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Chapter - 8
Global branding

“All multinational companies should actively engage in global brand management. Any company that tries to get by with unconnected and directionless local brand strategies will inevitably find mediocrity as its reward. In such cases, an exceptionally talented manager will, on occasion, create a pocket of success. But that success will be isolated and random—hardly a recipe that will produce strong brands around the world.”

David A. Aaker and Erich Joachimsthaler

Harvard Business Review, November/December 1999,

Introduction

A brand
 consists of:

· A concept/promise/benefit

· Proprietary signs, name, trademarks, symbols, logo

· Products and services
Global branding involves extending all three aspects of a brand across the world. While this is not possible for many products, some products are more amenable to global branding. Products aimed at luxury and youth segments seem ideally suited for global brands. In markets such as telecom, airlines and hotels, where there is heavy consumer mobility, global branding is more feasible. When the country of origin is important, global branding is easier. Brands such as Marlboro, whose identity focuses more on the product and its roots can more easily go global. When there is an untapped market segment, a global brand may fill the gap.
Transnational companies must keep looking for global branding opportunities. Global brands generate a competitive advantage that is difficult for local brands to match. Indeed, in many situations, local brands simply fade away against the onslaught of a global brand. Global brands can be supported by global advertising campaigns with a global positioning, leading to substantial economies of scale in marketing. At the same time, global branding should not be taken too far.  In some cases, where market conditions are heterogeneous, there may be no option but to acquire or develop local brands.
Global vs Local branding
The case for global branding

A global brand is marketed according to a set of core principles across the world. This means the same product formulation, the same core benefits and values and the same positioning across the world.  However, one or more elements of the marketing mix, such as price, packaging, media, distribution channels, etc may be varied to suit the needs of individual markets. 

For example, Coke is positioned and marketed in the same way in all countries. But the product itself may vary to suit local tastes and the price to suit local competitive conditions. The channels of distribution may also differ across countries. The core principles that guide the management of the brand, however, are the same worldwide. Coke projects a global image of fun, good times and enjoyment.
Creating a global brand requires a different type of marketing effort than that required to create multiple national brands. A bold creative vision must be backed by a good  understanding of the commonalities that exist across markets.
When is the case for establishing global brands strong? It is usually easier to build a global brand when starting from scratch, than by respositioning or renaming an existing national brand. 
Exhibit 8.1
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	1 
	1
	0
	Coca-Cola
	65,324
	67,000
	-3
	Coca-Cola   
	U.S.

	2 
	2
	0
	Microsoft
	58,709
	56,926
	3
	Microsoft  
	U.S.

	3 
	3
	0
	IBM
	57,091
	56,201
	2
	IBM  
	U.S.

	4 
	4
	0
	GE
	51,569
	48,907
	5
	GE  
	U.S.

	5 
	6
	1
	Nokia
	33,696
	30,131
	12
	Nokia  
	FINLAND

	6 
	7
	1
	Toyota
	32,070
	27,941
	15
	Toyota  
	JAPAN

	7 
	5
	-2
	Intel
	30,954
	32,319
	-4
	Intel  
	U.S.

	8 
	9
	1
	McDonald's
	29,398
	27,501
	7
	McDonald's  
	U.S.

	9 
	8
	-1
	Disney
	29,210
	27,848
	5
	Walt Disney  
	U.S.

	10 
	10
	0
	Mercedes-Benz
	23,568
	21,795
	8
	DaimlerChrylser  
	GERMANY

	11 
	11
	0
	Citi
	23,443
	21,458
	9
	Citigroup  
	U.S.

	12 
	13
	1
	Hewlett-Packard
	22,197
	20,458
	9
	Hewlett-Packard  
	U.S.

	13 
	15
	2
	BMW
	21,612
	19,617
	10
	BMW  
	GERMANY

	14 
	12
	-2
	Marlboro
	21,283
	21,350
	0
	Altria  
	U.S.

	15 
	14
	-1
	American Express
	20,827
	19,641
	6
	American Express  
	U.S.

	16 
	16
	0
	Gillette
	20,415
	19,579
	4
	Procter & Gamble  
	U.S.

	17 
	17
	0
	Louis Vuitton
	20,321
	17,606
	15
	Louis Vitton Moet Hennessy  
	FRANCE

	18 
	18
	0
	Cisco
	19,099
	17,532
	9
	Cisco  
	U.S.

	19 
	19
	0
	Honda
	17,998
	17,049
	6
	Honda Motor  
	JAPAN

	20 
	24
	4
	Google
	17,837
	12,376
	44
	Google  
	U.S.

	21 
	20
	-1
	Samsung
	16,853
	16,169
	4
	Samsung  
	S. KOREA

	22 
	21
	-1
	Merrill Lynch
	14,343
	13,001
	10
	Merrill Lynch  
	U.S.

	23 
	28
	5
	HSBC
	13,563
	11,622
	17
	HSBC Holdings  
	BRITAIN

	24 
	23
	-1
	Nescafe
	12,950
	12,507
	4
	Nestle  
	SWITZERLAND

	25 
	26
	1
	Sony
	12,907
	11,695
	10
	Sony  
	JAPAN


Source: Business Week, August 6th 2007
When tight cost control is important, a  global brand may be preferred as it  allows development costs to be spread over large volumes leading to economies of scale  in manufacturing, distribution and promotion. 

When visibility holds the key, a global brand may be the right option. Prospective customers who travel may be exposed to the brand both in their home country and in many of the countries they visit. Therefore, it is often easier to build up awareness for a global brand than for a local brand.

