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PARF¥PING RESFALCE KD SALES PRONOTIGH IN AFRICA:

A Prapmatict s Yiew

As peOple_invn]ved in industry and ndusirial developmernt, we have
all heard *markctin.g horror startes! fror 4ice to bime, Typieal cases
involve exnennive new facicrire runnine 0t o frection of theix cupicity, or
completely shut dowr tecwuse warehousnaz are mulging with ungelsd cr unsale~
able {inigh«d products, Th:ia kind of wizfartvne happens ever wnere, and
I have encountered some exniples in Africa, Here arc a few illustrations,

suitably disguised: .

1, Production ot & precessed fruit product for export was developed
at great cost by setting ur plant rurseries and extenuion gervicez for small-
holders. OSubstantial invesiments were made in a factory and stiorsge facili-
ties. The crop .s aemi-permanent and raquires special soil preparation which
is coatly but lasts for years. Suddenly the overceas market seemed to

disappear. Stocks of the product began to pile up. Since apreements had

been made with rowers! co-operatives, the factory kept accepting fruit and
hoping that the vteep decline ar sries was temporary. Nventually it was
discovered trat the oversens rarket vng now beinp sunplied with a lower quality
btut cheaper variety picduced 1n un Asion country. The market was not
gensitive to the ouality differenne, 2and converting the African growers to the

cheaper producti would Ye prohibitively erpercive,

2. A rews article published in an africun capital two or three years
ago expressed an understandable frustration. The article card { pardaphrased)s
"de were very prov? in unnounciny ithe opeming of our rew textile mill six
monthe ago. iow the fuctory m.nagement iz threatening to send the workers
home because most of the productior ies still unscld and bank overdrafis are
exhaugted.”

1. In another country which leads in the production of a high-value
bean crop, I was shown a magnificent facility which had been Puilt %o grade
the product. It examined each bean alectronically and rejected any which were
imperfect in weight, shape, or colour. The purpose was to permit the product
to qualify to a higher international grade standard, and thus tc sell for
a premium price. Although the plant had functioned perfectly in trials, it




wag idle nd padlocked. The trad.tional overseas ¢ stomers were

verv price conscioun and would not vay or the higher prade,

4e A tactory producing knitted shirtr was leting monoy. The
entire pradvection was berne rold tr o dimtributer pt o fipura which
barely coverad ovi~oi-pockel contn.  Cheekin: reta’) outlet, it
wasg d:‘vncmemd thet middlemen wore Yabuerhingt belyeen 770 and 30 per

ceant of the ex-Tactory price.

¢ A producer of tiadine tapen uited 1n Sewing clothes tor ladias
and children corpliained that tmports were Plocding the warkei and
praventing sules of the loenl product, Yed tihe only prrkase sive in
which thn product wae ot frred for anle was v aitraesively prekapred bundle
containing 108 feet,  This wen fur foo laree o guwntity fer an individual

retail purchazer ‘o use,

fio A Narpe foud procersing fom win Youmd 4o Le in seriows finaneial
diffienlty. On the one hand its poreunit everhewd comts had increased
because fewer farmevs brousht their produce to ‘he tactery, On the
other hand, the warechoute wanr full of Crozen food: beeruse fower and
fewar merchants coue tn dhe Sorotory to fuy the product, Although the
factory had previously held - de facde moronoly position, reveral small
competing Tirme had recently becs forred by agiressive buciness men

nnd wore growing rapidl e,

Need for a Pramratic Approach

0f course hindstght is comparutively easy, and ench of us could
probably make a number of sugmeutions on how the problema outlined above
could have been prevented cr how some of them may still be overcome.
Yot there in an almost infinite variety of marketing mituatione. Success
often requiren imaginative approachvs, and the analysis in naeded in
Mbvgnce. One of the mosnt challensing and highly respecied courses
offered by a leading praduate school of businesa is titled *Creative
Marketing.' The trick, of rourse, is to identify the market orportunities
= in many countries this means to cee them before competitors do - and to
avoid 'traps! such as thoss which snared some of the nbove companies,




