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WINNING AGAIN IN THE MARKETPLACE:
NINE STRATEGIES FOR REVITALIZING

MATURE PRODUCTS

‘Dr. Jagdish Sheth !

Glenn Morrison

Every year basically sound products and
services falter in the marketplace becanse of

maturity, stiffer competition, or environmental

changes. Although market declines and even
product withdrawals are and even
accepted. they are still destructive to the well-
being of a company, its employees. and society
as a whole. The consequences are even more
regrettable when we consider that many of these
“failures” can be avoided. Any number of
languishing products and services can be reviia-
lized, and premature demise thus converted
into successes, through the application of appro-
priate marketing strategies. The genins of
marketing can reverse losing sitwations and
allow business to win again in the marketplace.

Uniortunately, one of the strongest forces.
working against this outcome is the prevailing
perception that it is not pessible. in recent years
the popular advice of consultants has been to
“harvest™ or “disinvest” the “dogs” in a com-
Pany’s portfolio—the products with low profit
and growth. According to the dictates of their
analytical models, the best thing to do is to cut
your losses or milk the market dry.

Limitations of Disinvestmment

Even though getting rid of a low-prafit, low-
growth product seems at first glance a
sensible plan of action, its limitations become
apparent with further inspection. Disinvestment
turns out to be a “quick-fix” solution based on
short-term considerations; in the longer term it
is unproductive, A cluster of economic and non-
economic conditions makes disinvestrent
costly. troublesome, and perhaps even impos-
siblo. One need only look at the following factors
to grasp the point: |
High-Tech Bias. Ofter a product is labeled a

“dog” on the basis of unreasonable criteria
that define satisfactory performance in
terms of that achieved by young, high-tech
industries. A growth rate of 10-15 percent
and a market share of 25 percent are inap-
propriate yardsticks in a mature, advanced
£COnomy.

High Economic Lasses. Because potential buyers
will be aware of the performance of the
product, the divesting company will take a
large loss, if it can sell at all. The loss
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is somewhat less with a “harvested” or
phased-out product.

Regulated Nature of Business. Some companies,
such as utilities. are in business only
because of governmenl regulations that
have given them an exclusive franchise, a
monopoly. to percform a special service;
they cannct abandon the business just be-
cause it is unprofitable.

Impacts on Stakeholders. Because large cor-
porations operate in the open. public
opinion has an impact on business deci-
sions, thus making it hard. for instance. to
close down [actories that sustain towns.
Companies also have to cansider what
effects layoffs will have on the morale of the
remaining workers.

Sentimental Attachments. A product/service/
business unit that created the company
and/or was a success in the past generates
strong emotional attachmenls. Severing
that unit can damage the human quality of
corparations, which are after all made up of
people with more than just economic needs.

Lack of Imagination. Aside from the ecanomic
and emotional factors, disinvestment is
unimaginative; it negates the talents of
marketing. Creatively turning a product
around is less wasteful, more satistying,
more economical in the long run. socially
responsible, and aesthetic. '

The remainder of this article will deal with
ways of unleashing the power of creative mar-
keting. We will describe nine strategies for
revitalizing mature products—all within a con-
ceptual framework. These alternative solutions
to disinvestment are imaginative but not
imaginary: we will also present successful case
histories for each strategic option.

Creative Marketing Strategies

Et is useful ta arrange the nine strategies into a
conceptual framework according to what
changes. if any, are necessary, in the product's
uses and/ot markets (see Exhibit). For example,
the first three strategic options (entrenchment,
swilching to intermediaries, mandatory con-
sumption) can be employed in the existing
market for the existing usage. The lourth and
fifth strategies (Boing international, broadening
praduct horizons) keep the same uses but travel
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to new markets: the sixth and seventh strategies
(new applications, new situations) stay in the
existing market but acquire nrew uges., The
eighth and ninth options {repositioning,
redefining markets) are the most ambitious: they
require ntew uses for the product and migration
to a new marcket as well. :

Exhibit I 'Amnt:npln&lﬁ'meworkfnr

creative marketing strategies
Existing New
Markets Markets
1. Entrenchment | 4. Gaing
International
. .. |2 Switchingto
Existing | Intermediaries | 5. Broadening
Uses Product
3. Mandatory Horizons
Consumption
8. New 8. Repositioning
Applications .
New 9. Redefining
Uses |7 New Markets
Situations

Entrenching the Existing Business

By entrenching your business, you are irying
to increase your market share by taking business
away from your competitors; there is little
significant product or market expansion. The
strategy includes combinations of four basic
tactical variations: (1} segmenting the market,
(2} identifying specialty markets, {3) going after
heavy users of the product, and {4) seeking
multiple channels of distribution.

Aside from the economic and emotional
factors, disinvestment is unimaginative.

