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Michail Katkoff

JOB DIMENSIONS OF BRAND MANAGERS IN TOBACCO INDUSTR

This study explores the job dimensions of brandagars working in tobacco industry
and the way brand management system is impleménteé industry. Literature review
of this study draws together relevant researchligarature on this topic, based on which
the conceptual framework is formed. Empirical mdirthis study investigates the state of
tobacco brand managers’ job dimension concentratinigternal organization structure
as well as on industry specific skills and brandhaggement tools.

The empirical part of this study was conductedriigrviewing current and former
marketing employees of two different global tobacompanies. More specifically two
brand managers, a product manager, a brand dir@oetba former marketing director
who had worked for a global tobacco company weterwewed for the study. The
interviews covered the most important job areaslos&cco brand manager, relationships
with internal and external members of brand suppgteam as well as industry specific
skills and views on the future of the industry fronand management perspective. Even
though most of the interviewees had vast internatiexperience and represented four
different nationalities, it has to be noted that tesults cannot be straightforwardly
generalized as limited amount of respondents agidmal aspects (none of the
interviewees had worked outside Europe) might attee results.

The data was analyzed using a classification methiost step was reduction where
gathered material was simplified. Second step Westaring where the simplified
material was divided into groups. Final step wastralsting during which theoretical
concepts were created,

Most important findings of this study are the skdind the characteristics separating the
tobacco brand managers from their colleagues iarabnsumer goods industries.
Another interesting finding is the ongoing shiftabacco brand management from
consumer focus to trade focus.

This study offers an overall view on the job dimens of tobacco brand manager and
the way that brand management system is implemémtde industry. This serves as a
basis for further quantitative and qualitative ggsdor example in regions countries, and
in investigating this issue further.

KEYWORDS: brand manager, brand management, tobadastry, job dimensions



AALTO-YLIOPISTON KAUPPAKORKEAKOULU THVISTELMA
Kansainvalisen kaupan laitos 21.7.2010
Pro gradu -tutkielma

Michail Katkoff

BRAND MANAGERIEN TYONKUVA TUPAKKATEOLLISUUDESSA

Tama tutkimus tarkastelee brand managerien tyorekuvgpakkateollisuudessa seka
tapaa, jolla bradndin johtaminen on tupakka-alan tyksissd implementoitu.

Kirjallisuuskatsaus vetdd yhteen aiheeseen liittyv@lennaisen tutkimuksen ja
kirjallisuuden, jonka pohjalta tutkimuksen teorgeth viitekehys on muodostettu.
Empiirinen osa kasittelee sitad kuinka organisaakienteet vaikuttavat brand managerien
tyonkuvaan. Lisdksi empiirisessd osassa tutkitaapakka-alalla toimivien brand

managerien erityisosaamisia ja alalla kaytettawegkkijohtamisen tydkaluja.

Tutkimus toteutettiin haastattelemalla kahta brarashageria, tuotepaallikko, brand
directoria sek& markkinointijohtajaa. Kaikki hadstavat, markkinointijohtajaa luukuun
ottamatta, olivat toissa globaaleissa tupakkaysisgé. Markkinointijohtaja oli sitéa
vastoin ollut aikaisemmin toissa globaalissa tupgkikyksessa. Haastatteluissa
kasiteltiin brand managerien keskeisia tyonkuvedén suhteita sisaisiin seka ulkoisiin
brandin rakennusta tukeviin tahoihin, alalle kesiéeosaamisalueita sek& alan
tulevaisuuden nadkymié brandin johtamisen nakokulmasaasteltavat edustivat neljaa
eri Eurooppalaista kansalaisuutta ja yhta lukusanoatta jokaisella haasteltavista oli
vankkaa kansainvalista tydkokemusta. Tutkimuksérksia ei voida kuitenkaan suoralta
kadelta yleistda johtuen otoksen rajallisuudesta séta, etta kaikki haastateltavat tulivat
Euroopasta.

Tutkimusmateriaali analysoitiin luokittelu-metodillEnsimmainen askel oli
supistaminen, jossa keréatty tutkimusmateriaaliettist yksinkertaisempaan muotoon.
Toinen askel oli klusterointi, jossa yksinkertaitenateriaali jaettiin ryhmiin.
Viimeisessa vaiheessa tutkimusmateriaali vietiistigtktille tasolle, miké& johti
teoreettisten konseptien kehitykseen.

Kyvyt ja piirteet, jota erottavat tupakka-alallanhvat brand managerit
paivittaistavaroiden parissa tyoskentelevista kulistaan, ovat tdman tutkimuksen
keskeisia tuloksia. Toinen keskeinen tutkimukséoston alalla tapahtuva muutos, joka
siirtdd brand managerien fokuksen kuluttajista kaiap.

Tama tutkimus tarjoaa yleiskatsauksen tupakkaaatalmivien brand managerien
tyonkuvaan sekéa kuvaa sen, miten brandin johtanomeslalla organisoitu. Taméa
tutkimus muodostaa pohjan useille jatkotutkimustaehdoille seka kvantitatiivisesti etta
kvalitatiivisesti esimerkiksi eri maissa tai muut@ihetta syventamalla.

AVAINSANAT: brand manager, merkkituotteen johtammnéupakkateollisuus,
tyonkuva
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1. Introduction

The tobacco industry, which faces stagnation of atednin its traditional markets, is a
mixture of some of the most powerful multinatiomaimpanies in the world (van Liemt,
2002). Tobacco companies have adjusted to thelyapidhnging environment by taking
over competitors and streamlining their operatioftsey have also tried to reduce their
dependence on traditional, slow growing marketsouph diversification. This
diversification has several dimensions: diverstima by market segment, by target group,
by tobacco product, by non-tobacco product and &éggmaphical region. In part, and
sometimes in large part, diversification has beahieved through mergers and
acquisitions. Most importantly, diversification ashieved through thoughtfully structured
brand portfolios.

It is often said that brands are companies’ mogbntant assets (e.g., Kapferer, 1997, 15).
But creating and communicating brands that willndtaout from all the other relevant
brands in the market is extremely difficult. To este this challenging goal, companies
usually complete two important steps. First thegaoise their brand related activities
under a brand management structure. Second theateciend follow holistic brand
strategies. But these twp steps only create aima@maent that may or may not lead to the
expected results. Brand managers do the actuakmgitation of these holistic brand
strategies.

The tobacco industry is one of the most strictiyutated industries in the world (Mackay
& Eriksen 2002). Massive amount of regulation ipessally related to the marketing
activities in the industry. At the same time, tot@mbrand managers are expected to create
and manage global, regional and domestic brandschieve the strategically important
diversifications. In the end the role of the tolmbcand manager is mostly the same as the
role of a brand manager in a fast moving consumedsg industry except that the tobacco
brand manager has to achieve same goals with tteids tied behind their backs,
metaphorically speaking, by the gradually toughgmeygulations.



1.1 Previous studies

Most of the components of this study have beenietuthroughout the years. The tobacco
industry and brand management are fairly well knaubjects. On the other hand the
research of the brand managers’ job dimensions migsed the same magnitude of

academic attention.

Most studies related to the tobacco industry foeitker on the adverse effect of the
tobacco products on people’s health, tobacco cbatm legislation. Then there are studies
related to the structure of the industry, the inighat the industry has on economies as
well as studies related to the marketing in thaugty. Nevertheless there is an extremely
limited amount of research done on the job dimerssadf tobacco brand managers.

The brand management structure is widely useddrotiganisation of marketing activities
within multiple brands firms. According to existifigerature, product/brand management is
a system, which was developed in 1927 by P&G (L1858; Eckles and Novotny, 1984;
Howley, 1988), or earlier (Yon and Panigyrakis, 708t took root mainly in the multiple
product consumer goods companies (Buell, 1975; hod Fullerton, 1994)t is used by
companies in Australia (Dawes & Petterson, 198&wNealand (Lysonski & Dursvasula,
1990; Murphy & Gorchels, 1996), France (Panigyrakisd Glynn, 1992), Greece
(Panigyrakis & Veloutsou, 1999a; Panigyrakis & Mekpu, 1999b) and sectors apart the
fast moving consumer goods industry, such as canp@mos, 1997), industrial products
(Dawes & Petterson, 1988), pharmaceutical prod(itisizen & Beaton & Abratt, 1985;
Panigyrakis & Veloutsou, 1999a; Panigyrakis & Vetmu, 1999b) and even in the
services sector (Hankinson & Cowking, 1997). Budpdie the growing amount of studies
related to the brand management system, the brawhgement system in the tobacco
industry has seldom been studied.



Panigyrakis and Velotsou are probably the most espeed researchers when it comes to
the job dimensions of brand managers, but even t@e left the job dimensions of
tobacco brand managers untouched. This is dedpatefaict that branding has been an
important aspect of the tobacco industry sinceléite 19th century (Mackay & Eriksen
2002) and the fact that cigarettes are possiblyniest marketed product in the world
(WHO 2008, 58).

1.2 Problem setting and purpose of the study

As their job title indicates, brand managers marthge brands and have a broad range of
marketing-related responsibilities (Katsanis & #®itl999). Research indicates that the
brand managers’ responsibilities include varios&saelated to market analysis, planning,
implementation and coordination of activities, exdion and control of the marketing mix
and training of colleagues in brand-related isstiegy perform their duties in cooperation
with a number of internal and external speciali@@anigyrakis & Veloutsou, 1999).
Therefore, they normally act as the central poininformal team, which supports their
brands (Veloutsou & Panigyrakis, 2001), with mersb&ho could be identified by those
developing the brand strategy (de Chernatony & isla2000). However, brand managers
normally occupy a staff position, and their jurdin over the members of the team is
guestionable (Murphy & Gorechels, 1996).

As Panigyrakis and Veloutsou (1999a, 1999b) desctipand managers have a boundary
role, since they operate as co-ordinators and aetransmitters of information for their
brands, and lead an informal team (Veloutsou andigiyeakis, 2004). However they
frequently have limited direct authority and cohtower the team members (Strieter &
Gupta & Raj & Wilenon, 1999) and must secure supfyom different organization levels
(Panigyrakis & Veloutsou, 2000).



Nevertheless brand managers’ decision-making paiénited by factors such as product
groups, competitive situation of the market, comppjeof the distribution channels and
characteristics of market segments. The study Iygieakis and Velotsou (1999a) reveals
that industries carry a significant influence oa brand managers’ job dimensions.

Some argue that brand managers are involved witlous strategic decisions and the
medium- and long-term development of the brandsnfiia, 2000), while their primary
role can be seen as a coordinator or a planneer®thelieve that the brand managers’
manager role follows a pattern, involving transitibrough a series of stages of increasing
involvement and responsibility, varying from a sagprole to a mini marketing director
role (Panigyrakis & Glynn, 1992). However, researetieals that they normally do not
have the anticipated strategic focus (Velotsou,220Whatever the context analyzed, the
most important aspect of the job is the developnenshort-term programs and the
implementation of these programs (Hankinson & Cogkil997), with the brand managers
acting as middle managers (Panigyrakis & Velotd®99a).

The aim of this qualitative research is to contigbto the extensive research of brand
management structure and especially to the reseagelnding the role of brand managers.
This research aspires to explain how tobacco imgustiuencesthe job dimensions of a
brand manager and by doing so, fills a knowledge gap in the fieldrand management

Theresearch questionsare the following:
* Which members of the brand supporting team do bnaaclagers regard as the most
important and which members demand the highest &d\eontact?
» Are goals and expectations communicated cleartggdobacco brand managers?
* Which brand management tool/s are emphasized hptiaeco industry?
* What are the skills that separate tobacco brandageas from their colleagues in
fast moving consumer goods industries?

* What are the tobacco brand managers’ perceptiotiseofuture of their positions?



The research questions are being elaborated thootighe theoretical part of this study as
the questions are in line with the questions usedprievious studies regarding job
dimensions of brand managers in various indus(fi@sexample brand managers in the
automobile industry [Velotsou, 2002] and the pharengical industry [Panigyrakis &
Velotsou, 1999b]).

1.3 Definitions and limitations and structure of th e study

Brand is distinguishable name or a symbol (such as lagpearance or package design),
which aims at differentiating the product or thevg=e from the other similar products and
services on the market. Brand communicates theceafrthe product or service and thus
protects the brand’s owner from competitors withikir kind of offering. (Aaker 1991, 7;
Keller 2003, 3)

Brand manager is responsible for the holistic management of ihend (Panigyrakis &
Veloutsou 1999a, 498; Velotsou & Panigyrakis 2Q12R). In this study product managers
are considered to carry the same brand relatedmsgplities as the brand managers do.

The product/brand management structureis an organization structure, which is used to
support the marketing activities of companies tipabduce a variety of different
products/brands. The system was developed in 192Prbcter & Gamble (Lief, 1958;
Bull, 1968; Eckles & Novotny, 1984; Howley, 1988) maybe even earlier by other
owners/entrepreneurs (Dietz, 1973; Low and Fulieri®94), and has served until now a
number of multiple product/brand companies.

Tobacco industry comprises those persons and companies engageteirgrowth,
preparation for sale, shipment, advertisement, @disttibution of tobacco and tobacco-
related products.



There are some elements in brand managers’ jobndiones that are not directly related to
the brand management function, and therefore tleseents arémited out of this study.
Firstly the analysis on the influence of relatiapshon the brand managers’ job dimensions
is only briefly mentioned in this study even thoutife relationships play extremely
important role in brand managers’ every day joke (sembers of the brand supporting
team by Velotsou and Panigyrakis [2001]). The deepview of relationships is excluded
to keep focus on brand management. Secondly thes foicthe study remains quite heavily
on the tobacco brand management in Europe as rotlee anterviewees have actually
worked outside the continent. Even though the leskeltobacco industry regulation
fluctuates and has fluctuated quite heavily on Eugopean level, a similar study with
tobacco brand managers from other continents npghtide quite different results. With
more loose regulation tobacco brand managers deetaluse very broad range of brand
management tools, which also impacts on the corippssf the brand supporting team as
well as on the role of the tobacco brand managegemneral.

This study is divided into two main sections. Tihet part of the study is a theoretical
review, in which the basic elements — tobacco itrgudrand management system and
brand managers’ job dimensions — are dealt witthénbasis of field’s scientific literature.
The theoretical section of this study begins examgitthe subject by a general perspective
of the tobacco industry and marketing activitieghe industry. After the introduction of
the industry in chapter two, prior studies rela@tbrand management structure and the job
dimensions of a brand manager will be presentathapters three and four. The theoretical
framework, which sums up the three previous chaptgill be presented in chapter five,
prior to the chapter on methodology of the reseancbhapter six. After the chapter on
methodology, findings of the research will be rexed in the seventh chapter. The report is
concluded with a discussion and by presentingithigdtions of the research in the eighth
chapter.



2. The tobacco industry

The second chapter of this research begins therdtieal section by introducing the
tobacco industry. The first sub-chapter describescompetition in the tobacco industry by
presenting size and growth of the global tobaccaypet market as well as by showing the
global market shares of the big tobacco companiég second sub-chapter helps to
understand the level of regulation in the industyydescribing the regulatory actions taken
by governments. The third sub-chapter is abouttteptation of the tobacco companies to
the regulatory actions. The fourth sub-chapter gji@eicture of the marketing activity in
the industry and finally the fifth the sub-chaptekes a glimpse into the future of the
industry.

2.1 Competition in the tobacco industry

The tobacco industry is a mixture of some of thestnpmwerful multinational companies in
the world (van Liemt 2002). These powerful multinoatls compete in a market, which in
2008 grew by 3,4% to reach a value of €309.7 lllio 2013, the global tobacco market is
forecast to have a value of €356,4 billion, anéase of 15.1% since 2008 (Data Monitor.
2009). The world cigarette market, with cigaretjeserating 92,7% of the tobacco market
revenue, is broadly stable with around six trillicigarettes consumed globally each year.
China accounts for around a third of total globahsumption (Datamonitor, 2009). The
past year has seen significant change among theskatobacco companies, with Imperial
Tobacco’s acquisition of Altadis (Imperial Tobacdannual report, 2009), formerly the
fifth largest company in the industry, and Altrietaining its operations in the USA and
spinning off its international tobacco operatioagdrm Philip Morris International (Philip
Morris International: Annual report, 2008). Thedilargest tobacco companies are Philip
Morris International, British American Tobacco, dapTobacco, Imperial Tobacco and
Altria. The respective cigarette market share?drper cent, 19 per cent, 17 per cent, 9 per
cent and 5 per cent. Together, they account fopéfdcent of the total cigarette market.
(Figure 1.)



Figure 1: Global market shares % (Datamonitor, 2009
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Despite the huge value and visible growth, the ¢dobandustry is no longer growing at the
steady pace of the years prior to 1990. World eigardemand was virtually flat in the
1990s. In fact demand is weak in the establisherkets of the OECD area. (van Liemt
2002) In North America it has been declining sitloe early 1970s (Mackay & Eriksen,
2002). US cigarette companies also face the proloftigation; they are defendants in
hundreds of lawsuits (van Liemt, 2002).



