Mow ia not the time for value amalysiz
or altcrations o the product design: the
full detnils of such matters must have
been seitled before full seale production
begivn, Allention must now concentrale on
ensiring that the production programme
s Tulfilled ay the required rate of oartpat
andd @il the requisite qualily. Volume and
quality control are the final elements to
walcli,

FRESENTING THE PRODUCT TO
THE MARKET

The time will eventally arrive when
all the contributions which design and
stceptunce [esling con make to prodoct
innovation will have been made. An
appraisnl of the return anticipated on 1he
invesiment involved has been caleulated
for given levels of sales, and production
is prepared to mest such demands on its
copacily. Manngement must now presenl
ils mew product to the market as ves one
more produgt & compete for purchasing
power. Even now, however, except in
phnormal market cireumstances, i will
he inmdvisnble to jump directly intos the
nalional market as a whole,

There are a large number of factors in
the marketing situation, other than the
produet itsell which we have so far lorgely
been comsidering, which are only ignored
a1 preat peril. The mos ebvious are the
ufvertising approach, brand name selec-
tion, the package design, the buying of
media  space, sales represeptative  and
eclailes/wholesaler bricfings, the sell-in,
distributlon arrangements and so on. Net
only has the marketing mix to be decided
bul the lnunching ilself i a major orpanis-
stionnl  activity, PER.T. systems can
prove of grenl assistance,™

For any specific product some of the
frctors involved will be less of o problem
than others. One more product added to
13 existing range will nol normally en-
courder particular problems in distribu-
lion, sinee enirde inlo appropriste ouilels
dready exists. If, however, the product is
ina new ares, nol only new salesmen

- L Sl

L *The Right Order of Things", L. J, Haade,
Progress, 31 %64,

with differing technical background Ay
be required, bul new outlets of o dilferent
type altogether may need to be sold into.

It is as a result of the many complexi-
ties which a major product launch involves
that the techniques of dest marketing and
aren markeling have evolved, Bolh seck
o commence felling on a limited basis,
often just o single T.V. region, or a few
counties. Test marketing, on balance, is to
be preferred,

It gels ot 40 mount a marketing opera-
tion in a microcosm of the tolal market
which in all possible respects will simulate
what should occur nationally. What
happens ds carcfully examined by con-
tinugus research procedures, checking the
distribution levels achieved, the effect of
any advertising campaigns and the reac-
tions and off-take by consumers, partic-
ularly repeal purchasing,

Arca macketing on the other hand s
markedly less scientific, and as such is
unable o give the more accuratc eslimote
of likely effects i the new product poes
national. It docs, however, in the event
of faflure, enable one to withdraw & pro-
duct without o great loss cither of face or
resources. Aren marketing is best regnrded
as merely phase one of a plan o market
a product natienally, which is tekled in
stages when the full effort of a national
lounch would overlnx the firm, It is o
policy of confident, some would say over-
confident, munagement, for if snles levals
are unsatisfactory there s no rescarch base
1o indicate what the deficiencies might be,
and it is of course too late 1o discover
what consumers thought before they were
informed of the product or were cxposed
o its promotions, MNor da there any
qualitative measuere of the distribution
oitained in relation to the universe of
outlets in the aresn,

Test marketing, therefore, is to be pre-
ferred becawss it constitutes & controlled
experiment of the cventual  national
activity. I it is to provide the necessary
accurale results for projection o the (otal
market in respect of sales achieved and
their quality: of the level of repeated pur-
chasing to be expected; then ETEAl Care
must he taken in the selection of the
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location for test marketing and the way
it s condueied,®

It is quite crecial, once the praduct is
Put inte a lest markel, that nlternmtive
courses of uetion are ready in the event of
slrong  competitive reaction, Particularly
where 0 new produet s twckling a firmly
entrenched  market, fierce competilive
counter measures shoulg e onlicipated,
Marketing any product is 3 dymimic pro-
cess, and it is not sullicient for the resenrch
man o plead that he needs six months
before fie can really evaluste the oulcome
of he test when n new product is being
undersald to kil by minnt compelijors,
The outcome of the tes j5 already obvious.

Slatistics on pew product Failures in
the United States from the Federal Bureau
of Commerce indicate that they stand as
high as 20 per cent after four years, Well
over half the products fest marketed in
Britain are thought never 1o get beyod
their test ares. This second stafistic
focuses particular attention on the eriteria
by which n tes markeling operation is o
be judged,

The DBritish Market Research Burean
has mecently released a tentative avalug.
tion of 44 test operations for which it haog
been responsible The evidenee available
deals with new grocery and chemist lines,
and shows clearly how sales build up in
ests 1o o peak and then stabilise nt a
lower level, The valuable statistie which
has emerged is the relationship between
the peak and the stabillsation level, known
25 the drop factor. This has been found
lo Femain more or less constant when fesi
markets are exiended fo 3 national opera-
tion, There does not yet scem to have
been much success in predicling the actual
peak Tevel or stabilised fevel of sales, The
avernge drop encountered iz about 40
per cent from the peak sales renched,
however, which enables two rules of thumb
o enberge:

