share as the axes. They
propose different strategies for brands in each of these
quadrants. They opine that 15 to 20% return on sales is
high return and less than 5% is low return. The idea
that success is a function of the product category needs
attention. For instance, in India, branded edible oils
have a low return on sales while Godrej gets very high
return on the sales of its iron safes. But are the figures
suggested by the authors for low and high return of
sales, applicable to the Indian market? To what extent
is a product category really the determinant of success?
For instance, liquor and cigarettes are two vulnerable
categories and profits are constantly under strain in
both these categories. That did not prevent ITC from
building a 10 billion rupee brand in ‘WILLS’ or the UB
group from sustaining an all-time winner like Bagpiper
Whisky.

O BRAND FAILURE

ugh Davidson!” analyses brand failures in the
United Kingdom and concludes that most brands
that fail are me-too’s. According to him, successful prod-
ucts display one or more of the following three charac-
teristics:
* a significant price or performance advantage;
* some significant difference from the existing
brands;
* a new untried idea.

The theory of success seems to be right at least in so
far as it urges offering a price or performance advan-
tage to the customer. Merely trying a new idea may
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not cause success though an interesting idea is more
likely to be tried.

O COMMON SENSE DEFINITIONS
B efore providing a definition for brand success cer-
tain common-sense definitions need to be exam-
ined.
Which of the following should be the benchmark of
success:
+« market share
e profit
e duration (number of years of stay in the market)
e a combination of the above three measures?

Of these three profit has not been included in the
analysis because profit is a function of
» the staying power of the organisation and
» the objectives of the organisation.

Some organisations enter areas which yield immedi-
ate results (eg. software) while others enter markets
attractive in the long-term (eg. five-star hotels) even if
the gestation period is long.

It might be contended that the above observations
are true for market share as well. That is, the market
share a firm would like to achieve is also contingent on
its own objectives. However, research leads us to be-
lieve that irrespective of an organisation’s objectives,
there is a threshold market share or a critical sales
volume that a national brand should acquire if it has to
be viable. It also appears that a brand should survive
a minimum number of years (even if it dies after that)
to be considered successful. In other words, market
share as a primary measure, along with the number of
years of stay in the market as a supplementary input is
a good composite of brand success.

0 OTHER APPROACHES

n A&M study’ makes consumer the focus and ob-
i\ tains brand ratings for 61 Indian brands through
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attitudinal statements. The limitation of this approach
is that the method identifies brands that are liked and
not necessarily brands that are successful. Often, the
two might be the same but not always. For instance, in
the Indian market the most well known brands of toys
are Leo and Funskool. They are leaders in the organ-
ised sector. Yet they are struggling to survive in a
market dominated by the unorganised sector. Leo toys
took more than 10 years to break even. Similarly in the
portable generators market only two players have been
able to survive; namely Shriram Honda and Birla
Yamaha. The third, Enfield had to exit because of lack
of market attractiveness. Even Birla Yamaha was
struggling till two years back. In short, it is possible
that a brand is liked and yet fails in the market.

Therefore some market related measures have to be
necessarily considered to estimate the viability of
brands. The present study is more concerned with the
success and failure of brands than with their likeability.
Also, in the present Indian personal care market which
1s quite competitive, it is felt that successful brands
have to be popular as well.

O DEFINING SUCCESS

t is clear that most literature explains success. Some
times there is an attempt to measure success.
Measurements of success at the strategic level have to
be modified to suit brands if they have to be used to
measure brand success. Besides, all the explanations
provided have one crucial limitation—they explain
brand success, but do not define it. Hence, a definition
for brand success is now proposed as follows:

Brand success is the ability to retain a reasonable
market share despite market redefinitions. (Please
read on to find out more about market redefinitions.)

0 CONCEPT OF MARKET REDEFINITION

erek Abell’s’® work deals with the pitfalls of de-
fining the market. What is the market? Consider
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the market for detergents in India. Traditionally, the
detergent powder market was seen as different from
the detergent cake market by marketers in India. Pow-
der was supposed to be priced high and cake to be priced
low. The entry of ‘Nirma’ changed this. Nirma was a
detergent powder but was priced at one-third the price
of the leading competitor. This changed the complex-
jon of the market. Nirma became a Rs.5 billion brand
and in the process redefined the market. Consumers
from the high price segment migrated to low priced
segment. After Nirma, several low priced detergents
powders were launched and are successful (Wheel,
Ariel Supersoaker). This is a case of what might be
called ‘Segment Redefinition.” Consumers moved in
large numbers from high-price segment to low-price
segment.

The opposite happened when Titan watches were
launched. Consumers moved in large numbers from the
low priced HMT to high priced Titan. The reason was
the manner in which the watch was positioned. A watch
became a life-style product instead of just a chrono-
meter. This is again a case of ‘Segment Redefinition’.

There are also cases of ‘Product Redefinition.’ The
introduction of ‘satchet’ shampoo redefined the prod-
uct ‘shampoos’. Usually lower quantity packages cost
more per gram than bigger packages. In satchet sham-
poos it is reverse. There is a reason for this. Low priced
satchets were pioneered by Velvette and Chik. Velvette
could price the satchet low because it sourced it from
several small scale industries and these enjoyed excise
duty concessions. Velvette thus gave the consumer a
product that was not only priced low but also offered
greater quantity for the same price as compared to the
bottle. This was an added attraction in an infrequently
used product like shampoo.

Velvette shampoo rapidly gained market share at the
expense of non-satchet shampoos. Chik followed suit.
Initially, traditional Lever’s brands like Clinic Plus and
Sunsilk lost share. But very soon they brought in their
own satchet versions. They also reformulated their
product by adding a conditioner to it. Today satchet
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shampoos hold close to 50% of the shampoo market.
Clinic Plus and Sunsilk both benefitted as close follow-
ers in the satchet segment. They regained their mar-
ket share. The brands that were slow to introduce
satchets lost market share. This is a case of Product
Redefinition.

Another case of ‘Product Redefinition’ can be seen in
the toothpaste market. Most toothpastes in the mar-
ket were white toothpastes before 1990. In 1989,
Hindustan Levers relaunched its Close-Up with addi-
tional inputs of advertising and promotion. Close-Up
is a gel toothpaste. It looks and tastes different from
the market leader Colgate Dental Cream. What is more
important is that the product was positioned on the
“Social confidence” platform as different from the
‘Family’ platform of Colgate Dental Cream. (The ‘social
confidence’ theme was executed very well through ad-
vertising content that was predominantly Indian.)

The result was a remarkable growth in Close-Up’s
market share. Colgate stood the risk of losing consum-
ers. It launched its own version of gel toothpaste called
Colgate Gel. Colgate Gel despite itstate entry, gathered
an 8% market share. Today, gel toothpastes contribute
close to 1/3rd of the toothpaste market and are grow-
ing faster than the white segment. All toothpastes that
neglected the gel version like Promise, Babool and
Forhans lost market share. This again is a case of “Prod-
uct Redefinition.”

As can be inferred from the above examples product
redefinition takes place when the product’s form, shape,
taste, packaging etc. change, leaving laggard brands be-
hind. A parallel trend is noticed in “polypacks” for teas.
Tata Tea was the first brand to bring in polypacks. This
reduced the cost of packaging. This was adopted by
Brooke Bond Lipton’s Taaza which became the largest
selling tea brand in the country upsetting stable-mate
Brooke Bond Red Label. In the ceramic tiles market,
floor tiles brought in by Spartek in the mid eighties
now contribute to one-third of the tile market. Greaves
brought in Garuda, the diesel 3-wheeler thereby forc-
ing Bajaj (a petrol-powered 3-wheeler brand) to re-
spond in kind. The polypropylene car battery may
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slowly edge out the hard rubber battery. Such product
redefinitions can be witnessed in many markets.