While the tobacco industry can be considered asmaathe tobacco companies believe that
there are still many opportunities to grow profissganically and potential further
acquisitions. Van Liemt (2002) sees that tobacaopamies have reacted to the stagnation
of demand in their traditional markets in three siagonsolidation through mergers and
acquisitions, diversification by exploring new matk and new market segments as well as
by raising productivity. Van Liemt's (2002) view backed the statements and actions of
the tobacco companies. For example Imperial Tobékoperial Tobacco Group: Annual
report, 2009), which is one of the major globalaoto companies, has based its strategy on
three cornerstones: the first cornerstone is sagiesvth in form of balanced and
comprehensive product portfolio. Second cornerstoihéhe company’s strategy is cost
optimization in form of value creating acquisitiozsd ability to integrate new businesses.
The third cornerstone is cash utilization in forfrcash flow optimization and effective use
of cash. (Imperial Tobacco Group: Annual report020 More precisely tobacco
companies see that organic growth opportunitiesudec volume development across
emerging markets and product categories, markee sfg@ns from competitors, entry into
new markets, new brand launches and the introduafoadditional products in existing
markets. In the context of broadly stable globarketvolumes and subject to specific
market dynamics, tobacco companies anticipatepheg increases will increase industry
revenues and profits. (Imperial Tobacco Group: Aatrmeport, 2009; British American
Tobacco: Annual report, 2009; Japan Tobacco Intemmal: Annual report, 2009; Philip
Morris International: Annual report, 2008)

Smoking incidence is expected to continue to dedlindeveloped mature markets, as the
percentage of smokers within total populations ceduHowever, this is offset by growth
in emerging market regions, as the number of adiulteose regions is expected to grow.
(WHO, 1997) Consumer demand is expected to contitmuesvolve, with ongoing
downtrading (consumers switching to more inexpensirands) in mature markets as well
as uptrading (consumers switching to more expenbrands) in emerging markets.
(Imperial Tobacco Group: Annual report, 2009) Tast I[decade has been characterized by
increasing regulation, particularly in mature westmarkets where legislation on tobacco



advertising, health warnings and smoking in pupleces is commonplace. Regulation is
also rapidly developing in emerging markets. (MackaEriksen, 2002) Excise duties
have also increased, especially in developed nwrketl, as prices have increased,
consumers seeking value have downtraded to valmdbrboth within cigarette and into
other tobacco products. As a result, the otherdodgroducts sector has grown and this
trend is expected to continue. (Imperial Tobaccoupr Annual report, 2009)

2.2 Governments and tobacco

Governments face a dilemma. On the one hand, tobgrowing and processing can make
a considerable contribution to employment, tax neeand foreign exchange receipts. In
many developing and formerly centrally planned ecoies, the tobacco companies have
made sizeable and most welcome investments, wher atvestors were reluctant to do
so. (Gale, Foreman & Capehart, 2000) On the otherd hgovernments have the obligation
to protect the population’s health. Smoking carmdienful to health and treating people for
smoking-related illnesses is expensive. (van Li&d@02) This can lead to heated debates
within the same government as each sector defdmeldnterests it believes it should
represent.

2.2.1 Tax income, foreign exchange earnings and dir  ect foreign
investment

The economic importance of tobacco growing and gssing differs from country to

country. At the national level, cigarette sales amghort tax can be a main source of
government revenue. (Gale, Foreman & Capehart,)200Ben the government owns the
industry, it receives profits in addition to taxhdk is why, in so many countries, state
monopolies continue to control cigarette trade pratiuction. In China, profits from state-
owned CNTC amounted to the equivalent of $11 hillia 1999. CNTC has been the

10



Chinese state’s top revenue generator for yeaen (femt, 2002) For example Japan
Tobacco International earns more than €350 milanually for the Japanese state (Japan
Tobacco International: Annual report, 2009). Thenomolies can also play a social
function. In Italy, several of the state monopoligstories were placed in areas hit by high
unemployment (van Liemt, 2002). Then there arerusaof payments issues to consider:
many low-income countries rely on the export ofhcesops such as tobacco to pay for the
service of their foreign debt (UNCTAD, 2000).

People smoke. But whether they smoke domesticaliylyred cigarettes using home-
grown-tobacco or use imported cigarettes and tascan make a world of difference
when foreign exchange is scarce. That explains sdynany countries try to limit the
importation of cigarettes and encourage domestidlyrers to use local tobaccos, for
instance, by providing a favourable tax treatmemtcompanies that use a minimal
percentage of imported tobaccos (UNCTAD, 2000).

According to van Liemt (2002) the cigarette comparhave also been a prime source of
investment in the formerly centrally planned coigstrof Central and Eastern Europe, and
Central Asia. When others were reluctant to invidgise companies saw the possibilities
offered by a combination of pent-up consumer demanttiated production facilities and
the association with freedom and western stylegj\that so appealed to the people in these
countries after many years of central planning attieé consumer choice. (Mackay &
Eriksen, 2002) After having lobbied successfully thee opening up of Asian markets such
as Japan and the Republic of Korea, the large tmbemmpanies are eagerly waiting for the
opening up of the other economies, notably Chihat tontinue to restrict imports from
and/or investments by foreign tobacco companiems [iemt, 2002)
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2.2.2 Public health

Tobacco growing and tobacco processing may bringsiderable economic and social
benefits, but the treatment of smoking-relatedeskes is costly. Cigarette smoking causes
cancer. It is also addictive. (Mackay & Eriksen02p The WHO (1997) estimates that
tobacco products cause around 3 million deathsygar. Cigarette smoking is the major
cause of preventable mortality in developed coastrin the mid-1990s, about 25 per cent
of all male deaths in developed countries were tduemoking. Among men aged 35-69
years, more than one-third of all deaths were chbgesmoking. (Mackay & Eriksen 2002,
34).

According to Mackay’s and Eriksen’s (2002) repant the WHO, so far, smoking has not
had the same impact on mortality among women andngnpeople from developing
countries. There is an approximate 30-40 year fimgebetween the onset of persistent
smoking and deaths from smoking. The effects ofgiteater incidence of smoking among
these two groups will thus be felt with a lag, tuseems reasonable to believe that its
impact on them will not differ fundamentally fronmat on developed country males
(Mackay & Eriksen, 2002). An interaction here i tfact that life expectancies in
developing countries tend to be lower — if peopéeraot living as long, fewer will be dying
of smoking-related problems.

It may be argued that smokers willingly take a aerthealth risk when enjoying their

smoke. They like the taste and all the other ththgs they associate with smoking — not to
mention the fact that tobacco is very addictivedpici. Mackay and Eriksen (2002) remind
that this does not apply to environmental tobacewke or second-hand smoke. Non-
smokers cannot escape from smoke in badly verdilareas. To be exposed to other
people’s tobacco smoke can be a nuisance in additiobeing a health risk for non-

smokers (Mackay & Eriksen 2002, 33).
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2.2.3 The way out of the dilemma

Governments are thus faced with conflicting pressuin practice, governments have opted
for several strategies, which are often put infectfsimultaneously. According to Mackay
and Eriksen (2002) a recent strategy consists ekisg compensation for the costs of
treating smoking-related illnesses and it has bedowed with success in the United
States. Governments also set rules regarding tikemaen content of hazardous substances
in cigarettes. Most of all, however, governmenistt discourage demand. (Mackay &
Eriksen, 2002) This is done in a variety of waydthwsome governments applying
particular vigor and others taking a more relaxpgraach. On the whole, however, the
trend is clear; governments’ rules on smoking @&eoming ever more restrictive. The use
of tobacco products is being discouraged in seweagk.

Limitation of the space where smoking is allowed

This is done above all to protect non-smokers friovoluntary exposure to tobacco smoke.
Smoking is being prohibited in public places (parfarly health care and educational
facilities) and in mass transport (van Liemt, 200@) many countries, legislation also

requires restaurants to reserve space for smoldrde just a decade ago legislation

required reserving space for non-smokers. This shibe speed and the determination with
which governments are limiting the space where sngpis allowed.

Limitation by age group
It is prohibited to sell tobacco products to peapteler a certain age. Usually this age is 18.

Limitations on points of sale

The use of vending machines is being restrictecumse these cannot discriminate against
sales to young people (van Liemt, 2002). At theesaime some EU countries demand a
license (fee) from shops and restaurants, whianahto sell tobacco products.
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Health warnings

Health warnings stating that tobacco is harmfuhe&alth have become obligatory. The
warnings must be placed on packets and in ads,thétlauthorities prescribing the text and
the minimum space allotted to the warning in th@adn the packet. (van Liemt, 2002)

Smoke-free areas

Banning smoking in public places is a public heatiasure to protect the health of non-
smokers and encourages reducing consumption. e f workplace bans is primarily
one of labour legislation to protect the healthwairkers, who are exposed to passive
smoking for long periods during their work shifishether this be in public or office
buildings, restaurants or public transport (vamitie2002).

Education

Governments sponsor education and public informapiemgrams on smoking and health
(van Liemt, 2002). National anti-tobacco campaigme often aimed at the young,
encouraging them not to start smoking.

Advertising bans

Restrictions concern the location of ads, the madex (no billboards, no ads in the printed
media or in cinemas), the images presented (nog/panple, no cigarette packets), and the
time when broadcasting is allowed (not during haudngn children watch television). (van
Liemt, 2002)

The manufacturers are unhappy with these restnistidccording to van Liemt (2002)
tobacco companies see advertising as a key meansafotaining brand loyalty and a way
for persuading existing smokers to switch brandsbaftco companies argue that
advertising does not increase overall consumptiocaase anybody to start smoking (van
Liemt, 2002). It can be argued that tobacco congsaare concerned most of all about
restrictions effect on the value of their primeedssthe brands.
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2.2.4 Taxation

Raising the tax on tobacco products is a compowéntirtually every government’s
tobacco policy (van Liemt, 2002). On the surfa¢eisian attractive strategy because it
raises the price of tobacco products and thus disges demand. At the same, time taxes
raise government revenue. In practice, the sitoatem be more complicated. First, a flat
tax per packet would act as a regressive taxwasighs more heavily on people with a low
income. This effect is exacerbated by the fact, ttlmtleveloped countries, this group of
people uses tobacco more intensively than peogleigher incomes (Mackay & Eriksen,
2002). Secondly, overall demand for cigarettes nhegline so steeply that the lower sales
volume outweighs increased revenue through theehigtx per packet. However, the main
constraining factor is result of the tax increase.

When the prices become so high compared to thoserabunding countries that legally

sold cigarettes are being substituted for smugglees. Worldwide, smuggled cigarettes
accounted for 5 per cent of global cigarette prtidacand 30 per cent of international

cigarette trade in 1994 (WHO, 1997). Based on thetmecent data, it is estimated that the
global illicit cigarette trade was in 200610.7% tofal sales. lllicit tobacco trade could

represent a loss to government revenue of $US 80 tillion annually (FCA, 2007).

2.3 The tobacco companies’ response

In addition to taking over competitors and ratiaziag their operations, tobacco companies
have tried to reduce their dependence on traditioslaw growing markets through

diversification. (van Liemt, 2002) This diversifitan has several dimensions: by market
segment, by target groups, by tobacco product, bwy-tabacco product and by

geographical regions. In part (and sometimes igelapart) diversification has been
achieved through mergers and acquisitions.

Diversification by market segment

Cigarettes are sold in different categories, frér premium, highly-priced, high-margin
category to the generic, low-margin type. The higirgins of the premium cigarettes make
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them attractive to produce and sell (Tauras & P&dRhaloupka, 2006). Companies with
strong, well-established, international brand naim@ge shown to be attractive take-over
candidates. But by also offering cigarettes indheaper categories, companies reduce their
vulnerability to demand slowdowns in times of @jsvhen customers trade down and buy
more affordable rather than more expensive cigesdttan Liemt, 2002).

Diversification by target group

According to Hemdev (2005) there is some evidencguggest that tobacco manufacturers
have embarked on brand extension strategies dekstgrmeach groups recognized as more
vulnerable. For example, a Liggett Group reporttten in the early 1960s and an R.J.
Reynolds, which is a US based tobacco company,dectifrom the 1980s reveal that
tobacco companies were developing distinct apdealdifferent ethnic groups. Similarly,
internal documents from Imperial Tobacco and newspaeports reveal the development
of specific brand extensions and advertising theane®d at women. More recent reports
document brand extensions into other categories cited RJ Reynolds International's
establishment of Salem attitude (a clothing) seord Philip Morris' introduction of a new
record label linked to Virginia Slims as attempiseixtend the trademark beyond tobacco
company restrictions and survive marketing restms. (Cornwell 1997, 240-42)

According to van Liemt (2002) women and young aluwdte prime target groups for
tobacco companies. The proportion of smokers amwaoigen is far lower than among
men, which means that by successfully targeting amna manufacturer can raise its
overall market share. Manufacturers promote thigiarettes as a symbol of emancipation
and independence. As young female consumers tebélieve that smoking keeps them
slim the tobacco companies strengthen this valuspgsition through package and
promotion design, producing long and slim cigasettbat are promoted in fashion
magazines (van Liemt 2002).
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Enomoto (2002) states that most people start srgokimen they are young. Thus young
adults are the other promising category of potésti@okers from the companies’ point of
view. Nonetheless, while targeting young people make good commercial sense, it has
become highly controversial in recent years. Theksng habits of young people have
moved to the centre of the debate on smoking amdtrheMlany of the actions aimed at
discouraging demand for tobacco products targethysuch as banning advertisement of
tobacco products in youth magazines, prohibitirggube of young people in ads as well as
retail access control and education programs. HEngel tobacco multinationals have
indicated that they are sensitive to the debateosnding young smokers (British
American Tobacco: Annual report, 2009). In manyrtaas tobacco companies no longer
advertise their products to a young audience. (Exto2000) However, it is uncertain to
what extent young people pick up tobacco compamnimese general adverts.

Diversification by tobacco product

Imperial Tobacco, for example, has targeted theymir-own market for expansion. It
dominates both the supply of tobacco and that géreitte paper for this market. At the
same time Altadis became the world’s leader in jpwemcigars, through a string of
acquisitions, after which the company itself waguaed by Imperial tobacco. (Imperial
Tobacco Group: Annual report, 2009)

Diversification by non-tobacco product

Several leading tobacco companies started diveasidin into food and other activities with
a goal to make the tobacco companies less depepdesiow-growing sales of tobacco
products. But as the profit margins in these indestwere usually well below those
attained in tobacco industry, tobacco companieg Inalted their diversifications and taken
a step back concentrating once again fully on prodpand marketing tobacco products.

For example in the 2002, Philip Morris Companies. Idecided to change its name to

Altria Group, Inc (Altria Group: Annual report 200Z’he company wanted the new name
to convey the diversity of the businesses in whiah Altria Group companies operated
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(Hemdev, 2005). In addition to Philip Morris Intational and Philip Morris USA, the
group includes Philip Morris, Kraft foods and Millereweries. In 2002 Altria nevertheless
merged Miller Brewing Company into South AfricaneBreries (SABMiller: Annual report
2003), followed by Altria’s board of director autization to spin off of all shares of Kraft
Foods Inc. owned by Altria to Altria's shareholdier2007. (Altria: Annual report 2007)

Diversification by geographical market

OECD-based tobacco companies are keen to redutediégendence on their stagnant
home markets and establish a presence in marketsevgnowth is above average. After
having conquered many markets in Latin America, té¢érand Eastern Europe and the
Central Asian republics in the 1990s, the focushisting to the Far East. All the major
tobacco companies now have a presence in Easteop&lRussia and the Central Asian
republics. (van Liemt, 2002; Mackay & Eriksen, 2P02 other words, as markets with
vocal health lobby groups have become more diffitmlaccess, tobacco companies have
re-directed their efforts to markets which lack #mwledge and resources to challenge
their presence.

2.4 Tobacco industry marketing

Cigarettes are possibly the most marketed produtiie world. While there is no reliable
estimate of global cigarette marketing expenditutes clearly in the tens of billions of US
dollars a year. In the USA alone, over $10 billisrspent a year on marketing cigarettes,
and this at a time when advertising is prohibitedtelevision and radio, when there are
limitations on certain types of outdoor advertisiaigd sponsorship, and when cigarette
sales are falling. (Mackay & Eriksen, 2002) Despsteict limitations on marketing
activities and falling demand for cigarettes, tharketing expenditures of tobacco
companies have actually risen during the past decadl good example is the US market
where the consumption has been going down withlateng speed while the marketing
expenditures have skyrocketed during the samegefiime (Figure 2).
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Figure 2: Changes in cigarette marketing expenditug in the USA 1970-1999 (Mackay & Eriksen,
2002).
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According to Mackay & Eriksen (2002) annual markgtiexpenditure in the US is over
$200 per smoker, and over 46 cents for every palck Bromotional allowances, which are
payments made to retailers to facilitate salesntéor 41 percent of the total expenditure
on cigarette marketing. (Mackay & Eriksen, 2002)

Cigarette advertising on television and radio imown, and a variety of other venues is
exploited. These include sports, arts, pop, fastaod street events, adventure tours,
contests, give-aways and advertising on internle¢rd are also the hidden advertisements
such as the placement of cigarette smoking andctabaroducts in films. In addition there
is sponsorship of universities, good-will donatidoiscommunity events and advertising of
other goods and products bearing the cigarette n&uwmeh marketing is seen throughout
both the developed and the developing world. (Madk&riksen, 2002)
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Branding has been an important aspect of the tabechustry since the mechanization of
the industry in the late 19th century. Each of th&or tobacco companies maintained a
portfolio of brands. Brands varied in taste, margtstrategies, and distribution; in
contrast, there was little variation in price asrdgands for most of this period. This
allowed tobacco companies to segment the marketdopus criteria such as income,
region, age and gender. (Tauras & Peck & ChaloupRag) The importance of strong
brands as competitive elements is always emphadiyettie tobacco companies in their
strategies. (Imperial Tobacco Group: Annual rep@a09; British American Tobacco:
Annual report, 2009; Japan Tobacco Internationainual report, 2009; Philip Morris
International: Annual report, 2008)

2.4.1 Marketing mix within tobacco industry

Product

Consumer-product companies thrive on new packagidgertising and products to keep
their brands fresh and relevant to consumers. Migstobacco brands constantly introduce
new line extensions (Fairciough, 2003). AccordiogHemdev (2005) a key reason for
many western tobacco companies’ success has beiefirth extension strategy, which has
broadened appeal to new smoker segments, whilengedpe brand current and constantly
in the mind of both smokers and the trade. (Hem2egbs)

Much of tobacco companies’ latest worldwide momenhas come from the light version
cigarettes. For example in Philip Morris’ brand Maro has seen growth of sales in its
light version cigarettes with an average of 21% gremum since the beginning of the’21
century; compared with just under 8% of sales ghoiet the original version of cigarettes
(Philip Morris International: Annual report, 2008)obacco companies also strive to
deliver innovations and refinements to productessteaf blends, new filters, new formats
such as slimmer products and improved tastes imeety such as menthol (British
American Tobacco: Annual report, 2009). Move tovgainokeless tobacco appears to be
a recent area of new product development for thadoo industry. (Goldberg, 2008)
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Packaging

For many years, cigarette packs were hard or baft,otherwise changed very little. In
recent times, consumers have become increasingdyested in packaging improvements,
and these can be a strong source of competitivaraage. (Hemdev, 2005) Tobacco
companies are meeting consumer interest with amstigf packaging innovations, such as
compact packs, side-opening packs, packs that bkernwallets, waterproof packs, re-
sealable packs to keep the contents fresher ankis paith rounded edges. (Imperial
Tobacco Group: Annual report, 2009)

Price

According to Tauras, Peck and Chaloupka (2006 htsebeen historically relatively little
price competition in the cigarette market, withcprichanges adopted by one firm being
quickly matched by comparable price changes byother firms. When price competition
has emerged, it typically has been through theodhiction of “discount” and “deep
discount” brands priced well below other brandawfgs et. al., 2006)

Tauras, Peck and Chaloupka see that some of theredifiation among brands resulted
from a second major wave of price competition thieerged in the mid/late 1980s and
during early 1990s. This is reflected in the growfldeep discount and discount cigarette
brands. In contrast to the “ten cent brands” thatenntroduced by new or fringe firms in
the 1920s and early 1930s, this growth resulteoh fexisting firms’ introduction of low-
priced brands and/or repositioning of existing bikaras discount brands. Eventually, a
three-tiered price structure emerged, with the Kiwmiced deep discount brands, mid-
priced discount brands and the highest priced prentirands. (Tauras et.al, 2006)
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As tobacco companies have faced various promotimstraints including a ban on most
outdoor and transit advertising, restrictions oargorship, a ban on product placement in
movies and television shows, and others, the clmamgenarketing expenditures continue
and accelerate the trend away from image-orienteréising towards price-related
promotions. (Tauras et.al, 2006)

Promotion

Laws governing tobacco brand advertising and tabammpanies’ own restrictions on

product brand communications mean that promotion has far less relevance than the
product, price and place aspects of the marketiixg amd that the mass media promotion
is going or gone. Instead, tobacco companies irkeste-to-one or permission marketing,
where verified adult consumers have specificallguested or consented to brand
information, such as through direct mailing or facdace in age-controlled venues. (Hoek
& Sparks, 2000)

This puts tight boundaries around any unintendeull ‘©@ver’ to non-smokers and the

under-aged. According to Hoek and Sparks (2000}amene marketing is also a more
intelligent form of ‘precision marketing’ as it drlas tobacco companies to target their
brand communications on those consumers who alreadke.

