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Changing the ground rules
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Most marketers grossly underestimate their competitors. They are quick to exaggerate their mistakes, and just as quick to minimize their successes.

My goal always has been to know more about my competitor than he knows about himself. It calls for an insatiable curiosity about everything your competitor does, about how he is perceived by others and how other competitors react to him. My focus point is always the product and how the market perceives its strengths and weaknesses. Then, I ask myself questions, like ‘What’s it worth to me if I can nullify that particular strength?’

Usually you can only nullify a competitor’s strength by changing the ground rules of competition, not simply meeting a competitor on the same field, with his rules. Too many marketers, however, attempt to play within the existing competitive framework. Against a larger, stronger rival such as Coca-Cola or IBM, it would likely be a losing strategy. If you can change the rules, however, you often can take away a competitor’s advantage by forcing him to move from his natural strengths. You can rob your competitor of his advantages, making him compete on a field in which he isn’t familiar or comfortable. This is the true power of marketing creativity.

Coca-Cola, for example, owned one of the world’s most distinctive trademarks in its 6.5-ounce, hourglass-shaped bottle. The bottle design nearly became the product itself, as much a part of this country as apple pie. Convinced that the bottle was Coke’s most important competitive advantage, Pepsi spent millions of dollars and many years studying new designs to no avail. Instead of asking what the consumer really wanted, Pepsi executives thought of competition strictly in terms of a bottle. The company had become so obsessed by its competitor that it lost perspective on the market.

Seeking to shift the ground rules, I discovered our marketing opportunity not in the shape of the package, but in its size. When I was put in charge of marketing, I initiated one of the company’s first massive consumer-research studies, an extended, in-home product test with 350 families. We gave them the opportunity to order Pepsi and other competitive brands weekly at discounted prices. To our astonishment, we discovered that no matter how much Pepsi they ordered, they would always consume it. In the early 1970s, consumers could only buy a soft drink in a single can, in six-pack of small bottles, or in a 28-ounce non-returnable bottle. The research told us that if you could get it in the door, there were few limits to its consumption. Instead of redesigning the standard bottle, it became obvious, that we should change the rules of competition entirely. We should launch new, larger, and more varied packages. 
The best business concepts are often surprisingly simple, yet elusive. Successful strategies build on advantages over the competition, while trying to minimize the disadvantages. The realization that we needed to compete differently met both tests. We could minimize our disadvantage of not having a distinctive bottle and transform it into an advantage over Coke by moving into larger and more varied packaging.

Other consumer packaging brands have pursued similar strategies with great success. In the 1960s, for example, people complained about how long it took to pour Heinz ketchup from the bottle. Competitors’ products were a lot easier to use. Pondering the dilemma, Heinz officials wondered of a different formula or a new bottle design was the answer. Either solution would have represented the more conventional approach to solving a marketing problem – meeting your competitor on the same field and directly responding.

H.J. Heinz, however, wisely discovered how to change the ground rules of competition. The company’s marketing management began using a new advertising approach to convince consumers that the reason Heinz ketchup was slower to pour was because it was a lot thicker (and therefore must taste a lot better). By employing the ‘slowest-pouring ketchup’ theme in advertising, Heinz’s ketchup has dramatically improved its market share over the years from 19 percent to about 50 percent today. The company managed to turn what had initially been a disadvantage into a competitive advantage by changing the ground rules. 

A könyvet megrendelheted itt: www.bookstation.hu vagy www.hungaropress.hu
How did Pepsi win first over Coca Cola?
How did Heinz turn a disadvantage to an advantage? 

What does changing the ground rules mean in your industry? (How could YOU do it?)

Ne csak olvasd a szövegértéseket! Hallgasd meg őket!
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