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      Foreword
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      Global changes are shaping the evolution of marketing in both the services industries and product corporations themselves.

         Understanding these changes and their implications will help you to understand how THE POCKET MARKETER was organized and to make the best use of what it has to offer.

      


      In the earlier decades of the twentieth century, using a message to reach a potential consumer or business was referred to

         as “advertising.” Promotion, packaging, and publicity were all considered parts of advertising—the “catchall.” As markets

         and product offerings became more segmented, and therefore more complicated, the catchall split into four major marketing

         functions: advertising, promotion, packaging, and public relations, and specialized industries surfaced to provide these services.

      


      Each of these industries had its own territories or media. Advertising worked through television, most print (i.e., magazines,

         newspapers), radio, outdoor media, cinema, and some direct response. Packaging utilized the physical package itself, its importance

         only now being realized as a strategic element in the marketing mix. Distributing coupons, sweepstakes, or premiums was in

         promotion’s domain. And, public relations used the media without purchasing the space. The lines were pretty clear.

      


      Today, as the industries and media themselves have become more sophisticated, the four functions of product marketing have

         begun to merge, and those lines of distinction are blurring. We see advertising agencies doing promotional sweepstakes on

         television, promotion houses doing newspaper inserts without coupons, ads containing coupons in magazines, and electronic

         media in stores delivering both advertising and promotion messages.

      


      And where do commercials on home videos fit? And what about future trends, such as viewer profile advertising, where “on command”

         a consumer gets a coupon printed off an outboard computer printer on his/her television set for the product being advertised

         on the screen? Advertising or promotion?

      


      As the business environment for suppliers of the different functions grows increasingly competitive, change is ongoing. Perhaps

         the strongest push to change lies in the sophistication of the markets, the companies playing in them, and the products themselves.

         As competition 

         mounts and budgets are squeezed more tightly, all four functions must work in harmony to produce efficiency and economy. One

         chorus of messages is more cost-effective than four individual scores. In essence, a merging of the functions may be re-emerging,

         and the supplier service industries are organizing to provide “full service” capabilities.

      


      Especially in the largest corporations, where once all functions were accountable to “product or business managers,” advertising,

         promotion, packaging, and public relations and nonmarketing functions have become almost autonomous. Turf battles sometimes

         exist where there should be team efforts. While the smartest companies have begun to apply the team approach to business planning

         and decision making, they still have a way to go in optimizing the functional interrelationships.

      


      We’ve written this book with the hope that it will help to optimize the way that corporations utilize the functional areas in marketing. The functional areas should not merely

         execute or design—they should play a key role in developing the strategies and tactics that will help the business to achieve

         its marketing objectives. Each function should have a basic understanding of the others and where they best fit into the mix.

         The marketing manager should communicate, clarify, and direct this process, to focus all functions toward effectively reaching

         the final goals.

      


      THE POCKET MARKETER will show you how the functional areas can and should cooperate with and contribute to the marketing plan, its execution,

         and its evaluation. It is the marketing manager’s job to ensure that this happens.
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      INTRODUCTION
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      BACKGROUND AND REASON FOR BEING


      Hundreds of marketing textbooks and resource guides teach theory and practice on just about every topic in the marketing domain,

         but few can be used on a practical, real-world basis. And few of us have the time or patience to sift through voluminous information

         to get to the real “heart of the matter.”

      


      Specialists exist in the areas of marketing research, marketing planning, product development, packaging, advertising, promotion,

         public relations, and sales. Product or marketing managers try to pull all these functions together for a common goal: to

         present the consumer with the best product and with the singular, best message about the product.

      


      Once upon a time, being an expert in one area was enough. But today, as marketing has become more sophisticated, competition

         more fierce, and marketing methods more plentiful, it has also become necessary for functional experts to operate in a different

         way. Today, the concept of the business team—where everyone works together and depends on one another’s support of the marketing

         directives—has expanded into nearly every organization where people regularly interact with their marketing counterparts.

         This has even gone beyond marketing—marketers find themselves working hand-in-hand with other specialists to solve their own

         problems, such as operations, finance, and manufacturing.

      


      Marketers and those outside of marketing now must be able to communicate with their marketing counterparts and to understand

         how decisions they make affect what happens elsewhere with the product. They must not only be expert in their fields but also

         have a basic knowledge of all other marketing fields.

      


      The promotion manager and staff need to know how advertising works; the marketing research manager and staff need to get a

         grasp of product development; the sales manager and staff need to understand how pricing is set. This doesn’t mean that a

         packaging engineer has to be an advertising maven, but the engineer should understand, for example, how a change in packaging

         will affect the overall image of the brand.

      


      With this in mind, we began developing a book that 

         attempts to address these issues—a practical real-world users’ manual for:

      


      

      	
Marketers who want to gain a basic understanding of the big picture and how the different functional areas contribute to it;

      


    

      	
Marketing students who want to make educated career choices by understanding their potential roles should they specialize in a particular marketing

         function;

      


      	
Other business professionals who relate to marketers and wish to gain insight into how best to work with them.

      


    


      FORMAT


      THE POCKET MARKETER (PM) is designed to be a comprehensive, user-friendly marketing sourcebook and briefcase business companion. It begins with

         the “Big Picture,” an overview of how to develop a marketing plan for a product and how all of the marketing functions work

         together in doing so.

      


      Following are eight chapters or “modules” (because they interlock), one for each marketing function: marketing research, product

         development, packaging development, distribution, pricing, advertising, promotions, public relations.

      


      Each chapter is a tutorial and reference unit containing not the lengthy information you’d find in textbooks, but real day-to-day

         stuff that’s used in companies across the United States. Each module consists of three sections, all tied together to produce

         a layered reference guide. In this way, you can get an overview of a particular topic, look up terms, or use standardized

         charts and tools.

      


      1. TOP-LINES: Each topic begins with a 15 to 30 page “top-line” or summary, which provides an overview of the subject. Then, top-lines

         are broken down to illustrate the step by step process of each function. For example, if what you want to know about advertising

         is how the media planning process works, read only that self-contained section. If you simply want to become familiar with

         the terms used in advertising, you can turn to the topic glossary at the end of that chapter.