Sponsorhip

Major tobacco companies such as Philip Morris, dapabacco International and British
American Tobacco quickly recognized sponsorship wauld enable them to maintain the
television coverage they had lost (Sparks, 1998pdnsorship enabled tobacco companies
to maintain their television exposure while simn#ausly offering promotion extensions
such as on-site advertising, product sales andocatg hospitality (see Otker and Hayes,
[1987], Cornwell [1995] and Hoek, [1999a] for adalission of the benefits thought to arise
from sponsorship). Health lobbyists were quick @npout the rapid growth in sponsorship
and other sales promotions, and governments hasenttg moved to close loopholes
present in earlier legislation (Hoek & Sparks, 2000
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Although researchers are far from agreement on $fmawnsorship (or advertising) works,
there is rarely any dissent from the view that ¢heisciplines are used either to attract new
users or to reinforce existing users (see HoekghpJor a review of sponsorship research
and Cornwell [1997] for an analysis of the currezdearch into sponsorship's effects on
consumers and their subsequent purchase behawthilg it is clear that regulators have
gone to some effort to eliminate sports sponsorahgbsponsorship directed at or exposed
predominantly to minors, in practice, tobacco conips are able to use their extensive
sports sponsorship in less-developed countries bi@iro a much wider international
audience (Sparks, 1997a). Even where specific gpsing regulations exist, exemptions
and loopholes dilute the effectiveness of the i@&ins (see Robertson & Field & Bird &
Partiff 1995).

As Cornwell (1997) pointed out, the explanatiosimple: sporting events rely heavily on
sponsor funding and this, in turn, is typically yribrthcoming if media coverage is

guaranteed. Legislation, which effectively delepedblicity from the equation, led to such
outrage from sporting bodies and their publics thatexemption was drafted, albeit under
duress. The strategic initiatives tobacco compamée® developed in third world countries
have also challenged the effectiveness of recememto restrict sponsorship by tobacco
companies. Because third world countries typicdlad more pressing issues on their
economic and social agendas than the regulatiotobzcco companies, they welcomed
industries that brought the added bonus of boo$ticgl economies. Thus the promotions,
the merchandising, and the product give-aways Wee so tightly regulated in Western
markets were virtually unfettered. Even more impotlty, many of the third world

countries had, despite their economic conditionasintained enviable records of sporting
excellence. Tobacco companies were thus able tasspanternational sports teams in the
sure knowledge that this would be (and could beaticast in those countries which
banned sponsorship but which had allowed internatiosporting broadcasts to be
exempted from this ban. Thus while sponsorship legiguns in place in New Zealand,

where the tobacco regulation are particularly sggroend elsewhere may have curtailed
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tobacco companies' activities domestically, theyehaot yet managed to detract from
sponsorship's ability to generate high levels ofdimeexposure internationally. The
exemptions in place and the difficulty governmehts/e in dealing with international
sponsorship agreements provided tobacco compattiesiear loopholes, which they were
understandably keen and quick to exploit. (Hoekp&i®s, 2000)

Communications in the hospitality industry enviremmn

After the ban on tobacco advertising and endorsé&snéars and nightclubs have become
ground zero for tobacco companies to promote freiducts (Jarvis 2000). The companies
sponsor 'adults only' events and giveaways in dadsnightclubs as a legla way to offset
lost billboard ad opportunities. For example repreatives of Phillip Morris were regularly
seen handing out samples to smokers, but only a#esfully checking IDs and even
digitally photographing the recipient. These bawegways were conducted in US
metropolitan areas. The representatives touring bidwes are trained only to approach
patrons who already are smoking. (Hemdev, 2005)

Below the line promotions

Below-the-line promotions such as direct mailings @ajor contributors in the promotion
program. These have the benefits of creating a emdhltabase and thereby ensuring
effective targeting, building up customer loyalty bffering gifts in return for proof of
purchase and ultimately making the smoker a walladgert for tobacco brands for
example by wearing tobacco branded clothing. (Hem2@O05)

Special publications

Due to increasing allegations that tobacco compamiere promoting smoking to the
youth, Philip Morris, in 2000, decided to stop pfecads in magazines that had more than
two million readers under 18 or whose teen readglishmore than 15%, as measured by
independent market-research firms (Fairclough, 2080bsequently, the largest tobacco
giants in alliances with major consumer magazinelipiers have been offering different
custom published magazines. These periodicalsisigbdted free or for low subscription
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rates. Hence, the tobacco companies, restrictethenamount of advertising they are
allowed in traditional consumer magazines are foeein as much promotional material as
they choose. The magazines are sent to nearly mfilgon people whose names are
obtained from tobacco company databases (Mas@0§)2

Place

Where consumers buy their brands is not only astagissue but also an important aspect
of brand communication. Tobacco companies warnt thrands to be where consumers
want to buy them, when they want them, and to neeeiout-of-stock’. Selection of the
right types of outlets is also important — for exden for premium brands to be in up-
market bars, restaurants and hotels. In the fastrg@onsumer goods sector, getting this
right takes investment in fast and efficient diaition. In order to achieve these goals,
tobacco companies have excellent trade marketimgnge who build and manage
relationships with retailers — big and small. (Bht American Tobacco: Annual report,
2009) The four major retail sources of tobacco potsl (primarily cigarettes) are: food and
beverage stores (including grocery stores and mgr&ets as well as liquor and
convenience stores), gasoline stations (includiagosis that operate convenience stores),
tobacco stores and discount stores. (Tauras 2006)

2.5 Future of the tobacco industry

Demand for cigarettes and other tobacco produckeiisg influenced by two conflicting
trends. On the one hand, according to Mackay anks&nr (2002, 90) the smoking
prevalence of women is much lower than that of naga; that of developing country adults
lower than people in industrialized countries. Eanall increases in the percentage of
women who smoke and the proportion of smokers imeldping countries would
significantly raise world demand. On the other hamdre and more governmerity to
discourage demand for tobacco products. How thé$ereht pressures will affect the
volume of demand in the near future is hard to iptedThe current uncertain
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macroeconomic outlook is a further complicatingtéacA return to the pre-1990 growth
rates looks though unlikely. (Mackay & Eriksen 200Q)

In this uncertain situation, two key scenarios@ussible for the tobacco companies. In the
first scenario, privatization and trade and invesitriberalization continue as they did in
the 1990s (van Liemt, 2002). The companies arevalioto enter closed markets where
their superior manufacturing, distribution and nadirkg skills and deep pockets will lead
them to conquer greater market shares. Litigatiod demand discouragement remain
within manageable proportions. High levels of conaion at the national level remain
acceptable and increase internationally, enabhegitto become ever more efficient and to

lower costs.

The second scenario would be radically differentve®izations, and trade and capital

liberalization come to a halt. Chinese exportersob® important competitors in the Asian

market. Litigation becomes an ever greater thredl claims so high that they threaten the
very existence of the companies concerned. Effiartdiscourage cigarette smoking are
highly successful. This latter would have a heaagact on brand management in tobacco
industry and would most likely reduce significanthe brand management efforts of the
tobacco companies, leaving many tobacco brand neasi@ga search for a new job.
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3. Brand management structure

The third chapter of this research continues treoretical section by introducing and
discussing the initial and current issues relatedhe implementation and future the
brand/product management structure. The aim ofctapter is not only to give a picture of
the brand management structure but to also idetitdycommon stumbling stones of the
structure.

The product/brand management structure is usedigpost the marketing activities of
companies that produce a variety of different potsibrands. The system was developed
in 1927 by Procter & Gamble (Lief, 1958; Bull, 19aB8ckles & Novotny, 1984; Howley,
1988), or maybe even earlier by other owners/erdgrequrs (Dietz, 1973; Low and
Fullerton, 1994), and has served a number of melggoduct/brand companies. It was
created as the adjustment of earlier organizatistrakctures, in response to the growing
complexity of markets, stronger competition, insiag sophistication of consumer tastes,
expansion of the product range and changing bargapower of the distribution channels
(Bull, 1968; Cunningham & Clarke, 1975). The systeas evolved through time and is
very popular, especially in the consumer packagexlg industries.

The suitability of the brand management systentHerorganization of marketing activities
has been questioned from the very first attemptsamalyze marketing functions’

organisational structure (Ames, 1963; Dietz, 196Ames, 1971). Companies’

disappointments and occasional withdrawals statidede declared a decades ago (Bull,
1968; Dietz, 1973; Buell, 1975; Clewett and Stadd@¥5). In addition, several proposals
relevant to the evolution of the system, the sgiete that should be used for its
improvement or even the need of marketing re-osgditn were expressed in the
marketing literature fairly early (Hise and Kell§978). These proposals will be more
precisely reviewed in the following chapter.
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Nevertheless the brand management structure islywidged in the organisation of

marketing activities within multiple brand firms.r&d managers typically analyse the
market, develop and enact the brands' plans, eeatrad control the brand's performance
and train colleagues on brand-related issues (RPakig & Veloutsou, 2000). They have a
boundary-spanning role, since they operate as dioaiors and central transmitters of
information for their brands (Diez, 1973; Panigysaind Veloutsou, 1999a, 1999b), and
lead an informal team (Veloutsou and Panigyraki®¥}43. However they frequently have
limited direct authority and control over the teamembers (Strieter & Gupta & Raj &

Wilenon, 1999) and must secure support (Panigy@ireloutsou, 2000).

Wide use of the brand management system indicdtas drands are recognized as

competitive advantage. To manage this competaiveantage, brand managers have to
think strategically and act as strategic marketAcsording to Fodness (2005) marketers
competent in thinking strategically take nothing ¢wanted and can be counted on to ask
provocative questions and to conduct ‘thought erpants’ to escape what others might

accept as the obvious. But unfortunately this lahtold behavior is often restricted by the

industry and companies’ way to implement their bremanagement systems.

3.1 Initial issues related to implementation of bra  nd management

structure

The very first attempts to evaluate the brand mememt system started decades ago.
Although its contribution to the development of timarketing approach was appreciated
(Luck and Nowac, 1965), some questioned whethersthecture should be used or not
(Ames, 1971), whilst others recognised a numbgrablems associated with the structure.
This last group of researchers was supportingeptacement with other, possibly more
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effective, organisational solutions (Dietz, 1978prmerly, most of the criticism was
related to the ill implementation of the structared general corporate constraints.

The works, coming from both academics and practtis, referred in the previous
paragraph, suggested that the problems of the bmegragement system were due to
following issues. According to Bull (1986) the pleims occurred because the procedures
by which the organisational structure were initigite the organisation. On some occasions,
it replaced an older system and was expected td,weithout allowing the necessary
restructuring process to take place (Bull, 1968)e Pproblems occurred also because of
unclear or not adequately specified job descriptwanich did not classify, in a detailed and
measurable mode, what was expected of brand mangygaes, 1963; Bull, 1968).

The inefficient allocation of resources and the egah lack of support given by the
company to brand managers were also seen as sairpesblems in implementation of
brand management system (Luck and Nowac, 1965prélarg to Dietz (1973) this lack of
support included the limited assistance that bramahagers could procure from their
interfaces to develop and implement the brand jarogr

In addition to the lack of support also the amoaimd the nature of the authority that was
assigned to brand managers and the gap betweentinarity and the responsibility given
to them was found problematic (Luck and Nowac, 19B6ll, 1968). Although it was
argued that responsibility and authority dependhenumber of management levels, in
reality brand managers were not given "real autyioto make the appropriate decisions
and to do their job as they saw fit (Panigyraki¥@&loutsou, 2000).

The appointment of the "wrong" managers for theyas also seen as one of the issues
causing problems in the implementation of brand agament system. It was proposed that
this could be controlled by the development of moaeeful methods of staff selection
(Ames, 1963; Bull, 1968; Clewett and Stasch, 19A8)ditionally one of the problems was
the development of too many or too little expeotadi from the effects of the position on
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the organisational performance and contributionn@nagers that undertook the job.
However, it was suggested that these difficultiesld be eliminated with top management
support (Ames, 1963; Clewett and Stasch, 1975).

Most importantly, on some occasions the brand mamagt system was proven totally
unsuitable for the companies (Bull, 1968; Cleweatd aStasch, 1975) and the brand
managers' role was changing to accommodate neworatep requirements. This
unsuitability was due to the conditions of the exi environment in which the structure
was operating. Nevertheless, the manner in whieh dbncept was used and brand
managers' group of responsibilities were se waa targe scale dependent on the special
characteristics of the sector, the companies aedptioducts/brands and was dynamic
(Dietz, 1973; Buell, 1975). This view was broadiynsistent with previous suggestions,
supporting the constant change of brand managels' description, to satisfy the
organisational needs and requirements from thetippsand to conform to the changing
environment (Bull, 1968).

3.2 Current issues related to implementation of the brand
management structure

Contrary to the beliefs and the doubts about itaréy the brand management structure
survived and continued to be successful in the etafkhere is evidence that, over the last
fifteen years, the brand management concept has édensively employed all over the
world. (Panigyrakis & Veloutsou, 2000) It is alsdopted quite successfully in various
sectors apart the fast moving consumer goods ingusich as computers (Amos, 1997),
industrial products (Dawes and Petterson, 1988y phceutical products (Kleizen et al,
1985; Panigyrakis and Veloutsou, 1999a; Panigyraki Veloutsou, 1999b) and even in
the services sector (Hankinson and Cowking, 19€Hhellenging its extensive use, the
value of the system continued to be questioned igiekis & Veloutsou, 2000).
Nowadays the doubts related to it are somewhagréifit. Some are questioning the utility
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of the structure and its results (Wood and Tand®@94), whilst others believe that it is
declining, even in the fast moving consumer goodhmanies where it was originally
introduced (Richards, 1994) because of new teclgmdp e-commerce, and emerging
market trends, including a shift in power to redesl

Another point of criticism is the constantly risilpwer of the distribution channels.
Retailers now use modern technology to developirendatabases and support their store
image. They use all the communicational meansttoagilly used for the support of the
manufacturers' brands and develop own-label prgdocoinpetitive to the manufacturers'
brands (Panigyrakis & Veloutsou, 2000). Retaildss &ransfer the names from the shop to
the products and differentiate their brands initaites other than price, for example by
investing into package design (Aggarwal and Ch#&8)9As a result they experience
significant gains in the market shares in manygmies (Panigyrakis & Veloutsou, 2000).

Knox (1996) also brought forward the issue of a rmse in the consumer market. The
main trends include a marginal change in the custdmase in developed markets, which
have constantly evolving habits and increasing etgtions (Knox, 1996). Apart from
becoming more fragmented the market is becoming @igre international. According to
Achrol (1991) this has constantly increased dutheglast decades. Companies are trying
to balance the need for the development of locagenand the global co-ordination
(Richards, 1994). The increased globalisation fraemmpanies to change their
organisational structures and on some occasiongt adglobal brand management system
(Hankinson & Hankinson, 1998). Then again fragmtora and globalization with
increasing focus on local adaptation can be seancasased amount of brands from the
consumers’ perspective. Linked to this trend (Sawmd@ Guoqun, 1996), the majority of
products are facing weaker brand loyalty than a years ago (Knox, 1996), as there are

more and more brands competing for consumers’taiten
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Brand managers have to co-ordinate a group ofnateand external specialists, with
different expectations and willingness to contréotd the brand’s success (Veloutsou &
Panigyrakis, 2001). The increase in brands inceeig® number and the diversity of the
interfaces which brand managers have to developafhski,1985; Panigyrakis and Glynn,
1992; Panigyrakis and Veloutsou, 1999a; Panigyrakds Veloutsou, 1999b), as well as the
time required to build the desired relationshiphwihe internal and external specialists
(Murphy and Gorchels, 1996).

The limited time at brand managers’ disposal is ohthe major issues (Panigyrakis and
Glynn, 1992; Andrews, 1996). Due to the lack ofdjrbrand managers have to develop
strategic programs in haste, as most of the tingenisumed by every day tactical pressures
(Murphy and Gorchels, 1996). Proper managementl@adership training might be the
answer, but often due to the insufficient suppootrf the top management (Murphy and
Gorchels, 1996), brand managers are left with &thieadership and management training
(Wichman 1989, Richards 1997).

The short-term approach has been seen as chastctér the companies using the brand
management structure. This is due to the apprdathbrand managers adopt themselves
during the development of the brands' programmesQldemantony, 1996; Hankinson &
Cowking, 1997). Since brand managers' performaacesargely appraised on the basis of
the brands' annual results, and because they ereiyed to some degree in the European
market as unsuccessful, if they stay in the sanséipo for longer than three or four years,
they are stretching their interest in short-terrautes. (Panigyrakis & Veloutsou, 2000)
This tactic may increase the performance of thepaones temporarily, but the long-term
position of the brands in the marketplace can dt@ailly depreciate.