‘Category Redefinition’ is more difficult to handle
than product redefinition. When the category gets re-
defined a product that was hitherto put to a different
use becomes a competitor. In the case of shampoos
again, besides competition from other shampoos there
is competition from soaps which are used for hair wash.
Even among shampoos there are different product
forms like herbal powders (eg. Raaga, Meera) and
ayurvedic shampoos (eg. Nyle, Ayur). Thus a synthetic
shampoo like Clinic Plus faces competition from tradi-
tional preparations like Raaga besides contending with
a totally different product category like Shikakai soap.
Clinic Plus’ success stems from the fact that it has not
only handled competition from shampoos but also from
hair wash soaps. In fact, shampoos have redefined the
category of hairwash which was for long, a preserve of
shikakai soaps and home made preparations. This is a
case of ‘Category redefinition’.

Category redefinition causes a completely different
product to become a competitor. It causes the use or
the user to change. Reinforced concrete pipes, PVC
pipes are all competitors to asbestos pipes. But this
was never imagined initially because they were oper-
ating in different ranges of diameters/cross-sections and
were made of different material. The scope of the fixed
telephone market is being redefined by the cellphones
while wireless-in-local-loop is trying to redefine the
scope of the cellphone market itself. Fax and Wide Area
Networks (WAN) are redefining the document market
which was basically the domain of courier agencies.
These are instances of category redefinition.

To sum up, the word ‘Redefinition’ itself has been bor-
rowed from Abell’. The scheme of segment, product
and category redefinitions has been developed by the
author. The three forms of redefinition fall under the
broad heading of Market Redefinition as defined by
Abell. Market Redefinitions are changes in the market
that alter the terms of competiton significantly.



14 / Brand Management—The Indian Context

This long preface before proposing the definition of
brand success has been provided to emphasise that mar-
ket share measures and definitions that do not inte-
grate market redefinition are not rigorous. If a brand
is fundamentally strong as well as proactive it should
be able to outlive market redefinitions (whether seg-
ment related, product related or category related).

O METHODOLOGICAL FRAMEWORK

'How do we measure brand success? From whom
-5 .5.should we inquire if a particular brand is a suc-
cess or a failure? The first choice would be to get the
data directly from the customer. But if the customer is
not so concerned about the success of a brand, he can
give an opinion on whether he likes the brand or not
with no views on whether the product is a successful
one or not.

The other choice is to ask the manufacturer himself
as to what success is according to him. From a theo-
retical point of view, this is an attractive proposition.
Bonoma?® contends that a manager’s opinion of the suc-
cess or failure of a brand is what should be taken as a
definition of its success. When two brands Right Guard
and White Rain were launched in the US, about 800
executives expressed an opinion that the former was a
failure and that the latter was a success. The reason
given was that the former acquired lower market share
than expected while the latter managed to gather higher
market share than was expected. In other words, the
manager’s view of success is the benchmark of success.
Or if the brand satisfies the objectives set by the or-
ganisation for it, it is successful.

This, prima facie, sounds reasonable. But how is one
to know whether the target set was realistic or not?
Several multi-national organisations set unrealistic
targets for themselves in the Indian market (eg:scotch
whisky brands in India). The problem gets complicated
with defining “Failure.” Even after a brand is written
off, an organisation does not admit it as a failure.
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In other words, the organisation can be an unreli-
able guide in defining success. The process of explain-
ing success also gets prejudiced when the sole source
of information is the organisation or the manager. Mary
Curren and colleagues? in their research contend that
managers tend to find reasons for brand success in
themselves and reasons for failure in the environment.
Given this, a manager cannot be the sole or uncontest-
able source of information while defining brand suc-
cess, he is although, the starting point of enquiry about
success.

It is therefore appropriate to get different view
points on what success means. This is done by
contacting the ‘Experts.” An expert is anybody who can
offer an informed opinion about a brand’s performance.
The following people qualify for the definition of
experts:

a) The manager (marketing), because he markets the
product/ brand.

b) The competitors (marketing managers) who fight
the brand in the market.

¢) The advertising agencies which besides developing
communication strategies track the brand’s health
over a period of time.

d) Market research agencies and advertising agencies
of competing products which routinely gather in-
formation about brands in a particular product cat-
egory. :

e) Credit rating agencies which rate the commercial
paper and other instruments of the company and
hence come by a great deal of information about
brands.

f) Market-watchers and consultants who assist mar-
keting programs of organisations. These include in-
dependent marketing consultants as well as agen-
cies dedicated to specific disciplines in marketing
like direct marketing, sales promotion, etc.

g) Academics from reputed institutions who tend to
take a dispassionate view on brand success.

When information about a brand is cross checked
from several sources (as pointed above) there is a high
probability of arriving at a fair estimate of whether the
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brand in question has been successful or not. It is also
possible after examining several brands in a product
category, to form a theory of brand success for that
particular product category.

There is of course a caveat. Each of the above category
of experts has his or her self-serving bias. Just as a
manager tends to play up the success of his brands and
play down the failures, the competitor-manager tends
to do the opposite for the same brand. Similarly, an ad-
vertising agency tends to justify the poor performance
of a brand it has handled because as far as the agency
is concerned it is an ‘Account’ that gives it revenue.
Academics are likely to take a more unbiased view be-
cause they neither represent the company that makes
the product nor the competitor that fights it.

In other words, if the researcher exercises due care,
it would be possible to form an idea of what brand suc-
cess means for a particular product category using ex-
pert opinion. What follows now is an account of how
the above approach has been used in explaining the suc-
cess and failure of brands in personal care products
category. In all, 256 experts have been contacted in 4
stages to understand the success and failure of 72
brands. The account has been limited to four personal
care product categories namely shampoos, talcum pow-
ders, toilet soaps and toothpastes. Obviously the above
approach can be used to comprehend brand success in
other product categories as well.

Initially there is a description of Indian shampoo
market and an account of the success and failure of
Indian shampoo brands. This is followed by a similar
account for talcum powder, toilet soap and toothpaste
brands from the Indian market.

0 SHAMPOOS

he shampoos market in India is about Rs. 3500 mil-
X  lion in size. The leaders in this market are
Hindustan Levers brands—Clinic Plus and Sunsilk.
Both the brands have several variants and have been
remarkably successful for more than two decades now.



Brand Success/ 17

Clinic Plus has ‘medicinal’ or ‘health’ positioning while
Sunsilk is positioned on the ‘beauty’ platform. But for
some time now both of them are moving towards a cen-
tral position between ‘health’ and ‘cosmetic’ positions.
A brand that has successfully positioned itself centrally
is P&GQ’s Pantene (“Hair so healthy it shines.”) To coun-
ter Pantene, Hindustan Levers launched Organics
which has not been too successful so far. Colgate
Palmolive launched Optima with the same intention
and backed it with aggressive sales promotion. But, by
and large Pantene has been more successful than its
competitors.

Hindustan Levers has recently launched Lux sham-
poo. Lux is positioned as a ‘cosmetic’ shampoo. It is likely
" that Sunsilk will vacate its ‘cosmetic’ position for Lux.
P&G has also recently launched its famous Head and
Shoulders shampoo in India with its anti-dandruff po-
sitioning. Colgate-Palmolive’s previous launches—Halo
and Palmolive are performing poorly in the market.
. Palmolive may not have much of a future because its
anti-dandruff platform has been taken over by Clinic
Plus.

