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ABSTRACT

The main criterion of measuring the success of a marketing oriented

company is the market share that it can achieve over its competitive

rivals. The main objective of this study is to investigate the application

of market share in the directian and contrnl of the marketing activity -

for a brand or a product, To understand such applications,it is therefore necessary to
consider the managerial use of this objective in the strategy formulation

and control function at different managerial levels of an organisation.

The differences of objectives, responsibilities, and type of decisions undertaken
by managers at various levels require different definitions of a product'’s
market., A higher level of market aggregation can be expected to take place

at the higher managerial level to match the longer time span of the decision,
and a greater responsibility. At the other end, segmenting the market by
different criteria implies identifying these segments employed for measuring
the share level of product. In addition, the constraints of a company's

ultimate long term objective (Rol) over strategy formulation may affect the level »f
commitment of various marketing managers towards market share

objective. A larger market share may not always produce higher profitability,
and the prc;duct life cycle concept is used  to identify conditions under which
different results may be obtained. Finally, the study investigates the effects of
factors’'such as product characteristics and inflation rates on a manager's
choice in selecting the marketing sales figure (sales value, or volume) for

assessing the share level of a product.

All the above factors generate the study hypotheses that will be tested by the

postal questionnaire approach. The product/brand managers of heavily advertised fast
moving consumer gonds or of durable consumer products marketed by British |
or foreign companies in the UK market, will be surveyed. Since the

collected data will take a number of forms, both non-parametric statistics, such

as chi-square test, and mrametric statistics, such as Student's t-test,

will be used for the purpose of analysis. In addition, to test th practica:

application and validity of the stu'y findinge, some f the senior markcting managers

who responced to the questionnaire survey will be interviewe:!
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INTRODUCTION



Introduction

1.1 Description of the Study

The main criterionof measuring the success of a marketing oriented

company is the market share that it can achieve ovelr its competitive

rivals. The main objective of this study is to investigate the application

of market share in the directian and control of the marketing activity "

for a brand or a product. “To understand such applications, it is therefore necessary to
consider the managerial use of this objective in the strategy formulation

and control function at different managerial levels of an organisation.

The differences of objectives, responsibilities, and type of decisions undertaken

by managers at various levels require different definitions of a product's

market. A higher level of market aggregation can be expected to take place

at the higher managerial level to match the longer time span of the decision,

and a greater responsibility. At the other end, segmenting the market by

different criteria implies identifying these segments employed for measuring

the share level of product. In addition, the constraints of a company's

ultimate long term objective (Rol) over strategy formulation may affect the level of
commitment of various marketing managers towards market share

objective. A larger market share may not always produce higher profitability,
and the product life cycle concept is used to identify conditions under which different
results may be obtained. Finally, the study investigates the effects of factors such
as product characteristics and inflation rates on a manager's

choice in selecting the marketing sales figure (sales value, or volume) for

assessing the share level of a product.

All the above factors generate the study hypotheses that will be tested by the

postal questionnaire approach. The product/brand managers of heavily advertised fast
moving consumer goods or of durable consumer products marketed by British

or foreign companies in the UK market, will be surveyed. Since the

collected data will take a number of forms, both non-parametric statistics, -such

as chi-square test, and mrametric statistics, such as Student's t-test,

will be used for the purpose of analysis. In addition, to test



the practical application and validity of the study findings, some of the
senior marketing managers who responded to the questionnaire survey will

be interviewed.

1.2 Organising the thesis

This thesis contains nine chapters arranged according to the following

sequence:

Chapter 1 aims to illustrate the dimensions of this study, and its

boundaries. More attention is given to the background of the problem,

which is the application of market share objectives in directing and monitoring
the firm's marketing activities. The study contribution towards such application
is stated. In addition, the objectives and limitations are outlined. Finally,

the previous studies in the field are viewed to put the original contribution

of this project into context.

Chapter 2 reviews the literature concerned with the application of share
objective in marketing strategic and tactical planning within the organisation.

The main objectives of this chapter are:

a) To state the definition, advantages/disadvantages, and
functions of share objective.

b) To clarify the relationship between the firm's profitability
and share objectives,

c) To examine the share strategies over the product life cycle.

d) To identify the manager's responsibility towards such strategies .

Chapter 3 states the possibility of defining the market broadly or narrowly

for measuring share level of a product. The main objectives of this chapter are:

a) defining the business in which a firm pursues its share
objective,
b) clarifying the market segmentation criterion used to describe

the market,



c) linking the market definition to the managers position
in the organisation hierarchy, and
d) examining the market sales figures that are used to

calculate the share level.

Chapter 4 describes the theoretical model that is proposed to direct

the empirical study. The model includes the major variables influencing
the application of share objective in managing the marketing activities,

The interactions between these variables are indicated, and thus, the study

hypotheses are established.

Chapter 5 explains the methodology applied to test the hypotheses.

Different aspects are covered in this chapter, which are:

a) Evaluating the alternative methods, and specifying the
| reasons beyond selecting the postal questionnaire survey
and interviewing methods

b) Defining the study population

¢) Justifying the validity of sampling method

d) Describing the contents of questionnaire form

e) Illustrating the process of collecting, editing and analysing
the data

f) Examining the methods of testing the hypotheses.

Chapter 6 aims to establish the study profiles that will be used to classify
the respondents to the questionnaire survey. The response rate achieved
is examined. Then, each question on the form is linked to these profiles

and tested to find out the significant interaction between them.

Chapter 7 tests the study hypotheses in relation to the empirical research.
The major variables are selected from the preceding chapter and the
percentages of responding subgroups in each variable are calculated for the

purpose of comparative analysis.



Chapter 8 explores the attitudes of some marketing managers who
were interviewed about the study findings. The findings relating to each

hypothesis are discussed in the light of the manager's practical experiences.
Chapter 9 summarises the main issue of this study and points out the
conclusion derived in respect of the following major points:

a) The study findings and the proposed model

b) The application of the study findings from a managerial perspective

¢) Recommendation for further research,

1.3 Dimensions of the study problem

The problem of this study was originally raised by Oxenfeldt (1959; 59-68)

who suggested that the usefulness of market share measurements to evaluate

manager's performance, set market targets, and predict potential sales,

was diminished by the existence of various definitions of the market,

manager's commitments towards other objectives, and the instability of market share
measurement. Majaro has renewed the concern about the doubtful use

of market share measurement in this statement:

'Unfortunately it is not always easy to measure a firm's

market share in relation to a given parameter. The information

required to undertake such a study is either not available or is

too costly to obtain" (1977; 47)
For monitoring the performance of a given manager, share measurement may
yield different results, depending upon whether the market base is delineated
to the total industry of a product (e.g. detergent industry), product line
(e.g. liquid detergent product) or product/brand within the product line
(Chevalier and Catry; 1974; 43). To solve such ambiguity, Abell (1980;
22) suggests that defining the market should be consistent with the scope of the
marketing plans and responsibility of managers at various levels of an organisation.
Even if delineating the boundaries of a market is agreed on, the possibility
of describing a product’'s market by different segmentation criteria, such

as sex, benefit sought from purchasing the product, and socio-econociic variables,



makes the market share unreliable measure (Majaro; 1977; 44).