The gap between brand managers’ authority and mnsgpbty (Howley, 1988; Henry,

1994; Panigyrakis & Glynn, 1994; Murphy & Gorchels996) weakens the decision-
making. This gap is one of the reasons causingamlgiguity and role conflict experienced
by brand managers and increasing their overaltgabion (Lysonski, 1985; Lysonski et al,
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1989; Lysonski et al, 1995). Brand managers nognetry all the responsibility for their
brands, but not the corresponding authority to mtkegs happen. The gap between
authority and responsibility tends to occure duethe insufficiently developed job
description administered by the company (Paniggr&kGlynn, 1992).

Brand management system has also been criticizethéoextremely limited contact that
brand managers develop with the external enviromraed the market. This is due to the
everyday pressures of their job (Richards, 1994rpg¥iy & Gorchels, 1996; Panigyrakis &
Veloutsou, 1999a). The increasing complexity andadhyics of the external environment
especially in issues related to the distributiord ahe final customers, adds to the
importance of the contact with the market compaaied need to develop structures that
will allow brand managers to extend that contaen{gyrakis & Veloutsou, 2000).

Knox (1996) has also argued that the effectiverdsthe traditional communicational
methods has decreased. As a result new media ade st the mass advertising and the
development of total communicational programmesugport the brands is needed, as the
consumers shift towards multiple channel media eondion (Joachimsthaler & Aaker,
1997).

The issue of brand managers’ incapability has gned for long time (Ames, 1963;
Bull, 1968; Clewett & Stasch, 1975). This argumkas persisted as more recently brand
managers are blamed for lack of analytical skilld areativity, as well as for the narrow
approach that they employ in the development ofbtlaed programmes (Richards, 1994).
This is due to the limited experience they havenfiiteson a& Cowking, 1997), as well as
the insufficient information related to the compiobjectives for the future position of
the brand portfolio as a whole (Panigyrakis & Vesmuw, 2000).

It also important to notice that companies emplgymand management system tend to

have multiple brand portfolios. The competition amgdrands of the same company may
lead to cannibalisation, where the company’s brastdst competing with one another
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(Murphy & Gorchels, 1996). Although the enforcemehtompetition was one of the main
arguments that originally supported the adoptiorithef structure, the new environmental
conditions restrict companies' capability to suppoands competing with one another. The
financial resources and the marketing efforts aasted to defend pressures coming from
other company's brands (Zenor, 1994) and in todaysronment this is hard to handle.

Brand management system is criticized for beinglatgid. Panigyrakis and Veloutsou
(2000) have argued that the modern marketing enwiemt bears no resemblance to the
original development of the structure and thus thedifications in the system are
constantly becoming more dynamic and drastic. ltewh, the disappointing results of a
number of companies using the system (Murphy andl@&ts, 1996), which led to changes
in its implementation or even the restructuringsofne marketing departments (Cummings
& Jackson & Ostrom, 1984) supports those who suggeas brand management might not
be able to serve effectively for much longer. Taldeith all these pressures, some suggest
that new organisational solutions for the marketangjvities should be introduced. They
suggest the development of category managementragug/regional management
account management or the development of prodaatggHankinson & Cowking, 1997,
Panigyrakis & Veloutsou, 2000).

However, some failures in its implementation appdaxtensively and similar suggestions
were considered in the past without inducing largmbers of new companies to follow it.

Moreover, all this criticism does not take into @act the very extensive abilities of the

brand management structure and the ways the steubas been proven to be suitable in
the past. (Panigyrakis & Veloutsou, 2000)
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3.3 Future of the brand management structure

When rationalizing the questions related to impletagon of the brand management
structure it can be argued that they are partlytdude new environmental conditions that
fast moving consumer goods companies are dealittyamd also related to the problems
which brand managers face. Studies by Anes (197dl) Rietz (1973) suggest that a
number of the environment conditions, which haverbpuzzling companies in the past,
seem to be quite relevant in the present day.

Comparison between initial and current questioteted to implementation of the brand
management structure reveals that some internblgams have been left unsolved. Former
guestions (Figure 3) related to the unclear expiecs and lack of authority, support,
resources as well as skills are still found in ¢herent questions regarding the structure. It
can be argued that the strong globalisation, whig$ driven multinational companies for
decades, has influenced the brand managementus&udthis can be seen in the current
guestion related to the brand management stru¢kigeire 3) such as fragmentation and
internationalisation of the market as well as grgyiineffectiveness of traditional
communicational methods. Also the rising power efailers has affected the brand
management structure.
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Figure 3: Initial and current issues related to impementation of the brand management structure

Recent issues related to implementation of the brand management structure

Lack of
resources and support

‘ lnaficquatcl_\: SECCI]-II:d ‘ Lack of formal authority ‘ Unclear expectations ‘
job descriptions
Poor implementation Appointment of “wrong” Unsuitability of the
of the structure managers for the job whole structure

Former issues related to implementation of the brand management structure
Internationalization and Lack of skills, support, time Role ambiguity and
fragmentation of the market and information role conflicts
Gap between anthority The number and the
and responsibility diversity of interfaces
Traditional communicational Rising power of

Since the issues are related to the specific 8ituathe best proposition of solutions that

can help brand managers to overcome their problestisbe related to the given
circumstances. However, depending on the dilemim&gface, brand managers do suggest
some solutions to solve their problems. Some omtlelieve that the main course in
resolving their problems is linked to the improvemef their relationships with the
internal and external interfaces, the improvementtheir time management and the
development of management practices that cantigteiltheir everyday work (Panigyrakis
& Glynn, 1992; Murphy & Gorchels, 1996; Panigyrakid/elotsou, 2000).

As with any other structure that helps companieprésper brand management should be
adopted when both the market conditions and thernat environment are appropriate.
Resulting from improvements in the information teslogy and the environmental
changes, there have been organizational changds ntight influence the brand
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management structure. Brand managers do not perdeemselves that their job is

influenced by the environmental condition as mushtl@e popular literature suggests
(Panigyrakis & Velotsou, 2000). It has been argtieat there are some organizational
solutions that can bring better results than thditional brand management organization,
such as category management, matrix managemereodevelopment of brand teams.
None of these structures appears to be strong anouigke on the more commonly used
brand management structure. Although there alesstihe companies that have not moved
with the times, the brand managers' job contenh@ds, as a result of the environmental
changes. (Panigyrakis & Velotsou, 2000) This hapgden the past and is still happening.
It is a sign of the evolution of the structure.

One of the greatest challenges facing marketingagens, as well as other managers and
their organizations, today is the development ef ¢htical thinking and problem-solving
skills needed to adapt quickly and effectively tamrge (Fodness, 2005, 20). But this is
clearly impossible to achieve if brand managersfeneed to act with short-term goals and
without proper support and limited contact with gheernal environment. Answering to the
guestions related to implementation of the branchagament structure will thus likely
improve the effectiveness and responsiveness of ctirapanies’ brand management
function.
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4. Brand manager’s job dimensions

The fourth chapter of this research continues Hemretical section by introducing and
discussing brand managers’ job dimensions. Aparnhfthe central job areas, which are
presented in the second sub-chapter, brand mahagérsas coordinators and central
transmitters of information in the middle of corttaretwork consisting of external and
internal members of brand supporting team is dramthe first sub-chapter. The final sub-
chapter discusses the possible future of brand gessarole.

One of the most popular organizational structufeth@® marketing department today is the
product/brand management system. (Franzoni, 19%nkidson & Cowking, 1997;
Panigyrakis & Veloutsou, 1991) As their job titledicates, brand managers manage their
brands and have a broad range of marketing-relegsgonsibilities (Katsanis & Pitta,
1999). Research indicates that the principle bramghagers’ responsibilities include
various tasks related to market analysis, plannimglementation and coordination of
activities, evaluation and control of the marketmix and training of colleagues in brand-
related issues. They perform their duties in coaf@n with a number of internal and
external specialists (Panigyrakis & Veloutsou, 1)99%erefore, they normally act as the
central point of informal team, which supports thierands (Veloutsou & Panigyrakis,
2001), with members who could be identified by thaeveloping the brand strategy (de
Chernatony & Harris, 2000).

Some argue that brand managers are involved witlous strategic decisions and the
medium- and long-term development of the brandsnfiia, 2000), while their primary
role is that of a ‘planner’ (Bureau, 1981). Othketieve that the brand managers’ manager
role follows a pattern, involving transition thrduga series of stages of increasing
involvement and responsibility, varying from a sagprole to a mini marketing director
role (Panigyrakis & Glynn, 1992). However, researetieals that they normally do not
have the anticipated strategic focus (Panigyrakigegotsou, 1999).
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Whatever the context analyzed, the most importapéet of the job is the development of
short-term programs and the implementation of th@egrams (Hankinson & Cowking,
1997), the brand managers acting as middle manégansgyrakis & Velotsou, 1999).

4.1 Members of the brand supporting team

In spite of the fact that the examination of brandnagers’ job dimensions began four
decades ago (Luck, 1969), the literature rarelyysea the structure of the brand team and
the role of the team members as they have evohdayt The existing literature suggests
that they come from both the internal and exteemalironments (Figure 4jadapted from
Veloutsou & Panigyrakis, 2001)

The role and importance of intra-organizational ommication in organizations have been
appreciated in the management literature, for exangartol and David (1998, 460—-467).
The vertical communication within an organizatiovalves the exchange of messages
between two or more levels of the organizationardnichy. During formal and informal
interaction between the higher and the lower lgviefermation that allows employees to
understand what is required from them and whatr tf@hs actually involve will be
exchanged. The employees’ roles in the organizattmn job tasks and the relationship of
these tasks will be explained, while misunderstagsliand discrepancies will be reduced,
and the organizational vision and the various omgdional objectives will be clarified and
promoted (Asif & Sargeant, 2000). The importancéentf-organizational communications
is such that it has been suggested that poor gext@mmunication could cause a lot of
problems in organizations; it has been charactrias a ‘silent killer of strategy
implementation and learning (Beer & Eiseenstat(200
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Brand managers, in order to perform their job sssftdly, as coordinators and central
transmitters of information for the brand in thesponsibility, need to develop relations
and gain support from specialists that work in doenpany or externally (Dietz, 1973;
Dawes & Patterson, 1988). Recent research contesia the analysis of the relationships
marketing departments’ form, mainly with the int@mpany service providers.
Furthermore, even less research examines and cesber perceived quantity, importance
and quality of all the possible various interfageh industrial service providers, an issue
that is addressed in this study.

The number and variety of firms offering industservices that brand managers deal with
have increased dramatically. The companies rate tnoe-person companies such as public
relation firms and specialized corporate lawyers, multinational companies such as
advertising and marketing research agencies (Vabowt2002). The field of professional
services has experienced the development of mamy pmeducts (Brentani and Ragot,
1996), but little is known about the particular lplems concerning the particular
characteristics and relationships of a brand managk members of external and internal
environment. Figure 4 illustrates the brand maragete as right in the middle of internal
and external customers and adjusting either taniater external direction depending on a
task at hand.
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Figure 4. Members of the brand supporting team, adpted by adding of digital marketing agency
(external) and communications (internal) into Velodsou’s & Panigyrakis’ (2001) framework.
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4.1.1 Internal customers

As a brand’s formation flows across the organizgtevery department has to contribute to
the success of the brands (Rubinstein, 1996). datien with people in non-marketing
areas can contribute to creativity, since they tenfdcus on issues and problems that differ
from those identified by their marketing colleag@ésdrews & Smith, 1996). Today, in
the era of cross-functional interdependence, tredyais of the marketing departments’
interfaces with the various service providers ismoicial importance (Lim & Reid, 1992) as
the firm’s own information and support services mhe made available to the brand
managers (Lysonski & Levas & Lavenka, 1995). Bramdnagers work as internal
marketers (Starr & Bloom, 1994). The relationshdpseloped among managers having the
same aim, for example in supporting the brand borking in different departments, will
aid in focusing on the external activities, theredatisfying the needs of customers and
consumers (Katsanis & Pitta, 1995).
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The interfaces that marketing function and brandchagars develop within a company are
usually with other colleagues in the marketing depant andunctions such as (Murphy &

Gorchels, 1996), sales (Murphy and Gorchels, 199igyrakis & Veloutsou, 1999b),

communications (Panigyrakis & Veloutsou, 1999c),nafacturing (Dawes & Petterson,

1988; Murphy & Gorchels, 1996), accounting and ricea (Dawes & Petterson, 1988;
Panigyrakis & Veloutsou, 1999b), research and agreent (Murphy & Gorchels, 1996),

personnel (Panigyrakis & Veloutsou, 1999b) and mapnagement (Quelch & Faris &

Olver, 1987).

The daily contact with the various members of défe functions and the dependence
created through this may cause problems, which useally due to cultural and/or
knowledge gaps among the managers working in tdepartments (Konijnedijk, 1993).
The use of the time that brand managers spend paugacommunications with their
colleagues working for the company may contribudeoverall corporate effectiveness.
Many organizations and executives are trying tolément programs that aim to reduce
potential cofiict, provide cross-functional exposure and improwederstanding.
(Veloutsou & Panigyrakis, 2001)

4.1.2 External customers

The number and variety of firms offering servicbattbrand managers deal with have
increased dramatically, rating from one-person igubtlations firms and specialized
corporate lawyers to multinational companies susladvertising and marketing research
agencies (Lysonsket al, 1989; Daweset al, 1992). These service providing firms
facilitate or add value to firms’ brands and try develop an ongoing buyer—seller
relationship (Filiatrault & Lapierre, 1997). Thesea growing awareness in the marketplace
of the possible advantages to be derived from tengr relationships between business
partners. Although there is no generally accepefthition of what a professional service
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is (Dawes, & Dowling & Petterson, 1992), professibservice providers do act as experts
for clients, assisting them in problem solving atetision making (Maister & Lovelock,
1982).

More specifically, brand managers often have ttaborate and negotiate with professional
service providers such as; the advertising agebDawés & Patterson, 1988; Murphy &

Gorchels, 1996), the promotional agency (PaniggrakiVeloutsou, 1999b), the public

relations agency (Panigyrakis & Veloutsou, 1999t)e marketing research agency
(Murphy & Gorchels, 1996), lawyers (Panigyrakis &l9@utsou, 1999b), the distribution

channels (Panigyrakis & Glynn, 1992; Murphy & Gaetsh 1996) and other consultants,
such as experts in informatics, physiologists osigleers (Panigyrakis & Veloutsou,

1999b).

Advertising agencies

Brand managers have the opportunity and the regplitysto control to a certain extent
advertising decisions surrounding the brand (Curgsiiat al., 1984). There is need of
specialist support in that area (Dietz, 1973). Braranagers usually control the advertising
budget, provide background information to the ageaod work in liaison with the
advertising agency, as part of their coordinatiode,r especially in consumer goods
products (Cummings et al., 1984; Dawes & Patterd888; Murphy & Gorchels, 1996).
Brand managers are often in daily contact with #awertising agency (Veloutsou &
Panigyrakis, 2001).

Promotional agencies

Brand managers play a dominant role in promotiomisiens, as they control the
promotional budget, set sales promotion objectidesgrmine the type of sales promotion,
and the number of promotions to be used (Cummingd.e1984; Dawes & Patterson,
1988). The contact is higher in cases where theeréiding agency does not provide
promotional services to clients (Veloutsou & Pangdys, 2001).
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Public relations agencies

As there is an increasing recognition of the nateskor strategically managed
communication programs (Panigyrakis & Veloutsol99®, public relations nowadays has
a significant role to play in the marketing comnuations of any organization. It should be
an integral part of the promotional mix, or evermajor additional tool of marketing
(Kotler, 1986). Brand managers may collaborate WithPR agency in order to develop the
PR programs for the brand (Panigyrakis & Velouts$97).

Marketing research agencies

Brand managers have a high level of responsibflity the effective coordination of
marketing research (Panigyrakis & Glynn, 1992). yiheeed specialist support in
information gathering and handling (Dietz, 1973y dhe level of their contact with the
marketing research specialists appears to be lgghe(Murphy & Gorchels, 1996).

Digital marketing agencies

In its early days, the Internet was seen as anrbpputy for marketers to communicate with
consumers, and even to engage them in two-way concations. However, consumers are
becoming overwhelmed by marketers’ attempts to gadhem in relationship marketing
strategies. (Sicilia & Palazén, 2008, 255) Onlyerdty, it has become apparent that
consumers are using the internet to communicate edath other (Goldsmith & Horowitz,
2006). Cyberspace has become a new kind of soerahin, crowded with “virtual
communities” (Rheingold, 2000). This evidence isciiog managers and planners to apply
new ideas in order to make their web sites morecteffe. According to Mathwick (2006)
the traditional web site is no longer motivatingsimmers to return to the site. An
alternative strategy involves the development ofirtual community around the brand
(Mathwick, 2006).
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Legal advisers

Brand managers may have to have contacts with laxfganigyrakis & Veloutsou, 1997),
especially in the sectors that necessitate legalcadPanigyrakis & Veloutsou, 1999c).
Tobacco industry is a good example of a sectorchvdemands very high legal awareness
in all the marketing activity as the products aaenhful to the consumers.

Distribution channels

According to several studies, brand managers tenthdk sufficient contact with the
channels of distribution (Cummings et al., 1984nig@akis & Glynn, 1992; Murphy &
Gorchels, 1996). Although their responsibilitiestire distribution area are relatively low
(Cummings et al., 1984), they have to invest timegoarsuing activities related to gaining
the support of channel members (Murphy & GorchHed€6).

Other consultants
Brand managers can have contacts with other extspeaialists that work as consultants,
such as psychologists or experts in informaticsi@aakis & Veloutsou, 1997).