      


      2. TOPIC GLOSSARIES: Each PM topic has its own glossary, which is cross-referenced both with the Top-Line and within itself, through the use of

         bold-face and 

         italicized words. Wherever applicable, PM offers examples and discussions to help illustrate the meanings and applications

         of those terms.

      


      3. TOOLS: PM provides state-of-the-art charts and tools to help you research, organize and plan in each function. Each module includes

         a series of these management tools to use to organize and streamline your jobs. They are designed for simplicity and usability,

         based on actual practices in leading companies across America. You can modify them for your needs, enlarging the forms as

         you photocopy, and translate them into tangible action in your job.

      


      The final chapter of PM brings all you have learned together in a sample marketing plan. We have created a hypothetical company

         called SolarTech, with a new product launch called SunSplash, for which we built an actual marketing plan from beginning to end. While the case scenario is fictional, it simulates the

         dynamics of the consumer suncare market and reflects the structure and issues confronting manufacturers in that industry.

         The marketing plan walks you through the mental processes of preparing a marketing plan from start to finish, as well as each

         of its functional components. The background of the case and setup of the problem are provided in Chapter 1, The “Big Picture.”
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THE MARKETING PLAN
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      OVERVIEW


      Marketing exists side by side with its sister-business functions such as finance, operations, and human resources, which are

         governed and bridged by senior management. The Business Plan outlines how these business functions can work together to achieve

         a common goal.
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      The business plan can be the blueprint for either an entire company or a single product. Where the ideas and opportunities

         are found and planning begins depend upon the organization. Ideas for planning, development, and execution of products can

         come from within the marketing domain, from other business functions, such as manufacturing, or from outside the company itself.

      


      Wherever ideas originate, ultimately they filter up (called “bottom-up” planning) or down (called “top-down” planning) through

         the corporate structure. Companies usually adopt one of these planning philosophies; but philosophy aside, ideas for products

         and how to develop and market them usually slide up and down the corporate ladder many times, evolving and ever changing.

      


      The marketing plan is the “commercial” portion of the business plan—what has to be done to develop products and get consumers

         and businesses to buy them. Within the parameters imposed by manufacturing and finance, marketing is the core of business

         planning, linking the company and all its layers to the end-user of a product. As such, marketing plays a dominant role in

         most modem competitive businesses.

      


      While marketing plans are structured in many different ways, there are many common elements that usually go into a plan. The

         following is an outline for writing a typical marketing plan. It will help you organize your own marketing plans and streamline

         the flow of information and ideas. If the marketing plan is being written for an existing product or line, we begin with a

         recap of the prior year’s activities. If we are planning for a new product, we begin by stating the premise for its development.

         The next step in both cases is the preparation of a situational analysis.

      


      

      	

      	

      			I (a).
	RECAP (for existing products only): Overview of last year’s marketing plan: what worked and didn’t work and why. Major

         

         lessons learned and implications for the future.

      

    


      

      	or

      	

    


    

      	I (b).

      	PREMISE AND BASIS FOR PREMISE (for new products only): statement of the overall new product initiative and how it came

         to be.

       


       

      	II.

      	SITUATIONAL ANALYSIS:

    


    

    		

    		Business Objectives and Strategies—the context for the creation of your plan

    


    

    		

    		Market Analysis—marketing sizing, segmentation, dynamics, trends at all levels

    


    

    		

    		SWOT Analysis—strengths and weaknesses, opportunities and threats

    


    	

    		

    		Competitive Analysis—study of competitors to understand the dynamics of the market, anticipate their moves, and prepare offensives

         (can include competitive SWOTS)

      

    


      

    	    		III.

    	    		STRATEGIC DIRECTION:

    	    


    	    	

    		

    		Overall product direction, target audience, positioning, marketing objectives, and strategies

    


    	

    		

    		Functional Roles and Guidelines—impact and role of each function in the overall plan

    


    

    	    		IV-IX.
	FUNCTIONAL PLANS

    	    


    	    

    	    		X.
	BUDGETS

    	    


    	  

    	


      RECAP/PREMISE


      If you are writing a marketing plan for an existing product or line, you want to take a good, hard look at how your marketing

         plan did over the past year (or to date if your planning is done in midstream). Evaluate all of your objectives and see if

         your strategies and tactics fulfilled them. What worked and what didn’t? List major lessons learned and state the implications

         of those lessons for your present planning endeavor. Each function is also advised to do a recap in its own area.

      


      If you are writing a marketing plan for a new product, begin your marketing plan with the idea. State the idea in one or two

         sentences, such as “An unfulfilled need in the market exists for __________ and we should develop a __________ for inclusion

         in next year’s line.” This is a simplistic example, but your premise should also be simple and to the point. You will have

         more than enough chance to elaborate on your premise in the body of the marketing plan.

      


      Next, simply state where the idea came from—what the “basis” was for your having made this premise (e.g., 

         “marketing research identified…,” “sales reports, when tabulated showed…”).

      


      SITUATIONAL ANALYSIS


      The situational analysis is the heart of your analysis and rationale for the new product or the plans you develop for existing

         products. It is the foundation upon which you can base decisions and provide reasons for those decisions. The situational

         analysis can be thought of as the section of the marketing plan in which you “make your case.” It is an examination of your

         company’s, division’s, or department’s business objectives and strategies and an evaluation of how your premise or plans fit,

         support, and help to fulfill them.

      


      BUSINESS OBJECTIVES AND STRATEGIES


      This statement of “higher” needs creates the context for your plan and sets the overall parameters within which you must work.

         If your business objectives are geared towards scaling down the operation, cost cutting, and building on the strength of current

         profitable products with no new product introduction, you obviously would not want to pursue new technology and products.

      


      First, BUSINESS OBJECTIVES are set or reiterated. The ultimate long-term global objective is called the mission, and can have a horizon of five to ten years or longer. The mission is usually “pie-in-the-sky,” the corporate dream or vision,

         and doesn’t often include real numbers because of its projection into the future. Short-term(usually within the next year), medium-term (usually one to three years out), and long-term (usually three to five years out) business objectives work together toward the common goal of achieving the mission. Of course,

         the notion of short versus medium versus long term differs from one type of business to another (e.g., a high-tech firm may

         consider five or six years as medium-term because it takes ten years to develop a project, whereas a novelty manufacturer

         may view three years as long-term).