Chandler (1962) has suggested that there is a direct relationship between strategy
and the structure of the firm. Selection of particular lines of segmentation for
planning and for the organisation of the marketing division is likely to lead to

similar segmentation of a market for assessment 0f results and the
measurement of market share.

In addition, assessing the share level by different market sales figures
adds another aspect of confusion to this measurement as indicated by
Oxenfeldt's statement:

"Some firms in the television business have been leaders in

portable sets while selling relatively few consoles. These

companies would rate higher if judged by unit volume than

by dollar volume™ (1959: 61)
Chevalier and Catry (1974; 44) mention the differences of prices,
and sizes among competitive products influencing the determination of
market sales figures. The inflation rate of the economy may also lead
managers to calculate the share performance by sales volume (Boyd & Headen, 1978;342)
In relation to the market targets, Oxenfeldt (1959; 63-66) stated that, in
most cases, top management sets multiple objectives such as profitability,
percentage of net worth, financial liquidity, and market share for strategy
formulation. If more weight was given to share objectives without evaluating
the cost of achievement, other objectives would suffer in the future. Such
situations would have a greater influence on a firm's survival if other
managers downards in the management hierarchy imitated the top management
level. Chevalier and.Catry (1974; 46) argue that share objectives get a wider
acceptance at the lower management level. On the other hand, there has
been argument about identifying the manager responsible for setting marketing
plans at different levels of marketing organisation. At the corporate overall
level of marketing strategy, Kotler allocates this responsibility to the senior
marketing managers, represented by the Vice President of marketing

division (1972; 364).



Meanwhile, Drucker referred to the managing director for setting
this plan (1964; 6). At the level of the product/brand marketing plan, Luck
prefers the product manager to design this plan rather than the functional

manager (1972; 86).

Finally, Oxenfeldt has argued that a stable market share gives adequate
estimation of the potential sales of a product, while it is not the case when
share level fluctuates in a market (1959; 67). Catry and Chevalier tend to
link share objectives to the profitability of a product over its life cycle.
Maintaining share level at the mature stage, and changing it at the others is
recommended. However, they accept the decreasing importance of share
objective as a product moves through the sequence of stages of its life cycle

(1974; 29-34).

The above discussion reveals the existing state of confusion about the

application of market share objectives for directing and controlling the marketing
activities at various levels of an organisation. By undertaking this project, it

is expected that some information would be available to those academic and
professional people who are interested in making market share more applicable.
Therefore, a descriptive model is proposed to illustrate how the study problem

will be tackled through this thesis, rigure 1.1.

1.4 Objectives of the Study

The major objectives of this study can be outlined in the following points:

a) To investigate the use of a market share objectives in directing
the marketing activities of a product at various levels in an organisation.
b) To identify the managers responsible for setting marketing
strategic and tactical plans.
c) To investigate the market base relevant to the type of planning and
the level of a manager's responsibility.
d) To identify the factors influencing the selection of particular market

sales figures for measuring a product’s share level.
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e) To identify the importance of share objectives at the various
stages of product life cycle,

f) To build a model for increasing the efficient use
of market share objectives within the restrictions
imposed by internal/external environmental factors

inside and outside a firm.

1.5 The scope and limitations of the study

To achieve the preceding objectives efficiently, identifying the scope and

limitations of this study becomes necessary as follows:

1.5.1 The scope of the study

Considering the market share objective as a guide for managing the
marketing activities of companies does not mean the ignoring of

other objectives. However, the economic objectives presented by Rol,

net profit, sales volume, and market share, are considered to have more
influence on the strategy formulation than the non-economic objectives (e.g.
social responsibility, consumer and worker's needs, etc) do, (Ansoff 1968;
42). Therefore, market share and other economic objectives are mainly
considered in this thesis. The external and internal environmental factors
outside and inside a business unit influence the achievement of share level
relevant to profitability objective, but they are referred to indirectly within
the product life cycle. In addition, the descriptive nature of this study precludes
any attempt to find out the optimum combination of marketing mix elements
that is employed to achieve the share level at different stages of product
life cycle. On the other hand, identifying the top managers respousible for
setting and determining the overall and divisional marketing strategies is
undertaken as far as they influence the managerial decision at the product/

brand planning level.
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1.5.2 The study population

The main concern of this study is the application of market share objective
in managing the marketing activities of fast moving or durable consumer
products, therefore, industrial products and service sector, such as
distribution, banking etc., are not included. The geographical market of
these products is the United Kingdom, thus it becomes necessary to exclude
any products made in this country and exported to other markets. In
contrast, products made abroad and launched in the UK market are covered
in this study. Consequently, the study population consists of the British
and foreign procducing companies that operate in the UK. Because there is
a large number of fast moving and durable consumer products offered to
the British people, the study is limited to those products that are produced
by companies adopting marketing oriented philosophy. The amount of
advertising expenditure spent on these products for the year 1978-1979

is considered as an indicator of applying this philosophy.

1.6 Previous research

To explore the needs for this research more clearly, it is necessary to

review some of the previous works that may be related in some way to this

study. However, it is important to establish that no empirical work has

been undertaken with such comprehensive coverage in the area covered by this thesis.
The existing works, in most cases, are merely related to one or two

aspects of the present study. The following discussion, divided into

two parts, will give a clear picture of the previous research,

1.6.1 The academic studies

Two theses have been selected for the purpose of discussion as they seem
more related to this study than others. Varadarajan (1979) models and

tests the dependence of market share on a firm's competitive position along
different marketing mix elements and product/market growth variables. The

data of PIMS study relevant to non durable consumer products and capital goods



11

at the mature stage of product life cycle are used to test the two
models. By examining the linkage between such work and the present study,

some distinctive points between the two are generated:

a) Varadarajan concentrates on the mature stage of the product

life cycle while this study covers this stage as well as all the others,

b) He sets out to model the effects on market share of external factors
such as product-market growth and of companycontrolled activity in
varying the marketing mix., Such econometric model building is not

the concern of this thesis.

c) Finally, the area of investigation of each study is different,
the present study covers frequently purchased and durable
consumer products, while the work of Varadarajan is restricted

to non durable consumer products and capital goods.