Although the development of a supplier is a lomgatéocus (Olsen & Ellram, 1994@nd
current customers often present the best growth lang-term profit opportunities for
service suppliers (Filiatrault & Lapierre, 1997grely does the marketing management
literature stress the importance of cooperatiorwbeh brand managers and service
suppliers. To prosper, professional industrial menproviders must depend not only on
their specialized technical and advisory skillseymust also undertake planned programs
for creating and actively marketing their servigesclients. A durable relationship with
brand managers, the clients' representative, ialggmportant, as they, in terms of several
performance criteria, evaluate their performanagopeally to determine the retaining of
their services (Panigyrakis & Veloutsou, 1999c).
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4.2 Brand managers’ central job areas

Building and strengthening of brand equity is bramahager's main goal. Company has the
potential to gain competitive advantage throughuitiog needed resources and know-how
into the brand and thus attaining better long-teosition in the market. (Aaker 1991, 13,
16)

Analyzing the market is the brand manager's taskchwincludes the need to function as a
knowledge centre in all brand related issues. Braadager has to gather and combine all
brand related market data as well as keep a remfoatl the marketing activities, market
information and market researches. Planning ofdsafuiture is also one of the central job
areas of brand manager. Brand managers can patéicqy even take the lead in brand
decision-making process, but in practice brand mearsacan seldom alone decide upon the
future of the brand. It seems that in long-termategic planning brand managers'
possibilities to influence are less than in shertr planning. Implication and coordination
of brand plans, including brand development andedghtiation are also important job
areas of a brand manager. (Panigyrakis & Velot$689a)

Brand managers have to ensure that their brandseeg®a suitable marketing mix, which
will deliver the best possible outcome. In thisleation and selection task brand managers
have to manage marketing budget, emphasizing elsnwnthe marketing mix, which
result in growth and strengthening of brand equBiyand managers have the responsibility
over the profitability of the brand as well as oweaching the sales targets of the marketing
plan. On top of all, brand managers are also resplenfor developing brand programs.
(Panigyrakis & Velotsou, 1999a)

Brand managers are often responsible for educ#itiegersonnel in brand related issues.

Brand education is important, but often only ddittime is reserved for this activity. In
addition, brand managers have to supervise the wbrkheir assistants and take the
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cardinal responsibility of educating brand assistas well as sales force in brand related
guestions. (Panigyrakis & Velotsou, 1999a) All Ihthe training of company's personnel

to be brand ambassadors is a significant task K208, 125). When rival companies in

the same industry fail to differ significantly thugh the products or services they offer,
differentiation, along with innovation, is basedtbe people working in the company (Ind,

2001).

When analyzing the market through various markstaeches, the role of a brand manager
seems to be at its most active. According to Paalgy and Velotsou (1999) the role of a
brand manager is still to coordinate and execwaldtisions made by others. But there are
some significant industry specific variations. Fexample, brand managers in FMCG
industry tend to collaborate significantly more lwitarious member of brand supporting
team such as marketing agencies, lawyers and madssarch agencies than their
colleagues in pharmaceutical industry because ef dtiong interconnection between

consumer goods and advertising (Panigyrakis & \éelot 1999a).

Figure 5: Brand managers' central job areas

Building and strengthening Analyzing the market
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Distribution channel decisions are relatively uniizan area for brand managers, as these
decisions tend to be made elsewhere in the orgamzaOn the other hand, brand
managers perceive participating in distribution roied decision-making as highly
important because growing of brand potential iserand more attached with the chosen
distribution channels. (Panigyrakis & Velotsou, 969

Brand managers’ usage of time conflicts somewh#t thie traditional perceptions of their
position. Even though the majority of time is spesimmunicating with internal and
external members of brand supporting team, a $ogmf part of their time is spent on
planning other than brand related business stesegid tactics. According to Panigyrakis’
and Velotsou’s (1999a) study made in Greece, braadagers used most of their time on
managing elements of the marketing mix. On therottamd brand managers in the study
wished for more time to be spent on strategic amwtidal planning. In international
corporations the strategic decisions, as well as dtandardization decisions, are the
responsibility of senior management, despite thet that brand managers bear the
consequences of the brands’ success or downfahdBmanagers have to find the ways to
use their general business knowledge more effigiearid prioritize their time spent on
managing their brands. The role of brand educaaiven to brand managers due to the
fact that they posses the most knowledge in thesapite that this responsibility might
interfere with their tight and already prioritizedhedules. If in the future the role of brands
as value adding competitive advantage will contitagse it is likely that brand managers
will have more opportunities to take part in theastgic decision making (Panigyrakis and
Velotsous, 1999a); though they won't likely have gole decision making power in the
brand related issues.

Figure 5 sums all the central job areas of a bmaatager. As the figure shows, brand
managers are heavily involved with planning andlicagion of brand related activates
having some decision making power related to evainaf marketing mix. There is also a
minor leadership role in form of supervision brassistant’s work.
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4.3 The future of brand managers’ role

According to Panigyrakis and Veloutsou (2000) bramehagers seem to be aware of the
movement of their position. They tend to expeeinid they desire it as they understand that
changes will improve their position and their effeeness. They may think that if their job
does not adjust constantly it will fail to confrahe dynamic environment and the changing
companies' and brands' needs, and they often lmwkafd to that continuous adaptation.
However, they are constantly prone to believe thatevolution is a very slow process,
particularly managers who experience the everydagsures of the post and who cannot
easily perceive the changes. (Panigyrakis & Velmut2000)

The brand managers working in subsidiaries maydaeléd towards an even more tactical
role. They often believe that in the future theyl wetain the main responsibility for the
collection of local information and the co-ordiratiof the marketing activities in the local
market. They will have to enforce creative tactighjch have been decided upon by others.
They tend to believe that their role is becomingenadministrative and operational. They
share the sentiment that the main requirement a@f host is excellent communications
skills, to enable them to develop relations witkithnternal and external interfaces and to
work closer with the brand manager in the headgquariThey were also prone to feel that
they have to spend more and more time with thernateinterfaces and the external
consultants, and this appeared to be their maeé (Blanigyrakis & Veloutsou, 2000)

Very few of the managers interviewed by Panigyrakid Veloutsou (2000) were worried

about the future of the organizational structuréeil concern was caused by some
literature they had read on the future of the $tmec It was clear to them that there is no
obvious sign of problems in the market but theyeanafraid that this was because of the
limited contact they had with the international konment. Clearly the team working, the

retention of the information centre role and theduation of the involvement in the strategic
decision making are trends that brand managersosuppthe market and internationally.

(Panigyrakis & Veloutsou, 2000)
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In the past brand managers had to adapt the brayadkéting programs to the local market.
Nowadays to reflect regional differences they htvadopt the given direction from the
headquarters by creating marketing programs thathrthe brand guidelines given from
the headquarters. In the study made by PanigyeaidsVelotsou (2000) brand managers
often expressed their concern on the future pohatr will remain at their disposal. They
tend to have a feeling that they will have a pwerdinating role for their local market and
that they will not be allowed to contribute to ttlevelopment of new international brand
strategies. They shared the same perception forfutuze development of the brand
management job in the international arena. (Paalgyr& Veloutsou, 2000)

The main remaining question is whether or not brayachagers will retain their traditional
role that of competing with others, even with cajaes supporting other company’s
brands. It seems to be that they will need to beensoordinated, both in the international
arena and within the category in the local marRehumber of companies were moving
towards this way, and it was apparent that thectira of the marketing department is
evolving at presentThe brand managers in the local level will liketgntinue to be
responsible for the brand and coordinate theirllodarfaces, and will have the leading
role in this team. Furthermore they might becomentrers of two other teams (Figure 6).
They could participate in the international brasdnh and the category team. They might
have to also get much closer guidance from the dueaters and the brand manager
working there, as well as all the brand managerskiwg at subsidiaries, the category
manager, and other brand managers responsiblednd® in the same product category in
the same country. Their role in both the internaloand the category team will thus be
supportive. (Panigyrakis & Veloutsou, 2000)
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Figure 6: Teams in which local brand managers partipate (Panigyrakis & Veloutsou 2000, 175)

International
Brand Team

Local Category
Team

Local
Brand
Managers

Local Brand Team

It can be argued that in the future the brand marsagole will change to meet the new
needs of the dynamic environment but that brandagers will continue to serve in

multiple brand companies. The most important tdskt torand managers will be the
development of real knowledge of their market. Thely have to put the customer at the
centre of their plans, and ensure that brands tdfe@ustomers what they want. They will
have to position their brands’ personalities inaywhat differentiates their offer from the
others, with a special emphasis on the fast growargpetitor, the own label products.

The foreseen international coordination might gieeal brand managers much less
authority to adjust marketing programmes. This dreould affect the way that brand
managers feel, and modify their overall role in keting activities. The question is
whether brand managers can be the "general mafadeheir brands, as they were in the
past. Although they will continue to coordinate theal activities, they might not play the
role that they used to due to growing influencentérnational brand team.
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However, they should be consulted prior to makirggomdecisions. They might be seen as
the managers with knowledge of the local markeveGithis new role, the pressure they
experience will most likely increase, since theyl Vack the authority to make important
decisions on their own and they will have to pgmate in a number of new teams and
procedures. The challenges they will have to faitelikely be greater and more complex
than ever while the amount of time to spent onpitegect will more significantly limited.

Having that in mind, it can be concluded that thedpct/brand management system is not
dead. According to Panigyrakis and Veloutsou prbduend management system is
nowadays used to a certain extent in all the opesnamies worldwide and most
practitioners still agree that the system is fanfrobsolete. The way it is implemented in
the future may not follow the traditional pattetmyt this is an expected stage in the
revolution of the system, given the evolution ofe tenvironment. (Panigyrakis &
Veloutsou, 2000)
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5. Summary of theoretical section and frame of refe  rence

The first section of this study was a review oér#ture on tobacco industry and brand
manager system as well as on the job dimensiofsanfd managers. In order to derive a
clear picture of the subject, the examination befgam introduction to tobacco industry
after which a general presentation of the brandagament system’s development was
presented. More in-depth look was taken in theofwithg chapter, which described the job
dimensions of brand managers giving some prospéstsabout the development of these
dimensions in the future. The different chapteraneixed subjects that were related to each
other are brought together in this fifth chaptetho$ research. In this chapter the theoretical
section is summarised and framework is presentedhggothesis for the empirical section
of this study.

5.1 Summary of theoretical section

As Katsanis and Pitta (1999) mentioned and as wasepted in the Figure 5, brand
managers have a broad range of marketing relaggebmsibilities. In a way it can be said

that brand manager needs to be a jack-of-tradesnaady master or mistress of all of

them. However, in real life there presumably areatr dimensions or job description
types that define the brand manager’s tasks, aswalanking order which dimension are
thought more important that others. The brand managght perform tasks that are either
more marketing oriented demanding team leaderdtilip sr tasks of a merely coordinator

without any real decision power of brand relatetivdaes. Therefore, the research problem
was to find out how the problems typical to impletagion of brand management structure
occur in the tobacco industry and how tobacco braadagers deal with these problems.
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In fact brand manager’s tasks are in this resetected as equal in importance. Literature
on subject lists a great variety of functions amel dnly common and connective role of a
brand manager seems to be relationship handlecamdlinator of the brand supporting
team. Still, lack of skill, support, time and infieation as well as problems related to the
implementation of brand management structure amenoan, and thus it seems that brand
managers don’t have a specific and working job igson that would have an effect on
improving the role of relationship handler and acbhoator.

The foundation of the research was laid by examgiive tobacco industry from a wider
perspective. Firstly the development of the induas well as the closely tied relationships
with governments and regulators were explainedoi@#ly the regulatory measures that set
the boundaries for tobacco industry were preserfethlly the marketing tools used in
tobacco marketing accompanied with the view onftlere of the industry were discussed.
The aim of the chapter about the tobacco industag v present the industry and the
crucial role played by brand management in it.

The review of tobacco industry in the first chaptétheoretical analysis provided a basis
for examining the implementation of brand managednsgstem, as well as for the brand

manager’s job dimensions, which were examined énthird chapter of theoretical section.

The second chapter of theoretical review focusedb@amd management system taking
broadly into account initial and current questioekted to the implementation as well as
added a perspective on the future of the systemthé&umore, the second chapter focused
on the role of a brand manager in the context ahdhrmanagement system. Following that,
the different questions related to the implemeatatf the brand management system as
well as the factors, which have and effect on titedimensions of brand managers were
compiled into a single figure.
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The third chapter of theoretical analysis provid&drmation of the brand managers’ role

as a relationship handlers and coordinators betwe#emal and external members of brand
supporting team. Also the central job areas as agethe future of the brand managers’ role
were discussed in this chapter. The different mesmloé brand supporting team were

mostly identified from the research done by Veloutand Panigyrakis (2001) though a
couple of additional members were added by theareker.

5.2 The framework and prepositions for empirical re ~ search

This research explores the way that brand managetsbacco industry organise their
activities and how the brand management structirenplemented in tobacco industry.
Given the doubts about suitability of the brand agement structure in the modern
environment, one of the questions is how populardtructure is in the tobacco industry.

When taking into account the quite unique charéttes of the industry it would be easy
to argue that brand management is different intteacco industry compared to other
consumer goods industries. Even though a systenwatioparison between the job
dimensions of tobacco brand managers and brand geenavorking in other industries
does not take place within this these may the figaif this thesis be used for this kind of
comparative study. In addition, this research gtsnto examine the brand managers’
understanding of their role. This research alsopames the activities that brand managers
perceive they perform and those that marketingtbdirectors understand their role.

The framework of this research (Figure 7) is carded out of three key elements that
were brought forward by the equal amount of thecakethapters of this study. Firstly the
unique characteristics of tobacco industry, suclt@assolidation, regulation and tobacco
industry marketing created the boundaries for taméwork. Secondly the set of initial and
current questions related to the implementationthef brand management system, which
were introduced in the third Chapter, were usedamalyse the suitability of brand
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management structure in to tobacco industry. Thvel tthapter of the theoretical review,
which focused on brand manager him-/herself, wasl us examine the tobacco brand
managers’ understanding of their role as well axdmpare the activities that brand
managers see they perform and those that theingspes understand as their role.

Figure 7: Framework of the study

TOBACCO INDUSTRY

FORMERAND RECENT QUESTIONS
RELATEDTO IMPLEMENTATION OF BRAND MANAGER’SROLE
BRAND MANAGEMENT SYSTEM

JOB DIMENSIONS OF
BRAND MANAGERS IN
TOBACCO INDUSTRY

The job dimensions based on the framework are fdrineanalysing brand management
system and brand managers’ role under the lightobhcco industry. Based on the
preceding description the following propositions presented for the empirical research:

P1: Themarketing agency is the most important and most tonsuming member of
tobacco brand managers’ brand supporting tedarketing agencies execute a
great amount of branding decisions, such as packdeggn, promotion
campaigns etc. Smooth co-operation between bramdgeas and the marketing
agency demands good relationships, which are bom frequent contaciThe
second highly important member of tobacco brandagars’, brand supporting
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P2:

P3:

PA4:

P5:

team are the (internal and/or) legal advispmshich help to make sure that the
brand managers are acting according to the segulations of the industry. The
level of contact with the legal advisors is tholigkly to be less frequent than the
level of contact with marketing agency as the rolethe advisors is to only

validate and council.

High level of professionalism and established pssee provide brand managers

with clear goals and expectationBig global tobacco companies organise their
operations around processes. This process-oriapigwach characterises also the
way that the job of brand managers is structurétiese companies.

High level of regulations limits greatly theeuof various brand management
tools. The most important brand management tool in tobacdostry is pricing

With pricing being the most important tool abacco brand managemehtand
managers in tobacco industry have a strong tradrigoand they are experts on
using their clients (retailers, hotels, restaurgnttc.) to communicate their
brands On the other hand tobacco brand managers aretexp® tend to lack
media planning skills, which are often unnecessatgbacco marketing.

The perception of tobacco brand managers’ abouitr thture is realistic They
know that the regulations are only getting toughed they see that these
limitations will move the focus of the marketing raatowards trade marketing

and away from the brand management.
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6. Research methods and processing of research data

The sixth chapter of this thesis begins the repgrsiection of the empirical research. In this
chapter the methodology and processing technicheswere used in order to answer the
research question, posed in theoretical secti@enyeiewed in detail. The first sub-chapter
describes the research method of the empiricabrelseln the next sub-chapter basis of
data collection and selection of interviewees axplagned. The third sub-chapter
elaborated the background of the interviewees. firta three sub-chapters in this section
contemplate the essential factors of conductinggbrvey: analysis of the research material
(sub-chapter 6.4), credibility of the research matésub-chapter 6.5) and ethical questions
(sub-chapter 6.6). The generalisation possibilitkthe results are then reviewed together
with the credibility of the research material. ldd#ion, the reliability of the research is
reviewed as a sub-chapter of its own.

6.1 Methodology

The research method in this thesis is qualitatgethe research material has been gathered
by conducting interviews. According to HirsjarvieRes and Sajavaara (2001, 124) the
typical characteristics of qualitative researchtaeeclose relationship between interviewer
and interviewee as well as deep and rich reseaatierral. Qualitative research aims to
contextualise, interpret and understand the viemipoof the interviewees (Hirsjarvi &
Hurme 2000, 22-23). The aim of this research isnerstand the job dimensions of brand
managers in tobacco industry through the expergeméethe managers in this position.
That, and the limited population, is why qualitatiapproach is the natural choice for
conducting the research.

One of the most traditional strategies for condurta qualitative research is the case
approach, which aims at gaining detailed knowlegalgeut a single event or about limited
number of intertwined events (Hirsjarvi, Remes &aSaara 2001, 123). According to

Peuhkuri (2005, 293) case research is an umbegia tinder which quite various research
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frames can be constructed. Characteristic for casearch is the use of several methods
and data as well as the ambition towards theofetixplanation. Case research can be
valuable as a limited intensive analysis of a doamit. Describing an interesting
phenomenon, giving a voice to the parties of a cas®inging forward a specific problem
— these are all legitimate aims for a researchem bwn. (Peuhkuri 2005, 306—307)

In this research a small number of case individwadee chosen for an interview after the
initial theoretical foundation of the research waade. This is a typical approach for an
extensive case study (Hirsijarvi, et. al. 2000,)1&3the researcher has interviewed tobacco
brand managers the interest lies in a process,mibibow these brand managers perceive
their job dimensions. As the research data willga¢hered using a single method the
research can’'t be described as a pure case res€araltative research by itself is not a
research method, as it should be seen more asarchasstrategy, which defines how a
researcher gathers material and analyses it. Metbiodjathering the research material
should be thus chosen always to suit the purposieeofesearch. (Koskinen, Alasuutari &
Peltonen 2005, 154-157) Qualitative research cacobéucted through various research
methods. Typically preferred methods are thosechviiring forward the voice and the
viewpoint of the research subject (Hirsjarvi et. 2001, 155). Interview is on of the most
popular methods for gathering information in quadiite research due to the method’'s
flexibility, which allows it to be used in variou®ntexts. This is one of the key reasons
why the researcher chose to gather research mateoagh interviews.