Currently, entrenchment strategies are being
carried out by the coffee division of General
Foods, Levi's, and Scandinavian Airfines.

C
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General Foods' (GF) Cotfteas

Coffee consumption in the United States has
been declining since the eacly 1960s. and most
experts believe that coffee will never regain its
status as the ail-purpose, ail-meal, adult drink.
In fact, the average age of the coffee drinkec
today is above 40, and it is increasing almost
chronclogically.

Given this permanent deciine in the coifee
market, General Foods. as the market leader, has
begun anr entrenchment strategy by segmenting
the market and by introducing a much [arger
variety of coffee brands and types than its com.
petitors. Furthermore. GF is attempting to posi-
tion each brand for a different usage situation so
that they do not compete against each other and
so that they constitute a solid full-line forti-
fication against other companies. The Maxwell
House brand of regular coffee is positioned as
the morning breakiast beverage to be consumed
at home. Sanke and Brim are the decaffeinatad
brands; Sanka marketed primarily as dinner
coffee and Brim for the office, although that dis-
tinction has been eroding recently. Finpally.
there are the General Frods Internatioral Cof-
fees, which are special-occasion beverages.

Lavi's Juans

With the astounding success of the high-
priced designer or “signature” jeans, Levi's has
lost control of the specialty, premium market.
As a consequence, it is pulling back, entrench-
ing its position as daily, conventence clothing
for the middle class. it is. in effect, going back to
its roots as economical work clothing for middle
America, The retrenchment of its jeans means
Levi's must make a distribution change and an
image change as well. The company will be sall-
ing its jeans to the convenience, middle-class
department stores such as J.C. Penney and Seats,
and it will be advertising tiwough those outleis
also, Promotion must reffect the entrenched
positicn: people must be taught to again think of
Levi's as sturdy, economical, everyday clothes.

Scandinavian Airlines {SAS}

SAS is a cooperative venture of Norway,
Sweden, and Denmark: it is a public company,
gavernment owned and operated. SAS was
losing money on both its domestic and inter-
natioral routes because of price competition,

discounts, and startup carriers. It responded by
segmenting the market in a new way: creating a
business class of travel with real value-added
services. Business travelers have a separate
lounge area at every airport, dedicated haotel
space with equipment and personnel available
so that they can get their work done, the privi-
‘«ge of moare flexible reservations and schedules,
and traditional first-class amenities. The cost
is less than first class, however, and higher than
economy class. Business class has become,
in short, a boon to business travelers and
Scandinavian Airlines.

" Switching from End Users to Intermediaries

Choosing this strategic option means that
rather than using advertising, promotion, and
investment in a distributing system to motivate
the ubtimate consumer cf the product to buy, the
company focuses its efforts on somecne who
can resell the product more effectively. The
company "pushes” the product on the reselleror

- intermediary, who has a better standing—and

thus a stronger “pull”—with the end user than

" the product does. The strategy is appropriate for

such diverse offerings as dairy products, dish-
washers, and videatex services.

Dairy Products

So-called “imitation™ cheese is made in part
from vegetable oil. extracted chiefly from
protein-rich soybeans, and it is higher in food
value, lower in cholesterol, and lower in cost
than cheese made from cow's milk, the so-called
“patural” cheese. We are unfortunately not
cultpraily feady {0 accept something that
sounds like an inferior substitute even if it is
better for us. Since consumers will not know-
ingly buy dairy substifutes, the only alternative
has been to sell to schools, fast food restaurants,
governments, and the military. These buyers act
as interm aries by incorporating the imitation
cheese and 1ike “pioducts into The food they in
furn sell to their cllentele Already, 20 percent of
the cheese that Americans eat is “imitation,”
and the percentages will likely go up because it
is an economical way for institutions to provide
adequate nutritional content to their meals.

Dishwashers

Years ago the successful appliance manufac-
turers such as Ceneral Electric. Whirlpaol,
Westinghouse, and Sears had trouble selling
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their new appliance. the automatic dishwasher.
There were forr major reasons for this failure:
traditional values. bias against gadgetry, techni-
cal incompetence. and high costs. Each of these
reasons was the primmary inhibiting factor for one
potential segment of the market.

The dishwasher was successfully marketed
when the manufacturers changed direction and
sold the product to an intermediary, the builders
and contractors. Of course, the builders have
diiferent buying motivations than the end users
of the praduct. The primary facter in this market
is the econcmic value of the dishwasher. The
manufacturers were able to demonstrate that
houses with dishwashers sell an average of twa
months sconer: the apartments with dishwash-
ets rent an average of two months sooner. This
fact was extremely attractive to the home build-
ers and landlords because of the considerable
cost of holding an unsold house or having an
unrented apartment.