      


      Except in the case of nonprofit organizations, business objectives are “bottom line” oriented, which means two things:


      

      

      	Everything that is done in the plan is focused on making the business profitable


      	Everything is quantitative, meaning measurable in discrete values such as dollars, percentages, number of markets, etc.


    


      An example of a bottom-line oriented business objective is: “To deliver a minimum of 50 percent increase in revenues, 30 percent

         increase in profits, and 60 percent increase in dividends to stockholders, over a three-year time frame.”

      


      To support and fulfill each business objective, BUSINESS STRATEGIES in each business function are developed (the types and number of business functions vary from one corporation to another).

         For example, in manufacturing, one strategy to increase profit might be to reduce the cost of manufacturing or to modernize the plant equipment. In research and development, a strategy could be to build expertise in a particular area or to deploy new technologies that were developed overseas. In

         finance, strategies might include improving the accounting system, becoming more aggressive in domestic investments, or investigating

         the purchase of a complementary business. The business strategy that directs the function of marketing usually concentrates on what marketing systems can do to contribute to or fulfill the business objectives—related to products

         and ways to market products. For example, if the stated business objective is “to deliver a minimum of 50 percent increase

         in revenue, 30 percent increase in profit, and 60 percent increase in dividends to stockholders over a three-year time frame,”

         the marketing-directed business strategy might be “to introduce new products, to improve existing products, and to upgrade

         the corporate image in the eyes of consumers and the investment community.”

      


      Based on overall strategies for the marketing department, individuals and groups take initiatives, some concerning product

         development, others addressing distribution, and so on. Along the way, business plans are developed for specific products

         or projects that affect many products, or even for the company as an entity itself (e.g., new distribution channels for all

         brands, new public relations program, new corporate identity program, etc.). However all of these plans are geared toward

         fulfilling the previously established business objectives and strategies. Within each business plan, a marketing plan is developed,

         complete with its own overall objectives and functional strategies and tactics.

      


      

      MARKET ANALYSIS


      Discussed in more detail in Marketing Research, chapter 2, this is a methodical collection of data and interpretation of the

         characteristics of a marketplace, so that the marketer has a context within which to plan specific products or programs. Market

         analysis uses sizing and segmentation (breaking up the market into quantifiable categories with homogeneous characteristics)

         to identify structure, trends, shares, and relationships within and beyond the market.

      


      SWOT ANALYSIS


      SWOT is the acronym for “strengths, weaknesses, opportunities, and threats.” A SWOT analysis can be performed on a company, a line, or a product, depending upon needs. It is performed to remind the

         marketer realistically and objectively of the product or the company’s capabilities and limitations in the marketplace, before

         the plan is developed.

      


      The opportunities in the marketplace are identified as they pertain to a premise or business. Is there an opportunity for

         a new product concept? A new type of packaging? A better distribution channel? A fresh approach to advertising? A blockbuster

         promotion idea? A way to take advantage of public relations channels? Opportunities are defined as they relate to each of

         the functional areas in marketing.

      


      Threats to a company’s current or desired position in the marketplace are then identified. These may be based upon environmental,

         legal, competitive, technological, or any other actual or possible issues that could hinder the company’s goals. Identifying

         threats enables the company to take measures necessary to guard against them.

      


      The company’s ability to capitalize on opportunities and to defend against threats depends upon its strengths and weaknesses.

         A marketer may not want to go into a certain business if the company doesn’t have or offer the know-how to succeed in that

         business. This lack of knowledge may be listed as a weakness. Conversely, existing expertise and having the right distribution

         channels in place to facilitate expansion would be strengths that might be capitalized upon. Sometimes a weakness can be turned

         into a strength—for example, having excess capacity could be viewed as a weakness, but if expansion is desired, it might become

         a strength. All in all, a SWOT analysis provides an objective context 

         within which to define objectives and build marketing plans, and should be a required exercise for every strategic effort.

      


      COMPETITIVE ANALYSIS


      A marketer should have data on how competitors are performing in the marketplace. It is necessary to determine which competitors

         are likely to threaten efforts to launch a new product or an existing business. This section of the marketing plan should

         include a recap of competitive offerings and market share, and could contain information on competitive programs and spending

         in each functional area. Competitive marketing program analyses are usually conducted in greater detail by each of the functional

         areas within marketing.

      


      Competitive information may feed into the SWOT analysis (usually in the “threats” section), or separate SWOT analyses of each

         of the competitors may be done so that their strengths and weaknesses can be better understood and acted upon. The level of

         analysis required really depends on the competitive environment in that category and a particular brand’s position in it.

      


      STRATEGIC DIRECTION


      The gathered information is applied to building the plans to support the new or existing products. Several key factors influence

         the formulation of marketing objectives and strategies:

      


      

      	
Overall Direction: This is translating what has been seen as an opportunity into concrete actions that can be taken. For example, if the opportunity

         is to market ice cream novelties through sports and recreational facilities, then the overall direction may be to investigate

         developing products and supporting programs to provide sports stadiums and recreational facilities with ideal products and

         turnkey programs that will create demand for and facilitate sales of our ice cream.

      


      	
Target Audience: A description of the targeted consumers of a product that includes demographics, psychographics, life-style information,

         etc., should not be limited to clinical statistics. Using the device of describing the target audience as one “typical” consumer

         presents a clearer picture. This image is 

         developed from detailed research, to be discussed in chapter 2, Marketing Research.

      


      	
Benefits and Positioning: What are the benefits of the product or project? What is the desired brand image? How is the product unique, and what want

         or need will it satisfy? Is the product upscale or downscale? Positioning is based on the key benefits that are believed are

         most attractive to the consumer, in context of competitive offerings. Positioning is discussed in greater detail later in

         this chapter and in chapter 2 as well.

      


      	
Performance Criteria: These measurable guidelines, such as minimum sales, profits, etc., during specific time periods, set the tone for your marketing

         objectives.

      


    


      MARKETING OBJECTIVES


      After assembling the required information, marketing objectives for a product or project can be set. These objectives are then provided to other nonmarketing functions (e.g., manufacturing)

         so that those plans can be developed to support them.