In the second study, Hozier (1979) develops and validates a short-term

market share theory by which a brand share over consumer repeat

purchase interval is a function of management decision variables

appropriate to that purchase interval. Although, the study distinguishes
between the objectives, product definition and decision types »f various levels
of marketing inanagers that are the assumptions of this study, some differences

between the two can be noticed:

a) It considers the short-term brand share dynamics and
market structures while the present study tackles the
long -term aspect.

b) The purpose of the above study is to find out the
causal relationship between brand share and marketing
decision variables which the present study does not

undertake.
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1.6.2 Studies undertaken by experts

One of the major studies related to the application of market share

objectives in strategy formulation is the product portfolio concept originated
by Boston Consulting Group (1970). The study tended to find out an optimum
allocation of a firm's available resources over its various products according
to their market growth rate and relative market share levels. This planning
technique provides an overall strategy for the evaluation of investment
opportunities in a multi -product, multi -market firm. (Abell, and Hammond,
1979; 173-174). Although, BCG study has provided much valuable information

for the present study, some points of difference between the twn are noticeable.

a) BCG study defines a product’'s market share relative
to the major competitors, whereas the present study
does that in terms of all competitors in the defined market .

b) As mentioned above, the purpose of the BCG study

| is to find a formula for the allocation of economic
resources, which the present study does not perform.

c) Market share level is considered as an independent
variable in the BCG study while, in this study, it is
assumed to be a dependent variable, and related to the
product life cycle.

d) BCG study is concerned with the strategy formulation at the
corporate level, while this study is directed to various

marketing planning levels of an organisation.

The other study concerns the linkages »f strategy, structure, the

environmental hostility, and financial performance of 48 large British companies
operating in eighteen different industries (Grinyer, et al, 1978). This study
confirms what has been proved before by differ:nt authors about the links between
the strategy and the structure of a firm. The relationship between strategy and
structure has a connection to one aspect of the present study, but the above study

is merely concerned with the corporate level rather than with the product level.



CHAPTER TWO

MARKET SHARE OBJECTIVE AND
MARKETING PLANNING
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2.1 Introduction

The confusion surrounding the use of market share

objectives in marketing planning requires a thorough examination of the
literature in the field. The purpose of this chapter is to: 1) explore
the relationship between market share objectives and company
profitability over the product life cycle; 2) clarify the importance of
market share objectives at different levels of marketing planning, and

identify the manager's responsibility towards such planning.

2.2  Understanding market share within the context of general objectives

To understand the term 'market share' and determine its functions,

it is necessary to examine first the definition, classification,

and functions of the term 'objective' in general. Objective has been
defined by mauny authors to reflect the desirable result emerging from
manager's action. For instance,Ackoff defines it as "states or outcomes
of behaviour that are desired” (1970; 23). Within the same line, Granger
defined it as "an aim or end of action" (1964; 63). However, Ansoff
defined objective as a control device for monitoring the performance of
decision making - "A measure of efficiency of the resources conversion

process’ (1968; 44).

'Market share' has been viewed more within the context of control
function than a guide for decision making.

"The number of units of the product type sold by that

firm, compared with the number of units of the product

type sold by all suppliers of that product” (Chevalier and
Catry, 1974; 43)

By the same token, Kollat, et al (1972; 35) defined market share in

respect of the market boundaries at the product/brand and company levels:
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"a company's sales of a brand as a percentage of total
**x%* sales, and/or a company's sales as a percentage
of the total sales of all companies classified as in the
same industry category"

Defining market share objective from the control oriented point of view
does not mean that it is inapplicable in the planning function. Chevalier and
Catry (1974; 44-45) emphasised the usefulness of share objective in both

functions if marketing managers realised its advantages and disadvantages,

1. The advantages of market share objectives:

a) It distinguishes the changes in sales caused by a firm's action
from those caused by external environmental factors (e.g. economic
conditions). The same authors in other paper (Catry and Chevalier,
1974; 44) emphasise eliminating seasonal variation in product sales
when calculating market share level.

b) Market share is a fair and reasonable measurement as it compares a
firm's performance with the total industry sales rather than with the
performance of the best rivals.

c) In comparison to sales and profit measures, market share index is more
relevant in reflecting market effectiveness or a manager's performance
as it eliminates the influence of extraneous fact?rs such as change in the
industry structure on which he has little or no control.

d) Market share goal is easier to establish and operationalise than profit/
sales goals because of confidentiality and availability of data.

e) Under specific market conditions, market share objective has positive
influences on Rol.

f) Market share measurement is simple and easy to perceive.
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2. The disadvantages of market share objectives:

a) Market share index does not reflect how much money has

been spent for achieving it.

b) Market share measurement ignores a firm's idiosyncrasies as it
assumes that all firms are comparable in many aspects, such as
management ability and advertising effectiveness. In addition, it

assumes that external environmental forces influence them in the same manner.

c) It gives a biased performance measure if the market and company

sales are not defined in relation to a manager's responsibility.

d) Extra care should be exercised for setting market share
objective since its feasibility is related to the product life

cycle.

e) Managers at different levels of the hierarchy have various

opinions about market share objectives.

f) Gaining market share objectives requires a large amount of

investment that might not be paid off except in the long-run.

The advantages and disadvantages of market share are also referred to

by Oxenfeldt (1959; 59-68)

Ansoff's definition of the term 'objective' reveals that an objective has three

elements:
a) particular attribute (e.g. profitability);
b) the yardstick or scale for measuring the attribute (e.g. rate

of return on investment); and
c) the gnal - "the particular value on the scale” {e.g. optimising the

rate of return), (1968; 44-45)



These elements make it necessary to distinguish between the
terms 'objective’, and 'goal '. Ackoff was more specific at this point
when he considered time as the maiwn ractor for discriminating
between the two:

"Goals are objectives whose attainment is desired by

a specified time within the period covered by the plan

(e.g. to increase our market share hy 10 percent by
1975)" (1970; 23-24)

Regarding market share, different authors, for instance, Chevalier
and Catry (1974) used the terms 'objective’, and 'goal’ interchangeably
to refer to the product share level. Since this thesis is mainly concerned

with the market share measurement, both terms will be applied.