The brands launched in the early 90’s in South India
have changed the complexion of the shampoo market.
Velvette launched a one-rupee satchet (till then sold in
bottles only) which was extremely successful. This was
followed by Beauty Cosmetics’ Chik brand which tasted
similar success for identical reasons i.e., low price and
convenient packaging. However, neither Velvette nor
Chik could sustain growth because they failed to up-
grade their product.

Beauty cosmetics have two other brands which are
significant. These are Nyle herbal shampoo and Meera
herbal powder. Meera herbal powder fares well owing
to its pioneer advantage in the powder segment and
weak competition from another south-based brand—
Raaga. Nyle herbal shampoo though equipped with a
reasonable market share is under pressure due to
aggressive promotion spends from MNC brands like
Pantene and Organics. The same is true for the North-
based herbal shampoo Ayur.
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There are other weak brands in the market like
Lakme (Lakme Ltd), Ponds (Ponds India Ltd.,) and Ul-
tra Doux (Garnier Labs). Of these Ultra Doux is priced
premium and is possibly aiming to be a niche brand.
Lakme and Ponds did not fare well because they did
not offer anything new. Lack of distribution reach was
also a factor which contributed to Lakme’s failure in
the market.

Shampoos, by and large, are seen as a high growth
category. Besides, in this market, different types of
products like synthetic shampoos, herbal shampoos,
herbal powders and Shikakai (herbal) soaps compete.
Most organisations are preparing themselves for heavy
promotional expenditure and new product launches to
corner share in this rapidly growing market.

O GENERAL SUCCESS
Success Benchmark

It was generally agreed that a national shampoo brand
that has a market share of 7% (by volume) and grows
faster than the market is successful. This should possi-
bly be achieved within 2 years of its launch. For other
personal care products the percentage market share
which is considered a success might be a little lower.
The steady state market share for the brand should be
more than 7% if benchmark the brand aims at long-term
success.

0 BRAND SUCCESS
Ayur

Ayur is seen to be a reasonable success because it of-
fers herbal benefit at a low price. Itwas launched in
the North Indian market as an ayurvedic shampoo in
botiles. North India is basically a bottle market. Cou-
pled with low price, this brand gained market share.
However, it has probably conceded share to new
launches like Pantene. Most experts feel that its per-
formance as a successful shampoo is more because of
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low price than its ayurvedic connotation. It is gener-
ally agreed that it was a combination of low price and
herbal benefit that gave Ayur market share. However,
it has intense competition from Nyle which offers simi-
lar benefits.

Chik

Though Chik was initially successful, it may eventually
end up a failure. There were reasons for its initial
success. These were mainly its pioneering of low priced
satchets along with Velvette and the excise duty
concessions enjoyed by it which gave it flexibility in
pricing. Initially, Chik and Velvette took the MNCs by
surprise when they piloted the sachet revolution. But
excise duties came down and Ckik became less and less
competitive vis- a-vis Clinic and Sunsilk. Meanwhile,
Clinic and Sunsilk brought in their own satchets. Thus,
to differentiate its offer, Chik has to give something
more than just low price.

The consumer identified Chik as (i) One rupee
“shampoo” (ii) “Khushboo shampoo” (Khusboo was the
celebrity who endorsed the shampoo) or “Jasmine
shampoo”, etc. but its strongest identity was as a one
rupee shampoo. So when Chik increased the price to
Rs. 1.25, sales dropped. Eventually when the price was
rolled back to one rupee, the consumers were already
lost to other shampoos. Besides, when other shampoos
were changing their platform to accomodate the
changing needs of the market, Chik did not. While
Sunsilk and Clinic were offering emotional benefits as
well as functional benefits, Chik was confining itself to
functional attributes like jasmine content. In sum, it is
felt that Chik will never pickup if it is not upgraded
and made more contemporary.

Clinic Plus

Clinic Plus’ success is basically seen as a positioning
success because it sold on the “anti-dandruff/health”
platform. It later successfully broadened this position
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to connote “Family” and “Health.” It captured the South
Indian market which is predominantly a “health”
market (The North Indian market is by and large seen
as a “cosmetic” market). It can also be called successful
beacuse it has outlived redefinitions like satchets, and
was quick to strike back with its own version of low-
priced satchet shampoo in response to Velvette and
Chik. Many rural customers identify it as “Doctor sham-
poo” because of the “+” sign on the package. Further
the biggest achievement of the Clinic family is that it
has a distinct identity in the minds of the consumers.
Some of its extensions like Clinic. All-Clear have also
been successful.

Halo

Halo may be heading for a failure because of lack of
upgradation. Halo started as an egg-based shampoo and
while it was positioning on ingredients the market had
already graduated to positioning by benefit. Though it
was not late for satchets, Halo it was not as aggressive
as Sunsilk or Clinic inspite of its long presence in the
market. Now with the organisation’s focus having
shifted to Optima, it remains to be seen as to how much
attention Halo will receive. Most experts agree that
Halo’s problem is lack of constant upgradation.

Lakme

It is generally felt that Lakme failed due to organisa-
tional constraints. Lakme did spend initially on sham-
poos but could not achieve breakthrough volumes. It
may eventually exit the shampoo category because of
distribution problems. Lakme directly reaches one lakh
retail outlets as compared to Levers’ six lakhs. With
this reach it can never get a satchet to click. Lakme
also could not price the shampoo too low given its pre-
mium image. It did not face similar distribution prob-
lem in talcs because Lakme talc is a North and East
brand where it has distribution strength. In shampoos,
however, satchets are a South phenomenon and volumes
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come from satchets. With all these weaknesses, Lakme’s
exit form the shampoo market is almost inevitable.
Thus, the reason for Lakme’s failure could mainly be
attributed to lack of distribution strength.

Meera

Meera is rated as a success. Though it is a powder and
not a shampoo, it still competes with the latter. Herbal
powders are popular in the South and it may be because
Beauty Cosmetics is a South based company and was the
first to launch a herbal powder. Besides, Meera’s
distribution is strong in the South. Oddly, none of the
major players (i.e. HLL, P&G, Colgate-Palmolive) track
'~ Meera. This is despite the fact that Meera is 20 crores
strong, and might mean a powerful flank attack on the
category of liquid shampoos itself. MNCs believe that
herbal powders are a local phenomenon and do not mat-
ter at the national level. Further, they also believe that
the benefits offered by these powders are very different
from the ones offered by the MNC shampoos. This may
or may not be correct. In short, Meera is a brand with lot
of potential and can be considered successful today.

Nyle

Nyle is seen as a successful shampoo. Though the or-
ganisation claims that it is an upgradation of Ayur most
market observers do not agree with the claim. They
club it with Ayur in the low price-herbal benefit cat-
egory. Several however are agreed on the fact that its
product as well as advertising ambience are superior
to Ayur. It raced past Ayur in market share but it is
also probably buckling under the onslaught of the new
MNC shampoos. In fact, along with Ayur, it is seen as a
brand in the grey area between success and failure.
Thus, much of its success will depend on how deftly
the brand is managed in future.

Optima

Optima will possibly not be successful more for organisa-
tion-related reasons rather than product-related reasons.
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Many experts felt that the problem with Optima was not
its “Keratin” content which was quite a relevant benefit,
but the inability of the organisation to try hard enough.
Some speculated that the reason for its relative inaction
on shampoos was Levers’ providing tough competition in
the toothpaste market through Close-Up and Pepsodent.
It was also felt that the initial advertising and
communication efforts were not sustained. To sum up,
experts felt that Optima’s poor performance was not due
to containing an alien ingredient like Keratin but due to
the fact that the organistion did not persist with the
product.