Global brands often make sense when prestige is a key factor. Being global signals that the company has the resources to compete globally and has the willpower and commitment to support the brand worldwide. A global brand can also capitalize on the extensive media overlap that exists in many regions. For example, cable TV subscribers in Europe and many Asian countries may be viewing channels from neighboring countries. Having a global brand that is being advertised on one of these channels can mean more returns for the investment made in advertising. 

The case for global branding is also strong if the brand is a home country leader. This is especially so when the product and the country image are in sync. After struggling for sometime, Marlboro quickly became the leading cigarette brand in Hong Kong when it positioned itself as the leading American brand. In some cases, global brands leverage the country association for the product: McDonald’s represents US fast food, L’Oreal symbolises French cosmetics, Swatch stands for a Swiss watch while Disney symbolizes America. (Disney changed the name for its Paris theme park from Euro Disney to Disneyland Paris to reflect its American roots).

The case for local branding

In some cases, a local brand is preferable.
When cultural barriers are high, local branding may be the only option. The name might be hard to pronounce or may have undersirable associations in the local language. Soft drinks like the Japanese brew Pocari Sweat and the Dutch beverage Sisi would be difficult to sell, using the same names, in Anglo-Saxon countries. Similarly, brand names like ‘Snuggle,’ ‘Healthy Choice,’ ‘Weight Watchers’, or ‘I Can’t Believe It’s Not Butter’ may not be every effective in non-English-speaking foreign markets. 

In some cases, legal constraints may force the company to adopt a local brand name or “localize” an existing brand. For example, in 1996, the Vietnamese government imposed new regulations that required all brand names to be localized. In India, due to the restrictive regulatory framework, Pepsi had to call itself Lehar Pepsi when it first started operations in the 1980s while Nestle had to call itself Food Specialities Ltd for several years.
Trademark issues may sometimes stand in the way of a global brand. Anheuser Busch could not use the Budweiser name in many European countries because Budweiser Budvar, a Czech brewery, claimed ownership rights to the name. So in countries like France and the Netherlands, Anheuser’s beer is branded Bud.  

Local brands also make sense where patriotism and local attitudes matter. Under such circumstances, the local brand name sends a signal that the company cares about local sensitivities. Unilever’s Indian subsidiary has deliberately called itself Hindustan Lever Ltd just to sound more Indian. Recently, it changed its name to Hindustan Unilever Ltd but the existence of the word Hindustan implies strong local roots. 
In many emerging markets, customers are price sensitive. So many global marketers sell local brands side by side with their global brands. Heineken, for example, expands by promoting global brands and, at the same time, buying local brands, distribution assets, and breweries.
When a local brand has been acquired, retaining it as it is, can be preferable to changing it into a global brand name. The brand equity built up over the years for the local brand may be a tremendous asset. Thums up, acquired by Coca Cola in the early 1990s, is a good example.
Umbrella vs product branding
A key issue for transnationals is whether to pursue an umbrella or product branding strategy. In umbrella branding, a single banner brand is used worldwide, often with a sub-brand name, for almost the entire product mix of the company. Very often, the umbrella brand is the company’s name. 

Umbrella branding generates economies of scope by facilitating brand-building efforts over a range of products and creation of top-of-mind awareness.  Instead of spreading their marketing expenses over scores of different brands, the advertising support focuses on a single umbrella brand. A case in point is Nokia, one of the leading manufacturers of cellular phones. Nokia used to have scores of brand names. These days, the company pushes the corporate brand name in the global marketplace. 

Umbrella branding is appropriate when a good corporate image will have a strong positive impact on the evaluation of the attributes of the product. For the customers, the presence of the banner brand’s logo on the product means trust, a seal of approval, and guarantee of quality and excellence.  The umbrella brand essentially acts as a risk-reducing device for the customer. For example, the Tatas have a strong brand equity in India. By having the Tata name on the packaging, the brand equity of individual products can be built up faster. Coca-Cola has used the same brand name around the world for its flagship products. 

Umbrella branding makes product portfolio management easier. High-tech companies like Siemens and Motorola tend to rely very heavily on product innovation to defend their market share. Nurturing a single strong banner brand is far more efficient than creating a distinct brand from scratch for every new product launch.

However, umbrella branding  may not be appropriate in all situations. Extending the same brand name across categories may lead to the dilution of the corporate brand. This is especially so when the categories are quite different. Indeed, many companies prefer to use product brands and underplay the umbrella brands. Good examples are Matushita and Procter & Gamble. 

There are some hybrid examples as well. Volkswagen has chosen the same brand name across various countries for many models but there have been some exceptions. It has a series of model names denoting Wind - Golf (gulf wind), Sirocco (hot wind in North Africa) and Passaat  (trade wind). Golf is one of Europe's most popular cars. For the US market, however, Volkswagen renamed the Golf as Rabbit to project a youthful image. 
The Swiss company, Nestle has found its own way to resolve these challenges. In the late 1990s, roughly 40% of Nestle’s total sales was generated by products covered by the  Nestle corporate brand. For some products such as pet foods and mineral  water, Nestle has chosen to keep the brands as distant as possible from the  corporate brand. Nestle CEO Peter Letmathe
 explained the rationale: “We felt that people  buying water are looking for the purity of the source whereas our seal is that  of a manufacturer. So we set up a special institute, Perrier – Vittel, which puts  its own guarantee on mineral water.” 

Global positioning 

Positioning is the process by which a company establishes an image for its product in the minds of customers relative to the image of the products offered by competitors.  