Most important issue when choosing research metmotsat the chosen methods enable
answering to the research questions (Koskinen.€2085, 106; Hirsjarvi et. al. 2001, 191

192). Because the research question of this Masteesis concentrates on the brand
managers’ experience, the interview is both natamal efficient choice. Interviewees have
had the possibility to tell about the subject frémeir own viewpoint, which has led to a

gathering of rich and deep material in a relativaigrt amount of time.
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As mentioned before by Hirsjarvi, Remes and Sajav§2001, 191-192), interview is a
flexible method for gathering research materialdose interviewee is in interaction with
the interviewer. This interaction gives a possipifior the researcher to direct interview
according to a specific situation as well as cjaghd deepen the answers by asking the
interviewee to explain his/her opinions. The patigitto change the order of questions is
also one of the advantages of interviewing. (Hixgjét. al. 2001, 191-192)

As a research material gathering method intervieaw also its cons. Interview doesn’t
produce ready answers or direct information as & method, which reflects interviewee’s
perceptions of a certain topic (Koskinen et. al0%20106-107). The credibility of an
interview may be also compromised due to intervesvéendency to give more socially
acceptable answers (Hirsjarvi et. al. 2001, 198 pic of this research might be seen as
somewhat sensitive mainly due to the industry'droeersial reputation. This means that
the risk for socially acceptable answers does gxespecially because the interviewer
doesn’t work in tobacco industry.

The risk of socially acceptable answers was negkais acknowledged and researcher
made the attempt to minimize the risk by emphagitire anonymity of the interviewees.
The fact that there are no right or wrong answerd that the researcher wants to
specifically hear respondents personal opinions wksrly communicated to each
interviewee before the interview took place. It vedso emphasized that the thesis is done
independently without the influence of the intew&e’s employer. To reduce this risk of
socially acceptable answers, also former employe&c did not feel the same kind of
social pressure - was interviewed.

Interviews are often divided into categories ofistured, semi-structured and unstructured.
Theme interview and semi-structured interview mesually the same. In theme interview
the topics or themes are known, but the exact fornorder of the questions isn't set.
Instead of specific questions the interview is tloosstructed around a theme, which is
familiar for all the interviewees. This form of ewiew frees the interviewee from the
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interviewer's point of view and gives a voice te thterviewee. (Hirsjarvi & Hurme 2000,
195; Koskinen et. al. 2005, 104.)

Theme interview was the used method in this rebeageen though some aspects of
structured interview were used quite extensivehe Torm and order of the questions in the
research were predetermined, which is typical far $tructured interview approach. But
the amount of open questions was clearly dominadtthe approach to the interviewee
aimed at creating free conversation about each pfrthe questioner. Interviewer's
approach was also active, as additional questicare \asked and thus the interview was
lead to different direction when sought relevantrirthe point of research question’s point
of view. The reason behind the extensive use ohehs from structured interview was
because of the extremely tight schedules of thervigws. By letting the interviewees to
get acquainted with the questions beforehand thesevgiven time to construct initial
answers and thus save time for additional in-dgp#stions.

It is also important to notice that both former audrent tobacco company employees were
interviewed. Certain elements of structured in@®mg thus suited the research as they
engage in respondent or focus group studies inhwhids beneficial to compare and
contrast participant responses in order to answersaarch question (Lindlof & Taylor,
2002).

6.2 Selection of interviewees and collecting resear  ch data

When reviewing the adequacy of research matemiearcher faces question regarding
irregularity and freedom of research, which botbelahe qualitative research method. For
example there are no rules that determine how nrdagiews should be done in order to
answer the research questions. The adequacy @ircbseaterial depends of the quality of
the research material. Thus researcher has tohrsisir her own perception, which will
indicate that additional gathered material addessential value to answering the research
guestion. The aim of this research was not to gitaistical information of the brand
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managers’ job dimensions in tobacco industry. @ndbntrary the researcher’'s aim was to
find out how tobacco brand managers see their jofemsion and complement these
findings with the directors’ viewpoints of thesersadimensions.

Two brand managers, a product manager, a brancalirand a former marketing director
were interviewed for this Master's thesis. As thesearcher hadn’t previous work
experience in tobacco industry the contacts wegeieed simply by contacting the largest
tobacco companies active in Finland. Because thaish market is quite small for the
tobacco companies, due to high level of regulasind limited amount of consumers, only
few of them had active brand managers in the cguiitius brand managers who worked
in the Northern European headquarters were int@adefor this study. The interviewees’
contact information was given by one of the tobammmpanies active in Finland.

After getting the potential interviewees’ contaoformation the researcher approached
them interviewees with an email stating all the Hgmound of the research as well as
promising anonymity to the interviewees. The questiwere sent to the interviewees
beforehand as the researcher saw that this woutdmipromise the research in any way.
On the contrary allowing interviewees to get acgtead with the questions was presumed
to result in richer answers, as the intervieweeasthme to form their answers beforehand.
Sending the questions prior to the interview alagegmore time for the researcher to ask
additional questions during the interview, as tingtéd time wasn’t spent on interviewee

forming his/her answers.

According to Koskinen, Alasuutari and Peltonen &0 some situations giving the
guestions to the interviewees before the intervieay lead smoother but at the same time
more rigid interview because of the frame set l®ydhestioner. Koskinen, Alasuutari and
Peltonen (2005) believe also that in some casentkeviewee may be frightened by the
simplicity of the questionnaire. To avoid rigidiand frightening the interviewees, it was
stated to the interviewees that the questionnainly a frame that should only guide the
interview, not command it. Interviewees were alsgoairaged to consider some aspects
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that were not mentioned in the questioner buttthey perceive as important. These actions
were done to better bring forward the individualceoand experience of each interviewee.

The research contained both phone interviews asettfaface interviews. The face-to-face
interviews were done in the premises of the inerees’ employer and in neutral
environment (conference room at a hotel). The durvatf each interview varied from 45
minutes to 75 minutes. There were differences in hmadly the interviewees answered to
the questions presented by the researcher. Additigmestions were made by the
researcher each time the answers given by thevieteze was short and narrow or when
the given answer was opposing or different tharpti@ answers to the same questions. In
most interviews the interviewees gave very desggpand well-thought answers, which
extended above the questions themselves. Thesd ansavers were used as a background
for additional questions that were asked from thos=viewees that gave briefer answers.

In every occasion the interviewee chose the datketiame for the interview. This ensured
that the interview situation was calm and peacahd that sufficient amount of time was
delegated for the interview. The experiences chea the interviewees were somewhat
different but when combined, they painted a hdigicture of the brand managers’ job
dimensions in tobacco industry.

6.3 Interviewees’ backgrounds

As mentioned in the previous chapter, five persepese interviewed for this thesis: two
brand managers, one product manager, a brand atiraetl a former marketing director.
All interviewees, except the product manager, wdrke had been working in Tobacco
Company A (in order to ensure the anonymity of ithterviewees, company names are
hidden behind letters A, B, C and D).
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Brand Manager A

Brand manager A started his career through a gtaduainee program organized by a
regional tobacco company, which was later acquie@ global tobacco company. Brand
manager A is placed in Denmark and he is currembponsible for managing a North
European tobacco brand.

Brand Manager B

Brand manager B’s career has also started througla@duate trainee program Tobacco
Company A. Brand manager B is responsible for miagaglobal tobacco brand on a
Northern European level and she is also placedcemniark.

Product Manager

The product manager works Tobacco Company B, biéiagonly one in this study who
hasn't worked in Tobacco Company A. He has stalisdcareer as a part time sales
representative in a smaller international tobacmmpmany during his Master’s studies and
continued as a product manager after his gradudioring this time Tobacco Company B
acquired the company he was working for. While wagkin Finland he is not officially a
member of the Finnish organization as the produshager’s line manager and primary
contacts are located in main European countriels asc&ermany, England and France.

Head of Brands

The head of brands or brand director, as he israfgored in this thesis, started his career
through a graduate trainee program in Switzerla@drrently the brand director is
responsible for developing company’s brand poxfohi Northern Europe. Between his
current positions he has also worked in brand mamagt in Southern Europe having been
placed in Italy. The brand director interviewed fbe research provided valuable insight
from the supervisors’ point of view, as he was redily responsible for the brand

managers’ work.
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Marketing Director

The former marketing director, whose career inttiacco industry was a decade long, had
left the industry some two years before the intvitook place. During his career, the
former tobacco-marketing director had worked iniaas specialist and management
position related to logistics, sales, brand managgrand marketing in several European
countries. The information gained from the formavatcco marketing director was highly
valuable not only because of the vast experierare the tobacco industry but also because
the interviewee was able to compare his former tjposito his current position as a
marketing director in FMCG company.

Figure 8: Interviewees’ background information

Brand Manager (A} | A (current) & O Poland and Demnmark
Brand Manager (B) .Y 3 Ciermany and Denmark
Product Manaper B {current) & D 7 Fmland
Head of Brands A b Switzerland, Italy, Denmark
Marketing Director A [ Former) 4 Finland, Switrertand, Serbia

6.4 Analysis of the research material

The analysis and interpretation of the researclenahtgathered by the researcher are core
activities of a study. In the analysis stage thewans to the research questions are
elaborated. At the same time researcher may finduat the research question should
have been in the, given that the answers would hega known.
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As mentioned before, there are no definitive ingtams for conducting a qualitative
research. One method to analyse gathered reseamtériah is to first transcribe the
interviews. (Eskola & Suoranta 2001, 145, 150) Tuamd Sarajarvi (2002) suggest that
researcher should first transcribe the materiarafthich the material can be divided into
different themes, types and classes.

The analysis of gathered research material waateit by analysis of the structured part of
the interview and followed immediately by transtop of open questions of the interview.
In this stage the researcher stayed open to ath#raes that rose from the interview by not
leaving anything out of the transcription. Becatiseinterviews were done both in English
and in Finnish transcription from word to word wiagpossible. The reason to use also
Finnish language was nevertheless justified asasdned up the Finnish interviewees,
giving them visibly the feeling of a more casudk than a rigid and recorded interview.
The actual analysis part of the research was msithg the classification method by Miles
and Huberman (see Tuomi & Sarajarvi 2002, 110-1¥8)ich divides the gathered
research material into different classes by folluyvihree steps:

1. Reduction — simplification of gathered material

2. Clustering — dividing the simplified material infjooups

3. Abstracting — creating theoretical concepts

By analysing the structured part of the intervi¢he daily activities of brand managers in
tobacco industry as well as how directors, who supe brand managers, feel that the
brand managers should divide their time becameaaieaAfter analysis of the structured
part the researcher read the transcribed interyigvaking notes out of each finding at the
same time. The notes taken by the researcher watgsad and divided into relevant and
irrelevant for the research question in a reductimge. The theoretical framework of the
research guided the selection process in the redustage.
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Some level of clustering was already done in tlticgon stage of the analysis. Relevant
material was copied and pasted into separate dilthat answers to the same topic were
gathered into clusters. The foundation for theteliisg was framework of the research that
presents initial and current questions relatedhéojob dimensions of brand managers. Also
the industry specific questions as well as thecopaised out of broad answers formed
their own clusters.

Clustering enabled the researcher to identify thenection between the clusters formed in
the analysis part of the research and the theatatiodels, which are used to assist the
reporting of the research. The abstracting of meteanaterial was relatively easiers
because the connection between theoretical frantearat empirical findings were built up
rapidly in the researchers mind during transcriptid the interviews.

Direct quotes were included into the thesis tosillate the interpretations made by the
researcher as well as to elaborate the text. Mamstthe interviewees express some topics
more precisely than the researcher would be capdbl@irect quotes are also a means to
increase the liveliness of the text.

6.5 The credibility of the research material

When assessing the credibility of qualitative resledhe most used terms are reliability,
validity as well as the ability to assess. Keegimgse terms in mind is fundamental for the
research as they stand for improving the quality @edibility of research.

The definition of validity in qualitative researdeh the internal and external logic of the
interpretations, the lack of conflicts and ability generalize to other relevant studies.
Reliability on the other hand stands for the leMetonsistency in which the cases fall into
the same category despite changing backgroundréastiech as time. In other words
reliability means reoccurrence of results and mining the risk of coincidences. (Hirsjarvi
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et. al. 2001, 213; Koskinen et. al. 2005, 253-256ine authors have criticized that the
concepts of reliability and validity are left ordg principles in qualitative research. These
authors have actually pushed to replace the twoegus by the ability to assess and follow.
Koskinen et. al. (2005, 257) write, that in sakeiafiplicity it would be wise to speak about
the quality of research as this includes the syatenguality control throughout the whole
study.

According to Hirsijarvi et. al. (2001, 214) credityi of a qualitative research can be
improved through a precise descriptions of thesdgiit parts of the research process. A key
issue in this method is to document as much aslgessbout all the actions related to the
execution of the research. For example when irganvig it should be documented how
much time did the interview take, whether thereenvany distractions and what was the
researcher’s own take on the interview. (Hirsj&00D1, 214) In this thesis the interview
process has been described as vastly as soughtrébelvant and possible misjudgments are
brought forward.

Hirsijarvi et. al. (2001, 214) also point out thia¢ credibility of a research can be improved
through triangulation, which stands for combininfjedent research methods. The meaning
of triangulation as a credibility booster has beemphasized especially in case researches.
It is even recommended to use several differentcesucase researches. (Koskinen et. al.
2005, 158) Nevertheless in this thesis no otheraretr materials were used in addition to
interviews and the research on the tobacco industig lack of triangulation was simply
due to limited resources in term of time and adbésy - limitations often faced by those
writing a thesis. The credibility of the researcigit have reached higher level if more
sources and additional research methods had been Nevertheless the research question
on itself was limited to concern brand managersh @xperiences of their job dimensions,
which led to believe that the chosen research agpravas sufficient.
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Typically in qualitative research the selected aesle objective is a phenomenon that isn’'t
difficult to generalize. So the key point is to &ip the researched phenomenon and make
it understandable. This explanation model has tbrbeof all logical and supported by as
many leads found from the research as possibleriRej constantly to previous researches
can also solve the problem of generalization bgipathe research into a continuum of
researches of the same phenomena. (Alasuutari 2399234—245)

6.6 Ethical questions

According to Hirsjarvi et. al. (2001, 26-27) resdmr has to make ethically justified
decisions when choosing the research topic and wiherontact with the people who
contribute the research material. In addition #wearcher has to be honest in every part of
the research process. One of the central ethicdscon research is the informed consent
from the research subjects (Hirsjarvi et. al. 20Pd). In qualitative research gathering
research material is often in the center of thele/esearch process and that is why the
ethical discussions emphasize the consent fromntieeviewees so heavily (Eriksson &
Kovalainen 2008, 65). Eriksson and Kovalainen (208®) remind that research ethics
covers the full research process from the gatheointhe research material to actually
writing and publishing the research.

In this research the researcher has strived ta tatthe ethical question throughout the
whole research process — from the way the intemgsmvere treated to the analysis and
actual writing of the report. The most importaritiesl question in this research was related
to the anonymity of the interviewees.

The three interviewees from the Tobacco Companyehkewcontacted by first asking for
contact information from the company’'s HR executigdaring a career fair at the
researcher’s university. The given contact infoioratvas head of Brands from Tobacco
Company A, who was approached by the researchearvieemail stating all the relevant
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information about the research and the researcktiqus. The head of brands agreed to
grant an interview and offered the contact infoiorabf two brand managers working in
the same company. In a way it can be seen as et dirder for the brand managers to
participate in the research because the reques fram their supervisor. But there was no
negative attitude from the brand managers’ partatde the interviews. On the contrary
they were very helpful and generally interestethmresearch. The helpfulness might have
been due to the brand managers’ high level of dégucand relatively young age, which
might have encouraged the interviewees to idenhi§mselves with the interviewer. The
researcher also offered extremely flexible timeesaldor the interviews and avoided all
forcing.

The former marketing director from Tobacco Companwas asked to participate in the
research during an excursion into the FMCG Compahgre the marketing director
currently worked in. The question to participatesviatally spontaneous as the researcher
found out the marketing director’'s background dgrncasual conversation. The reason for
the marketing director to participate in the reskawas probably due to his positive
reflection on his career within the tobacco indystnd general interest. It is hard to come
up with other reasons, as the marketing directatdrt have benefited in anyway from the
outcome of this study.

The product manager from Tobacco Company B wasasteperson to be interviewed for
the research. The product manager was contactexalbyg to the Tobacco Company B
and by presenting the research subject. The prochactager then later contacted the
researcher and asked for more specific informadtoout the research. After researcher had
presented all the relevant information, the prodoahager agreed to an interview.

The goal of full anonymity to the interviewees wast reached despite the researchers
intentions. All of the interviewees remained anoowus to external public but they are
likely to be quite easily identified within the cpany they work for. This breach in
anonymity is due to the way the researcher wasgive interviewees contact information.
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For example the contact information from TobaccanPany A were gained initially
through an HR executive, who will have access i®Muaster’s thesis.

The fact that the head of brands knew which braadagers were involved in the research
is without a doubt the most significant breach moraymity of this research. There was
really no way to avoid this as there was no pobfitio gain other interviewees within the
company so that the head of brands wouldn’t nowkmdno they were. To minimise the
risk that this compromise in anonymity created tamisathe research, the researcher
interviewed former employee and an employee fratiffarent tobacco company.

If the researcher would have cleared the sources the direct quotes in the analysis part,
it might have given some additional anonymity. Bbts was sought to hinder the
presentation of the results as the researcher dantelearly bring forward differences and
similarities between regional brand manager, glddrahd manager and product managers
across companies but within the industry. Withcwe ainonymity, getting interviewees
would have been very hard. Lack of anonymity waoalkb most likely increased the level
of social acceptance in the interviewees answeeking the answers look more like
company statements instead of personal views’ efitterviewees’. Finally anonymity of
the research helped to get interviewees from muwae bne tobacco company. Without the
anonymity it would have been unlikely that more nthane tobacco company had
participated in the research as the competitiorvelsy harsh in the industry and all
information sharing between the companies can lem s something that may give
competitor an edge.
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7. Results from the empirical research

The seventh chapter of this research concludesraperting section of the empirical
research and aims at giving an answer to eacheofitk propositions stated in the fifth
chapter. In this chapter the results from the umsvs, used for gathering the research
material, are presented. The first sub-chaptentpaa picture of the tobacco brand
managers’ brand supporting team and the leveltefaction between internal and external
members of the team. First sub-chapter also sedisrtg forward the differences between
different brand managers and thus answers to thgopition that tobacco brand managers
for global brands have more limited decision makpaogver compared to their colleagues
managing regional or local brands. The second laindl $ub-chapters describe which of the
initial and current questions related to brand rgan@ent system are relevant in tobacco
companies. Even though the second and the thireisajpters tackle the same broad topic,
they differ greatly as the second sub-chapter adrates on questions related to the
organisation structure while the third sub-chapteeks to answer the question from the
industry perspective. The fourth sub-chapter answer preposition about the unique set of
skills developed by tobacco brand managers. Tha 8nb-chapter concentrates on the
tobacco industry brand management and seeks toaggleanpse of not only the unique
characteristics of the industry but also the indusfuture from brand management’s point
of view.