From a plateau of 12 percent household pene-
tration in the early 1960s. dishwasher sales have
aiready reached 65 percent penetration. The
industry predicts that eventually dishwashers
will be a yniversal necessity comparable to the
refrigerator. the television set, and the stave.

Videotex

Videotex is the general name for any two-way
video interactive computer system that allows
us 1o do things electronically and alone what we
traditionally have had to do manually and
in conjunction with others: the four main areas
are shopping, reading, entertainment, and edu-
cation. Unfortunately, aside from the significant
costs of the hardware, software. and long-
distance phone service, the market is not ready
because people =re nmot yet comfortable with
what could be a radical change in doing things.
Videotex is bussting with potential but not
organized to succeed. To save an'exciting idea
from dying even befare birth. the industry will
have to sell its services to intermediaries rather
than to end users.

The best use vet for the technology might be
for in-house training in large corporations.
which may already have the hardwars. Histori-
cally, these sessions have been similar in man-
ner to traditional education: people are brought
together aver distance to sit in classrooms. Not
only is this practice verv expensive, it disrupts
the work routines of people pulled from their
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home base. it should be pessible to design a cor-
porate education system, using videotex, that
waould allow employees to learn as part of their
regular jobs. Videotex would also be exceilent
for sales meetings and for acquainting distrib-
utors with new products and pricing policies.

It should bepossible to design a corporate
education system, using videotex, that
would allow employees to learn as part
of their regular jobs.

Creating Mandatory Consumption

In creating 2 mandatory consumption situa-
tion for your product. you are changing the
environment, that is, manipulating the cendi-
tions and forces outside the company’s usual
realm of control, outside the traditional market-
ing mix. Implementing the strategy is risky

- because operating beyond the accepted corpo-

rate prerogatives can—if discovered—cause
resentment and hostility, which may even make
the situation worse. The mandatory consump-
tion strategy is valid only if the environmental
change is in the genuine public interest. In addi-
tion to the risks. changing the environment is
not easy because the forces against change are
very powerful. What a company is attempting
entails shifting 2 product from a voluntary to a
directed or involuntary status.

The change has already been made for lead-
free gasoline and smoke detectors. It is also be-
ing made for emergency phone services.

Lead-free Gasoline

Lead-free gasoline was crested by Amoco
(Standard Oil of Indiana) in response to the envi-
tonmental concerns of cities with polluted air.
Amoco was attempting to become a leader in
what it had expected to be z significant market
for a product that reduced noxigus auto emis-
sions. Unfortunately for the air quality and the
company, the gas didna’t sell. The problem was
that in the early 1970s, out of approximately 100
million cars on the road in America less than 10
million had engines that could take lead-free gas
without poor performance: lead reduced knock
in most cars of that time.

The solution, then, was to make a change
in the basic product—the car—so that derived
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demand would naturally develop for a second-
ary product—ihy gascliae. In celer o that plan
to succeed. car manufacturers would have to
build engines that required. not just ran better
on. lead-free gas. That circumstance came to
pass because the EPA got tagether with the auto
makers and the oil companies to promote emis-
sion control standards that could be met only by
engines running on lead-free gas. In time, the
gascoiine must come to dominate the market.

In creating a mandatory consumption
sitnation for your product, you are
changing the environment.

Smoke Detectors

Because smoke detectors were a failure in the
marketplace, the industry set about to change
the environment. The best approach seemed to
be to exploit the public safety issue associated
with fires. The companies aligned themselves
with state and local fire departments, whose
primary concern is with saving lives and prop-
erty from fire- [n concert they began a strong
lobbying campaign in the early 1970s to create
state and local fire codes that would mandate
smuake detectors for all new construction of pub-
lic buildings.

Wisconsin became the first state to pass the
necessary bills. Many states have since joined,
until we now have nearly a national code com-
mitted to the installation of smoke detectors in
public places such as hotels, restagrants and
motels, Some states have even required existing
structures io be retrofitted with smoke detectors.
As a result, commercial sales have grown, new
companies have entered the business, and, with
the puhlicity of new legislation, the industry is
expanding by cateting to the personal home
market.

Emergency Phone Numbers

In many cities 911 means emergency; it is the
quick way to get help from the police, the fire
department. or the ambulance service, 24 hours
a day, seven days a week, every day of the year.
In addition to the obvious public benefit of
an emergency phone service, two specific
groups stand to profit when 911 is adopted: (1)
the local phone companies make money when

they can sell the service to the city, county,
or incorgerzted oroar andd (21 gnmpapies that
manufacture the computer-aided dispatch and
switching equipment that channels the emer-
gency calis to the appropriate departments—
tire, police, ambuiance.