Whatever classification types of objectives have been proposed by

different authors, they can be summed up in the following three groups:

a) By the time span they relate to - e.g. 1 year, 5 years, 20 years
ahead
b) By organisational level - e.g. the corporation, the division

and the department

c) By function - e.g. finance, production, marketing
(Cantley 1972; 11-12}

According to the time span, the higher the organisation level, the

longer the time horizon of planning will be. Hence, long-range objectives
are usually set at the corporate level from which shorter term targets
are derived for lower organisational levels (ibid; 12). Ansoff mentioned
that a firm assumes the continuity of its business for infinite time in the
future. However, forecasting the profitability measured by Rol* which is
the central aim of an enternrise becomes unreliable over time due to

many uncertainties such as, changing technology, firm's market share,

* The common use of this measure by many firms, and its convenient
characteristics were the main reasons for backing it by the author
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management skills, and economic/political climate. Therefore, the
time-span of the corporate objective is divided into two periods: a) the
proximate period extends to the planning horizon (3-10 years) in which
forecasting of the profitability is feasible (in fact, when planning is
taken beyond five years, forecasting becomes unreliable in most cases);
b) the long-term period starts from the planning horizon to the infinite
time. Profitability becomes difficult to assess directly and thus either
one or two conditions leading indirectly to profitability should be

satisfied:

1) Improving external competitive position of the
firm (e.g. increasing relative market share, and

continuing growth of sales),

2) maintaining internal efficiency of utilising the firm's
resources (e.g. turnover rates of its sales, management

skills, and age of assets).

In addition, another type of objective 'flexibility' is added to the major

company objectives, aim at avoiding or at least reducing the effects of unforseeable
situations such as catastrophes. This type of objective can be divided into two
subsidiary objectives: a) external flexibility objective tends to minimise the effects
of a catastrophe by directing and employing a firm's investments into different
product-market postures or areas; b) internal flexibility objective provides a

protection against catastrophe by mobilising a firm's resources and increasing
a firm's borrowing power (Ansoff, 1968; 47-39).

With respect to the level of an organisation, Foster (1972; 67-72) identifies

three types of objectives: a) corporate objective stated in terms of profit,

return on assets, turnover and growth rate; b) major objectives which are distilled
from the former one and represent the tactical targets for divisions and

subsidiary companies (e.g. market share objectives for marketing division);

c) lesser objectivesinclude the proportional contribution of each area, salesman,

customer/product groupings towards the corporate objectives.
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The classical economic (micro-economic) theory emphasised

maximising the profit as the sole objective at the corporate level. If

any company does not adopt this objective, it will be eliminated, bankrupt

or taken over by a profit-maximising rivals in the long run.

This theory has been criticised by different authors such as, Ansoff

(1968; 37-39), Drucker (1958; 82) and Cantley (1972; 15) on tw» bases:

a) it does not distinguish between the short and long profit objective and

b) it ignores the uncertainty associated with achieving the maximum profit

level. Hence, Drucker (1958; 81-90) proposed the five survival objectives

of a firm which are:

a)

b)

<)

d)
€)

’

Designing and perpetuating the organisation on the basis

of joint performance of human individuals for indefinite time -span,

Since any organisation exists in an open system, getting the

acceptance of social and economic sysieins 0X power groups is necessary for its
survival.

Efficient and economic supply of goods and services to the

economy.

Creating change for the benefit of society and economy.

Making profit.

Although profit was one of these objectives, Drucker favoured the

minimum profit level rather than the maximum one which is sufficient to keep

an organisation operating over the time.

Argenti (1969; 24-27) listed and evaluated each form of company objectives

which are:

"To achieve the profit shown in the annual budget; ensure
survival; maximise profits; improve profitability; lead the
industry in technology; increase share of the market; increase
exports; make a satisfactory profit; improve return on capital
employed; sell worthwhile, socially acceptable products”
(ibid; 25)
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He concluded that Return on Capital employed ig the best representative of
objective at the corporate level but the needs of employers, suppliers

and customers should be considered in deciding the level of this objective.

When Ansoff (1968; 42-43) classified the corporate objective into

economic (market share is one of them) and non-economic or social
objectives, optimising rather than maximising long-term profitability

was referred to as a basis for allocating the firm's resources. In

addition he considered the economic objective as the main factor influencing
the firm's behaviour, while the non-economic one would have the secondary

influence.

The above discussion shows that profitability, in particular,
has been recommended to conceptualise the objectives at the corprate
level. This objective is so general, it is therefore necessary to translate

it into specific and operational sub objectives for all functions of the
organisation. This thesis is mainly concerned with different levels of
management in the marketing division whose objectives are: a maximum of value
or unit sales, a maximum share of total or particular segments of
markets, and a maximum profit figured as a percentage of net worth or
sales (Oxenfeldt; 1973; 239-240), Kotler (1972; 368) Kollat and others
(1972;35). Foster, and Argenti have emphasised the application of a market share
objective at the marketing divisional rather than at the corporate level

as indicated by this statement:

"There is nothing much wrong with this one except that

it is not a company objective, it is a departmental one.
Neither the shareholders nor the nation, nor the employees
would judge that a company had failed to achieve its
objectives merely because it failed to increase its share

of the market. .. .But one could say that a marketing
department had failed if it failed to increase penetration
having been told by the company to do so" (Argenti, 1969; 26)
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In addition, the variation of market share level within different

product groups is the major factor attributed for assigning this
objective at the marketing division level (Foster, 1972; 71). Even
within the marketing division, Chevalier and Catry (1974; 45-46) clarify
the concern of senior managers with profit or parallel long-term
objectives that may disappear towards the lower levels. Specifically,
sales forces aim to make high sales figures regardless of costs,

and thus market share index is more accepted as a long range objective

than other levels,

The specific ohiectives at functional and lower !¢ 2l in the organisation
should not be in conflict with the broad objective at the corporate level

(Granger, 1964; 65) and Koch (1970; 194-195)

Ackoff mentions that setting a high level objective (e.g. profit) will
solve the conflict occurred at lower levels of the organisation (1970;
31-32). The same view is taken by Cantley when he specifies the

functions of the corporate objective, which are:

1. 'Objectives are used to rank alternatives...This is their
central function in decision making,i.e. choosing between
the forecast outcomes of alternative courses of action

2, Objectives are used as measures for targets, and for
subsequent assessment of the satisfactoriness of performance
i.e. for control

3. Objectives provide a common framework of reference to ensure
the consistency of decisions and measures in different parts

of the organisation'(1972; 11)

Ansoff confirms these functions of objective and remarks that an
explicit definition of objectives within the firm is required for this
purpose (1968; 36). To accomplish these functions, corporate objective
should work as an intermediate mean between corporate mission and

operational actions, Figure 2.1. Therefore, they have to be specific enough
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* This figure is adopted from Claude (1969; 48) with extending the planning levels to three instead of two, long'and short-range.