Global positioning is far more complicated than positioning in the domestic market. Brands may not be perceived in the same way in different regions.  The importance of product attributes may vary from market to market. Opportunities for global positioning may also be  constrained by the different degrees of sophistication in the local marketing  infrastructure such as electronic media. Well-entrenched local brands can also cause problems by creating competitive pressures that demand a different positioning. Having said that, opportunities for global positioning are expanding due to the convergence of tastes. Global communication media and frequent travel across countries are creating a degree of homogeneity in consumer tastes across the world.  In the case of industrial products, organizational linkages created by  professional organisations are accentuating this trend. 

Global positioning seems to be most effective for high tech and high touch products. Consider a high tech product, the computer. Computer buyers, have specialized needs, look for a great deal of information and share a common language. In contrast, customers buying high touch products need less information. There is more emphasis on image. 

Kotabe and Helsen
 draw a distinction among global consumer culture positioning, local consumer culture positioning and foreign consumer culture positioning. Global consumer culture positioning projects  the brand as a symbol of a global consumer culture. People buying the brand, feel part of a global segment. In the case of local consumer culture positioning, the brand is portrayed as an intrinsic part of the local culture. In the case of foreign consumer culture positioning, the aim is to build a brand mystique around a foreign culture that has very positive connotations for the product (eg., Swiss watches).

In general, global positioning is recommended when similar customer segments exist across countries, similar means of reaching such  segments are available, the product is evaluated in a similar way by customers across the world and competitive forces are comparable. On the other hand, differing usage patterns, buying motives and competitive pressures across countries result in the need for positioning products uniquely to suit the needs of  individual markets. 

Global positioning ensures that money is spent efficiently on building the same set of attributes and features into products. Global positioning can also reduce advertising costs. However, as mentioned earlier, uniform positioning without taking into account the sensitivities of local markets can  result in product failures. 

For a long time, Citibank served the premium segment in  India. To open a savings bank account, with the bank, the minimum deposit required was Rs. 3  lakhs. This was obviously  beyond the reach of the Indian middle class. Citibank probably realised  that targeting the mass market was a Herculean task in a vast, predominantly  rural country like India with several restrictions on the expansion of foreign banks. Hence its decision to limit itself to India’s major cities and target wealthy individuals and blue chip corporates. Citibank’s  upmarket positioning as a consumer finance company, rather than a  savings bank, made sense in this context. In the last few years, Citibank  has realised the need for offering products and services for the mass  market. It is exploring various segments to expand its presence. Local positioning has become more important.
Building global luxury brands

In recent years, the luxury brands market has grown significantly. Several factors have contributed to this trend. One is the growing income levels. The second is rising aspiration levels among the upwardly mobile and fashion conscious people. Last but not the least is the emergence of new customer segments in Asia  Pacific with significant purchasing power. 
Luxury goods pose great opportunities for global marketers. The inherent nature of the goods – the quality and the prestige value – implies that companies can target global segments. Customers in this segment share many similar traits even if they belong to different parts of the world. 

Luxury, derived from the Latin word luxus, means indulgence of the senses. Luxury brands are brands whose ratio of functional utility to price is low while that of intangible utility to price is high. Such brands share characteristics like consistent premium quality, a heritage of craftsmanship, a recognisable style or design, a limited production run to ensure exclusivity, an element of uniqueness and an ability to keep coming up with new designs when the category is fashion-intensive. Luxury goods marketing is a different ball game as the type of customers involved fall in a different class altogether. These customers are influenced more by glamour and style and want to stand out in a crowd. They do not bat an eyelid whey they buy a Vuitton bag costing Rs 50,000 or a Mont Blanc diamond-encrusted pen for Rs 50 lakh, Ermenegildo Zegna's top-of the-line, custom-tailored suit costing Rs 6 lakh or a mid-range Louis Vuitton briefcase priced Rs 1.27 lakh. 

As these prices suggest, luxury brands are prestige products characterised by high-involvement decision-making that  is strongly related to the person's self-concept. Sensory gratification and social approval are the primary factors in selecting a prestige product. Indeed, cutting prices or giving discounts can be detrimental in case of luxury brands. A higher price signals a higher level of quality and prestige. Similarly, distribution should be restricted. Status-sensitive consumers may reject a particular product if the feeling of exclusivity goes away. 
Managing luxury brands is more art than science. The challenge is to create demand for something which is not really needed. After all, it looks crazy to spend Rs 50,000 on a handbag or Rs 1,27,000 on a briefcase. Creativity plays a key role in creating such a premium image. Many luxury brands achieve legitimacy and authority as a result of the creative talent of their design teams who respect the brand heritage and yet continuously reinvent it. 

Brand-building is a different ball game in case of luxury goods. Fashion shows, special events, and other public relations efforts must be carefully coordinated to convey the desired image. The magazines selected for advertising are often unconventional and trend-setting. The movies in which the brand appears and the celebrities and pop icons who endorse the brand must also be selected carefully. 
The product line decisions in case of luxury brands are somewhat tricky. First, to what extent should companies include in their lines lower-priced accessory items to target a broader market? Should there be line extensions beyond the core category? Such a strategy may make operations more complex and drive up costs. Moreover, brand extension from the core to another category may not be as simple as it sounds. Despite these concerns, most successful designer wear luxury brands combine a risky and perishable ready-to-wear offering with sales of less fashion-intensive items, such as leather accessories. A Gucci store might display its latest fashion accessories prominently but generate most of its sales from black and brown handbags and conservative silk ties. For many luxury brands, less than 25 per cent of their sales come from ready-to-wear products. The balance comes from fragrances, leather accessories, and home furnishings. 