As a consequence, we find in many states that
the local telephone companies are engaged in
shaping the law, designing emergency systems,
and helping to pass legislation mandating the
911 service. Not only will they prosper when the
legislation goes into effect. but the public will
have a service of real life-saving value. As with
smoke detectors and lead-free gas, the strategy
works because it also serves the public interest.

Going International

Selling your preduct in a foreign country
offers some exciting marketing possibilities
without your having to devise new users for the
product itself. However, other adaplations are
usually necessary. There are four basic substra.
tegies for going international; they are catego-
rized by those elements of the domestic market-
ing mix that must be changed to go abroad.

Global Marketing

The global or universal option is the easiest of
the four, and thus the most seductive, because
it makes no changes in the elements of the
marketing mix nor any changes in the natute of
the population segment to whom the product is
marketed. It is, howevet, the mast treacherous
substrategy becausa it rarely works.

It has, however, worked for Mariboro ciga-
rettes, after Philip Morris gave its product a
strong. masculine image with the Mariborg
Cowboy. It seems that “Martbore Country™ rep-
resents a universal theme, touching a common
chord in people around the worid. The adver-
tising is almost the same across most countries.
There is, to be sure, some modification in the
model used in the ads, such as a Japanese cow-
boy in Japan, and ethnic differences are main-
tained in costumes and setting. However, tha
message s constant; conquest of nature without
medern technology, primitive survival. The
symbo! of that mastery may change from cowboy
to shepherd or some other cutdoer “here,” but
the essential message remainsg the same—and
it works: Marlboro is the number one seiling
cigaretta in the world.
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General Motors is also attempting a global
strategy, although not with a focus on image, GM
is emulating the Japanese by designing cars for
the world market—making products suitable for
road conditions everywhere and always up
to world standards. GM will begin to enjoy
economies of scale in all elements of the
business: design. manufacturing, and market-
ing. It will aiso have the considerable advantage
of being able to purchase parts from different
suppliers around the world and hence obtain the
best price available, Global thinking could make
GM the warld leader.

' The glabal or universal option makes
no changes in the elements of the
marketing mix.

Product Differentiation

In this strategic option, the physical character-
istics of the product are altered and an adjust-
ment is made in price when the company
migrates from domestic to international mar-
kets. Product size, packaging. and cost must
respond 1o the realities of the new foreign
markets: distribution and promotion. however,
remain about the same. Warner Lambert's
attempts to sell Chiclets gum in India are
illuminating.

When the company packaged several pieces of
the gum in a cardhoard box, as they did in Amer-
ica, they created a mess. The hotter and more
tumid Indian weather melted gum not chewed
right away, leaving an unappetizing mess. The
package of eight to twelve pieces was also too
expensive for the Indian market; it couldn't
compete with local substitutes. To solve both
problems the company redesigned the package
to hold two individually wrapped pieces of
gum—e size that could be consumed quickly.
Hecause there were fewer pieces, the price per
package could be much cheaper, one the Indian
cusiomer could afford. Of course the price per
Piece was higher. to cover the cost of repack-
aging, as well as to generate greater margins. The
‘alteration has warked well: Chiclets is a popular
brand of chewing gum in India.

Market Differentiation

This substrategy for migration to internationat
tnarkets is essentially the inverse of praduct dif-
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ferentiation. In this instance we might make
changes in the image or positioning of the prad-
uct and adjust the channels of distribution; at
the same time. the physical properties—its engi-
neering characteristics-—are kept intact. How-
ever, as in the case of bicycles, the product
¢an evolve over time as a result of the mavket
differentialiutg'.

In most places outside the United States. bicy-
cles are a basic form of transportation; they are
used as commuter vehicles in countries where
distances are shorter, energy costs higher, and
prices of autornabiles beyond the reach of most
people. They are also a mainstay for delivery
routes for small products. Bicycles, then, are
purely functional, and they are colored a func-
tional dull gray or black. suitable for practical
working adults. For manufacturers to appeal to
required American markets, thers was much
that needed changing.

In the United States the bicycle has been suc.
cessfully marketed as a recreational, summer
tun vehicle for children. Bicycles became the
Christmas or birthday present; they became a
must for all kids old enough to ride one. To add
excitement, the original single-speed bike be-
came a three-speed and then a ten-speed: to
add to the feeling of fun, the bikes took an many
colars and were given shiny. metal lusters; to
appeal further to the youth market. banana seats
were installed. All these items said “fun” and
all have made the bicycle a conspicuous
consuriplion item.