Environmental
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for measuring purpose and be related to both the broader and more

detailed objectives at higher and lower levels in the organisation (Granger,.
1964; 63-74). In addition, Humble (1969; 36-43) referred to the management
by objective concept for solving the conflicts between objectives of

different management levels, This concept is based on complete particimtion
of all management levels, and thus each manager knows his target within

the overall company objective.

The specification of objectives for the whole organisa.ion, in turn, exerts

some influence on management behaviour. Managers find themselves obliged
to achieve the specified objectives through specific decisions or actions. In
other words, objectives identify the responsibilities of managers and outline
the constraints within which they operate (Ansoff, 1968; 42-43). Tilles supports
Ansoff's attitudes and stresses on expressing objectives in terms of 'aspiration

and constraints' (Tilles, 1971; 42-43),

In this section, market share objective has been viewed to be a useful device
for directing and monitoring the activities within different time horizons,
different organisational levels, or more specifically in the marketing division.
For the purpose of this study, market share is considered a long-time objective
but it covers a longer period at the corporate level than at the lower level.
Although share objective is applicable to different levels of the marketing

organisation, more emphasis should be paid at the lower level,

2.3 Marketing planning and management responsibility

Identifying the managers responsible for designing and implementing marketing
plans requires, in advance, a definition and distinction of different levels of
planning. In general, marketing planning is described as

"A written document designed to provide the framework for a

co-ordinated and integrated effort to implement marketing

program to achieve marketing objectives, which in turn make

the necessary contribution to the achievement of corporate
objectives" (Kollat, et al, 1972; 32)

Accordingly, marketing planning is a device to achieve the specified marketing

objectives within the context of the overall company's objective.
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Many authors have defined the te .y planuin. 2o sire 0 2ad/ox

in a narrow tactical sense. For cunample, kooevs ¢ 0 oo s hal plan b

"The mode or pan of actisn oy Glincs “ing gearces voy o oey
to gain a competitive advaniayge, aciiove an ob oo ;

captalise nn a perceive: oo liinity 2 AT SCCETTE 3L eve!

of risk (1975; 14).

Chandler, defined strategy as

"The determination of thie bamic 1o ~rarm goals and Hhied
of an enterprise, and the adoption " vourses of acticn and
the allocation of resources necesgs- ~v for carrving 717 these
goals"(1962; 13)

Whatever the definition is devotec o strato+ ¢ planaing, masr 21thors

agree that it includes three com . nents:
a) What kind of business which ¢ 7 wants @0 he o with
regard to products, and markoos.
b) The firm's objectives © .« acv eved in the Oug -ruon.

¢) The major licies Ly which ¢ ~ 1 intends 0 réach

its objectives within the selecror o

area.

Rogers defines policy by this staoen
"A policy is a generai ul - ol Auie Al S conoyees

of a firm in their day to o aguivis s roowe ! the
‘ W
company's obiectives (1475 11y

Policies such as product and weoecr o LEIRVT T s e s

"How will the firm reach its otiecrives T ficres shovld be

consistent with the firm's ot o0 ave coet sthors Tho are ges
without specifying the time limts oy o0 pomen e revoew tham o

ensure their consistency with changioy ro. v ncibions of exrernal/intorpa



envirouments. In @ cay o day basis, Rogers differentiates perween
strategic decicion including these policies, and operating decisions

'

which are detii v

‘those that affect the internal efficiency of the firm
withouvt materrally 2tfecting its future growth” (ibid; 16)

Decisions such 23 var.o~ie cost control, output, innovatior, and
employee co-operetior ucuaily increase the short-term profits of a
firm, but not secure iz¢ growth in the future. Meanwhile, strategic
decisions which dea. with the external effectiveness, can define the
firm's future. Althougr, Ausoff (1668; 18) tended to include product/
market policies within the operating decisions, the same differences

between strategic and nperating decisions were specified.

2n th2 other hand, Rogers cefines planning from the tactial point of

view t0:

"Consist of maing out a redetermined, co-ordinated
course nf action to further the accomplishment of the
strategy' (Rogers, 1975;15)

Ackoff distinguishes between both planning levels according to the

“ollowing three dimensions:
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"1. The longer the effect of a plan and the more
difficult it is to reverse, the more strategic it is.

2. The more functions of an organisation’s activities
are affected by a plan, the more strategic it is...
(However), a strategic plan for a department may be
a tactical plan from the point of view of a division.

3. Tactical planning is concerned with selecting means
by which to pursue specified goals....normally supplied
by a higher level in the organisation" (197C; 4-5)

Ackoff concludes that the distinction between strategic and tactical
planning is relative rather than absolute depending upon the
manager's position in the hierarchy as reflected in point 2

abhove.

Three managerial levels are illustrated by Foster (1972; 40):

a) Top level management that including the Board of Directors,
Managing Director, and Directors of the departments (e.g. marketing
director);

b) Middle management level presented by marketing manager and

¢) Bottom level management (e.g. product or brand manager).

Foster declares the joint responsibility of al! top management to set the
corporate strategy which includes overall merketing strategy. While
Ansoff (1968; 20) and Drucker (1964; 6) assigned this responsibility to the
Managing Director. In fact, the Managing Director has other duties
reflected by Steiner when he refers to Newan and Logan's remarks, which
are:

"1. Plan. This includes setting objectives, determining

policies, devising strategies - especially on a long range basis

2, Administer, The chicf executive must select key personnel,
co-ordinate, control and provice leadership

3. Perform other duties. Public appearances, contacts
with government and industry executives, and other
company representation are inescanable (Steiner, 1969; 3)



In contrasy, Levitr (1962; 35) suggested that the Marketing Director should
perform this duty since marketing people have good vision of what

is going ov ir the externa. onvivonment.