Channel management issues are again different for luxury brands. Here the focus is not on expanding reach. Indeed, marginal and unfocused retailers must be dropped from time to time to improve the strength of the brand franchise for those remaining. Investment in flagship monobrand stores augments the brand's prestige and presents it as a lifestyle concept. In the past, customer service for luxury brands meant making to order. Craftsmanship and customisation went hand-in-hand. Today exclusivity is provided not by customisation but by restricted supply. But selective distribution and limited assortments cause inconvenience to consumers. So many luxury brands are looking at new ways of improving customer service. 
Consider the French luxury goods conglomerate LVMH which owns several famous brands in various product categories: wines and spirits (Dom Pérignon, Moët & Chandon, Veuve Clicquot and Hennessy), perfumes (Christian Dior, Guerlain and Givenchy), cosmetics (Bliss, Fresh and BeneFit), fashion and leather goods (Christian Lacroix, Donna Karan, Givenchy, Kenzo and Louis Vuitton), watches and jewellery (TAG Heuer, Ebel, Chaumet and Fred). 
LVMH has perfected the process for creating and growing star brands. According to Bernard Arnault, the CEO, star brands must be timeless, modern, fast growing and highly profitable. A star brand has to be built for eternity. It must have been around for a long time. It should have become an institution. For example, Dom Perignon was created 250 years ago, but LVMH is confident it will be relevant and desired for another 100 years and beyond. Timelessness takes years, even decades to develop. Such  a brand must have come to stand for something in the eyes of the world. A star brand has to remain current and fashionable. It needs sex appeal and has to be modern. It has to be so new that people would want to buy it. A star brand has to keep growing. Growth is a clear signal that the brand has consumer appeal. Last but not the least, a star brand has to be profitable. Profitability depends on both the price and the costs incurred. So even in case of star brands, operational excellence is important. That means sourcing of raw materials, manufacturing and distribution must be efficient. 

LVMH realises that in the case of luxury brands, the heavy expenses incurred on product innovation and advertising must be balanced by discipline in the manufacturing process. This discipline includes a tremendous emphasis on quality and productivity. The manufacturing process is carefully planned and executed with modern technology. LVMH analyses how to make each part of the product, and from where to buy each part. A single purse can have up to 1,000 manufacturing tasks. LVMH plans each of these steps carefully. 
The Boulogne Multicolor, a shoulder bag that went on sale in 2004 in Vuitton stores worldwide for about $1,500, illustrates how LVMH coordinates its operations. With the success of the Murakami line in 2003, Vuitton's marketing executives quickly began looking for a way to capitalise on it. They learnt from store managers that there was latent customer demand for a shoulder bag. In a workshop attached to the marketing department, technicians took a classic bag, the Boulogne, reworked it in multicolored toile, added metal studs and other touches, and named it the Boulogne Multicolor. The prototype went directly from the marketing department to top executives, who approved the bag without any involvement by the design team. In June, the prototype reached Vuitton's factory in Ducey. 

LVMH planned its entry into India carefully after spending sufficient time trying to understand the Indian market. The company closely monitored Indians who were buying luxury brands abroad. This gave the company a good feel for how the market worked. When LVMH opened its first store in India (in Delhi) a couple of years back, it found strong demand for its premium, aspirational products. According to LVMH sources, the major reason for the success was the simultaneous launch of products and services in flagship stores in Paris and India. This earned LVMH the trust of discerning Indian consumers. LVMH's experience is clear evidence that the super rich of the world, irrespective of which country they belong to, have similar lifestyles, tastes and aspirations. They want the best and the latest in fashion. At many big social functions today in the country, it is not uncommon to see women carrying Vuitton's Theda or Monogram Ambre handbags. Now LVMH has plans to launch other brands like Fendi, Dior and Celine for Indian customers. The company has also started introducing products from the spirits division ranging from Moët & Chandon champagne to Hennessy cognac and the recently launched luxury vodka Belvedere.  
Global positioning of products often evolves over time. Ford offers some useful insights in this context. The automobile giant’s Escort model was launched individually in different countries. Each country not only came up with its own positioning but also developed its own advertising messages  using local agencies. In some countries, the product was positioned as a  limousine and in others as a sports car. Compared to the Escort, Ford’s compact car, Focus was a classic example of global positioning. The Focus was launched across different markets as a car with a lot of design flair, plenty of space, great fuel efficiency and special engineering features to enhance safety.  Ford employed only one advertising agency for the launch of the Focus. 

Nestle uses positioning documents for its global, as well as, important regional brands. These documents are prepared by the respective strategic business units in consultation with marketing personnel from different parts of the world and are approved by the general management. 
Global Advertising 

Global companies look for opportunities to standardize their advertising campaigns across the world. Standardization simply means that one or more elements of the advertising campaign are kept the same across markets.  The major elements of a campaign are the message and the execution. So a truly global campaign is uniform in message and execution. Often the message is the same but minor changes are made in the execution to comply with local regulations or to make the advertisement more appealing to local audiences through the use of voice-overs or local actors. 

The case for Standardization

Standardization of advertisement campaigns can yield many benefits for a global company:

Scale Economies:  Producing a single commercial is far cheaper than making several different ones for each individual market.

Consistent Image: For many companies that sell the same product in multiple markets, having a consistent brand image is extremely important. Message consistency also matters a great deal in markets with extensive media overlap (The same media operates in many countries) or for goods that are sold to “cosmopolitan” customers who travel across the globe. Banking is a typical example.