Organics

Organics has not been as successful as the other Le-
vers’ shampoos. Most experts do not think that the
product itself was the reason for its relative poor
performance. Many felt its positioning was responsible
for its indifferent performance. Most shampoos
concentrate on the “hair/shaft” while Organics
emphasises ‘hair root’ conditioning. This probably was
not seen as a relevant benefit. Further it was launched
4 months after Pantene. P&G lost no time in promoting
Pantene. However, it could be argued that Organics’
market share should probably not be viewed in
isolation. Levers is likely to see it as one more brand
along with Sunsilk, Clinic Plus, etc. For P&G, however,
Pantene is the first shampoo launched in India and they
therefore put all their might behind it. Thus, it is
possible that the relative indifferent performance of
Organics is due to its positioning.

Palmolive

It is felt that Palmolive will fail because of lack of sup-
port. Not many experts are agreed that Palmolive is a
me-too to Clinic-Plus. Though like Clinic, Palmolive too
rests on the anti-dandruff platform it never really ex-
ploited its positioning. It is possible however that anti-
dandruff platform itself is a niche and may not bring in
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volumes. That is probably why Clinic Plus is broaden-
ing its positioning from “anti-dandruff” to “health”. In
other words, Palmolive might fail more because of lack
of organisational persistence rather than it being a me-
too to Clinic Plus.

Pantene

Pantene’s owes its success basically to its product and
its positioning. Even competitor brand managers are
agreed that the product per se is good. Positioning also
contributed. “Hair so healthy that it shines” was a po-
sitioning statement that bridged the “cosmetic” and
“health” platforms. An important reason for Pantene’s
success was the extensive household sampling
conducted to promote the product. Since the product
was good, sampling proved a very effective tool in
establishing rapport with the customer. Several experts
feel that besides positioning, advertisement of Pantene
was an important contributor to its success (For in-
stance, the cascading hair shots won the appreciation
of several consumers). Pantene might probably have
spent on the brand more than what it got in as revenue.
It is likely that it needs a 12% steady state market
share to recover the money spent on the brand. Most
experts believe that it can achieve this target. In short,
there is no doubt that Pantene’s success is due to its
product strength ably assisted by its positioning.

Ponds

Ponds shampoo possibly failed because its identity/posi-
tioning was not clear. Ponds came in with a pillow pack
when the market was moving towards satchets. It was
also seen as a strong shampoo. However its biggest prob-
lem was that it did not have any strong identity. Several
experts could not remember what Ponds shampoo stood
for. Some speculated that it was probably a poor brand
extension from talcum powders. The merger with Levers
would probably have put the Ponds shampoo on the back
burner given that Levers already has strong brands like
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Clinic and Sunsilk in its stable. In other words, Ponds
shampoo might have lost out because of its lack of a clear
identity in the market.

Raaga

Raaga is likely to be a failure. It is a satchet herbal
powder like Meera. Its chief problem is that it is handi-
capped by organisational constraints. It was a brand
with a promise to start with. For instance, its advertis-
ing was very effective and registered very high recall.
But this was not followed up with effort in distribu-
tion. Its turnover is hence shrinking. Besides, Raaga
could never adequately distinguish itself from Meera
in terms of the proposition it offeis. Thus it ran the
risk of being perceived as a me-too. To sum up, Raaga
is seen as an organisational failure rather than a prod-
uct failure.

Sunsilk

“Sunsilk’s success owes as much to its being a brand on
the move as to its “Beauty/Cosmetic” positioning. It has
a specific variant for different geographic regions in In-
dia. It brought in satchets quickly after Velvette did. It
also brought in the shampoo plus conditioner combina-
tion first into the market, and was the first to bring in a
black coloured shampoo and eventually overtake Halo’s
volumes. It was the first beauty/cosmetic shampoo. With
_ the launch of Lux, its positioning is now being changed
from cosmetic to cosmetic plus health benefit (eg:
ceramides variant). Thus, its aggressiveness contributed
as much to its success as its positioning.

Ultra Doux

Many observers might see Ultra Doux as a failure but
there are several reasons for this avowed failure. To
start with, Ultra Doux is relatively high-priced.
Besides, world over Garnier Laboratories (the company
that owns Ultra Doux brand) builds its brands slowly
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and steadily. It persists with its brands for a long time
and is satisfied with low market share. Thus from the
company’s point of view the shampoo might be
progressing satisfactorily. Though the brand corners
shelf space in shops its advertising does not bring out
anything special about the shampoo except for claiming
that it is “French.” Understandably this did not evoke
enthusiasm in the consumers. The advertising inten-
sity is also not significant. Besides, in a rapidly
expanding market like shampoos there is need for
aggressive pursuit of a market position, a strategy that
Ultra Doux does not follow. In other words, there are
many reasons besides high price for Ultra Doux’s
indifferent performance.

Velvette

Velvette also had a good beginning but is very likely to
end up as a failure. Velvette was the pioneer of the
satchet revolution, but like Chik, with the fall in excise
duties, it also lost out to MNC brands. However, un-
like Chik it had other problems. Its distribution alli-
ance with Godrej was severed and a new alliance with
NEPC was worked out. This did not quite work out in
the way it should have. Besides, for some reason the
brand was not supported adequately on the media.
Instead, the focus of the organisation now seems to be
a memory enhancing product by name “Memory plus.”
There has also been no product upgradation in Velvette
for some time. It appears that the shampoo is now not
a priority product for the organisation. Thus, there is
general agreement that Velvette failed due to organisa-
tional dithering.

0 TALCUM POWDERS

he talcum powders’ market is about 20,000 T in size.
It is growing much more slowly as compared to the
other three product categories. Ponds’ umbrella of
brands are the undisputed leaders of the talcum powder
market. The flagship brand is Ponds’ Dreamflower Talc
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which is the biggest talcum powder brand in the
market. Ponds Magic which has been launched as its
brand extension has also done remarkably well. Ponds’
sandalwood variant is not doing very well largely due
to tough competition from South-based brands like
Gokul which have been traditionally strong in the san-
dalwood segment.

Heaven’s Garden is a North based brand which sells
in U.P and Bihar. It sells basically on its low price.
Santoor’s talcum powder brand extension of the toilet
soap competes on the “daylong freshness” platform.
Similarly, Cinthol and Liril are brand extensions of toi-
let soaps. In fact, till recently, all the competitors of
Ponds have been brand extensions. In a way this helped
Ponds’ because for Ponds’ talcum powders is the life-
line. The standalone brands that are likely to compete
vigorously with Ponds are Zee and Yardley. Zee started
as a successful South based brand and is now going na-
tional. Yardley (Bond cosmetics), an international major
will most probably be a niche brand because of its high
price. Two other brand extensions need mention,
namely Premium and Denim. Premium (J.K. Helene
Curtis) has an entire range of men’s toiletries under
its umbrella while Denim is a Hindustan Levers brand
and is an extension of Denim aftershave lotion.

Ponds is a very strong player in the talcum powder
market with more than half the market share. Any
competitor who would like to make his presence felt
should be prepared to spend extensively on promotion
and brand building to compete effectively with Ponds.

O GENERAL SUCCESS
Success Benchmark

The general opinion is that if a national talcum pow-
der brand touches a 7% volume share in 3 years and
grows faster than the market it can be considered a
success. It is estimated that the break even tonnage is
just 600 T (3.0%) for brands and 300 T for brand exten-
sions. However, this tonnage may not build a sustain-
able brand. Besides, what matters in low tonnages is
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its distribution over a relatively narrow geographical
spread. Then even small tonnages will become viable
due to low advertising and distribution costs. A market
share of 7% has more or less been accepted as
commendable. In fact, till about two years back very
few brands touched this figure. Zee has the possibility
of touching 7%. However, along with the gaining of
market share in a particular market segment, the
money spent on gaining it should also be considered.
Thus, if a 7% tonnage share is gained in 3 years and the
brand keeps growing thereafter it can be considered a
success.