7.1 Brand managers’ brand supporting team

The first preposition suggested that marketing ages the most important and most time
consuming member of tobacco brand managers’ brapdosting team. The proposition
also stated that the second highly important menalbéobacco brand managers’ brand
supporting team are the (internal and/or) legalsuis.
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To investigate the first proposition the intervi@sewere asked to assess internal and
external members of brand supporting team on twelde how important is a particular
party and what is the level of contact with thistigallar party. To increase comparability a
scale from one to five was presented, where onentngay little importance or level of
contact and five meant very high importance anelle¥ contact. In addition to assessing,
the interviewees also elaborated why a particuladg was given.

In addition to elaborating the importance and lefetontact, the first part of the interview
also painted a broad picture of brand managers’Bglbcomparing the importance and the
level of contact, the researcher visualizes howhtend mangers’ days are constructed.
The grading also shows, which members of brandpastipg team take most of the brand
managers’ time and which members would brand masagend managers and their
supervisors considers as most important ones. Bygibg forward the views of brand
managers’ supervisors, the researcher tries todindvhether there is conflict between the
views of brand managers and their supervisorstHaravords, do brand managers and their
supervisors agree on what is important and howldhmand managers spend their limited
time resources’. The first part also shows a bithef brand management structure in the
tobacco companies by presenting which servicegamerated within companies and which
are acquired through external consultant.

Differences explained by brands and organization structures

All and all the given grades were quite well inelimcross respondents, which is why
researcher has made a decision to also preserdgavgrades. Nevertheless there were
some differences in given grades and these difteeas well as the reasons behind them
have been systematically brought forward.

Most of the differences in the grades given by tlierviewees can be explained by two
factors. Firstly, the brand managed by brand manaigfluences many cases the
importance as well as the level of contact withaatipular member of brand supporting
team. Brand manager, who answered for a globaldpi@ed more of a implementers role
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compared to the brand manager responsible foriarm@gorand. This was due to the fact,

that global brands are often tightly managed in many headquarters (Panigyrakis &

Veloutsou, 2000) while regional managers get tmyermgreater freedom. Secondly, the

difference in the organisation structures betwéentwo tobacco companies became visible
in the given answers, as the Product Manager'smedtpoints of contacts were far broader.
This might have been also due to the different ypé organisations, as the Product
Manager worked on country level while the two Bravidnagers worked on a regional

level. Also the difference in job offers an explaoa.

Despite some time management issues intervieweemtdrviewees felt overall that they

were able to build desired relationships with batkternal and internal specialists

contributing to success of their brands. Interviesvalso pointed out the importance of the
brand supporting team by saying that nothing workgithout the internal and external

contacts.
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I nternal members of brand supporting team

Figure 9: Internal members of brand supporting team(importance vs. time)

Internal members of brand supporting team (importance vs. time)

(|

SUDPIV RE&D HR Finance Legal Sales Marketin Top Mng.| Comms.
chain g
}!Head of Brands (importance) 5 4 2 4 5 4 5 2 5
W Head of Brands (time) 5 3 2 3 3 5 5 2 3
Brand Manager A (importance) 4 5 2 4 5 3 5 5 5
Brand Manager A (time) 4 5 2 3 4 3 4 3 4
M EBErand Manager B (importance) 4 5 3 3 5 5 3 4 4
|IBrand Manager B (time) 4 3 3 4 3 5 4 3 3
|I Marketing Director (importance) 5 3 3 4 5 5 5 5 4
M Marketing Director (time) 4 3 2 3 4 5 5 2 4
M Product Manager (importance) 4 4 1 4 5 5 5 5 2
M Product Manager (time) 5 3 1 4 3 5 5 5 2
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Supply chain
Importance 4.4/5.0 Amount of contact 4.4/5.0

The interaction between brand managers and menabeér®e supply chain seemed to be
well in balance. Overall the supply chain was sesna crucial player in the brand
supporting team due to the fact that they ensugeptbduct flow from manufacturing to
end clients. The balance between importance arel tdvcontact might also been due to
the well-developed internal processes.

Research and Development
Importance 4.21/5.0 Amount of contact 3.4/5.0

Generally research and especially development wereght as an important though not
that time consuming by most of the respondentsp&etent saw new product variations
developed by the R&D function vital for the braradsthis development justifies the higher
price of the brands and draws interest towards them

Though there were some differences as Brand Mariagarregional brand gave full points
to both importance and level of contact while Brahanager for a global brand ended up
giving only three points to importance and levelcohtact. This difference is explained
through the fact that all the crucial decisionsaréigng a global brand, such as product
variations, is done in the headquarters of the @ypvhile the same decisions regarding a
regional brand are done locally. Thus the Brand &gan of a regional brand was in
constant contact with the R&D function and feltttitavas really important aspect of his
job.
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Human resources
Importance 2.2/5.0 Amount of contact 2.2/5.0

The importance and level of contact with the HRction was very limited, even though all
of the respondents, with exception of one, wena@amager position with subordinates.

Finance
Importance 3.8/5.0 Amount of contact 3.4/5.0

Finance, which in this research meant marketingnioe, is in short responsible for
producing numerical information about the brandgsTwas overall seen as a fundamental
function, which demanded a moderate amount of @dtefrom the brand managers.

Legal
Importance 5.0/5.0 Amount of contact 3.4/5.0

The most important member of brand supporting teas the legal function. Due to the
regulations, most of the decisions in brand managerhave to go through the legal
department. Though despite the importance, brandages are not in constant contact
with the legal function.

Sales
Importance 44/5.0 Amount of contact 46/5.0

Sales, or trade marketing, department is respan$ilblwinning brand presence in the end
clients’ premises. Naturally the importance ofsthinction was seen as very high. The
importance was well in line with the amount of @it between sales and brand
management functions as all but one of the respaadgave top grades to the function.
The only lesser grade was given with an explanatian the trade marketing department
could and should do its job without over extensinlvement from brand managers.
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Marketing
Importance 4.4/5.0 Amount of contact 46/5.0

Marketing referred to the actual internal changén@drmation. Naturally brand managers
and their supervisors found this as an important also reserved needed time for this
interaction between colleagues.

Communications
Importance 4.0/5.0 Amount of contact 3.2/5.0

The high grade given to the importance of commuigna was mostly due to the fact that
the communications function was tied closely wetgulatory affairs in Tobacco Company
A. In Tobacco Company B this was not the case sgthde was lower.

Top management
Importance 4.2/5.0 Amount of contact 3.0/5.0

All the respondents except the Head of Brands sawnportance of the top management
to the brand managers’ job as very high. The imizdabetween amount of contact and
importance was not disturbing to the brand managetbey saw top management more as
decision making unit that needed not to be condultelay to day matters.
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External members of brand supporting team

Figure 10: External members of brand supporting tean (importance vs. time)
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Distribution channels
Importance 2.6/5.0 Amount of contact 1.4/5.0

The importance of distribution channels, which bandescribed as point of sale partners,
was seen either as important or unimportant byréspondents. Those who saw them as
unimportant for brand managers argued that itesrthe of the trade and sales function to
take care of the contacts from distribution chasin@n the other hand those who saw the
distribution channel as important felt that thesenp of sale contacts were important in
communicating brands. Even though the respondeaits divided by the importance of the
distribution channel they were all unanimous abibet amount of time spent with these
external members of brand supporting team. All oegents stated that distribution
channels required quite limited amount of brand agan's time,

Legal advisors
Importance 1.8/5.0 Amount of contact 1.4/5.0

The importance of legal function is extremely highthe tobacco industry, but there was
practically no need to meet with external legalisors by the brand managers working for
Tobacco Company A as the internal legal functiotei@as the main contact point for
external legal advisers. Thus the importance oéra& legal advisors was close to non-
existing. On the other hand Product Manager frorhatoo Company B spent moderate
amount of time with external legal advisors andstheported that they were important in
his job.

Marketing research agency
Importance 3.2/5.0 Amount of contact 1.8/5.0

The difference between companies’ organizationctire was also clear when assessing

the importance of marketing research agency. Enggl®yrom Tobacco Company A had a
specific marketing intelligence function that pmed most of the needed market
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information in-house while in Tobacco Company B wacegd marketing research from
external partner. Nevertheless brand managers Trobacco Company A did have some
amount of direct contact with external marketingei@ch agency and the importance of
this external partner was actually seen from mdddravery important.

Promotion agency
Importance 2.0/5.0 Amount of contact 2.0/5.0

The promotion agency was seen important only byPiteeluct Manager and this might be
because the Product Manager had strong respotysitiilihe overall success of the brands
and thus participated in creation of various evéms are often aimed for trade partners.

What should be noticed also is that all the empsy®ho had worked in more than one
country pointed out, that promotion agencies wempartant members of external brand
supporting team in their previous position outgsitke highly regulated Nordic countries.

Public relations agency
Importance 1.6/5.0 Amount of contact 1.2/5.0

It is quite common that the communications functiakes the responsibility of the public
relations and this also seemed to be the caseeirtotbecco industry. The very limited
amount of contact which led also to limited amooiimportance can be also explained by
the strong regulations in the Nordic countries,clihibasically eliminates the possibility to

communicate brands via public forums.

Digital marketing agency
Importance 1.8/5.0 Amount of contact 1.6/5.0

The use of digital marketing was also something thas out of reach from the brand
managers working in the Nordic countries. Only Bradanager A, who managed a
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regional brand, reported moderate importance anduatnof contact regarding digital
marketing agency.

Marketing agency
Importance 4.21/5.0 Amount of contact 4.21/5.0

Marketing agency can be a single point of contactrfiost of the external members of
brand supporting team and this role explains thig kiggh grades received by this member
regarding to both importance and amount of contact.

The difference in organizations between Tobacco @ies A and B was highlighted by
this question. The employees working or having wdrin Tobacco Company A gave top
grades for marketing agencies in both amount ofamtrand importance. At the same time
the Product Manager from Tobacco Company B repottiedimportance of marketing
agency to be quite low and also his amount of aintéh marketing agency was limited.

One way to explain the high level of variation betn the representatives of the two
companies is the fact, that the all but the Protembager worked on regional level where
the organization was much larger. The larger omgditn tends to lead to a greater amount
of various supporting functions and offers thus enpossibilities for brand managers to
specialize specifically on brand communicationsnsipgy more limited amount of their
time on other product related factors.

Other external consultants and advisors
Importance 1.4 /5.0 Amount of contact 1.4 /5.0

Basically no other specific group played importasie in the external brand supporting

team. Only some advisors related to recruiting Bhavorked occasionally with some of
the interviewees.
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7.2 Brand management system in tobacco industry

According to the second proposition of this stuolg global tobacco companies organise
their operations around processes. This processted approach characterises also the
way that the job of brand managers is structuredh@se companies. Combination of

professionalism and established processes proviaedbmanagers with clear goals and

expectations.

In the second part of the interview 18 questionsevasked about the implementation of
brand management system in the interviewees’ asgdions. The questions were based on
the most typical questions related to the implergmt of brand management system,
which were presented in the third chapter of thissis. The number of questions varied
depending on the answers given by the intervienvaeghe researcher tended to ask
additional questions. The findings from the secpadt have been transformed into six

describing headlines.

Changing job descriptions but clear expectations

Clear job descriptions help brand managers to dewitht they should concentrate on, but
despite the imminent value of clear job descrigjoorand managers are often left with
quite vague notion regarding to their job desooiptiAccording to Bull (1968) this has
been because brand managers’ role changes ofterojiaccommodate new corporate
requirements and to conform to the changing enuiemt. Even four decades later, Bull's
(1968) explanation is seems to be accurate in gbofethe brand management system in
tobacco industry.
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There is a constant situation of change in the gtiduand in the job profile
led by developing regulation and growing consoliolat Brand managers’
job dimensions extend from developing brands tocwgkey regional

guidelines but we haven't been able to keep ugoth@rofile. To be honest, |
don’t know whether the job descriptions are cleadynmunicated or not.

-Head of Brands

Actually we are just finalising a change in our argsation structure and due
to this change my job dimensions have expandedhisitmoment | don'’t
really have any specific job description but thatst an exception. Usually
I’'m just given a territory (market) and simply encaged to go for it (reach
market goals).

-Product Manager

But even though the actual job descriptions stag @ague level or just aren’t able to keep
up with the constant internal and external chabggnd managers knew without exceptions
what was expected from them.

We have biannual session on management by objgetivere everybody get
their personal objectives. How we reach these adives is later reviewed and
the grade we get is tied to our salary. On tophaittwe do something called
Develop, which is more of a tool for personal claesistics development
that points out the areas we need to develop duwese- such as leadership,
team working skills. So | think at least on paperare doing very well.

-Head of Brands
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In a way this finding undermines the need for maglightly bureaucratic job descriptions.
If a person knows the goals s/he must achievejolrdescription essential or do they just
create an unneeded work and barriers? From a lonandgers’ and their supervisors’ point
of view there might be little use for job descryis, but actually they are of a great value
when planning the work in a larger perspective,eieample from the point of view of an
HR function. Not to mention that according to Pamédis and Glynn (1992) gap between
authority and responsibility is somewhat due touhelear job description administered by
the company.

A good deal of support and sufficient amount of resources

The inefficient allocation of resources and the egah lack of support given by the
company to brand managers have traditionally bessn sas a source of problems in
implementation of brand management system by Luck dowac (1965). In this thesis,
brand managers didn’t see any problems regardimadjtgwr amount of general support,
even though their supervisors would have likedniprove the support they were giving.
Brand managers were also quite satisfied with tengresources — though naturally all the
brand managers would have welcomed more resources.

We had brand managers who leave and breathe brandsl don’t want to
mess into their daily job. | trust that they as mdamanagers are the best
experts of their brands and their brands’ consusegments. | think that it's
important to ask what kind of support and help lorananagers really need.
On the other hand one has to be proactive in the ob brand manager and
shouldn’t require sparring in every single issue.

-Marketing Director
We do have good number of discussions with thedbnaanager as well as

regular sessions about where we stand and whaother teams are doing.
But these discussions often take place in kindrgkl groups so it's not really
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a discussion as more of a presentation on whatmgon. | think that

because many people that we have are meeting tiegaées | mentioned
before (initiative, responsible, can do attitudieg tack of me being there all
the time is compensated by their proactivenessistwl had more time (for
brand managers) but | kind of get lost in the tlemds small things, which |
need to do on daily bases.... But | don’t thinkt ttree support comes from
analysing or looking through research material ttge but from keeping
them (brand managers) motivated and letting theowkhow their goals fit

with the overall company goals.

-Head of Brands

Our company is all about processes and support franagers is handled as
professionally as any other of our processes. Wheames to resources we
can't complain. Our budgets are never constrained & you need more

money you just build up a business case — the saingeworks for any other

resource, except time.

-Brand Manager A

Time management is a personal challenge

One of the major issues regarding the brand managesystem is the limited time at
brand managers’ disposal (Panigyrakis and Glyn®21®ndrews, 1996; Murphy and
Gorchels, 1996). This is an issue that rose alsmglthe interviews. What was interesting
are that brand managers’ supervisors felt that tim@agement shouldn’t be an issue for
“professionals”. Brand managers, who are pushinginsg the tough time constraints,
actually agreed with their supervisors.
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According to Murphy and Gorchels (1996) a propaining might be the answer to the
time management problems while Wichman (1989) andhBrds (1997) both feel that
brand managers were left with limited leadershid aranagement training, which led to
time management problems. These previous finding wet accurate in the context of this
research as none of the respondents saw trainiviggoheir time management problems.

Consumption of time is something that tends tarded with your objectives,
but it certainly helps to have clear objective. @me other hand time
management is also quite person specific — sontégod to be perfectionists
by nature... When it comes to training Tobacco Camypa was top of the
class. We had a lot of training and they were reatkcellent. We were also
encouraged to participate in various trainings aibavas rare that a person
would have been denied of training he or she regde©n top of the official
trainings we had also really extensive mentoringgoams that truly worked.

-Marketing Director

Time management is definitely a tough issue. ktihinhandle it one has to
just simply learn to say no from time to time adl tny to do all at the same
time... Yes, definitely (answer to a question: Do fg®l you are getting all
the training you need and that it supports the gyeent of needed skills).
Though 1 don’'t know whether in the future the mestensive and
comprehensive training will be offered to everydrink there will be more
strict selection about who shall receive the tragiwhich I feel is so and so”

-Brand Manager B
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Decision making power depends on the size of the brand

Several previous studies have brought forwardttieap between brand managers’
authority and responsibility (Howley, 1988; Hent®94; Panigyrakis and Glynn, 1994,
Murphy and Gorchels, 1996) weakens the decisionimgak his gap has also been seen as
one of the reasons causing role ambiguity andaatdlict experienced by brand managers
and increasing their overall job tension (Lysondki85; Lysonski et al, 1989; Lysonski et
al, 1995).

The limited decision making power is characteriatgo for tobacco brand managers but it
didn’t seem to cause as much stress as one wotitgparte — at least not for all brand
managers. Brand manager who managed regional lrasdctually quite satisfied with

his decision making power compared to his colleagihe managed a global brand. The
increased decision making power with regional bnaad actually seen in the previous
sub-chapter when comparing the grades given bydfdtie brand managers to members
of brand supporting team, as the contact pointe wignificantly broader for the regional

brand manager.

Hmm... I'd say no (answer to a question: Do you tlea you have enough of
decision making power). It's difficult questionlte honest. Of course there
are certain decisions but the way to get to thesgsibns is very, very hard.
It takes time... and | don’t know. | mean we do hénee decision making
power but | think that people are reluctant to malexisions and take the
responsibility... Yes, definitely! (answer to a gisestDo you need more
decision making power where you would be just &blsay “we’ll do it this
way and not ask numerous stakeholders on theirtippu

-Brand Manager B
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There is really no need for additional formal autiy It all depends on how

you set your own playground, what are your objegiand how you work

with your stakeholders to achieve these goalsoufiyeed a decision, you can
easily influence your managers by presenting a gourligh case.