Unique Marketing

The final substrategy for going international
involves the most extensive adaptation of the
domestic operation because it changes all the
elements of the marketing mix: product, price,
distribution, and promotion. Because the degree
of adaptation is expensive, unique marketing is
employed less often than the other substrategies.
One interesting application, however, involves a
very common product: saup,

Surprisingly, not only is soup as a product
different in Europe and America. but so are its
associations, its preparation, and its role in the
diet. In Europe soup is served at dinner time as
part of the main meal. It is used primarily as a
filler, so that the family will eat less meat, which
is more expensive. Soup has, therefore, been a
staple of the lower socineconomic class and con-
tinues to have strong associations with that
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class. The homemaker generally adds a lot of
vegetables or lefiover meat to economize and to
enhance the soup's nutritional value. She thete-
fare needs a soup base or stock and not a com-
plete, precagked soup. A dry soup mix that takes
10 1o 15 minutes to prepare also suits her pur-
poses. Knorr, a Swiss company. is the dry soup
maarket leader in Europe.

In the United States soup has been posi-
tioned primarily as a lunch item to supplement
the sandwich, neither of which is identified
with any sociceconomic class. The market
teader, Campbell's, succeeded as a lunch item,
especially for children, because it convinced
mothers that soup tasted good enough to draw
their children home to eat and would give them
a hearty warm lunch. That emotional appeal to
be a good mother was augmented by the prac-
tical appeal of time: canned soup takes only 3 to
5 minutes to prepare.

Knorr failed in the United States because it
" wouldn't or couldn't customize its product for
the U.5, market. After a struggle, Camphbell’s has
found some success in Great Britain by altering
the taste, lowering the price, and adjusting its
promotion to fit the British lifestyle. The change
in marketing mix was complete and internally
consistent. It was the anly way the company
could hope to go international.

Broadening the Product Horizon

Broadening & product’s horizons means ex-
panding its functions beyond the primary use,
a strategy that can involve redefining the
business. The process often requires two adjust-
ments: (1} focusing on the underlying market
function and {2] thinking of the product 2s a
component in a system. The strategy creates

& new market situation because it puts the com-

pany up against a new set of competitors. That
is the story of orange juice, television sets,
and banking.

Orange Juice

During the last few years the orange juice
people have been working hard to broaden their
preduct’s horizons by making an entey in the
beverage system as a naturai and healthy option
to other drinks. The problem was that the
American public was in the habit of drinking
orange juice in small quantities of 4 to 6 ounces

at one time of the day, breakfast. Orange juice
was in a sense stuck in that market with no
prospects for growth.

in order to grow, orange juice had to be per-
ceived by the public as an ideal all-purpose

verage and not iust the perfect liquid vitamin
1o be taken id the morning. To achieve that goal,
the industry adopted the “it’s not just for break-
fast anymore” slogan and ran a series of effective
television commercials that pictured people of
all ages drinking targe glasses of juice with great
enthusiasm at various times of the day. Orange
juice is now competing successfully against soft
drinks as a healthful alternative.

Broadening a product's horizons
means expanding its functions beyond
the primary use.

Television Sets

Since their introduction, television sets have
been stand-alone appliances, sufficient wnto
themselves, faithfully performing one primary
function: bringing entertainment and educa-
tional programs from somewhere out there into
the home. Now, however, the scope of usage for
the humble television set is being broadened so
it can fanction as a CRT (cathode ray tube) along
with other computer hardware and software
components. As the central CRT unit, it is capa-
ble of doing more than just passively bringing
in network programs. As part of the computer
system, the television set offers active, participa-
tory education, information, and entertainmant,
along with electronic shopping and banking,
data processing and storing., and the whole
gamut of new high-tech marvels for the hame.

Because television is in the information genes-
ating and receiving business, its sales potential
is greater. People are discovering that a 12-inch
black and white television is functionally far
superior to the display screen that comes as
part of the standard computer package. Conse-
quently, the telfevision set is facing a potentially
far brighter future than one would expect for a
mature product because it is expanding into
a new market as a component in an electronic
information system.
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Banking

Without regulatory testtictions and protec-
tions, the banking industry has to go through the
precess of recognizing just what business it is
now in. Banking used to mean strictly borrowing
and lending money, paying interest on deposits,
and collecting interest on loans. Now the banks
are broadening their horizons and defining
themselves as a component in a larger system
of financial funds and insurance. Competition
will come from investment firms, brokerage
houses, and Sears. It's a whole new day, full of
risks and opportunities.

A product often has more versatility
and more capability than its designers
originally conceived.

Finding New Applications

A product often has more versatility and more
capability than its designers otiginally con-
ceived of. and thus it has more uses than the
ones being marketed. Finding these new uses
generally entails performing one or both of two
operations: (1) identifying the functional needs
that the product satisfies other than the ones for
which it was designed, and (2) discovering the
nonfunctional wants that can be associated with
the product. Although there are exceptions,
finding new applications usually invelves the
functional. That seems to be true for baking soda
and 800 phone numbers.