Global Consumer Segments: Cross-cultural similarities favour a standardized advertising approach. In many product categories, both the young and the rich have very similar tastes the world over. Bausch & Lomb’s first Pan-Asian campaign for Ray-Ban sunglasses, targeted Asia’s Generation X-young (age 16 to 25) and trendy Asians with buying power. Each one of the spots ended with the tag line: “Whatever you’re looking for. Ray-Ban the new look.”

Creative Talent: When local creative talent is scarce, the case for a global ad campaign is very strong. A central creative team’s expertise can be leveraged across markets.
Cross-Fertilization: Global campaigns also make sense when coming up with a good idea typically takes a long time. Once the marketer has hit upon a creative idea, it makes sense to leverage the idea across countries. Nestle used the idea of a serialized “soap-mercial” that it was running for the Nescafe brand in the United Kingdom for its Tasters’ choice coffee brand in the United States. The campaigns, chronicling a relationship between two neighbours that centers around coffee, were phenomenally successful in both markets. Similarly,  when P&G introduced Pantene shampoo in Latin America, it used a spot that was originally produced in Taiwan. Only a few minor changes were made to allow for local cultural differences. 

The Case against Standardization 

Advertising campaigns may  be difficult to standardize due to differences in media infrastructure.  In many emerging markets, there is a low penetration of TV sets in rural areas. Cultural differences are also a major challenge. Differences in government regulations also stand in the way of developing a standardised approach to advertising. In Germany, comparative advertising is not permitted.  Commercials showing children eating snacks are not allowed in Italy. Many countries impose restrictions on the advertising of alcohol and cigarettes. Let us briefly examine some of these challenges. 

The Hofstede framework & global advertising

The Hofstede cultural grid is useful in understanding the influence of culture on global advertising. The grid classifies national cultures on various dimensions: power distance, uncertainty avoidance, individualism, masculinity, and long-termism.

Power distance refers to the degree of inequality that is seen as acceptable within the country. Ads that position products or services as status symbols may be effective in countries with large power distance. 

Uncertainty avoidance relates to the extent that people within the culture prefer structured situations with clear-cut rules and little ambiguity. So campaigns that use testimonials may be advisable for cultures with high uncertainty avoidance.

In countries that score high on invidualism, people see themselves as individuals rather than as part of a group. This cultural trait might determine whether ads should feature people alone or in a group setting. 

Masculinity reflects typically “male” values such as performance, success, and competition. Ad campaigns ought to recognize these values in highly masculine societies.

The final dimension is the long-term versus short-term orientation of a society. Cultures with a long-term orientation are driven by values such as thrift, perseverance and longevity. Ads developed for audiences in countries that score relatively high on long-termism might consider projecting long-term oriented values in their message appeals. 

In group-oriented cultures, comparative advertising is not acceptable because the other party will lose face. In feminine cultures, comparative advertising may be too aggressive. When there is a mixture of collectivism and masculinity, overt comparative advertising that focuses on competing brands is again not recommended because of the “losing face” issue. However, advertisers can make comparisons with another product from the same company to show how much better the new product is than the old one. In cultures that combine individualism with femininity, comparative advertising works as long as it is done in a modest, non-aggressive manner. An excellent example is the slogan used by Carlsberg, a Danish beer brewer: “Probably the best beer in the world.” It is in cultures that combine masculinity, with individualism, that comparative advertising is most likely to be effective. 

While the Hofstede framework is useful, it should not be applied mechanically. Value systems may change over time. For instance, Japan has become much more family-oriented during the 1990s. This shift from materialism and status towards family values in Japan has spurred commercials that center around family life. Similarly, values such as individualism may change with time. Moreover, the same values may not prevail, all across a nation. Thus, within a country like India, the culture may vary across the important cities. In India, the city of Kolkata, for example, has a far more feminine culture,  (quality of life) than Mumbai (material success).
Advertising Copy strategy for global marketers

There are several ways of developing multinational ads. At one extreme, the entire process may be left to the local subsidiary or distributor, with only a minimum of guidance from the headquarters. At the other extreme, global or regional headquarters may make all the decisions, including all the details surrounding the development of ad campaigns. Many approaches fall somewhere in between these two extremes.

Export Advertising: Here a universal copy is developed, with the same positioning theme for all markets. Visuals and most other aspects of the execution are also the same. Minor allowances are made for local factors, but by and large the same copy is used in each of the company’s markets. Obviously, this kind of approach leads to the same brand image and identity worldwide, minimizes confusion among customers, generates substantial cost savings and facilitates effective planning and execution of the global campaign. 

Global prototype Advertising: In this case, guidelines are given to the local affiliates concerning the execution of the advertising, via manuals or audiovisuals. Mercedes uses a handbook to communicate its advertising guidelines to the local subsidiaries and sales agents. The Swiss watchmaker TAG Heuer provides detailed guidelines covering all aspects of its communication approach, including rules on business card design. In case of Wrigley, the Chicago-based chewing gum maker, audio visuals offer guidelines on ad execution, including details such as how the gum should be put in the mouth, tips on the handling of the gum before the shooting of the commercial and so forth. Examples of clips that follow and do not follow the guidelines are provided. The tape also mentions under what circumstances, deviations from the norms are acceptable.