      


      The statement of marketing objectives for a specific project or brand should include four elements:


      

      	Identification of the product or project;



      	Description of the target audience;



      	Enumeration of the benefitsto the audience;

      


      	Establishment of “bottom-line”-oriented measurable goals based on the business objectives and strategies.


    


      An example of a marketing objective for a new kind of microwavable frozen dinner for cats could be:


      To develop and launch a new line of cat food directed to busy, indulgent (primary) and caring (secondary) cat owners, that

            delivers key benefits of convenience, multiple courses, and microwavability, and generates gross sales of at least $15 MM and net margins of at least 14 percent in the first year.


      MARKETING STRATEGIES


      Marketing strategies are the means by which marketing objectives will be achieved. In the same way that business strategies

         are written to direct each of the business functions, such as marketing, manufacturing, and research 

         and development, marketing strategies are aimed at each of the functional areas within marketing. Product development, distribution,

         packaging, pricing, advertising, promotion, and public relations are each assigned a role and given guidelines for development

         of their respective plans. Whether the responsibility falls upon the product manager, the functional manager, or an outside

         agency, functional planning begins with the direction provided by marketing objectives and strategies. From these, functional

         objectives and strategies are written.
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      Utilizing the example of sale of packaged ice cream novelties in outdoor recreational settings, marketing strategies might

         be written as follows:

      


      Product:


      Role: Major, as the form is critical for success. Strategies: Evaluate current product lines for application in ballparks and other

            recreational settings (flavors, sizes, etc.) and investigate opportunities for new products that would appeal to our target

            audience in the out-of-home recreational setting.


      Packaging:


      Role: Minor, as consumers will order product based on need before packaging is seen. A Strategy: Develop single-serve versions of

            our existing product line that are self-evident and have strong appeal to the target audience.


      Distribution:


      Role: Critical, as we are entering a new channel.


      Strategy: Penetrate and gain distribution in the concessions of at least sports stadiums, amusement parks, and other outdoor recreation

            facilities, concessions.


      Promotion:


      Role: Moderate, because purchases are impulse oriented and situationally based.


      Strategy: Utilize offers that create spontaneous trial of products with targeted consumers that can be delivered in conjunction with

            trade and consumer point-of-sale advertising efforts.


      

      Determination of the relative roles of the functions will help the marketing manager to determine the best allocation of budget

         and resources.

      


      The role of marketing research will be determined by informational needs and anticipated evaluatory requirements. It may be

         utilized by any and all of the functional areas to help define plausible, measurable objectives.

      


      FUNCTIONAL PLANS


      Once direction is provided for each of the functions, their plans can be written. Essentially, it does not matter if a company

         is set UD so that different departments exist for each’ marketing ’function or if a general marketing manager is responsible

         for planning each function (sometimes with the help of outside agencies). The point is, the functions need to be addressed,

         regardless of the organizational setup.

      


      The rule of thumb is that everything that’s done in each marketing function should reflect and support the overall marketing

         objectives, which in turn should reflect and support the business plan. If the steps just outlined are followed, they should.

      


      Each functional plan begins with a “preplanning” discussion of the research and data that will affect the ultimate conclusions

         and decisions. If the product development planis being written, the introduction might present the key findings from product research and information on recent competitive

         introductions. Lessons learned from previous years might also be discussed. The role assigned to the function would also be

         reiterated and objectives, strategies, and specific tactics set, ideally containing timetables and budgets.

      


      As a rule, each functional plan is not included in its entirety as part of the marketing plan. Rather, the key points, objectives,

         strategies, and tactics are summarized. However, the functional plan is retained for reference by the functional manager and

         is usually presented to the marketing manager for approval.

      


      BUDGETING


      Perhaps the most controversial subject in any company is budgeting: who gets what share of the money pie. Budgeting plays

         a critical and timely role in the marketing planning process and should be not an arbitrary but a methodical process. Most

         often, budgets are set  

         from the top down, and functional managers have to work with what they’re given. Also, the functional budgets are often set

         with no more justification as the “same or a percentage above or below last year.” Often there is far too little justification

         and accountability for allocations of dollars within a brand. This practice encourages functional managers to spend all that

         is allocated to them, instead of arriving at what they feel are appropriate expenditures.

      


      Budgets should be set based on the impact desired (whether short- or long-term) of programs in each functional area, built

         from the bottom-up in an orderly fashion in the marketing plan—NOT ARBITRARILY. Marketing managers should act as though the

         money were theirs—and oftentimes the internal incentive structure in a business makes this partially so. In any case, this

         is our prescription for setting a budget logically and effectively: After the situational analysis has been put together,

         it is distributed with key roles and guidelines to the functional counterparts. At this point, budgetary guidelines should

         be provided for each function. This will alleviate the urge to spend up to the limit and yet keep things realistic so that

         the planners are not “spinning their wheels” to plan programs that cannot realistically be funded. This direction is necessary

         for the functional planning processes, and is often not provided or is given in an incomplete form.

      


      Then, collectively if possible, or individually, each function puts together its respective plan—distribution plan, pricing

         plan, advertising plan, etc. The final result of these efforts is the almost complete marketing plan. Each function should

         then prepare a budget for their plans that allows them to evaluate the cost and impact of each project, both for that function,

         and across the big picture of the entire marketing plan. Each program should be listed, along with the objective that it was

         designed to address. If applicable, a short description of the expected impact is provided—whether it be directly to the bottom

         line (preferable) or more qualitative, such as “build brand name recognition with consumers.” Then, the dollar requirement

         to develop and execute this program should be provided and justified if possible.

      


      Then, it is up to the marketing manager to assess the individual function budget requests, evaluate all programs as they relate

         to one another, and arrive at the optimal budget mix for the brand. If the total spending requested by the functions exceeds

         the limit, and the marketing manager believes the spending to be justified, then this is the marketing manager’s chance to

         negotiate 

         for a higher budget based on goals and supporting data. More realistically, however, the marketing manager will come back

         to some or all of the functions with a request to pare down the budget by certain amounts. The functional manager then determines

         and recommends the places from which the cuts can least painfully be made and identifies the potential risks to the marketing

         manager. Final decisions are made by the marketing manager. The advantage of this process is that it makes planners “work”

         for their budgets, think through projects, assess their value to the bussiness more thoroughly, and ultimately, feel more

         responsibility and accountability.