Meanwhile, Steirer (1969; 7-8;, Kelley(1973; 221) and Rogers (1975; 14)
have differentiarec betweer the corporate strategy that is set for the
overall compary and div.sional strategies (e, g. marketing strategy)
designed by the senjor & visiona. directors. Both of them are involved in
determining the growrl oaportunities available to the company. Kotler
(19725 365 -371; gave more attention to the strategic nlanning within the
marketing crgarisation, and considered the V.c2 President of

Marketing responsible Jor tetermining the overall marketing strategy.
For the purpose of “hrs study the Marketing Director is assumed to be in charge of
determining the overa!l marketing strategy within the general line of the
company., Withir the context of this nlan 2 marketing or product group
manager designs the annua. marketng plan that aims to evaluate the
last year's resz17s anc nex: year's srob.ems., Hence, for the overall
company, geographica. territories. and product groups, the goals for
the coming year sre jcentified (ibid; 371-38%). At the bottom of

the organisation hierarchy exists the prodect manager who develops a
long and short-range plan o1 the poodect ander Ais control (ibid; 364"

and others as will be shown lacer.

However, all the anove authors stress thav “he Managing Director has
to make sure that corporate strategy < ransisted into the divisional and
product ptan. That can be ach'evecd hv reviewing and approving the plans

before the impiementatior nracess.

The anaiytical approact vsec in the above three plans are not the
theme of this text. If the roader 's ipterested in these methods, see
the reference concerning ‘Kotler, 1972; 362-418)
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Chandler (1962; 383-396) viewed the Managing Director s responsibility
of planning in relation to the corporate growth stages. A company
specialising in one product tends to centralise the decision making at
the top. As the company becomes diversified in multi product/markets,
divisional mianagers enjoy more autonomy in marvaging their units

with respect to the unigque environmental characteristics. The role of
company headquarters is to focus on the strategic planning, while short-
range planning activicies are delegated to the divisional managers. In
other words, top-dow: planning approach is practised in the former,

and bottom -up approach does appear in the latter,

Taylor (1976; 84) refers i the Harvard Business Schools' Studies (1971)
of large industrial cerporation in the USA and Western Europe which gives

support to Chandler's ciassification.

Based on personal, structured interviews with the chief executives and
marketing managers of 3C foreign subsidiaries operating in Brazil,
Hulbert, et al (1980; 7-15) found that formulating annual marketing plans
is the responsibility of these subsidiaries. Meanwhile, the role of
headquarters in reviewing and approving the plan depends upon the origin
of parent companies. The headquarters of European companies have a
limited role which is the opposite in the American ones, 'The [apancse
companies have less sophisticated planning systems,and thus the headquarter's
role was not clear. I» addition, European subsidiaries operating in the
USA market have a high leve! of autonomy in decisinrn making as

found through interviewing fifty -six subsidiary's executives (Picard, 1980;

30-35).

Some confusion about the product mapagement system, and in particular
the responsibility/authority relationship need some attention. The concept

of product management was first introduced by Proctor & Gamble in 1928
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as it diversified its operation into multi -product lines, t3 free the

Chief Executive from being involved in too much detail about the strategic
plan of each. Thereforeg he had to delegate the responsibility of setting
this plan to somebody else down the line in the organisation hierarchy.

It appears logically that 'functional managers' should be authorised for
this task. However, as each of them operates within the limit of his
division, he is not able to undertake responsibilities that need

an integrative effort with other functional divisions.

Such constraints can he soived by assigning this responsibility to the
product manager who designs and submits the plan to the Chief Marketing
Executive. In turn, the latter will take the decision and delegates execution
of the plan to the functional managers (Luck, 1972; 86-91), However, the
nature of product managers jobs as a specialist without a sufficient
responsibility over the functional managers whose performance determines
the success of the product plan, makes his authority/responsibility

relationship to be ambiguous. Luck solves this conflict by remarking that:

"The product manager is vested with no supervisory
authority to compel support from functional departments.,
He has only 'prescriptive'authority exercised through

top executives if they will demand that the line organisation
adhere to the various products’ programs" (ibid; 92)

However, to get the full support of line managers for the plan, he has

to imply a persuasion approach with them. Sands (1979; 30-38) refers to

the experience of different American companies in solving the conflicts

of theresponsibility /authority relationship, and the whole issue of product
management systems ingeneral. He concludes that firms with most

experience of employing the product management concent have better
understanding and adjust their organisational structure better to the system, while
this is not the case in organisations with less experience. However,

it seems that many multi-product firms will continue the application of this

system until something clearly better emerges in the future.
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On the other hand, McDaniel and Gray (19§0; 87-94) report ot the
study involving marketing managers in 23 major industry groups (most
of them in consumer packaged goods). They found that the controversy
between product managers responsibility and authority does not affect

his performance in respect of managing the product.

However, Kotler highlights the differences of product managex's duties
among the various companies. In some of them, he is only in charge
of preparing the marketing budget plan for his product, while in a growing

number of companies, his responsibility extends to:

1. Develop a long-range growth and competitive strategyv
for the product

Prepare an annual marketing plan and sales forecast

(%] 3]

. Work with advertising and merchandising agencies to
develop copy, programs, and campaign

4, Stimulate interest in and support of the product among
salesmen and distributors

S, Gather continuous intelligence on the product's perforraance,
customer and dealer attitudes, and new problems and
opportunities

0. Initiate product improvements to meet changing market needs,

(1972; 392-395).

Luck identifies the product manager’s tasks as including:

1. Conceptualisation of strategies for improving and marketing
the product under consideration

2. Projection of the financial outcomes of strategies and
determining the operating plan

3. Monitoring the execution and outcomes of plans, and

adapting the necessary tactics to evolve conditions (1972; 83-84)
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Sands summarised the product manager's duty by this statement:

"The product manager became the focal point for all
activities which affect his product or products”(1979; 30)"

These basic activities are common to both consumer and industrial
industries, but the scope of respounsibility over the number of products,
the time spent on advertising and promotion, the level of contacts

with the customers, ancd the technological knowledge are different between

these two indnstrieg (ibid; 31-32)

Within the cone . of study objectives, the attention is mainly concentrated
on the responsibility of product manager in all industries rather than

investigating the differences between them.

Regarding his position, Kotler specifies the "Vice President of Marketing
as the Superior of product manager', while McDaniel and Gray refer

to the marketing manager (1980; 87). However, there is general agreement
among the authors on allocating his position within the organisation of

marketing department (ibid; 91),5ands (1979; 30) and Luck (1972; 91)

Foll~wing the above discussion, the study assumes that the product/brand manager
is responsible for designing the product marketing plan rather than those managers
charged with specific functional responsibilities within marketing (e.g. advertising,

sales force etc).