Pattern Standardization Advertising: In some cases, headquarters spells out guidelines on the positioning theme (platform) and the brand identity to be used in the ads. Worldwide brand values are mapped out centrally. Responsibility for the execution, however, is left to the local markets. This way the brand consistency is sustained without sacrificing the relevance of the ad campaign to local consumers. Smirnoff’s “pure thrill” campaign showed distorted images becoming clear when viewed through the Smirnoff bottle. However, the specific scenes that were used, varied across countries, because of different perceptions about what is “thrilling.” Seagram the liquor marketer, once used a similar approach for a campaign it ran for Chivas Regal. After doing a copy test in seven countries, Seagram picked a campaign that consisted of a series of 24 ads, each using the slogan “There will always be a Chivas Regal.” Marketing executives in each country, could select the specific ads from the series for their market. Instructions on proper positioning themes and concepts were shared with the local agencies and affiliates through manuals, videotapes, or other means. 
Lead-Country Concept: The lead-country concept is used by many global companies like Colgate-Palmolive. For instance, for Colgate Tarter Control Formula, the lead country was the United Kingdom. Apart from the lead country, inputs are provided by the advertising agency and the global business development manager. The details of the campaign are summarized and sent to the various subsidiaries. Dupont’s handling of its Lycra brand advertising is another interesting example. The synthetic brand is used in a wide variety of applications (e.g., swimsuits, running shorts). Its brand identity is communicated via the global tagline: “Nothing moves like Lycra.” However, each application also has its own positioning. Responsibility for coming up with application-specific positioning themes is delegated to countries where the application is most prominent. For instance, the Brazilian country manager is in charge of swimsuit positioning, as Brazil is the lead market for this particular application.
Global or pan-Regional Meetings: Many multinationals rely on global or pan-regional meetings to coordinate their international advertising. Executives from the advertiser and agency often take part in such meetings.

Cultural Differences: Advertising campaigns are difficult to standardise for culturally sensitive products such as food and even for more upscale items such as drinks. Take the example of cognac. The user benefits of cognac are by and large the same worldwide. But the usage context, varies a lot. In the United States, cognac is consumed as a stand-alone drink, in Europe, often as an after-dinner drink. In China, it is consumed with a glass of water during dinner. As a result, while promoting the same brand image, Hennessy adapts its appeals according to local customs. 
The way the message is to be transmitted is also linked to the culture. A printed ad originally created for Siemens in Germany to convey “energy” was considered unsuitable for the Hong Kong market. The German ad showed a crowd of enthusiastic youngsters at a pop concert. In Hong Kong, Siemens used an ad that showed a fireworks display with a view of the Hong Kong skyline.

P&G made a big advertising blunder when it introduced its disposable diapers Pampers  in Japan. The commercial showed an animated stork delivering Pampers diapers at home. Japanese consumers became confused when they saw the bird delivering disposable diapers. Babies were expected to arrive in giant peaches that floated on the river to deserving parents. Later, P&G began to use a  more relevant campaign to promote Pampers using the testimonial of a nurse  who also happened to be an expert mom.
Nestle has made attempts to transfer advertising content across countries. But the company realizes there are obvious limits. CEO Peter Letmathe once explained through an example
: “Some time ago, Chile produced an outstanding Nescafe commercial. In a little house by a lake, a man gets up early and tries to wake  his son (who prefers to stay in bed) to go fishing. We see the disappointed  father sitting in the morning mist at the lake. Then the son reconsiders the  decision, gets up and makes a cup of coffee and brings it to his father for a  moment of spontaneous renewal. Their whole relationship is built up through coffee. Now, the same commercial, projected in a different market can bring  completely different connotations. In Paris, you might even provoke  ecological feelings that look almost like an environmental statement. The  same images are perceived totally differently.” 

Language differences
Language is one of the most formidable barriers in international advertising. Numerous promotional efforts misfire because of language related issues. When working in multiple languages, advertising copy translation mistakes are easily made. In general, there are three different types of translation errors: simple carelessness, words with multiple meaning and idioms. One US advertiser ran a campaign in Britain that used the same slogan as the one that was used back home: “You can use no finer napkin at your dinner table.” The company did not know that the word napkin was used as a slang for diapers in Britain.
Indeed, because of these challenges, sometimes, it may make sense not to translate the slogan into the local language. Instead, the English slogan can be used worldwide. The Swiss luxury watch maker TAG Heuer has used the tag line “Don’t crack under pressure” without translating it in overseas markets. Other examples of universally used slogans, left untranslated are “Coke is it” and “United Colors of Benetton.  Of course, for TV commercials, one can add local subtitles for the benefit of the local audience.
Religious differences
Many of the trickiest communication issues are related to religion. In Saudi Arabia, for example, only veiled women can be shown in TV commercials. P&G overcame that constraint by creating a sport for Pert Plus shampoo that showed the face of a veiled woman and the hair of another woman from the back. In Brazil, Pirelli, the Italian tire maker, ran into problems when it used an ad with a Christ-like depiction of Ronaldo, the Brazilian soccer star. The ad showed Ronaldo with his arms spread and a tire tread on the sole of his foot, standing in place of the “Christ the Redeemer” statue. The ad was severely criticized by the Brazilian church authorities and the Vatican. In France, the German car maker, Volkswagen ran into problems with its ad campaign for the Golf. After protests from local bishops, Volkswagen withdrew  a billboard campaign involving an ad for the Golf relaunch with a modern version of the Last Supper.
Regulations 
Regulations usually affect the execution of commercials. In case of Ray-Ban, the theme that was used in the Pan-Asian campaign was the same across Asia. But the execution sometimes differed due to local regulations. With Malaysia, not allowing foreign-made commercials or ads featuring Caucasians, Ray-Ban was forced to develop local commercials for Malaysian TV. We examine regulations in more detail in a box item.
Advertising Regulations
Advertising regulations vary across the world. This limits the scope for a globally standardized advertising campaign.