Key Success Factor

It is generally agreed that the key success factor in tal-
cum powders’ market is the ability to position the brand
as radically different from that of Ponds. Ponds is a
pillar brand that occupies a central position in the
talcum powders market. Recent successes like Zee owe
it to their positioning being very different from Ponds
besides effective management of the marketing mix.
However, a few experts feel that while positioning
being different from Ponds is important, it is even more
important that the positioning offered is both
meaningful and relevant. In fact, if the position is
adequately differentiated, it is good enough. For in-
stance, Lakme’s ‘Exotica’ sells on the same platform as
Ponds’ Magic (i.e. lingering freshness). Yet it managed
to carve a niche for itself. To sum up, while it is
important that the positioning of a new talc is very dif-
ferent from Ponds, it being relevant and meaningful is
as important as its differentiability.

Packaging

There is a general agreement that satchets will fail in
talcum powders because of dispensing and fragrance
problems. Satchets are likely to be successful in infre-
quently used products like shampoos, cough syrup and
pickles. For a product that is used everyday like tal-
cum powder, a satchet is not an attractive option for
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the consumer. Besides dispensing and fragrance prob-
lems, filling a satchet with talcum powder invites tech-
nical problems too. But if the satchet technology itself
changes then it might be possible to pack talcum pow-
ders effectively. For instance, if the satchet has a dis-
penser attached to it, it might be more convenient to
use. In other words, the speculation is that satchet will
not be successful in talcum powders.

Pricing

Experts feel that launching a low-priced talcum pow-
der will prove to be a success. In other words, a Nirma
can be repeated in talcum powders. At present such a
low-priced option is not available in the market but it
is an opportunity for any proactive organisation. How-
ever, some observers feel that since a talcum powder is
used on the skin by direct application and stays there,
a low priced alternative may not be successful because
a typical consumer would not like to use a low-priced
talc and risk his/her skin. Thus the experts are of the
view that low-priced products are successful in prod-
uct categories that are more functional than emotional.
In talcum powder, where the benefit is more emotional
it may fail.

But the opposite can also be argued. If there is scope
for a low-priced toilet soap which is used on skin
(Lifebuoy), there is equal scope for a low priced talcum
powder. Further, low-priced talcum powders are al-
ready available in the market (Heaven’s Garden) though
these are regional brands. In fact the expectation is that
as the income groups currently using talcum powders
graduate to deodorants, income groups on the lower
rungs of the ladder will become talcum powder con-
sumers. Besides, an estimated 60% of a talcum powder’s
cost is the tin container. Thus if the packaging changes
to plastic (many brands have already done it) there are
possibilities of cost reduction. Thus there is no reason
to believe that a low-priced talcum powder will fail.
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O BRAND SUCCESS
Cinthol

Cinthol talcum powder cannot be considered a success
owing to its limited market share. This is because of it
being treated as a brand extension and not as a brand.
The company does not spend much on its promotion.
As a brand extension it can do with a limited market
share but with vigorous competition from new brands
it is on the losing side. Since the brand relies on spill-
over benefits, frequent changes effected in the soap’s
positioning may not augur well for the extension. These
are some of the reasons for the indifferent perform-
ance of Cinthol talc.

Denim

It is too early to consider whether Denim has been a
success or failure. Many experts feel that Denim
cannot be termed a failure as its tonnage is growing
and it is picking up market shares all over the country.
It is probably eating into Zee’s share in the West.
Further, in the Denim family, the after shave is the
flagship and not the talc. Thus it is possible that more
attention is being paid to the aftershave than to the
talc. The talc also reportedly had distribution problems
in the South besides capacity constraints initially.
Hence, it is too early to pronounce it a failure espe-
cially given its growing tonnages.

Gokul

Gokul is seen by most observers as a successful brand.
Its fundamental strength is its pioneer advantage in
the sandalwood segment. South India has traditionally
been the home for sandalwood-based products. In this
market, Gokul was one of the early entrants. In Tamil
Nadu, it sells as “Krishna Powder.” In other words,
Gokul’s traditional image and early entry made it a re-
gional success.
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Heaven’s Garden

In the current scenario, Heaven’s Garden is successful
as a regional brand. It is low-priced and confined to
the North and East. But in the future it might be a little
difficult to sustain it because the company has not made
efforts to build the brand. It advertises very little and
relies on price and dealer push to sell. One merit of
the brand however, is its strong “first puff fragrance”
which finds favour in the North. It is by repeating strong
fragrance that Ponds’ Magic is now capturing market
share in the North at the expense of Heaven’s Garden.
Also with duties coming down on talcum powders, the
MNCs are in a much better position to compete with
regional players. All these point to the fact that Heav-
en’s Garden may have a tough battle ahead in the
market. '

Exotica

Lakme’s performance in the market has been lukewarm
till recently. However, Exotica recently launched by
Lakme, cornered 700 T already in the market and for a -
new brand this is no mean achievement. Further, Lakme
does well only in the North and East, but talcum pow-
der market is basically rooted in the South. Despite
efforts on its part, Lakme could not penetrate the South
market. Hence, Lakme’s national level percentage fig-
ures look somewhat low. Besides, this year, Lakme ex-
pects strong competition from Ponds Magic which again
is strong in the North and East. Thus experts feel that
Lakme’s relative lack of success is not because the or-
ganisation’s priorities are different, but because of the
problems inherent in a regional brand.

Liril

Liril is also not a very successful talc. The reasons for
its lack-lustre performance are more or less the same
as that of Cinthol. However, in the recent past there
have been attempts to revitalise the brand (“Uncap the
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Liril fresh feeling”). In short, Liril is also being man-
aged as a brand extension and not as a brand.

Ponds Dreamflower Talc (DFT)

Ponds DFT is a success due to several reasons
including early entry advantage. In its early years, it
successfully trounced Levers’ brand Himalaya Bouquet
despite being high priced itself. By the time the other
brands vied for market share, Ponds was already a
market leader. As most other brands were brand
extensions, (Cinthol, Liril, Lakme), it is possible that
they did not mean credible competition to a strong
brand like Ponds. Howaeyer, it should not be forgotten
that Ponds is basically a good product. Besides, it
sourced the tin (packaging) and talc at bargain prices,
being a bulk buyer. Unlike in the past Ponds also faces
. competition now from stand-alone brands like Zee and
Yardley but has still managed to-grow. Thus, Ponds is
successful due to several reasons including its early
entry advantage.

Ponds Magic

Ponds Magic is seen as one of the most successful
brand extensions of the nineties. It was also successful
as a brand per se because it is now estimated to be 70%
the size of Ponds DFT. This of course caused canni-
balisation of the mother brand but it upgraded a lot of
customers to the high-priced Magic. Further it acted
as a complement to DFT in the North and the East. In
the North it might have gained volumes at the expense
of established brands like Heavens’ Garden. In conclu-
sion, it can be termed as a successful brand.

Ponds Sandalwood

Ponds Sandalwood is a brand that did not perform to
the expectations of the company. Sandalwood segment
is a small segment basically concentrated in the South.
Ponds cannot stake its entire efforts on this segment.
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Besides, its competitor, Gokul has traditionally been
strong in this segment. So getting incremental share
in this market is difficult for Ponds because its image
is very different from that of Gokul. Thus the sandal-
wood variant will remain a minor brand.