      


      SUMMARY


      Marketing planning is a fluid process, with information flowing to, from, and between all of the marketing functions and the

         marketing manager. It is also a lengthy process, often spanning four to five months. Business objectives dictate the overall

         task of marketing, and the business strategies guide the formulation of marketing objectives. Ideas on how to fulfill these

         objectives can come from anyone or any function, inside or outside of marketing. Marketing research helps to provide the information

         necessary for making judgments and testing ideas. The marketing manager determines the optimal use of each marketing function,

         assigns roles to each, and provides strategic direction. In turn, each of the marketing functions develops its own detailed

         plan to support the objectives. The critical “action” portions of these plans become integrated into the overall marketing

         plan. Finally, after implementation, marketing research closes the loop by helping to evaluate the success or failure of the

         chosen tactics. This information is then utilized in formulating the following year’s plans.
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POSITIONING In Plain Language
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      Positioning is one of the most broadly used and valuable terms in marketing. The success of the product itself depends on

         the positioning choice, and the successful planning of every marketing function depends upon understanding it.

      


      Positioning is a comparative measurement used to determine where a product is (or will be) situated in the marketplace relative

         to competitive offerings. It differentiates the product from others, based on a particular attribute or set of attributes

         (if positive, called benefits; if negative, called detriments). Attributes can include such characteristics of a product as price, sweetness, speed, brightness, weight, mileage per gallon,

         etc. Each product has its own set of attributes, which consumers consider when making a purchase decision.

      


      Positioning is determined by how consumers value an individual attribute or group of attributes. We can say that positioning of image for a Mercedes is “upscale,” but only

         because consumers perceive it as upscale. We can say that the taste of a particular coffee is “superior,” but only because

         consumers perceive it as superior. Positioning is a subjective measurement: If all coffees tasted exactly the same, none would

         be superior over another.

      


      Similarly, when attributes are grouped together to produce a “clustered” attribute such as “upscale” (e.g., made up of packaging,

         price, name and name allure, spokespersons, advertising), the attribute becomes an entity of itself. If we break this attribute

         up into its components and ask which are most important in creating the perception, we can get some very varied opinions.

         That is because every individual has a different idea of what “upscale” means.

      


      Positioning is used for many purposes in marketing strategy and planning. Most important, positioning is used to help distinguish

         how a particular product differs from the other competitive offerings. In this way, it serves to segment the market into subcategories

         that address different consumer needs. It is used to find and define product benefits so that they can be communicated through

         advertising and other marketing programs to the right target audience. positioning helps us to detect product weaknesses so

         that they can be eliminated. 

         Positioning is also used to locate gaps in the market that new products can fill or that existing products can be adapted

         to satisfy. The “Great Taste, Less Filling” positioning of Miller Lite beer is a good example of the strategic use of positioning.

         In this case, whether Miller fulfilled on those promises was secondary to the fact that those were the two reasons why people

         would prefer light beer to other alternatives. Miller had them both covered.

      


      Many marketers trying to figure out what elements or clusters to strive for with their products feel overwhelmed because there

         are so many dimensions upon which to compare products. Knowledge of the industry, historical trends, competitive failures

         and successes, and buying behavior in your product category can help you to construct your own positioning strategies. Keeping

         up with consumer trends is critical. The ultimate test of important positioning criteria is consumer preference, and marketing

         researchers conduct intricate studies to determine what that is.

      


      When product categories are broken down into segments, or subcategories, the value of attribute sets can vary widely among

         those segments. For example, smell might be more important than texture to the average consumer of “perfumed soaps,” but texture

         could be more important to the average consumer of “natural soaps.” Product positioning is a fluid, ever-changing process

         that follows changes in consumer tastes and preferences, and seeks out needs and wants among the consumer segments. New positions

         for products are constantly being created.

      


      Although we have been talking about using product attributes to establish a product’s positioning, we have to remember that

         creative vehicles (i.e., packaging, advertising, promotions, and public relations) are the means by which we relate and enhance

         that positioning to the consumer. Product positioning (i.e., image) can be established by creating an illusion of superiority,

         utilizing advertising, packaging, promotions, and public relations, when significant differences do not exist. That is what

         makes the marketing game so important and, at times, so unpredictable.

      


      It is critical that the marketer knows how he or she wants consumers to think of the product he or she is attempting to sell.

         The positioning statementshould clearly identify a unique product attribute or benefit—the reason why the consumer should buy the product. The want

         or need for this benefit and the way that consumers perceive this benefit (i.e., its utility and appeal) 

         should be tested through marketing research. The positioning statement format is as follows:

      


      For (target audience), (brand) is the (qualifier such as “only,” “leading,” etc.) brand/model/etc. of (category) that (benefits

            and reason to believe those benefits).


      For a new type of ski positioned toward the performance skier who likes to ski both moguls (bumps, requiring flexibility for

         control) and flat surfaces (requiring stiffness for speed), a good positioning statement might read:

      


      For competitive skiers who love to run moguls, the new XYZ variable stiffness ski is the first and only model of competitive

         ski that can be switched from flexible for control on mogul terrain, to stiff for speed on flat terrain, at the push of a

       button.

      


      In contrast, a poorly communicated positioning statement might read:


      For skiers, the new XYZ ski is the model of ski that changes from stiff to flexible.


      Note how the first statement involves the skiers’ feelings and more clearly defines the way the marketer would want consumers

         to think about the product. A clearly formulated positioning statement is critical, because it is how the product positioning

         is communicated in the marketing plan and to the functions. It ensures that all of the communication-oriented marketing tools

         work toward a common goal.

      


   






      

      TWO
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TOP-LINE
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      OVERVIEW


      All marketing decisions involve some form of marketing research, because all decisions rely on information. Marketing research

         provides the means of acquiring and processing such information. Marketing research can be as complex as a 200 question survey

         given to 3,000 people, or as simple as picking up the phone and asking a friend or associate a question. It allows you to

         measure and evaluate all marketing premises and programs in all marketing functions, including advertising, promotion, product development, and distribution.