Baking Soda

The original and primary function of baking
soda was to act as a leavening agent in many
baked goods. However, demand for baking soda
for that function is derived from the carbohy-
drate consumption in a society. As the society
becomes moreindustrialized, it becomes wealth-
ier and consumes more protein-based calories
and fewer carbohydrates. In time, demand for
baking soda as a baking aid declines.

Fortunately for Arm and Hammer, consumers
of baking soda had discovered a host of ather
useful fnctions of the product. The additional
uses depend on cne or more of its three principal
properties: it absorbs odors, it acts ag a mild
cleanser, and is it safe to swallow. The company
has advertised dozens of uses on the package
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and promoted two on television: absotbing
adors in the reftigerator and cleaning carpets.
The results have included considerable in-
Crease in sales and a new product life for many
02w Uses. :

BOO Numbers |

Toll-free numbers with an 200 prefix began
as an aid to hotels and renmt-a-car agencies to
encourage customers to make long-distance res.
ervations: it was good for businesses, con-
surners, and AT&T. The service really took off,
however. when companies began using it for
cansumer affairs and promotions. Whirlpool, for
instance. has a “cool line” that customers can
use to complain about products or, as is over-
whelmingly the case, ask for help in getting
appliances repaired. Procter & Gamble also puts
800 numbers on their many packages to handle
customer concerms and as an early warning
system for potential problems.

Promational uses are even more inventive,
Quaker puts 800 numbers on the back of cereal
boxes so that kids can call in and win prizes;
there are also 800 numbers for Bisquick and
Jell-Q that allow customers to get recipes toll-
free. And dozens (maybe thousands) of organiza-
tions are converting their last seven digits into
letters to create memorable messages: 1-800-
MERRILL gets you Memill Lynch; 1-800-
HOLIDAY is for Holiday Inn reservations;
1-800-USA ARMY offers the opportunity for a
career change. All generate good things for the
companies-wand for AT&T.

Finding New Situations

This strategy involves finding new situations
with whick the product can be linked; it
involves seeking out mostly new nonfunctional
wants that the product can satigfy and thus be
reéjuvenated. This is accomplished by associ-
ating the product or service with any or all of
three new situations: {1] a different time, (2) a
different place. and (3) a different positioning or
image. The patential is there for Jell-O, small
refrigerators. and educational facilities.

Jell-O

Jell-O is General Food's brand name for
gelatin dessert, and the product has bheen very
successful for GF over the years. However, as
fell-O matured and its growth slowed, it in-
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creasingly had 1o take on suong competition
from other product labels, including cheaper
store brands. Since gelatin techngalogy is highly
standardized. GF found that it was unable to
significantly differentiate its brand and thus re-
tain the degree of profitability that it would like.

Consequently, it has tried to give Je!l-O differ-
ent associations so that it will be used in new
situations. Essentially, it is shifting the product
from a dessert to a decorative ingradient. Instead
of saying how lightweight and low in calories
Jeil-Q is as a dessert and stressing that “there is
always room for Jell-O" after a meal, GF is
emphasizing its nonfunctional qualities of fun,
excitement, and entertainment. Jell-0 is said to
add color and life o eating, possibly as a dessert,
but more likely as a salad during {mther than
after) a meal. Thus, Jel-O can help the home-
maker by inciting laughter and joy for a group of
kids or by adding color and variety to what
would otherwise be a dull display of food at
adult gatherings, Its nonfunctional associations
as a decoration are more important than its func-
tional practicality as foed.

Repositioning invelves redefining the
product’s image to put it into new usage
situations in new markets.

Small Refrigeratars

An electric refrigerator has been a standard
item in virtnally every American home for more
than four generations. Thus, it has become a
highly mature product that faces stiff compe-
tition among the various brands, no growth, and
small profit margins. A promising response to
this stultifying situation is being developed by
such electrical-oriented Japanese companies as
Panasonic. It is coming out with a much smaller
refrigerator, about one-tenth to one-sighth the
size of the normal refrigerator-freezet you would
find in a typical American kitchen. Its main use
is for the office, although it can travel about the
house and go on vacation,

Although a very mature appliance, the refrig-
erator in its small form is thos being revitalized
with all three new situational elemants, [t has
several new locations, although the office use
predominates; its new times include the work
day and vacation trips, and its new positioning
1535 a convenience item for work or travel rather

ithan just as 4 necessity. The new positioning
stresses the time and effort saved by one's
having an executive refrigerator handy right in
the office, and, because the new usage situation
fits into the business lifestyle, it has a real
chance *6 surceed. .
L

Educational Structures

Many public school districts and colleges
have declining enrollments and thus decreased
revenues. They are also receiving less state and
federal support. In addition to the budget
ctunch, they bhave excess capacity and under-
utilized facilities that cry out for new usage
silzations. The solution calls for thinking of
times that the buildings can be oocupied other
than during the relatively short scheol day and

searching for activities associated with school
other than classes.