Premium

Premium is not a very successful tale. This is despite
the fact that the organisation put in good efforts to pro-
mote the brand. Recent figures show a growth in ton-
nage for the brand. It was also quite active for some-
time with below-the-line promotion. However, it is seen
as not offering anything new. Besides, the entire Pre-
mium range of toiletries is not faring too well because
the market for men’s toiletries in India is limited. Thus
it is seen as a brand with limited promise and appeal.

Santoor

Santoor is seen as heading for a failure. Despite being
supported by the organisation it may not be successful
because its positioning is not unique. Firstly, the san-
dalwood segment is small, hence a sandal talc has lim-
ited scope. Secondly, Santoor (soap) mother brand’s eq-
uity is “skin-care”. This cannot be extended to a tal-
cum powder, because a talc offering skin-care position-
ing does not gel with the product. The current posi-
tioning “sandalwood fragrance all day long” makes the
product, if successful, a niche product. In other words,
experts are of the opinion that Santoor failed because
of the problems inherent in the positioning chosen for
the brand extension.

Yardley

Experts feel that though Yardley may not be a big suc-
cess it will have its own niche. At two and a half times
the price of Ponds, Yardley cannot hope for big tonnages.
With its 1% national share it is possible that the organi-
~ sation is happy. However many experts feel that it can
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make itself more relevant in the market. Variants like
‘Petunia’ do not enthuse a customer. Similarly, its adver-
tising is somewhat low key given its price. While there
might be a niche for a high priced talcum powder, whether
Yardley with its current offering can fill the gap is what
is being questioned. Further, at that price will the con-
sumer not go straight for a deodorant rather than a tal-
cum powder? So it is likely that Yardley might be com-
peting with deodorants and not talcum powders. In other
words, the general view is that Yardley’s marketing mix
has to modified if it has to be made successful.

Zee

Zee is rated by most market observers as a likely suc-
cessful brand. Its effective marketing program was as
responsible for its success as its focussed positioning
(“For Men”). The initial success of Zee was due to good
management of the marketing mix. It initially concen-
trated in the southern cities of Bangalore and Madras.
This facilitated focussed distribution. The decision to
price the product above Pond’s and give it a distinctive
packaging added to its image. These gave it the initial
volumes. It then spread to the whole of South and then
to Maharastra. Now it has gone national. This step-by-
step methodical approach was responsible for Zee’s suc-
cess.

O TOILET SOAPS

he toilet soap market is about - 4.5 lakh tons in size.

. Though there are now more than 200 brands in the
toilet soap category, most of the national brands are
manufactured by three companies. These are the (a)
Hindustan Levers Ltd. (HLL) (b) Godrej Soaps and the
(¢) Tata Oil Mills Company (TOMCO). TOMCO has
been taken over by Hindustan Levers in the early nine-
ties. Godrej had an abortive alliance with Procter and
Gamble during the same period. This adversely af-
fected the brands of both the companies initially.
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Hindustan Levers’ Brands

Hindustan Levers is by far the strongest player in the
soaps market in India. It has leading brands, the most
popular among them being the three ‘L’s—Lifebuoy, Lux
and Liril. Lifebuoy is reportedly the world’s biggest toi-
let soap brand in terms of tonnage. It is one of the cheap-
est brands in the market and is 102 years old. Next in
prominence is Lux. It is the second biggest toilet soap
brand in the Indian market. Its positioning has been
consistently the ‘beauty secret of cine-stars.” The third
‘L’, Liril was launched in the mid 70s. It was the first
‘freshness’ soap in the market backed up by an
aggressive advertising campaign and a product with
lime freshness.

Pears is another strong niche brand in the Levers’
stable. It is one of the oldest soaps in the market. It is a
transparent glycerine soap positioned on ‘skin care.’
Another strong brand in the Levers’ portfolio is Rexona.
It is positioned on ‘smooth-skin.” Breeze, a medium
priced brand positioned on “beauty” has reportedly
taken off after several relaunches.

TOMCO Brands

After TOMCO’s takeover by Levers, all its brands are
reportedly gaining volumes. The biggest among
TOMCQO’s soaps is Hamam, which for a long time was
positioned as the ‘family soap’. The other brand which
provided some competition for Lifebuoy in the past was
OK Bath. TOMCO has several other soaps like Moti,
Ria, Jai. Moti and Jai have now been relaunched by
Levers after takeover. Jai is now reportedly doing well.

Godrej Brands

One of the earliest Indian companies to enter the toi-
let soap market—Godrej is a pioneer in the use of veg-
etable oil technology in making toilet soaps. Because
of the average Indian’s aversion to animal fat, the
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founder of Godrej modified the soap making process to

use vegetable oil in place of animal fat as input. Its

strongest brand is Cinthol with 5 variants. It competes

directly with Hindustan Levers’ Liril. Recently it

launched a premium variant called Cinthol Ultimate

which promises moisturising as well as fighting of body -
odour.

The other brand that holds promise for Godrej is
Ganga. It was in trouble due to changes in positioning.
In the eighties, Godrej launched several brands like
Evita, Fresca, Vigil, Limelite, Crowning Glory, Marvel
unsuccessfully. Evita was launched on the skin-care
platform while Limelite tried to be a ‘woman’s soap’,
and Crowning Glory was positioned as “a body as well
as hair” soap. It is likely that Godrej will now concen-
trate on its important brands Cinthol and Ganga in the
near future.

Other Brands

The most significant among the other toilet soap brands
is Nirma Beauty (Nirma Chemical Works). In a market
where brands meet with failure more often than suc-
cess, Nirma Beauty chalked up an impressive market
share. This is a creditable achievement by any stand-
ards because only three soaps launched in the last three
decades have been successul. (In the 70’s - Liril, in the
80’s - Santoor, in the 90’s - Nirma Beauty). Santoor
(Wipro Consumer Products) launched in the eighties
now needs a facelift failing which it might head for
stagnation.

Though a regional brand Mysore Sandal (Karnataka
Soaps & Detergents Ltd.) is strong in the whole of
South India. It is positioned on ‘sandalwood fragrance’
and backed by ‘tradition’. However, the brand is now
suffering due to organisational problems. Another niche
brand that upgraded well is Margo (Calcutta chemical
works) which is positioned on the ‘neem leaves’ and
‘health’ platform.
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Dettol (Reckitt & Coleman) which is popular as an
antiseptic liquid successfully extended itself into a
germ-kill toilet soap (“100% bath”positioning).
Palmolive (Colgate Palmolive) is positioned as a beauty
soap and is finding its feet after several years of its
launch. Other interesting brand concepts that did not
fare well in the market are Calcutta Chemical Works’
Aramusk (“man’s soap”) and Hindustan Levers’ Le Sancy
(“longlasting soap”). An interesting failure in the toilet
soap market is P & G’s ‘Camay”. A discussion on the
reasons for the success and failure of the above brands
follows.

O GENERAL SUCCESS
Success Benchmark

The possible minimum volume figures to be achieved
for success in a given price range for a national brand
is shown in Table 1.1. The total toilet soap market is
estimated to be 4.5 lakh tons. From the above table, it
can be seen that, for a low-priced soap to be successful,
a minimum of 3% of the total tonnage needs to be
achieved. This would mean 13,500 tons annually. If a
low-priced toilet soap sells less than this, it may not be
viable. Similarly, the corresponding success thresholds
for medium priced ( between Rs.5 and Rs.9 for 100gm)
and high-priced (more than Rs.9 for 100gm) soaps are
9000 tons (2%) and 4500 tons (1%) respectively. These
figures are not statistically valid but they were seen by
experts as good for approximately assessing the success
and failure of a particular brand in the toilet soap
market.