      


      Understanding marketing research and its components can become very complicated for the layman, because of the wide variety

         of marketing research classifications. 

         Here’s a look at marketing research and its subcategories:
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      Marketing researchis the gathering of information needed and used in any and all kinds of decision making in marketing. Marketing research comprises

         two subtypes of research: (1) market research (often confused and wrongly interchanged with “marketing research”); and (2)

         consumer research.

      


      Market researchis the investigation of the world in which the product will be sold and will compete. It includes the study and measurement

         of anything that influences the performance of a product. All too often, marketers forget to look beyond their own businesses

         to see how things going on in the world can affect their products.

      


      Market research has four layers or levels: (1) world; (2) industry; (3) business/category; and (4) product. At the “world”

         level, macro issues (like the economy, social structure, the water supply, environmentalism, etc.) can influence a product’s

         performance (e.g., the effects of the environmental movement on marketing of plastic products).

      


      Narrowing its focus, market research goes on to study the “industry” level (e.g., consumer packaged goods, industrial machinery,

         transportation, etc.) where trends, innovations, and events in other types of industries influence a product’s performance

         (such as the effects of microwave technology on the food industry).

      


      After surveying this industry level, market research delves into the “business/category” layer (e.g., frozen food, cosmetics,

         automobiles, etc.), where trends and events across categories affect a product’s performance or determine opportunities (e.g.,

         the effects of low-fat and cholesterol-free trends on an ice cream business). The category level can also be reviewed in greater

         detail 

         at sublevels or category segments(e.g., frozen dinners for children versus those for adults; full-course versus entree only and/or extra helping frozen dinners;

         upscale versus mainstream frozen dinners).

      


      Finally, market research is refined at the “brand” level, where specific research is performed on a product and competitive

         products within a category.

      


      Consumer research is a far simpler concept. This is the investigation of how people perceive, influence purchase, purchase, and use a product.

      


      There are three key ways to distinguish different types of research and research designs:
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      SOURCES OF INFORMATION: There are two ways of gathering information or “sources” for both market and consumer research: (1) primary research, where the researcher directly studies, tests, and measures actual events or people’s reactions to things (e.g., surveys,

         interviews, observation); and (2) secondary research, where the researcher relies on the research information others have gathered or their interpretation of others’ information

         (e.g., reading books, reports, and articles, buying Nielsen data).

      


      As a general rule the marketer will probably draw most marketresearch information from secondary sources, and consumerresearch information from a mix of primary and secondary sources.

      


      Most of what is to be learned in marketing research is the result of primary consumer research and drawn from consumer reactions

         to products, whether the consumer is a brother, child, parent, friend, purchasing manager, or buying committee. (The “consumer”

         is the person or groups of people who either buy or influence the purchase of your product. The importance of each “consumer”

         is determined by how much influence he has.)

      


      

      TYPES OF MEASUREMENT: There are two types of information gathering: (1) qualitative research, involving nonnumeric measurements (e.g., feelings and emotions about product characteristics); and (2) quantitative research, involving numerical measurements (e.g., sales data, ratings).

      


      In general, qualitative research is directional, telling marketers where they should focus their research efforts, while quantitative research is more definitive, giving marketers comparative “hard number” measurements like rankings, ratings, and so on. However,

         note that there’s sometimes a fuzzy line dividing these two, as qualities of something can be measured (i.e., rated, ranked)

         and quantities can be judged (i.e., two things together make a different impression than each alone).

      


      TYPES OF RESEARCH DESIGN: Research is said to be syndicated or generic if it is conducted for no specific single customer and is sold to a number of customers (e.g., Nielsen Scantrack).

         Research is said to be customized if it is tailored to the needs of one or more specific clients.

      


      Syndicated research includes volume and performance tracking studies (e.g., Nielsen Scantrack, which determines the size and

         makeup of a TV audience); events tracking studies (e.g., couponing, special pricing, display usage and impact); and market

         and consumer information and dynamics studies (e.g., demographics, household usage, and indices that measure how well a category

         or brand is developed in a particular geographic market as compared with the rest of the nation).

      


      While syndicated data does not often answer specific research questions, especially those that are qualitative, it does provide

         raw data from which many other relationships can be observed and questions developed. As well, marketers often pay syndicators

         fees to conduct studies drawing upon the syndicated data to provide answers to specific questions from the marketer.

      


      

      THE ROLE OF MARKETING RESEARCH


      As discussed in chapter 1, marketing research plays a vital role in building a marketing plan, especially in supplying data

         for the situational analysis and other subsequent marketing functional plans (i.e., product, packaging, advertising, promotions,

         public relations, pricing, and distribution plans).

      


      The product of marketing research is information, which is fuel for all decision making. Marketing research is the most valuable

         resource to a marketer but is often not utilized to its fullest potential. Most people think that marketing research plays

         its most important role early on in the new product development process. However, marketing research should be used throughout

         the life of any product or business to monitor its performance, identify new opportunities, and alert marketers to potential

         threats.

      


      MARKETING RESEARCH PLANNING


      While the other marketing functions have a single grand charter or plan (e.g., advertising plan), marketing research has lots

         of little plans, usually built around questions that arise during the development of each of the other functional plans. As

         such, marketing research plans can be said to be “information gathering and evaluation” plans for the other functions. A marketing

         research expert also can and should initiate a research project if her/she believes it to be important.

      


      Ideally, if one had all the information in the world at one’s fingertips, one would be able to make every decision without

         using judgment or intuition—pure logic would drive decisions. But this is not realistic. The ability to make decisions with

         only partial information is what gives a marketer the opportunity to prove his/her value—because he or she must always make

         decisions based on incomplete or imperfect information. Utilizing the proper channels to get the right information gives the marketer the edge. The reason we use marketing research is to minimize the incompleteness and imperfection

         in the decision-making process.

      


      When it comes right down to it, “strategic thinking” is simply the ability to organize known information and 

         to decide upon and prioritize what else needs to be known. And strategic planning is like a chain, using one long series of

         questions, finding answers that lead to subsequent questions, finding answers to them and so on. However, determining what

         questions to ask and in what order to ask them is a lot more difficult than it sounds. Mastery of the “questioning process”

         may be the single most important and most frequently neglected job of any marketer.