2.4 Determination of market share objectives

The classical economists belicved  the price of a product to be the
sole determinant of the sales volume. The law of demand was used to
explain this phenomenon:

"Sales varied inversely with price - at any given time

and with all other things remaining equal’ (Oxenfeldt,
1973; 245).
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Although Edward Chamberlin's theory of monopolistic competition

(1933) expanded the sales determination to non-price competition,

economists have remained mostly concerned with a price factor for

determining the sales volume. However, introducing the marketing

mix concept (product, packaging, promotion, distributinn and price) as the determining
factor of sales by Professor Neil Borden (1953), and relating it to the

developments of marketing programs by Professor Albert Frey (1956)

have . led the top marketing managers to select an optimal combination

of marketing mix elements rather than to rely on a single factor (Oxenfeldt, 1973;

244-247),

Consequently, Bell et al (1975; 136-141) offer 3 linear normalisation
mathematical model cailed the 'market share theorem' for estimating the

seller’'s market share level of a given brand in a competitive market, which

equals the attraction factor of this seller over the sum of attraction factors of all
, us

sellers in the market ¢ mm).

Consequently, the 'attraction factor' of a given seller is determined by his marketing
actions such as advertising expenditures, price of product, repuiation of the company,
the service supplied during and after purchases, location of store, etc., either directly
or in relation to similar qualities for all the other seliers. The model is

built on the following for assumptions:

a) "Attraction factor is non-negative and non zero,

n) A seller with zero attraction has no market share .

c) Two sellers with equal attraction have equal market share.

d) The market share of a given selier will be affected in the same manner |

if the attraction of any other seller is increased by a fixed amount™ (ibid; 137)

The fourth factor is called 'symmetry'. Barnett (1976; 104-109) extencs

the 'market share theorem' :o include cases in which "symmetry’ and 'linearity’
assumptions are not required from the practical point of view. However,

he admits the difficulty of distinguishing between the effects of each

marketing factor on market share that is necessary to get the optimum level of marketing

mix elements. Chatfield (1976; 309-311) has criticised this theorem on the grounds
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of this argument. sand the lack of empirical justification.

Nevertheless many attempts have been made to find out the collective effects

of marketing mix elements on market share, for instance, Metwally and

Davy (1977; 237 -240) in the seven Australian Consumer industries, Wesis

(1968; 290-295) in the Chicago Metropolitan food market. They found that

when the market is dominated by few firms or brands, advertising and

prices interact with each other and don't generate a linear effect on market

share. The argument behind this conclusion is that larger advertising
expenditures will support higher prices. Consequently, a single factor - price,
advertising respectively is recommended for maintaining or increasing market
share. However, Prasad and Ring (1976; 391-396) tested the individual
interactive effects of price and several forms of advertising (TV, newspaper, and
magazine) upon market share of frequently purchased canned food item priced

at 60 ¢, The data was obtained from controlled experiments in two matched markets
undertaken by the Milwaukee Advertising Laboratory. The findings showed

the interaction of these marketing mix variables, but immediate cffects on share
were observed in the market which received higher levels of TV advertising,
while lagged effects on share appeared in the other market that had lower levels
of TV advertising. The influence of advertising only on market share was
investigated by Narodick (1972; 31-36) in the American business travel market

in which price, transportation and place utiiity are held static respectively by
high competition and Government regulations. The study found that nationwide
advertising has positive effects on market share in the long-haul city pajr market.
The same results were found in the cigarette market, but investing in advertising
by a given firm will have decreasing marginal returns on its share as well as
increasing competitor's shares over time (Horsky, 1977; 10-2C), Thus, he
concluded that care has to be taken in dec:ding the level of acdvertising expenditures.
In contrast, a single marketing factor such as price cannot determine the
consumer behaviour and consequently market share as Shirland and Inoue

found out in the airline industry (1974; 33 -41), because consumer's behaviour

is influenced by collective effects of marketing mixes under '‘nformation theory':



"Consumers are positively or negatively

motivated by signals anc messages in the form of
price, advertising expenditurs. special promotion
opinicn, etc. These factors working collectively,
then, are expected to determine individual customer
choice and consequently the market share to be
occupiad by the product™ (ibid; 33-34}

The position undertaker in this tiesis 1s that normally a combination of
marketing decision variables rather than a single factor determine the
market share level of a product. [n addition, finding the optimal
mathematical combination of these factors is not the aim of the thesis.
Instead, identifying the descriptive effects of marketing mix elements on
share within the context of prefitability objective will be focused on in

the following sections.

2.4.1 Market Share within the Context of Profitability

As mentioned in the second section of this chapter, the main objective

of any business firm is to achieve a high level of profitability, therefore,
market share objective that is assumed to be the target of marketing

planning should serve this obiective. Shepherd (1972; 25-37) developed a mode!
to investigate the relationsnip between rate of return on capital and a firm's
market position defined bv ts market snare, concentration ratio, entry
barriers, size, advertising intensity and industry growth rate. Secondary

data on 231 largest Americap industrial corporations selected from the 500
Fortune Directory were collected to test the model. Market share level was
found to be the main factor determing a iirm's profitability. This relationship
is linear but it is not definite at the high share level. Catry and Chevalier

had indicated this relationship by referring to the performance of General Motor,
and applied 'break-even anclysis’ and "the rotion of band-wagon effects’ to

explain it. The latter factor involves that:
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"A higher snare offers a positive image to the customers

and retailers, and consequently high sales and profit

levels™ (1974; 30)
Buzzell, etal (1975; 97-106) worked on a project sponsored by the American
Markeing Science I[ustitute and the Harvard Business School, to investigate
the profit mpact of market strategies - PIMS - in 620 businesses for
the years :1970-1972, Based on the comparison of Rol of firms with under 109
shares™ and firms over 43%, they found on average across the whole

nf industry that

vy

€ ises that have achieved a high ' . e of the
m they serve are considerably 1., profitable
than their small-share rivals" (ibid; 37)

The faciors behind this re.ationship are:

a) Fconomies of Scale

A large share firm has generallv more accumulated sales than its

smaller rivals, consecuently, it ¢ains a lower purchases to

sales ratio and, in turn, a higher profitability. The type of industry has

a role in deciding the method of reducing costs. A seller operating in frequently
purchased products (specifically, consumer products), can gain cost
advantages of advertising by getting discount on mass advertising. In addition,
he can stimulate the acceptances of greater proportion of custorers and
sellers, bandwagon effect., Meanwhile, a seller of industrial products

can reduce cost by increasing the specialisation of his own sales force

for each oroduct line (i>d; 98). Coste may also increase as large

investmernt is devoted “~ exwand the firm's manufacturing and marketing
capitals. However the advantages of inc:easing share outweigh its
disadvantages. Crissy and Curningham (1971; 27-28) indicated that

economies of scale, which are closely related to the experience curve, in
manufacture, promofion, and distribution, enjoyed by the existing firms in

an industry. represent a ari.er to entry in stable or mature markets, while

the effect s not clear in a market with a growth potential.

