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£ Marketing Mantna: Get:
Sharper or Get Weaker

As the first flush of consumerism’s heady growth tapers off, further dividing consumer
pockets, spotting growth catalysts and attracting the right talent will redefine leaders

GOPAL VITTAL

ast week, 1 met two consum-
Lers. One was Revathi. a desti-

tute 30-year-old in rural Tam-
il Nadu. who seemed to be serious-
ly affected by food inflation. Surpr-
ised to find her using an expensive
soap, I :askedl lar vy e Hadl ot
considered a cheaper alternative,
Without a moment's hesitation.
she said the cheaper ones were me-
ant for poor people. The other was
Asha, a well-off 20-year-6ld in Ch-
andigarh. She had a range of exp-
ensive skineare Ff@du@f@, A660880:
ries and apparel brands. Nething
unusual. What surpiised me was
that the same Asha had traded
dewn to a eheap. diseeUnt bar ef
§eap. This §88H1m&bj contradicte:
Fy BeRavioUr By 60nSUMere A6F6SS
categeries 13 At a ene-oft:

Consider thesefacts. While the in-
come of households in the second
quintile is higher than those hou-
seholds in the fourth quintile by
120%, the growth in camsumption
across categories can vary. For ex-
ample. while growth in eonsumpti-
on of housemold durables and non-
duraibles across thesequiintilles rig-
s by 50%. it inereases by 200% in
the ease of jewelleny, entertain-
mentand elothing, and a whepping
400% when it eoiies te applianees,
furniture and footwear: Se, while
the cOASUMPERR Water table goes
Up for every eategery With inere-
ase 1A heugenold Income, S6Mme 6at
TH@H% 8ge E%BQHEHHQE GrOwih.

fat 1s why mest companies IA the
EOUALFY Rave Rad a Barty In Fee EHE
YBAIS —SOMEIMErE30 thad (i

That could change for three rea-
sons as consumers confront a new
reality First, with double-digit
food inflation, 80% of Indian hou-
seholds who spend over half their
money on food are being squeezed.
Seeond. rising interest rates have
meant a 20%-plus inerease in EMI
payments for the top quintile of
housenolds. And finallly. volatility
of input eosts has resulted in dik
ferential rates Qf iﬂﬂé{lgﬁ §6f6§§
gectors. These 6 éﬁg@& will mean
%feaf@[ volatility and wnpredictab:

ility I comsumption:

So.looking forward, over the next
couple of years, what will separate
the best companies from the poor-
ly-run ones? It will be in their abili-
ty toshift froma one-size-fits-allap-
proach toasharper. moresegment-
ed understanding of where consu-
mption is likely to grow faster and
where it could slow down sharly:
This will mean four things.

First, be more granular than ever
before. Segment the Indian market
into many smaller clusters of mar-
ketsand customersto really under-
stand them in a much sharper way.
In doing so, go beyond the lens of
the category and look at the consu-
mer holistizallx TakeBiiar, for ex-
ample: the investment in educati-
on of the girl child in that state will
change the structure of eonsumpt-
ion dramatiieally in the nextfive ye-

ars. With this granuilaw;, but holist-
ic, understamdlimg, ask the questiio-
ns:whereare the profit pools? Whe-
re isgrowthand why? Which segm-
ents will you ignore? Where will
you step up investments? In ansu-
ering these questions, construct a
portfolio of market and customer
segments toleveragethe unpredic-
table ups and downs that consump-
tion will invariably see across seg-
ments. One categoiyw for example,
fias werked out a growth quetient
for every town in the eeuntry that
indieates the propensity of the eat-
egery te growinagiven 9699?@%‘;(
Second, identify which combina-
tion of levers will drive growth for
each of these clusters. Almost all
companies realise that product
performamce, the impact of price,
the role of advertising. the role of
promotion. the role of investments
In building lasting relationships
all vary aeross market and custom-
er segrments. Yet. there are few stor-
ies of applying this combination in
different ways aeross markets and
customer segments. Take a glaring
example. Why is it that there is an
almost obsessive focus on custe-
mer a@qmgumn VBrsus Fetentien
even when it is elear that the life-
time valug of a leyal sUstemer 1§
many multipies of that of a Aew
customer? Theanswer fe that l§¥h6

mindset of ‘lland grab". After all, in
a market that has grown so rapidilly,
return on investment for acquisi-
tion is more tangible and easier to
measura:. The central challenge go-
ing forward is, therefore, to devel-
op a fact-based and holistic way to
measure the return on all levers so
that investiments can be made in a
sharper and mere targeted way:
Third, ensure brutal simplificati-
on. Leaders must
be able to look at
Customer the combination of
aequisitionis  growth levers acr-

anebsession  0ss matket and cu-
even wiheR stonier segments,
the lifetime and then simplify
valueefa them into a few key
ieyalesslomer manageable plat-
is many forms:beit innova-

multiplles that  tion or market de-
ofanewone  ployment. These

platferms must be
integrated into the very heart of
the business modttd tandibethebasis
for capital expenditure, cost recon-
figuration as well as external part-
nershiips with others in the guest
for creating joint value.

Fourth, create the right talent mi-
ndset and culture. Three importa-
nt ingredients stand out: curiosity;
flexibility and rigout. An unpredi-
ctable world calls for curiesiiy;, the
ability to observe customers and

form patterns without preconcep-
tions, to be humible and constantly
learn from customers, from com-
petitors, from partners and from
the world outside. People who dis-
play flexibility who have thecapac-
itv to thrive in ambiguity who are
Aot stuck in a groove and obsessed
with enly one way of doing things,
who are unafraid te make ¢hanges
to the way business is navigated
and run based on eustemer feed-
baek are the enes who will susesed
and bein demand. |0 a marketplace
that is ehangingrapidly it is FlgouF
theability to ek at factsand Jar-
ge ameunts of data, simplity this
and thea IHEQPBF& it - that Is the
Ei St Ef Helalpiasrequigiteiiat lll
elp allgn ﬁﬁ@i BBrsuade all stake
nelders 6n wnat it takes t6 Win.

The Indian consumer market has
rewarded most companies with ha-
ndsome growth as the comsumpti-
on water table has risen. This could
change in the medium term as con-
sumers confront headwinds. Com-
panies that will win in such an en-
vironment are those that arelikely
to be far sharnei, far more targeted
and far more flexible than before.
But that is what makes the Indian
market the mest @Xcltlﬁg place.
(The auther is executive director for
home and persenateareat Hindlsian
Unilevar vidgws pspaeisansl)