      


      The average marketer cannot always depend upon the marketing research manager or analyst to tell him what questions he should

         be asking. This is because the researcher is often given a problem in a vacuum and the research department works on a priority

         basis. It is up to the marketer to: (1) formulate an effective, prioritized questioning regimen; (2) provide the researcher with all of the known facts surrounding the issue; or (3) both of the above. The best

         way to optimize marketing research is to talk to the functional experts about where you want to be with your product and what you want to know to get you there.

      


      Questioning strategies differ somewhat depending upon objectives and timing. The most common lines of questioning in the marketing

         world stem from day-to-day requests, where information is needed to make smaller or more isolated decisions. Sometimes these

         questions are very simple, such as, “What is my market share in the Raleigh/Durham market this week? Questions like these

         can be answered by reviewing syndicated data.

      


      However, other questions are more complicated and much broader, involving a series of supporting questions, especially when

         you want to know why something has happened. For example, let’s say you work for a snack company and your division’s sales

         of its canned nuts took a big drop last year. You are asked to find out why and make recommendations on what to do about it.

         This is a very broad problem, and there are likely many factors contributing to its cause. You need to know what questions

         to ask—and in what order—to find answers to a complex problem.

      


      Since shortage of time and money are often the major constraints for the researcher in today’s highly competitive, low-budget,

         fast-changing business environment, the marketer can make the most of the dollars and minutes available by planning his/her

         research well. The most valuable single practice a marketer can learn is how to organize and prioritize his/her questions.

      


      

      Here is PM’s simple prescription to help marketers identify key or “major” questions, figure out what “supporting” questions

         must be answered in order to discern the answer to the major questions, and how to go about developing the proper research

         tools to do so.
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      MAJOR QUESTION: We begin with defining the problem or asking the major question (the “premise” if this is a marketing plan), identifying the specific knowledge needed to be obtained to make the right final decision. Questions can be broad or narrow, from “How do I grow my product’s

         share?” to “Does our advertising work?”

      


      Major questions often reflect business and marketing objectives and strategies. You may ask, “How can I increase sales of

         my cookies brand by 50 percent over the next two years?” because it is one of your division’s marketing objectives. But if

         you find out the following week that your company is getting out of the cookies category in six months and wants to maximize

         the value of the business, this major question changes to “How can I increase profitability of my cookies brand over the next

         six months to make it more attractive to prospective buyers?” The two questions have very different answers. Understanding

         exactly what your major questions are will help you to focus rather than fragment your research efforts.

      


      SUPPORTING QUESTIONS: Supporting questions are those that are asked to obtain information to help answer the major question. A supporting question

         can be factual if it seeks information from which you can obtain a measurable answer (e.g., “How much did my share drop in March, April,

         and May of last year?”). A supporting question can also be correlational, if it asks about two or more 

         things that occur or vary together. And, a supporting question can be causal, if it asks the “reason” or source of the event.

      


      Sometimes answers to supporting questions help us to realize that what we thought was a major question is actually a supporting

         question in disguise and that there are more basic questions that need be asked.

      


      PRIORITIZING QUESTIONS: Questions unfold like a pyramid, from the point at the top, representing a major question, down through all of its supporting

         questions, that will eventually provide the key information to answer the major question. If you have difficulty prioritizing

         your questions, you can use another tool called the question tree. The tree is a physical way of organizing questions so that the answer to simpler questions helps to answer questions higher

         up on the hierarchical ladder.

      


      A tree can get very full very quickly, so think through and select questions carefully. A PM Tools form for a question tree

         is included at the back of this chapter for your use.

      


      Once the questions are organized in the proper hierarchy, we are ready to develop research plans, or Q-Plans, for each question, beginning on the lowest branch of the tree and working our way upward. Here is an example of a typical

         question tree:
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      THE Q-PLAN


      The Q-Plan (short for “Question Plan”) is the nuts and bolts of research. It is adapted from the basic research-planning format used

         by most companies-the three major steps in conducting research: (1) questions/hypotheses; (2) methodology; and (3) results

         analysis.

      


      

      QUESTION/HYPOTHESIS: State the question or hypothesis (an assumption that you want to prove, such as “If I remove the scent from Irish Spring soap, loyal consumers will switch

         brands”), and the situation surrounding the issue being researched-the snapshot or the current predicament or insight, how

         it came to be, and where you want to go from there. Describe the situation and things and events affecting the situation,

         including the “what you know” that pertains to the situation. Discuss what you will do with the information once you get it.

         Discuss the situation from as many angles as you can. Many call this process “defining the problem.” Have fun with this—tell

         the story. In this way, you will understand where the particular question you are researching fits into the grand scheme of

         things, or along your question tree if you are using a hierarchy.

      


      METHODOLOGY: Once the question or hypothesis has been determined, figure out the best way of obtaining the information that answers your

         question or proves the hypothesis (i.e., determine the best marketing research tool to use and how to best use it).

      


      Application, or what decisions the information will help to make, usually dictates the most appropriate research technique

         to use. This section is the “game plan”: what research techniques will be used and how they will be used to answer a question

         or test a hypothesis. It has three sections:

      


      RESEARCH APPLICATION AND TECHNIQUE: Describes the application for which information is sought and the technique or method best suited to obtain this information,

         as well as an overall discussion of how the technique will be used. There are literally hundreds of research techniques/methods/studies

         that can be selected to answer a particular question or prove a particular hypothesis. Selection is dependent upon the application to which the information will be applied and the type of information sought. Will it be used to obtain: (1) situational analysis

         or “strategic marketing” information (e.g., positioning, segmentation, consumer behavior); or will it be used to find answers

         to questions concerning specific marketing functions (e.g., product development, advertising, distribution)?

      


      PREPARATION AND FIELDWORK: Describes how a sample will be selected, how data will be collected, 

         and how responses will be measured, using the selected technique. This includes scheduling and conducting interviews, using

         the library, etc. The validity should be verified (i.e., whether your research design measures the data correctly and accurately), and its reliability assured (whether your research design can be replicated in another place and yield the same or similar results).

      


      PROCESSING, TABULATION AND REPORTING: Describes how the data will be recorded (e.g., computer program), organized (e.g., measurement criteria), and reported (as

         either a written or oral presentation).