1. I at any singe during the initial sales
build-up, sales exceed twice the rate
of the stable target level, (hers is o

“The Use and Abuse of Test Martket Re-
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three 1o one probability that the -
duct has made i,

2. Unless peak sales exceed the tarpet
stnble level by e least 50 per cent
there is a thres to ong probability
that the product will fuil 1o i
its targer,

Although this recent addition o pen-
erlly avuilalle knowledge of test market-
iNg represents o swhstantinl advaneg in
the plunning of new product innovalions,
it does nod cover many qualitative aspects
which such tests must seek o understind,
The product Mty prove to creale for
itself on fest o smnll minority market, for
example, which is devoted 1o it, rather
than a mass market with a level of siles
ll-take originally envisaged. This min-
ority markel could transform (he cenlire
marketing approach, making it possible
1o reduce, perhaps drastically, the original
estimale of sales costs pnd mistinmum
distribution. A new marketing synthesis
could emerge which makes lower sles
off-takes quite economic ar an Inerensed
price,

O the other hand, high offiake and
an absence of repeat purchoses eould
indicale a serious defecy in the produect,
or advertising, in that it failed fo sauare
with expectutions which lng heen aresed.
User atlitude research can help to pin
down particular shorteomings,

In any interpretation of test marketing
resulls, management muse nlwnys remem-
ber that the product with which they have
grown s0 familine is quite fresh 1o jis
wier, We all, as consumers, have gn
existing set of values with which o FiEw
product jden may he imcompntible, We
may be slow to iry and even slower 1o
faece we may be slow o understand thes
complexities involved, We need sympa-
thetic understanding, nnd the mineketing
man needs an intellizent appreciation of
that aced if ho is 1o fully evalunte the
resulis he obinin,

Al the end of the 12st marketing stage,
the fiem ean have o clenrer picture of just
how the new product has fared in ob-
laining o sustained level of sales, what

= "Researching foer Maniple Markets™ B, Tate
?nﬂ I. Rothman, Scicnlific Business, Auopuos
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distribution it hos obloined and  what
users” atlitudes towards it are. Further-
more Lhe production departments have had
experience of producing the product at
the requisite quality level and rate, II
onte again, the test procedures give the
new precluct the go-ahead, the blueprints
“in ol sectors will be ready and tried, The
new product will stand itz best chance of
success i the nutionel market,

iIt is perhaps appropriate af the prestnt
time 10 draw specilic atiention 1o the use
of the word mational market in oor dis-
cussbon, Many products have an inter-
nation appeal which differs no more than
procuct appeal cnn between Beotland nnd
South-East England. But it Is as well 10
be over-wary of radicnl differences and 1o
approach forelgn morkels with respect.
This often implics farther experimentation.)

THE OVERVIEW

Our  ultimale justilication  for  this
lzngthy and discursive examination of the
procedures of product innovation in the
firm, set in the current patiomal con-
fext, is that it trics (o give the overview
which the reneral manager should have.
Moturolly there will be times when he
will have to short eircuit the process or
where a new product idea is not of
uflicient value 1o justily some of the
procedures cutlined, But this having been
sabd nodhing ean shake our fundamental
certainty thai preduct innovation, which
is the life blood of almos every enterprise,
mast be kept continually under planncd
control, Only by such planning can it be
epsured that the complexities are mastered
and all relevant inputs are made early
enough on to reduce costs for optimum
resulls,

Organisations which operate in such o
way create the atmosphere in which volun-
tary feed-back from all arcas adds further
strength. Dynamic innovative OrgAnisa-

tions of this lype have a crucial rile 1o
play in the Brilish economy; they also
ensure the oplimum return 1o the share-
holders angd those who devole their time
and Inbour to the busincss.

11 is appropriate, in conclusion, to mén-
tion bricly the type of overall organisa-
tion which firms have established 1o
ensure that they do not fall short in their
development of new products. Naturally,
evidence comes mainly [rom the United
States, Many have sel up separate product
development departments charged with
supervising all plans from applicd researcly
within the framewark of company objec-
tives through o launching full-scale onto
ils market. 5, C. Johnson & Son repord
that particularly in the area of co-ondina-
Uon between research, development and
markefing, such o depantment has a vital
rile to play.® It nlso necessitated clarifica-
tion of company product objectives and
strategy in a way not appreciated before,
A special new products depariment is by
no means universally accepted, however,
since il noturally adds funher problems
of communication. Others place grealer
emphusis on the sctions and re-nctions of
management rather than organisaticnal
forms, Nevertheless, it is conceded that,
in companies with sirong departmental
barrices, 4 specialist corps of new product
developers may well be the cnly way 1o
case product innovations over the various
barriers™

Ouite obviously the prablem of overall

isation can only be resolved on an
individual firm basis. It is our final obses-
vatlon (hat it deserves atlention by every
firm.
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