Vice Products and Pharmaceuticals: Tough restrictions, if not outright bans, apply to the advertising of pharmaceuticals and so-called vice products in many countries. Japan prohibits the use of the world safe or safety when promoting over-the-counter drugs. Similarly, rules on the advertising or tobacco and liquor products are stringent in many countries.

Comparative Advertising: Comparative advertising is heavily restricted in many countries. For example, until recently, advertisers in South Africa could not name competitors, show rival brands, or make comparisons that referred to the competing brand. In other markets, such as Colombia, marketers that use comparative advertising must substantiate their claims. 

Content of Advertising Messages; The content of advertising messages can be subject to certain rules or guidelines. In Vietnam, a campaign, showing a Western businessman who offered a San Miguel (Philippine beer) to an Asian colleague, used the slogan “San Miguel: A Sign of Friendship.” The ad was banned because the local authorities believed that beer could not be a sign of friendship. Ads may also be banned or taken off the air because they are offensive or indecent.

Advertising Toward Children: Another area that tends to be heavily regulated is advertising targeted at children. Some markets (e.g., Quebec) simply prohibit TV stations from airing children’s ads. In Finland, children cannot speak or sign the name of a product in commercials. Italy bans commercials in cartoon programs that target children. China also has rules regulating advertisements aimed at children. Contrary to regulations in Western countries, most of the standards centre around cultural values: respect for elders and discipline.

Various other kinds of advertising regulations are found in other parts of the world. Some countries only allow advertising in the local language or commercials that are produced with local talent. In Saudi Arabia, various regulations apply:

· Advertisements of fortune-telling books, publications, or magazines are prohibited.

· Advertisements that frighten or disturb children are not allowed. Preludes to the advertisements, which may appear to be a news item or official statement are not encouraged. 

· Comparative advertising is prohibited.

· Non-censored films cannot be advertised.

· Women may only appear in those commercials that relate to family affairs and their appearances must in no way compromise their dignity. 

· Girls under six years of age may appear in commercials only if their roles are limited to child activities.

· A woman should wear a long suitable dress, which fully covers her body except face and palms. 
Market Maturity
Differences in the degree of market maturity may also rule out a standardized advertising strategy. Following the breakup of the former Communist Bloc, the major challenge faced by P&G was to educate consumers by giving them product information. When Snapple, the US based “New Age” beverage, first entered the European market, the biggest challenge was to overcome initial skepticism among consumers about the concept of “iced tea.”

“Non-Invented-Here” (NIH) Syndrome: 
Finally, efforts to implement a standardized campaign often also need to cope with the NIH-syndrome. Resistance to standardization may come from local subsidiaries and/or local advertising agencies. Local offices are often reluctant to accept creative ideas/campaigns from other countries.
Advertising Agency

Global companies have to decide whether to invite advertising agencies to serve product accounts on a multicountry or even global basis. Many companies use global agencies to facilitate the integration of advertising activities. Indeed, many agencies are themselves making international acquisitions or forming joint ventures to extend their international reach and their ability to serve clients on a global account basis. (We saw in Chapter 7 how marketers manage global accounts.)
A totally decentralised approach would mean selection of different agencies for different countries.  While local agencies may better understand the needs of  the local markets, too many of them can create problems. Nestle once employed over 100 different agencies. As the company looked for global branding opportunities, coordinating the activities of multiple agencies became a major problem.  Nestle decided to retain only a few agencies – Mc Cann Ericsson, Lintas,  Ogilvy & Mather, JWT, Publicis / FCB and Dentsu. 

Nestle subsidiaries have encouraged their local agencies to tie up with the company’s global agencies. The rationalisation of worldwide communications efforts has helped Nestle cut advertising costs in the case of products such as coffee, ice creams and chocolates. 

In selecting an agency, the international marketer has various options:
· Work with the agency that handles the advertising in the firm’s home market.

· Pick a purely local agency in the overseas market.

· Choose the local office of a large international agency.

· Select an international network of ad agencies that spans the globe.

Although the trend seems to be favoring international agencies, many global companies select a combination of both international and national agencies. Various factors must be considered while resolving this issue:
Company organization: Companies that are decentralized may want to leave the choice of agency to the local subsidiary. 

National responsiveness: If the global agency is not familiar with local culture and buying habits in a particular country, a local agency may be desirable.

Buyer perception: If the product needs a strong local identification, it would be best to select a local agency.

Market coverage: Does the agency cover all relevant markets? What is the geographic scope of the agency?

Quality of coverage: What are the core skills of the agency? Do these skills meet the standards set by the company? Is there a match between the agency’s core skills and the market requirement? For instance, in a market like Japan where media space is scarce, media buying skills may be as critical as creative development.

Expertise with developing a central international campaign: Does the marketer/agency have expertise in handling a central campaign?
Scope and quality of support services: Besides creative skills and media buying, agencies are often expected to provide other services, like marketing  research.

Desirable image: The image that the company wants to project with its communication efforts also matters a great deal. Companies that aspire to develop a “local” image often assign their account to local ad agencies. 
Size of the Agency: Generally speaking, large agencies have more bargaining power than small ones, in media buying.
Conflicting Accounts: If the agency already works for one of the company’s competitors, there may be a conflict of interest. 