The obvious answer is social and recreational
uses of the schools in the late aftermoons, eve-
nings, and weekends for purposes cther than
erganized school functions. Districts with swim-
ming pools are in the best position because pools
ate in use by students such a small percentage of
the time and the public has demonstrated a will-
ingness to pay to use the facility. The same is
trve with tennis courts, particularly lighted
ones, and with the school gym: citizens could
pay for court time or buy an athlstic club mem-
bership. Further, the gym or auditorium might
be rented out to groups for plays, concerts, social
engagements, and even wedding receptions.
The potential is there for needy educational
institutions.

Repeositioning

Repositioning invoilves redefining the prod-
uct’s image to put it into new usage situations in
neWr tiatkets. Although it is a stmple-sounding
strategy, it is important to recognize that two
shifts are occurting and that their leverage is
more powerful than may be first apparent.
Censequently, they can do 2 lot for the product,
but they are not for every situation. Reposi-
tioning does, however, seem to show promise
far Campbell’s soup and for hospitals.
Camgbell’s Soup )

Campbell’s has been successful over the years
in positioning soup as a lunch supplement to the
sandwich. particularly for children. The soup
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was sold to mothers on its ease of preparation
and its good taste. Now. however. the kids are
“not caming home from school for lunch any
mare. Even if they do come home, the mothers
are no longer there because they are out working.

Recognizing that the times are changing.
Campbeil's is trying lo change with them and
adapt to the needs of a U.5. population that is
getting older and more health conscious. While
the need for a child's lunchtime sandwich sup-
plement has declined. the evolving demu-
graphic trends and lifestyles have created a
large. and still! growing. market segment of
single adult households. These people have
neither the need nor the desire ta prepare full
meals, certainly not every day. Nor is eating out
fun all the time?

Campbell'sis providing an alternative by posi-
tioning its soup as a main meal substitute for
adults and emphasizing its substantial quality
with the slogan. "Soup is good food.” In this
vein we are seeing smaller cans labeled “'soup
for one” 1o fit the single adult market and
chunky soups” that “eat like a meal” to appeat
to the average American's concept of a full
dinner. The assential repositioning is thus from
a fun, good-tasting sandwich supplement to a
nutriticnatly well-balanced main meal.
shift is both from children to adults and from an
emotional appea! of good motherhood to a very
rational and functional appeal of good nutrition.
Diffetent people [new market} have to be taught
to think differently about the product and to use
it in a new way.

If the strategic option calls for one
element to be changed, then others must
be adapted as well.

Hospitals

As American society is aging it is also adopt-
ing a health-oriented lifestyle that stresses
avoiding illness and debilitating conditions
rather than treating them after they arise. This
trend has run smack into the health care indus-
try’s building boom and facility expansion.
Faced with excess capacity—too many beds and
not enough patients—and competition from
health spas. Jane Fonda. and exercise gurus of
awesome variety. hospitals are adopting a re-
positioning strategy appropriate for our health.
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conscious society: they are getting away from
illness and into wellness.

For the older person bent on physical fitness
the supervision of medically trained staff is
important, and it is here that hospitals are dis-
covering their competitive advantage over the

health spas. They are establishing outpatient .

heaith centers and inviting people to exercise
under hospital supervision with trained per-
sonnel available to take medical histories, to set
up individualized programs, to tailor classes to
people over 40, pregnant women, and heart
patients, and to guard against overstremuous
activities that can do more damage than good.
Such programs not only take business away
from the spas, they put to use some of the hospi-
tal’s excess capacity when the space iz con-
verted to accommodate outpatient activities.
Besides supervised exercise, hospitals are in-
valved in such capacity-utilizing and, some-
times. revenue-generating programs as health
fairs. testing programs, clinics. and classes of
various descriptions. This is a repositioning
strategy that should work. '

Redefining Markets

Our final strategy involves switching cus-
tomers and competitive areas. It is slightly more
extreme than its companion strategy of reposi-
tioning within the new uses/new markets cate-
gory because it means operating in a totally oew
set of markets rather than just in a new segment
of the same market area. The relevant illustra-
tions here have to do with the possibili-
fies available te dial soap and to rustproofing
services.
diat Soap )

After a hunter learned that deer were repelled
by deodorant, he decided to apply that knowi-
edge to protect his ftuit trees from the animals,
He selected dial soap because it has 2 lot of
deodorant in it, purchased a case of motel-sized
bars, and tied them to his trees. The experiment
worked perfectly. Not only did the smell of the
scap keep the deer out of the orchard, the soap
melted slowly enough in the rain to not damage
the trees or soil. .