There are »lenty of handbooks and :hecklists on marl t research

and on sales promotion, and they can be usei'ul to markeling executives
and upecia]ista in Africn, But it ig easy Lo becom: enmerhed in
sophisticated techniquas and to lome track of the btasic real:iiex, It

is also true that detailed ratiatine of Ahe Vind we wenld like to have
for analysing market potential and for desimming promctional campaigns
are usually not available, in relatively znall mariets it weuld te eamy
to opend more on market surveys and adverticinge than the v.iluc of possible

sales would warrant. 1

9 My reaction to the uncertainties of the African ma keting situation

is simply to adopt a cenpletely pragratic approach, trying to start from
the basic facte of each cige. A conveniently simpla way tc begin working on

a probler i8 to write down o lint of seven keyv words, the 'Wour C's and

Three P's of Marketings.' Thece are: Nurtomer, Competition, Channels
(of distribution), Cowts; Produrt, Price and Premotimn, The next step is
to jot down notes summarizing the inforralion yeu have and the ideas which
% arige concerning possible approaches to a solution, The key worde help
’ ?”3 You to organize what you Ynow and stimulate thinking about the main aspects
of the problem and possible solutions.
. Marketing Variables aru Inter-ralated

s

As you know, this discussion ie intended to concentrats on market
research and cales promotion. Butit cannot be emphasized too much that
all seven of the key words refer to market ;-'_ng variahles which are inter-
related. For example, if you change the product design to suit a certain
group of customers, the cost will probably change. The competitive situation
and the price will have to be re-appraised. Thus a 'market research’

assignment will froquently need to consider a wide range of factors. Let's
take an axamp) e:

/1 There is an old story about a leading American merchant (Ceorge Wanamaker)

who said, "1 am sure that at least half of my advertising budget iz wanted, but I
can't tell which half.*




The Roofing Materi .8 Cace

A cement comapny in an African country d:d markect recearch on
the possibility cf selling nebesios-cemeni corrymnted roofing punels in
compelition with the conrrionly usel @alvan:.ie) rtcel sheatn, Bxeentives
went ahend with the schene, fesling that the product han rome depirable
foaturee which will mnahle i1 tov be promated ag on lmpreoued reofing
material. They already huve wellweatablishe? Jistribution chamels
throughout the country.

Now a third rocfing mterial project bag bean cuggestad. Tn India
and in Latin America, cevsrnl firms havs introduced 'asphaltic corrugated
roofing panels’ (ACHP) with fome sueress, Governcent teating programmes
have shown them tov he duratle, long-!ived, efteet tvey Ingert proof,
fire resistant, et~, The ex-factory cost iz alleged 40 be suffiriently
low to allow the proluct ‘o ba sold for half the price of the two main
competing producte. ACRP in made from siraw, taggasse, or similar fibrous
material. The panels are impresnated with asphalt and cnated with
reflective grunules or aluminium paint 10 reduce golar hont absorption,
In addition to a lower price in local currency, the foreign sxchange
requirement is comparativaly very low. (Thig is sopecinlly true in coun-
tries which have an oil refinery, since anphalt ie ecaentially a
by-product),.

In considering the new suggestion, how should prospective sponsors

’

tackle the following questionr which are hound to arise?

a) What ir the market for ACHP?

b) Whati customers will ACRP appeal to? Are there opportunitjes to create
& renge of products or at least a range of coatings? Would this
expand the group of customers?

c) What would be the ephimum pricing policy? Should the sponsora try
to obtain maximum profit per aquare meter of ACRP sold, by pricing
olose to the competitive products? Or should they strive to
build a large physical volume of seles by setting a low price?

o ot . T




L A - —————- -

d) Bow could salas of ACRP be proroted most effectively?

What effect will the choire of distribution channels have on the

level of saleu? Or the cost of distribution?

e) What should be the narket share target during each of the next
five years?

£) ¥hat responses by exisiing and potential competitors are possible?
Likely?

Igc_:hﬂicsl Questions or Basic Business Policy?

Although these qucstions raise technical matters relating to market -
research and sales promotion, they also involve basic issues of business
policy and stratesy. In short, it is vital 1o ‘he succesa of the project
that such questions receive careful attention before resources are committed.
A similar ocbservation would be in order in a case dealing with upgrading

of an existing product line, or with & plant-expansion proposal.

8ince crucial decisions will usuully have to be made without complete
detailed m porting information, ju gement and experi ice are important
ingredients. It is sensible to try to tap several pecple's knowledge and
reasoning poweres. At 2 suitable stage in the deliberations it may be useful
t0 have outside expertise available as a kind of catalytic force.
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