      


      RESULTS ANALYSIS: This is the final and most important part of the research process. The first step in analysis is to determine which data will be used and how it will be organized and used to the researcher’s best advantage. So many

         varying conclusions can be drawn from even small packets of raw data that one must not only select the information itself, but also the most valuable ways of using it.

      


      Some marketing research analysts begin this process by looking through all the data for anomalies, or information that really stands out as different from the rest. Sometimes this is a good place to begin, other times one

         needs to survey the results as a whole to draw a conclusion or see a pattern.

      


      The second step in analysis is to interpret the results of the study and apply them to the original question or hypothesis.

         Analysts on present the conclusions of the study and attach the raw data, so that others can draw their own conclusions and

         insights, as well as formulate newer or more refined questions based on the results of the study. There is no “cut-and-dried”

         formula for analysis—it depends entirely upon personal style. The results should then be evaluated to see if major questions

         are answered or if, given new information, paths on the question tree change.

      


      SITUATIONAL ANALYSIS RESEARCH


      If your questions or hypotheses involve general market information sought for the situational analysis of your marketing plan

         or for strategic use during the normal course of business (e.g., how the market is 

         broken up, who competes in each “portion” of the market, how your product stacks up against others, etc.), your application

         is “strategic marketing” knowledge. Research methods for strategic marketing applications include:

      


      SEGMENTATION STUDIES: This type of research is performed or should be performed for every product. Segmentation is the division of a general market into smaller portions of the market, each of which is defined by a particular criterion

         (e.g., geography, age, sex, affinity for product benefits) and has an audience that is fairly consistent within that definition.

         For example, the automobile market can be broken down by the class of car, including “luxury,” “compact,” “sports,” and “economy.”

      


      Segmentation is used in all marketing functions to help us understand the variability and dynamics in consumer need and behavior,

         so that we can compare our products with those of competitors, identify opportunities, and map out plans of action to position

         and market our products. The following are the most frequently used bases upon which to segment a market:

      


      GEOGRAPHIC SEGMENTATION: Breaking down a market by specific selling areas. This is done by companies in ways related to their specific needs, but

         standards also exist. Major markets and subcategorizations that are used by the media are often adopted by product groups

         as their segmentation categories also.

      


      DEMOGRAPHIC SEGMENTATION: Breaking down a market by characteristics of the consumer, including age, sex, household size, income, educational level,

         and so on. This type of segmentation, called a user profile, helps marketers determine who is using their products and what

         candidates can be targeted with additional or modified marketing efforts.

      


      PSYCHOGRAPHIC SEGMENTATION: Breaking down a market by behavioral characteristics of consumers, including opinions, attitudes, beliefs, activities, and interests.

         Identifying a portion of the consumers as “health conscious” is an example of a psychographic segmentation.

      


      PRODUCT BENEFIT SEGMENTATION: Breaking down a market for a product by consumer perception of benefits and fulfillment of them. Examples 

         of a product’s benefits include: “cleans effectively,” “smells good,” “tastes great.” Marketers of Lite Beer from Miller understood

         that the light beer market, when segmented by benefit, was divided into two key attributes sought by its consumers: “great

         taste” and “doesn’t fill you up.” They attempted to satisfy both segments by touting their slogan “tastes great, less filling.”

      


      Attribute studies are often used to determine the relative importance that consumers place on specific product characteristics/benefits. For

         example, one might want to examine the attributes of hand soap, which could include “scent,” “texture,” “cleaning power,”

         and “deodorant properties.” Attribute studies, if done properly, identify: (1) what is important to the consumer; and (2)

         how well a specific product fulfills the demands for those attributes or benefits. Consumers are often asked to rate or rank

         these attributes; this provides marketers with critical information on the positioning of their products with respect to consumer

         needs, preferences, and competitive offerings. Attribute studies are the heart and soul of benefit segmentation and positioning

         analysis. The PM Tools section of this chapter contains a template for designing your own attribute studies.

      


      PRODUCT APPLICATION SEGMENTATION: Breaking out a market by how a product is used (application) and how often (usage occasion). Application segmentations include

         specifications such as “indoors and outdoors,” “at night,” and “in recipes.” Usage occasion includes both frequency of purchase

         qualifiers such as “frequent buyers” versus “occasional buyers,” and frequency of usage qualifiers such as “heavy users” versus

         “light users.”

      


      Often, several types of segmentations are combined into one cross-segmentation, rendering specific or pinpoint segments (e.g. “active people over age 40 living in the Northeast” and “sedentary people over age 40 living in the Northeast”).

         Pursuing a specific market segment is called niche marketing, and pursuing groups of segments that make up a large proportion of a total market’s composition is called broad-based marketing.


      Effective segmentation is not always achieved, as there are so many options or qualifiers that may be used to divide up segments.

         So, how do we know 

         whether we have selected the best ones? This can be decided by identifying where the most (or most important for your brand)

         purchasing power lies in the market, what are the most important consumer needs (fulfilled or unfulfilled), who the competition

         is, and where the opportunities occur. Segments should be evaluated for sales and growth potential as well as for the anticipated

         ability to capture a percentage of that segment, based on the company’s or product’s strengths and weaknesses.

      


      POSITIONING STUDIES AND OPPORTUNITY ANALYSES: Once we’ve determined what’s important to the consumers and what their ideal preferences are, and where our company’s and

         competitors’ products are situated with respect to those preferences, we can conduct an opportunity analysis. There are many

         tools at the marketer’s disposal for identifying opportunities in the marketplace for the company, existing products, and

         new products.

      


      Positioning maps are a popular method of visually presenting the results of attitudinal and positioning studies. Using at least two major

         segments of the market, we draw a grid. Then we plot our company or products, competitors, and even the “ideal’ consumer point

         for reference. This is also a good method for defining niches, where we see concentrations of consumer interest or competitive

         activity. Here is a sample positioning map for a product called Bongo Bubble in the bubble gum market:
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      In this example, let’s say that we identified the two key attributes of importance to the consumer: (1) how long the flavor

         lasts; and (2) how well the consumer can blow bubbles with the gum. This diagram lets us see that Bongo Bubble is perceived

         as being the leader along those two dimensions.
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