The apportunity is thus there for any deodor-
ant scap maker, particularly dial, to revitaliza
sales by opening up a new agricultural market
with very little product adaptation (drilling
holes in bars of soap and running string
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through). To date. we know of an cne wha bas
done that, but we wouldn't be surprised if
Armour-Dial is investigating the possibility.

To give a new strategy a chance to
succeed, you also have to be ready to
let it fail. -

Rustprosfing

In recent years rustproofing companies whose
primary business had been to undercoat new
cars have found themseives in extreme difficul-
ty, to a point where they are struggling for
survival. There are two main factors working
2gainst them. [1] In the shect term, new car sales
have not grown, because of the recession of the
early 19805 and competition from Japan: the
record profit year of 1933 for domestic produc-

ers did not come from record high sales -

volumes. (2} In the long term, rustproofing is
increasingly being done on new cars in the
factory by automakers themseives, thus, in
effect, almost wiping out the primary market.

Rustproofing companies should thus think
about redefining their markets from the con-
sumer to the industrial. Instead of treating new
cars, or even old cars, in their retail outlets, they
might have to look for other objects that need
protection fram the elements. The ebvious place
to search is situations where metal structures
and machines must remain outside. In fact, mst.
proofing companies have two options within
this market redefinition, First, they can look for
nonaute industriai jobs as just described and
work on bridges and construction equipment
such as cranes. Second, they can try io get inside
the factory and become subcontractors for the
original eguipment manufacturers, that is, the
autornakers: that way, althouch they remiin
independent on new car sales, they do get to
concentrate on their established arez of exper-
tise. In any case, they obviously mus: make
major readjustments, and one of the most promis-
ing is a redefinition of their market.

Strategy Selection Factors

There are at least five factors that can have an
encrimous impact on the implementation of
whatever strategy is selected to revitalize a
mature product. The first four are very present-

ariented: the last is directed toward the future.
They can be abbreviated as rules ar guidelines as
follows.

Be Consistent

The peint is simple but extremesly important:
if you change one element of the total marketing
mix, you must mnake sure it is still consistent
with the other elements. Ot, more often, if the
strategic aption calls for ane element to be
changed, then athers must be adapted as well.
Whatever the variations, consistency is the key.

Strive for Win-Win Silcations

The fundamental essence of business success
rests in identifying win-win combinations with
customers and intermediaries. Each party must
feel that the transaction is beneficial, or the
transactions will soon cease. Unfortunately,
many businesses think in terms of win-loss situ-
ations in which they try to gain an advantage at
the expense of the customer or intermediacy.
The goal should be ta create situations in which
a favorable position is achieved at the expense of
the competition.

Test Market Your Ideas

It is absolutely essential that a company test
its new ideas to ensure that the execution of its
strategy will be carried out smoothly. In other
words, the problem is ofter not with the concept
as much as with its implementation. In a new
strategy, so many functional eatities will heve to
work together to provide consistency that a
tryout is necessary. Test marketing will (1) coor-
dinate and integrate all the functions and (2)
properly estimate the market potentiat of the
ngw sirategy.

_ Creata an Eatrepreneurial Atmosphere

To give a new sitategy a chance to succeed,
you also have o be ready to let it fail. Conse-
quently, you have to create a risk-taking atmo-
sphere in the company that gives the staff
confidence to take on chancy projects. One vital
step in that direction is to give the faltering prod-
uct or service to someone in the organization
with an entrepreneurial bias. Most important of
ail. the manager taking on the project should be
rewarded for success but not punished for
failure, if the execution was right. Thus you will
have created a win-win siteation within the
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company. and people who made one project
work will be har._:k for more.

Monitor the Changing Environment

The most comman reason for a good product
to decline is a significant change in the business
environment. Here, the difficulties accrue to
an entire industry, not just to one business. Con-
sequently. recognizing what iz bappening right
now and knowing what is likely to be goingon in
the future are in the vital interests of business
professionals, There are four major areas of par-
ticular importance:

1. Demaographic Trends: We are a maturing,
time-driven society, beginning to live in
nen-traditional households.,

2. Lifestyle Shifts: Individual lifestyles are
becoming dominant and theze is a blurrin
of sex roles within the family. :

3. Emergence of Ethnic Markets: People are
more inclined to retain their ethnic and
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racial identities than to blend into the melt-

ing pot.

The most common reason for a good
product to decline is a significant change
in the business environment.

+

4. Competitive Changes: Cornpetition is com-
ing from outside traditional industries
(Sears in banking, for instance) and from

- specialty chains.

Conclusion .

Revitalizing a maturing praduct is far better
than disinvesting it. The talents of marketing
can succeed if the correct strategy is chosen.
Select the strategy with the right mix of usage
andfor market changes and consider the five
guidelines for implamentation. Let your crea-

" tivity help you win again in the marketplace.