However, limitations of the above estimates have to
be pointed out too. Several experts feel that a low
priced soap needs much more tonnage than 3% of the
total market given that the margins are low in this
segment. An interesting feature about the toilet soaps
market is that most successful brands are at least 20
years old except Santoor which is about a decade old
and Nirma Beauty, which is less than a decade old. Thus,
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the structure of the market opposes new brands.
Another point of contention was that several soaps
were available not as 100 gm packs but as 75 gm or 150
gm packs. Some experts feel that a soap costing Rs. 7.50
per 150 gm (Lifebuoy) cannot be treated as an equal to
another costing Rs. 5 per 100 gm, though the per gram
cost is the same in both cases. The consumer is buying
it as a 150 gm soap; hence the cut-off indicated on per
100 gm basis may not be right, it was contended.
Further, a premium soap is not bought strictly on price,
and so price bands may not always define the brand
choice. However, since a practising manager needs
thumb rules, the above table was seen by many experts
as a reasonable estimate of the success cut-offs.

Cut-off
Price Price Example Cutf':rﬁ% Tonnage
Category Brand P for
Success Success
Less than Nirma
Low or equal to | g 3% 13500 T
price Rs.5 per Lifebuoy
100 gm.
Between
. Ganga
Medium |Rs.58&  in;rmy 2% 9000 T
price Rs.9 per Beaut
gm. y
. More than
High Rs.0 per |Mysore 1% 4500 T
price Sandal
100 gm.

Table 1.1 Price category, brand and cut-off
value for success

Key Success Factor

In the market most observers are agreed on the fact
that the key success factor in toilet soaps is
positioning. But this observation has to be followed
up with several caveats. Firstly, the product should
deliver, besides positioning, good quality. Positioning
alone will not help. Secondly, since most of the soap
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brands in the market look alike, if a product that is
unique in shape, colour, packaging and fragrance can
be added to unique positioning, so much the better. For
instance, Mysore Sandal and Pears are not only
positioned uniquely but also smell, feel and look very
different from other soaps. In other words, a totally
novel offer is more likely to be successful.

But why should positioning be so important in toi-
let soaps as compared to other product categories?
Is ‘positioning’ not the life blood for any fast moving
consumer good? That is so. But positioning is par-
ticularly important in toilet soaps because even a
layman can list out 15 to 20 brands of toilet soaps
without hesitation. The only way of cutting through
clutter is by clear positioning. Hence, it can be ar-
gued that distinctive positioning and a product that
is very different from the existing ones is the key to
success in the toilet soaps market.

Brand Life

There was a general agreement that a toilet soap brand
that lasts between 12 - 15 years in the market with a
reasonable market share is a success. (Many believed
that this life estimate holds good not just for soaps but
also for most fast moving consumer brands.) It is diffi-
cult to hope for the success of a Lux or a Lifebuoy often
in the market. Thus ,if a brand lives for 12 years, it
would have more than paid back all the money put into
it. Most brand managers are of the belief that the brands
introduced today will not last for long. Hence, it is
possible that a brand is designed for finite life. A strong
brand should break even in six years. Suppose it lives
for another six years with a steady market share, it
will pay back all the money put into it.

However, this does not mean that the brands
SHOULD be designed for finite life. It means that
brands are expected to have a shorter life span as
compared to the past. Finally, some experts even ruled
out that a brand’s life is finite. A brand should, in
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principle, last forever (that is, if it satisfies a need and
incrementally improves itself). Hence, there is no
reason to believe that brands should be designed only
for finite life in the years to come. In sum, though it is
agreed that a 12 — 15 year span is good enough for a
brand to be counted a success, it does not necessarily
follow that brands should be designed for finite life.

3 BRAND SUCCESS
Aramusk

Aramusk is branded a failure. This is confirmed by the
low tonnage. it sells. The most important reason for its
failure is probably organisational dithering, though sev-
eral other reasons may have contributed to it. In the
eighties (When Aramusk was launched), it could be said
that there was no gap or position for a MALE SOAP.
Rarely, a man went and bought a soap for himself, al-
though he might buy a perfume/deodorant for himself
on his own. By and large, even today, it is the housewife
who makes the choice. Organisational reasons like
strike at Calcutta Chemical Works cannot be cited be-
cause Aramusk is even now available in the shops. Per-
haps the most important reason for its failure was the
erratic support extended to the brand in terms of ad-
vertising, sales promotion and distribution. Thus, it is
possible that Aramusk failed due to organisational rea-
sons.

Breeze

Breeze is now reportedly doing well, though several of
its previous launches fared poorly. In fact, Breeze along
with Jai, is seen as Lever’s reply to Nirma Beauty. In
the past, the brand was merely seen as “poorman’s Lux”.
Now there is an attempt to imbue its positioning with
some values of its own. The renewed vigour in promot-
ing it coupled with its attractive pricing is likely to
make the brand successful.
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Camay

Camay is seen by most market watchers as a failure.
The fact that Camay is an international brand helped
as well as hindered its growth in India. The crux of the
problem seems to be Camay’s decision to go for a low
priced variant while its international positioning is
quite the opposite. Initially, the popular variant got
volumes but the Camay International customer could
not reconcile himself with the low priced variant. Fre-
quent changes in advertising/communication (from “In-
ternational stars from Paris” to “Sushmita Sen’s en-
dorsement” to “comical execution through Satish Shah”
to “Camay milk cream endorsed by Lisa Ray”) created
a confused identity for the brand. The result was that,
as a low priced variant, it sounded like a pale copy of
Lux. All these factors would have contributed to
Camay’s indifferent performance.

Cinthol

Cinthol is rated as a successful toilet soap. In market-
ing terms it can be called a maverick brand. At any point
of time Cinthol has 5 variants. These variants keep
changing depending upon the changes in the market.
There is the ‘Old Cinthol’ which has a loyal customer
base. There is a low-priced variant which brings in the
volumes. Its positioning changed from “deodorant” to
“macho” (endorsed by Vinod Khanna) to “freshness” (to
take Liril head on). There is probably some common
ground between deodorant and freshness positionings
but in the normal course such frequent positioning
changes kill a brand. In sum, though Cinthol is faring
well, frequent positioning changes can endanger its
brand equity in the long run.

Crowning Glory

Crowning Glory failed because of improper targetting.
It would have probably done well if it had been left as a
niche “hair care soap.” Instead, its positioning was

!



Brand Success / 41

broadened to include soap for hair as well as body. The
audience aimed by the soap were upmarket as can be
gathered from the advertising (celebrity endorsement
by Dimple Kapadia). However, the premium segment
does not use the same soap for body as well as hair. A
counter example to this is “Kesh Nikhar” used in Punjab.
It is a soap used for body as well as hair though, it is
positioned for hair. This is because of its low price factor.
Consumers in that segment do not use different soaps
for different occasions. Experts thus believed that
Crowning Glory would probably have been successful
with a low price and functional execution of product
advertising. A premium haircare soap on a beauty plat-
form would confine it to a niche. The mixing up of pre-
mium positioning with a product that promises hair
care as well as body care probably led to Crowning Glo-
ry’s failure. i -

Dettol

Dettol soap is a successful brand extension. There is
not much expenditure on its advertising. It gets spill-
over benefit from the advertisements of its parent—
Dettol antiseptic liquid. Also, its brand image (“100%
bath for grimy occasions”) is in line with the parent’s
brand image. (In the past, there were attempts to make
it a beauty soap which failed. The brand has since sin-
gle-mindedly emphasised its germi-check heritage.) All
experts agree that,as a brand extension, it is a resound-
ing success.