* The studv defined market share of each business by its dollar sales value
in relati~n to the tota! market sales.



b) FExperience Curve

Hirschmann ' 125-139) had pointed out that dircct labour cost

declines at a constant rate with increasing numbers of production units. Then,
The Bostor © wlring Group (1972) extended this argument to cover

variable and fixed costs,such as Research and Development, Capital

Distribution and overheads and funds for a particular product, and found

that costs declire by 27 to 30% each time accumulated experience is doubled.

This cost behaviour ‘s derived from learning effects, scale effects, cost

realisation, develosirg alternative materials and methods of manufacture

and distribut 1 cechnology (ibid; 18). In addition, the same pattern

of associaticn occu-z netween the mrice/volume relationship if the competition

within a given market memains stable (ibic; 19). These observations were

1

related to the market shere of a product over its life cycle,and it was

concluded that:
"The con:petitor with the greatest sustained market

share shou.a have the greatest accumulated experience
and hence lowest relative cost'” (ibid; 30)

Yelie (1980; 371-318} conceptualises the existing reiationship between the
product life cycle and learning zurve {(cost) and mentions that:
"If a firm s able to sustain a steeper nic than its
competiticn, the resulting lower costs give it a
competitive edge. The firm generally has a large if
not the largest market share, ard it is able to ride

this advartage through the mature phase of the pLc”
(ibid; 316:

The above authors, par-icularly the latter two, have encouraged firms
to utilise this phenornenon for marketing strategy formulation as wi'l be

explained later on,

¢) Market Power
Fconomists believed that the correlation between high share/high profitability

is a result of the firm's pawer in a given industry rather thar economies of



scale, since this firm can bargain for higher prices, and consequently
higher profit (Buzzell, et al: 1975: 98). However, the PIMS study has shown
that the importance of market share with respect to Rol varies according
to the type of industry. Two conclusions are derived as follows:
. "™arket share :s more important for infrequently

purchased products than for frequently purchased

ones’ (ibicd; 102}
Because, the forwer products characterised by durables, feature high unit
costs and consumer durability, are complex and difficult to evaluate;
thus a buyer is reacy to pay a high price for avoiding risk. Meanwhile,
the latter products {low cost-value) involve less risk, and a buyer may

purchase any brznd regardless of its share level.

2. "Market share is more important to businesses
when buyers are fragmented rather than concentrated”
(ibidy; 102)

Since the fragmented buyers cannot bargain for reducing the price per
unit, a firm can gain higher profitability as far as its product enjoys

a high share level, while the opposite occurs in the other case,

d) Quality of Management
A large share firm has enough resouxces to hire highly qualified managers

who are able to formulate an efficient marketing strategy.
Gale (1972; 412-423) unified these factors into one interaction hypothesis:

"The effect of share on profitability will be greater when
the firm is large (has bargaining power) and competes in
market environments which are conducive to oligopolistic
co-ordination and may exhibit economies of scale (highly
concentrated, medium growth industries) (ibid; 415)

*  Frequently purchased products are defined as "those typically bought
at least once a month”



Hamermash, et ai (1978; 92-102) studied the performance of 400 small

share American ccmpanies and, in particular, three companies operating in different
industries (mainframe computers, metal can, and forest products). The

study showed that 2ll companies enjoy healthy Rol for five years running and

do not intend to increase their share. The reasons behind this performance

are concentration on innovation in the greatest profitable products, adopting

a specialistion rather thar a diversification strategy, and employing wise

managers. Hence, they stressed the need for evaluating the situation of each company
separately rather than the whole industry for deciding the share/profitability

relationship, and in turn, maximising share level.

The above discussion shows that the majority of authors conceive a

direct linkage between market share and Rol. However, they disagree about
whether maximising or optimising market share level is the better

marketing strategic plan. The dz2scriptive nature of the present study implies
that finding the share leve!l is not the aim, but increasing share should be

the target of marketing strategy for better profitability. This

objective is not always true, it depends upon the position of product over

its life cycle as wil! he discussed in the following section.

2.4.2 The Procuct Life Cycle

Doyle (1976; 1) indicates that the product life cycle concept is based on two

major elements:

a) product sales passes through a sequence of stages (introduction, growth,
maturity and decline) at varying speed, and thus profits generated from selling the
product follows the same pattern. However, due to changing competitive
intensity within a product’'s market, the profit curve starts declining at the latter
two stages after reaching its peak in the growth stage. Meanwhile, the sales

curve may still be rising until entering the decline stage.
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To sustain sales and profit growth, new products should be developed

to fill the gap left by existing products Figure 2.2,

Jigure 2,72
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adapted from Doyle (1976;1)
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b) Because each stage contains unique opportunities and problems

different marketing mix elements should be applied over the cycle. The

characteristics and marketing responses for each stage of the cycle are

presented in Table 2,1,

Table 21 The characteristics and response of the stages of product life ycic

i

R .

trwrpduchon Grow i Masusity Decline
CHARACTERISTICS
| | |
SALES | Low | Fast growth Slow growth : Decline
PROFITS | Negligible ! Peak tevels : Declining ! Low or zero
CASH FLOW ‘ Negative | Moderate ! High ! Low
CUSTOMERS ‘ Innovative ! Mass market i Mass market ' Laggards
COMPETITCRS " Few | Growing | Many ovais Declining number
s

RESPONSES

STRATEGIC FOCUS
MKG. EXPENDITURES
MKG. EMPHASIS
QiZTAIBUTION
PRICE
PROOCUCT

S

Expand market
High
Product awareness
Pachy
High
Basic

adapted from

Similar anplications of the product life cycle to planning the marketing mix elements

Doyle (1976; 5).

Market penetration
High (declining %)
Brand preference
intensive
Lower
Improved

——— e}

Defend share
Falling
Brand ioyaily
intensive
Lowaest
Differentiated

e+ ]

Productivity
Low
Selectivo
Selective
Rising
Rationahsed

can be found in Smallwood (1973; 29-35)