Media Planning
An important decision that international marketers face is the choice of the media in each country where the company is doing business. The media infrastructure varies significantly across countries or even between regions within a country. In some countries, media decisions are much more critical than the creative aspects of the campaign. In Japan, as mentioned earlier, media buying is crucial, due to the scarce supply of advertising space. Given the choice between an ad agency that possesses good creative skills and one that has enormous media-buying clout, most advertisers in Japan would pick the latter.
In developed countries, various media choices are available. In other countries, the range of media channels is extremely limited. Government controls heavily restrict the access to mass-media options such as television in countries like Saudi Arabia and Germany. 

Standard media vehicles such as radio, cinema, and TV are well established in most countries. But new media such as cable, satellite TV and pay-TV while steadily growing, have not gained acceptance in some developing countries. Advertisers must align their media mix with the local environment. 
Intel has built brand awareness in China by distributing bike reflectors in Shanghai and Beijing with the words “Intel Inside Pentium Processor.” Advertisers in Bangkok have taken advantage of the city’s notorious traffic jams to target commuters on the roads.  Popular media vehicles include outdoor advertising, traffic-report radio stations, and three-wheeled taxis (tuk-tuk).
A major obstacle in many emerging markets is the overall quality of the local media. In China for instance, in many print media, for many years, no reliable statistics were available on circulation figures or readership profile. The print quality of many newspapers and magazines was also appalling. Newspapers demanded full payment in advance when the order was placed and asked for additional money later on. There were no guarantees that newspapers would run the ad or TV broadcasters would show the spot on the agreed date.
A key issue in advertising is which of the media-print, broadcast, transit, and so on to utilize. Newspaper availability  may range from one daily newspaper per family in developed countries to as high as one per to 200 persons in developing countries. There are waiting periods of up to two years in some countries before an advertiser can obtain broadcast time. In some countries, television and radio stations can broadcast only a restricted number of advertising messages. 
The importance of radio as an advertising medium has decreased over the years. As a proportion of total measured media advertising expenditure, radio trails considerably behind print, television, and direct advertising. However, in countries where advertising budgets are limited, radio’s enormous reach can provide a cost-effective means of communicating with a large consumer market. Similarly, when people spend a lot of time traveling to work, radio can be a very effective medium for reaching out to customers. This trend is quite common in the US and is picking up in India as people in cities like Bangalore, Hyderabad and Mumbai spend a lot of time traveling to work.
As countries add mass-transportation systems and improve their highway infrastructure, advertisers are utilizing more indoor and outdoor posters and billboards to target the buying public. Japan is by far the leader in the use of outdoor and transit advertising. 
Recent trends in media can be summarized as follows: 

· Shift from Radio and Print to TV Advertising: TV has become the medium of choice for advertisers worldwide. Many advertisers who traditionally focused on print media are shifting to television. 

· Rise of Global Media: Global media hold special appeal for international advertisers, as they can help advertisers target customers who would otherwise be hard to reach. In contrast to most local media, they tend to have a very well-defined audience. 

· Growing Importance of Multimedia Advertising Tools: More and more advertisers worldwide are experimenting with multimedia. Interest in the Internet as an advertising vehicle is increasing though access and use differ substantially across countries. Recently, Unilever used multimedia effectively to promote its Axe deodorant. Pepsi has used a similar approach in India.

· Improved Monitoring: Monitoring is important to get the most out of the money spent on advertising. Advertisers must regularly monitor broadcast and print media and track how much, when, and in what media their competitors advertise. Fortunately, in more and more countries, agencies exist for monitoring the media landscape.

· Improved TV-viewership Measurement: To plan a TV ad campaign, high-quality viewership data are an absolute must for marketers. In many markets, measurement of TV viewership relies on diary data collected by a local market research agency from household panel members. Such data is not very reliable. But the advent of new technologies has led to monitoring devices that allow far more precise data collection than past tools. A good example is the people meter, a device hooked up to the TV set of a household panel member that automatically registers viewing behaviour.

Conclusion

Global brand management involves various considerations. In general, companies keep a mix of global and local brands in their portfolio.
For example, Nestle markets local, regional and global brands. The company owns hundreds of different brands worldwide. Nestle’s brands are organized in a branding tree. At the root are worldwide corporate brands like Carnation, Nestle, and Perrier. Then there are strategic brands that are managed at the strategic business unit level.  Examples include Kitkat, After Eight, and Smarties. These are followed by the regional strategic brands. For instance, in the frozen food category, Nestle markets the Stouffer’s brand in America and Asia and the Findus brand in Europe. Finally, there is a multitude of local brands that are the responsibility of the local subsidiaries.

Carlsberg, the beer brewer, is another good example. In a recent interview
, Alex Myers, a senior marketing executive mentioned that in the beer business, a portfolio of brands provides more strength than an individual global brand, “So typically in each region, we have a local power brand, which could be say Carlsberg in the United Kingdom, Tuborg in Denmark, or Baltika Breweries in Russia. It might be an international name but in that region, it is performing the role of a local power brand. It is like the middle of the sandwich – the meat. Above that segment in each market, we will drive our international brands, or in places where an international brand is the power brand, we also will emphasise the other international brands. Then you probably have some regional and local brands that could be for the value segment.” 

While global brands can offer tremendous leverage, in-depth analysis must be done before converting local brands into regional or global ones. Local brands can sometimes be much more appealing to consumers than their global competing brands. This is especially true when there is not much benefit in going global. In the Polish detergent market, P&G launched Ariel and Unilever introduced Omo, but found it difficult to displace Pollena 2000, a local brand owned by Unilever.

Linked to global branding decisions are those relating to advertising and media planning. Despite cultural, language, religious and regulatory issues, global companies must look for opportunities to standardise their advertising strategy. The same argument applies to media planning despite significant differences relating to infrastructure and usage across countries. 
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