Ganga

Though Ganga’s performance is currently below
expectations, it is seen as a brand with great potential.
It started off well. But the merger of P&G and Godrej
was responsible for confusion in the positioning of
Ganga. On this issue there is a difference of opinion
among experts. Some feel that the “religious position-
ing” or “purity platform” with which Ganga started was
ideal. The others support the post-merger “family
positioning.” By hindsight, it is easy to see that the po-
sitioning change did not help Ganga. Now, with the
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merger called off, a new variant called “Doodh Ganga”
has been launched (promoted by the earthy superstar
Govinda to underscore the values for which Ganga
stands). In sum, Ganga is not a brand that can be writ-
ten off.

Hamam

Hamam is a successful soap. Besides its “family soap”
positioning, several reasons are cited for its success.
Firstly, it is primarily a South Indian brand and rec-
ommended by doctors. This gave the soap credibility.
It is one of the oldest skin care soaps in the market.
Further, traditionally it has been priced neither too low
nor too high. All this led to its growth as a successful
brand. After TOMCO’s takeover by Levers, it has been
repositioned as an “Honest Soap”. Its latest variant has
ingredients like basil leaf and neem. Its current posi-
tioning takes it close to Margo’s. Though it is difficult
to speculate the effect of these changes on the brand
immediately, the soap is seen as an important player
in the market with significant volumes.

Jai

Jai was branded a failure which it was with TOMCO.
When Levers took over the brand, it is reportedly
heading towards success. Under TOMCO, the soap
languished because it did not get adequate support. It
was positioned as a “romantic soap” and packaged in
aluminium foil. After Levers took over, it changed the
packaging to paper and supported it with its
distribution muscle and high decibel advertising. Its
consumption is growing fast. Thus, Jai’s earlier failure
was more on account of the organisation (TOMCO)
rather on than the brand itself. Under Levers, it might
get rejuvenated.
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Le Sancy

Given its low off-take, Le Sancy is a failure for which
several reasons can be cited. It positioned itself as “the
long-lasting soap.” It was later discovered that the long-
lasting benefit can be an add-on benefit for the con-
sumer but not the core benefit. A core benefit is some-
thing like beauty, skin care, health, etc. Further, its
price puts it in the premium segment. For the premium
segment can long-lastingness be a benefit at all?
However, the product did deliver what it claimed.
Initially, there was a novelty value added to the product
because it looked different (egg-shaped). So there were
trials. But post-use, the consumers might have found
the very novel shape difficult to use on the body. To
sum up, Le Sancy was a failure because of its
‘positioning’ and its irrelevance to what it offered. Most
experts feel that high price was not really the reason
for its failure.

Lifebuoy

Lifebuoy is the largest selling soap in India and also
probably throughout the world. It is the most successful
toilet soap brand in the country. It is a recruiting brand
and any non-user of soap who gets converted is first
likely to buy Lifebuoy. It is priced low and is hence in
the reach of the common man. It is a 150 gm soap and
therefore offers value for money. Besides being
hardworking, it is long lasting which is another issue
important from the target segment’s point of view. Fur-
ther, its health positioning and the dream it sells of
being a ‘WINNER’ has an important role to play in its
success. It has also successfully made itself contempo-
rary without losing its core values. Since the sixties,
its “Tandurusti-ki-raksha” pitch has not changed. It is
now experimenting with brand extensions. This tran-
sition and upgradation of Lifebuoy, however, needs to
be handled carefully. By and large, Lifebuoy is rated as
a very successful soap. '
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Lifebuoy Plus

Lifebuoy Plus is seen as a successful brand extension.
More importantly, it is seen as a gateway for upgrading
the Lifebuoy umbrella. In its earlier incarnation of
Lifebuoy Personal, the brand was not very successful.
If Levers is successful in its present attempt, it will
make Lifebuoy a very profitable brand. Market watch-
ers feel that Lifebuoy Plus is more than just an
upgradation. It opened up a new segment which can
be labelled “FIGHTING SWEAT.” This probably at-
tracted a host of new customers besides upgrading
some of the Lifebuoy customers. However, there is a
danger in launching too many brand extensions.
Lifebuoy Plus fights body odour. Lifebuoy Gold is a germ-
killer family soap. Lifebuoy Family was launched and
dropped. There might eventually be a question as to
what Lifebuoy really stands for. In sum, while Lifebuoy
Plus may be heading for success, its performance will
also depend on how the other brand extensions and the
parent brand itself are managed.

Liril

Most experts feel that Liril’s success is basically a po-
sitioning success. It was probably the only soap launched
in the seventies to be successful. Its positioning con-
notes youth, freshness and freedom. Though position-
ing was fundamentally the reason for Liril’s success,
the contribution of the uniqueness of the product, pack-
aging, lime freshness, product delivery etc. should not
be underplayed. Besides, Liril was the first “FRESH-
NESS SO \P” in the market which opened up a whole
hew segment on freshness. It is also marked itself
distinct through attractive advertising campaigns. It
did face tough competiton from Cinthol in the early
nineties but it came back. Thus it may be concluded
that Liril is a positioning success assisted by a good
product and promotion.



A

Brand Success / 45

Lux

Lux’s success is by and large attributed to its posi-
tioning. Its positioning in the Indian and the interna-
tional markets is the same. The theme is basically that
Lux holds “the secret to the beauty of film stars.” It is
difficult to get a more attractive proposition in a cat-
egory where brands sell because of what they stand for
rather than what they are. The result is that Lux is the
second largest selling soap in the country. Lux is ex-
pected to continue as a successful soap.

Lux international

Lux International is a success today. But the brand
extension exercise of Lux ended up as a failure several
times in the past. (For instance, the seventies launch
of Lux Supreme did not fare well.) In its present launch
however, like Lifebuoy Plus, it managed to upgrade some
of the parent brand’s customers besides attracting us-
ers from other premium soaps like Liril. Part of the
reason for its success is that Lux International was
probably the first premium beauty soap. If it continues
its winning trial it will make the Lux umbrella more
profitable.

Margo

Margo is another of the oldest soaps that has success-
fully stood the test of time. There is almost unanimous
agreement on positioning being the most important rea-
son for Margo’s success. Margo is primarily a soap
popular in Eastern India. As we can see, the market
structure in soaps favour old soaps that have incremen-
tally contemporarized. Margo did that four years ago
and roped in young customers thereby increasing mar-
ket share. It already has loyalty among middle aged
customers. Its strength is its health positioning sup-
ported through ingredients like neem leaves. Some ex-
perts are of the opinion that if Margo had been with an
organisation other than the Shaw Wallace Group (which
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owns Calcutta Chemical Works which in turn owns
Margo) it would have been a much bigger brand. Since
Calcutta Chemical Works has been taken over by
Henkel recently, the brand might see renewed activity.
In sum, Margo is a success because of its health posi-
tioning and its ability to remain contemporary.

Mysore Sandal

Mysore Sandal is a reasonably successful brand
which could have been more successful. Given the com-
petition in the nineties, it could lose out market share
unless it is more proactive. It is successful because it is
a unique product. Either in a packed or unpacked
condition, it cannot be mistaken for any other soap. Its
ingredients, packaging, shape, fragrance are all distinct.
Another important reason for its success is the ‘HER-
ITAGE’ dimension. The fact that it is a traditional soap
with early mover advantage and has a core set of loyal
users also helps. It is possible that the brand might
shrink and eventually become a Karnataka brand. This
is because the organisation that holds the brand
(Karnataka Soaps and Detergents Ltd.) itself is not do-
ing well. However, many experts agreed that its po-
tential is more than its current sale. In sum, the opin-
ion that Mysore Sandal is successful because it is a dis-
tinct product with a clear positioning has been en-
dorsed.

Nirma Bath

Nirma Bath as of now is seen as not successful, but
given the organisation’s persistence it is difficult to
write off the soap. The reason for its current