-Brand Manager A

The difference in decision making power of brandhagers regarding whether they were

managing global or more local brands was also line€erby the response from the Head

of Brands.

| think that's a difficult point... It's very compéted who approves what in
campaigns. We have very many people who want itovbe/ed from all sorts
of different functions and different layers in t@mpany. So | think that the
authority, which the brand manager has, are actuallery limited.
Unfortunately or fortunately — | can'’t tell. But &l depends on the brand. So
the bigger the brand is the more complicated isg@¥ith global drive brands
you can't decide on packaging design and you cdattide on anything like
that. It all comes from the (name of the comparadigarters).

-Head of Brands

Working mostly on a tactical level

Hankinson and Cowking (1997) as well as de Chenmgn{©996) claim that short-term

approach has been seen as characteristic for thpatoes using the brand management

structure. This claim is backed somewhat by Paaiggt and Veloutsou’s (2000) findings,

which state that brand managers' performancesaagely appraised on the basis of the

brands' annual results, and because they are pedcé some degree in the European

market as unsuccessful, if brand managers stayeisdame position for longer than three or

four years, they are stretching their interestiarsterm results.
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In this study the findings were again both in lar& out of line with the previous studies
depending whether the brand manager was managtafdo global brand. The fast paced
job rotation kept the brand managers on a tacthalt-term level leaving the long-term
strategic goals to the top management. Even whebrdnd managers perceived they were
working on strategic long-term level, their goalddem were placed beyond two years

ahead.

Brand managers’ goals were set into 12 months aleat! this short term
approach was backed up by the job rotation. It sedidn’t make any sense
to concentrate on long-term goals when your goslgithe near future and
when you know that you'll be changing to anothesifian pretty soon. Only
on special occasions brand managers had goals Wexe set bit further
ahead, but this was only regarding to some biggejegts.

-Marketing Director

Currently many of my goals are set further tharearyup ahead and actually
some of these projects last for several of yeaks.I@o have a lot of ad hoc
tasks and small projects but my main goal at thenerd is set further that a

year from now.

-Product Manager

Outdated structure

Brand management system is constantly criticizadbieing outdated. Panigyrakis and
Veloutsou (2000) have argued that the modern macdkeenvironment bears no
resemblance to the original development of thectire and thus the modifications in the
system are constantly becoming more dynamic angtidrdn a way, this research supports
the finding of Panigyrakis and Veloutsou (2000).nMoof the interviewees saw an
alternative solution for their current brand mamaget system, even though the systems
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were quite different from one another. In Tobacampany A the brand managers were
top specialists whose main goals were strongly titethe success of their brands while in
Tobacco Company B the Product Manager had brogubmegoility for several brands

commercial success in a single country. As mentidmefore, it is very hard to compare
representatives from both of the companies as ometibned on a country level while the

others functioned on a regional level.

Our structure here is messed up, but this is ngv@d general example as we
are in the middle of a merger. We have more empbylean actually needed
as we have to train the new people so that thbglable to take over after we
leave. On the whole the company’s brand managestamdture is very well

structured but it is also too heavy. We definitehve too many decision

levels.

-Brand Manager B

| think the structure was quite clear. We had oacus brands and the
investments to support these brands determinedeb@urces. Because the
brands were quite different, it was easier to aditec people behind the
brands. For example if a person was doing a sideean@oving from one
function to another) from sales to brand (brand keding), the person would
have ended up in a team behind budget brand wherevélumes are more

important.

-Marketing Director
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7.3 The tobacco market

Questions related to the tobacco market were alkedaas open questions in the second
part of the interview. As with previously, thesadings are also gathered under three
describing headlines, which are backed by quoteb raferences. The market related

guestions enable to give an answer to the thirghgmition, which suggests that the high

level of regulations limits greatly the use of wais brand management tools leading to the
pricing being the most important brand managenwsitih tobacco industry.

Towards global brands

According to van Liemt (2002) the tobacco comparhiase reacted to the stagnation of
demand in their traditional markets in three wagsnsolidation through mergers and
acquisitions, diversification by exploring new matk and new market segments as well as
by raising productivity. From brand management poinview the two first reactions to
stagnation are the most important as new marketsnaw segments are conquered and

kept by strong and appealing brands.

During the last two decades the speed of consaidan the tobacco industry has been
very rapid (van Liemt 2002). As a result big globabacco companies have gotten even
bigger and their brand portfolios have grown thtougimerous acquisitions. Large brand
portfolios are expensive and difficult to managbefe is also a question why a company
should have several local brands in the countryreviitehas also its strong global brands.
At the same time cancelling acquired local bran@dy head to losing these customers to
competitors. Local brands are also more flexiblegisck moves on the market.

One of the most difficult questions in tobacco nedirky is managing the brand portfolio

with global and local brands. All the interviewdbhsught that global brands are the key to
overall success but balance between local and glmaads was also seen vital for the
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success. It was also seen that by concentratimypgyr on few global brands the big
tobacco companies open up space for smaller niglyens to take.

The entire industry is trying to standardize itsafid) portfolios and it

reflects on the strategic direction, which our canyp took four years
ago. Our previous brand strategy was involved acbwor 300 brands
while our competitor was basically squeezing omglsi brand to every
mouth. Now our strategies are more aligned. Our petior support

Brand X and also some small brands where as we piaked up behind
four global drive brands plus two small brands ahén we do support
some regional brands like... | don’t think that wleould forget about
local brands and I think that has been one of tiggdst mistakes in the
long term that our company has made... When the disxetion came

four years ago it was almost too radical of a changhe process (from
300 brands to four global brands) took three yeansl during this time
some of our local brands that were in decline destdi further, because
we didn’t have the resource to concentrate on tHdemy of these brands

were premium.

-Head of Brands

Personally | believe in big global brands, becattsgy give you the scale
and they give it fast. On the other hand consumends have been
pointing towards local again, but how should weerptet that?
Especially when the consumers aren’t ready to pay extra for local
and actually demand the local brands to be as chaeapven cheaper
than the global brands. In my opinion local (lotahnds) is coming, but
the meaning might just be bit different.

-Marketing Manager
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When | was working in Tobacco Company C our strategs basically to
launch new local brands, but now in Tobacco Comparfthat acquired
Tobacco Company C) the focus is on regional antalbrands. In that
sense | see that there is less and less spacedal brands (because of
the company level decision not because of the d&mamhink that it's
not that we don’t need local brands but that thestoner demand can be
met by localising global brands... Now that theesvand regulation on
tobacco products are going up and up you have tocete your
resources and focus on few brands... The nichdésnéee released by us,
when we decided to limit our number of brands, waien by small
independent players... | see that the smaller pkagee starting to play
more crucial role on the market.”

-Brand Manager A

Pricing isthe main tool

The consolidation of the tobacco industry and ttecentration on few global brands per
company has been seen in the decreasing amoumarmddfrom consumers’ perspective.
From the tobacco company’s perspective it is ingurto migrate the consumers from
local brands, which are being cut, to a global @rierands. With very limited
communication methods, tobacco companies rely glyoon price related promotions
instead of traditional image-oriented advertisintpyras et.al, 2006), but also other

innovative means to encourage the migration haee developed.

Decrease in the amount of local brands is not thg change, which is driving consumers
from one tobacco brand to another. The generadtranthe market, according to the
interviewees, is downgrading, where consumers bBwitc more inexpensive brands. To
prevent downgrading brand managers have to justdyvalue of their brands and this is
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done by keeping the brands interesting, price wodhd up to date. But when the
downgrading does actually happen, the role of wallinced brand portfolio becomes
essential when caching the downgraders by othepaagis brands.

We just have to build up our brand portfolios satttve have products in all the
price segments and that the brands don’t cannibadize another. We try to avoid
downgrading by keeping our brands contemporaryerggting and worth the
money from consumers’ perspective. If downgradirguadly happens our
balanced portfolio catches the downgraders with enamexpensive but still
appealing brands.

-Product Manager

We have had some specific campaign where we hawvelganigrated customers
from a local brands to a global brand. It was adhrstep process. First you had
the Brand A, then you had Brand B in the Brand @pping, so that when you
opened up a pack the brand was actually differenthe third step we replaced
also the wrapping Brand B’s wrapping.

-Head of Brands

Tobacco companies employing brand management syedto have multiple brand
portfolios. The underlying reason for multiple badaportfolio is that it allows to reach
larger consumer masses as each brand can be daitoseiit certain segment or segments.
Nevertheless the competition among brands of theesaompany may lead to
cannibalisation (Murphy and Gorchels, 1996). Pamikig and Velotsou (2000) add that
although the enforcement of competition was onéhef main arguments that originally
supported the adoption of the structure, the newir@mmental conditions restrict
companies' capability to support brands competiritlh wne another. Findings of this
research give full support to the findings of Pgnadsis and Velotsou (2000) as the tobacco
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companies try to actively build brand portfoliosex the role of each brand is to cover a
specific consumer segment. These consumer segarentsually divided by a three-tiered
price structure with the lowest priced deep dis¢dwands, mid-priced discount brands and
the highest priced premium brands. (Tauras et0&l6P

Private labels, niche players and country specific price differences

According to Panigyrakis and Veloutsou (2000) tetai use all the communicational
means traditionally used for the support of the ufiacturers' brands to developing own-
label products competitive to the manufacturerahtls. Retailers’ own products are often
branded with the name of the retailer (for exampdsco carries wide range of products
under the Tesco brand in its stores) and diffeatedi in attributes other than price
(Aggarwal and Cha, 1998). In various industries thas resulted in significant gains in the
market shares in many categories (Panigyrakis &Wsbu, 2000) but in tobacco industry
the manufacturers seem to mostly unharmed by thdens’ private labels.

This can be explained by the fact that retaileck lredible brands and much needed price
advantage. For retailers these barriers are gigitefisant. Firstly launching a new tobacco
brand is quite complicated due to the strict rejus and demands many core
competencies found only within tobacco companiexo8dly private labels aren't really
able to compete in price with modern tobacco congsathat have enormous economies of
both size and scale due to decades of consolidatievertheless some retailers, in this case
German discount chains, have been able to launcatpiabel tobacco products.

Niche players, which have gained foot partly beeatree big tobacco companies have
concentrated on their selected global brands, weadly not seen as a threat by the
interviewees. Instead the interviewees’ views \éhfiem skeptic to curious. On the other
hand the issue of country specific price differenaghich occur due to differences in taxes,
where seen as much bigger challenge. The diffeseimcprices affect in two ways. Firstly

they encourage consumers to buy their tobacco ptedua significant quantities from

countries where the price is cheaper. Secondlyptive difference may in some occasions
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lead to smuggling of tobacco products from a cquninere they are cheaper to a country
where tobacco products are more expensive. Theuds kof activities are first of all
harmful for the economies that impose heavier tasthey lose all the tax revenue from
these legally or illegally imported tobacco produ@econdly it certainly makes the job of
tobacco brand manager much harder as there is/abie, in sense of marketing research,
inflow of tobacco products that fulfills the demand

| think that in the tobacco industry no one hashtrtried to conquer

significant market with private labels and the cagleat I've seen were
mostly against local brands. | think that's becaubke private labels

haven't really reached the price advantage thatypidal private label

has versus a manufacturer's brand. Much bigger leimgle is the grey
over the border trade. | remember few interest saglere big shipments
of products sold to Bulgaria where found in disttion in Germany.”

-Marketing Director

The threat of private labels is more country speclf's not relevant here
in Denmark, but in Germany for example we do haieissue. Overall
private labels could have a big impact. Price tadksl if they can build a

solid structure, they’ll succeed.”

-Brand Manager B
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| don’t see impact from the private labels. | basg opinion on their lack
of credible brands. When it comes to special prégl(®uch as cigarettes
from organically grown tobacco) the structure of watail sector will
block them.”

-Product Manager

7.4 Characteristics and set of skills

With pricing being the most important tool in tobacbrand management, the fourth
proposition suggests that tobacco brand managewes &atrong trade focus and they are
experts on using their clients (retailers, hotestaurants, etc.) to communicate their
brands. On the other hand tobacco brand managedsttelack media planning skills,
which are often unnecessary in tobacco marketingortler to find an answer for the
proposition and to better understand the job dimoeissof a brand manager in tobacco
industry, the researcher decided to find out whertewthe key characteristics of a successful
tobacco brand manager. To paint a broader pictasgarcher also asked the interviewees
which skills make tobacco brand managers standoolsg behind when compared to a
brand manager from FMCG industry.

The question about tobacco brand managers’ spesifis and characteristics also touches
the previous research, which saw the appointmefivaing” brand managers for the job
hindering the implementation of brand managemesstesy (Ames, 1963; Bull, 1968;
Clewett & Stasch, 1975). Even though these studresrelatively dated, seldom has
research presented the characteristics of a sdictasgsacco brand manager.
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I nitiative organiser who seesthe big picture

The characteristics of a good tobacco brand manegeed to some extent from one
interviewee to another. Nevertheless there were kew characteristics, which were
common for most of the interviewees. The commorrasttaristics that both of the brand
managers’ supervisors brought forward was thetghti take initiative and ability to see
the broad picture as well anticipation of the fetuCreativity or “feeling of a brand” was
only secondary characteristic for the Marketingeldior and Head of Brands.

“They should look at their brands in a broader mess context and
really understand the business.... Brand manadausild also understand
when to give up and when to fight. Also proactignasd the ability to
gaze into the future are important. By this | meaat they should sniff
out where the trends are going instead of justilophback at the market
researches and what the consumers are saying.

-Marketing Director

“I like people who have initiative. | like peopléhw consider themselves
responsible. | like people who we call are in th&vidg seat. Basically
they see a problem and they attack it. They comnté Wieir own
recommendation on how to solve a problem instealigiflighting that
there is a problem. People who try to anticipate tature and try to see
what kind of problems could come up and try to caipevith a smart
solution. Only on secondary level | want peopledwe feeling for brand.
It is important, but only secondary.”

-Head of Brands
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The brand and product managers on the other hdinth& a good brand manager has to
first of all be a good organiser, who can work widrious stakeholders to get things done.
Also consumer driven understanding or “gut feelingds important to all three of the
managers.

There are three key characteristics. First and foost there is market
and consumer understanding, because without theretis no point in
being a brand manager. You have to understand rhdrkads and
market development, your consumers and your taygeips. Then there
is the more internal stake holder management, whghn global
company extremely crucial. Just to be able to @rsfthing forwards you
have to be able to manage the stakeholders. Ayalife done with those
then there is one more which is budget and timeageament... On top of
all there is creativity which is umbrella charaasgic, which separates
good brand managers from efficient ones.

-Brand Manager A

A good brand manager gets well along with differkimds of people.

Brand manager should be a person who can createarks and sell

both internally and externally and get all the ned@t stakeholders behind
his doings. A good business holistic view is alspdrtant... And of

course ability to stand pressure, because thereprisssure coming
internally and externally as well as from both loottand top... It's fun to
play around with premium brands, but when we lobkha people who
actually smoke, they’re seldom well educated witligh-income.

-Product Manager
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Out of the box communicatorswith a strong focus on trade

When the interviewees were comparing tobacco braadagers’ skills to the skills of
brand managers in FMCG industry, utilisation otiedor brand communication purposes
as well as the ability to think out of the box werften brought forward. Also the overall
professionalism that is developed when workingrocpss oriented global enterprises was
something that was seen as a typical strength gesddyy tobacco brand managers.

Tobacco brand managers are far ahead in point-¢é-smarketing...
When it comes consumer research the investmetgsms of time, money
and energy are huge. But in tobacco industry, bramghagers have to
build impressions of a brand without media and 'thathy all the
slightest details are carefully though of — fromnte-of-sale to literally
the material out of which the shelves carrying tbhbacco are made.
Tobacco business is for patient people.

-Marketing Director

Brand management in tobacco industry puts you itowgh situation
when you're sitting in your office and thinking htmvwconvey the message
of your brand and communicate it to your targetugyoln our work we
have to constantly think of solutions and toolsicwmormally wouldn’t
even come to mind.

-Brand Manager A
Limited media planning skills and fading consumer focus
The key skills of tobacco brand managers resulted as their key weaknesses or skills

that would need to be developed if a tobacco braadager chooses to continue his or her
career in FMCG industry. The strong focus on tra@ds seen overrunning the consumer
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focus while the strict regulations that forced irdat of the box thinking were also
preventing the tobacco brand managers to develalanpéanning skills.

In the future, if more and more regulations are, se¢ will likely start
loosing our professional capabilities. Media plamgi and handling
multiple channel communication is already somethihgt the newer
brand managers don’t know how to handle.

-Head of Brands

7.5 Future of the tobacco brand management

The final proposition stated that the perceptiontaifacco brand managers’ about their
future is realistic. They know that the regulati@me only getting tougher and they see that
these limitations will move the focus of the mankgtmore towards trade marketing and

away from the brand management.

In this uncertain situation, two scenarios are fbsgor the tobacco companies. In the first
scenario, privatization and trade and investmdogrdlization continue as they did in the
1990s. The companies are allowed to enter closedketsa where their superior

manufacturing, distribution and marketing skillsdadeep pockets will lead them to
conquer greater market shares. Litigation and ddmdiscouragement remain within

manageable proportions. High levels of concentnatad the national level remain

acceptable and increase internationally, enabhegitto become ever more efficient and to
lower costs.
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The second scenario would be radically differerttin€se exporters become important
competitors in the Asian market while litigationcbenes an ever greater threat in the
Western market. Privatizations, and trade and ablgieralization, come to a halt as efforts
to discourage cigarette smoking are highly sucoésshis latter scenario is the less likely
of the two. But it cannot be discarded.

The view of the interviewees on the future develeptmof the tobacco industry was
realistic. They all saw the effect of ever strigtegulation will have on their job dimensions
and actually predicted that these extreme reguiatwill come sooner or later. One of the
clearest ongoing changes was the growing focus radet marketing as the brand
management tools were being cancelled by the reguata

In case of extremely strong restrictions, such lasvhite packs, our job
will basically become obsolete. The hardening rajohs have too big of
an impact on our property rights. With ever strictegulations we’ll

have less space and channels to communicate oundbrand this will

result in a fact that we’ll need less people toezawore stuff.

-Head of Brands

The toughening restrictions will probably change tirofile of a person

who does bran marketing in tobacco companies byhasiping focus on
business. The goals will be more related to theness goals instead of
success in the implementation of campaigns. Pastfolanagement and
management of distribution channels will becomeamaportant. That's

what the marketing will be all about as all the ethaspects will be

gradually dropped as the regulation toughens up.
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Globalisation will also have a significant impach mffering as the
brands will get standardised globally. The levelbodnd marketing will
improve and those who are responsible for globalnbls, will bear even
greater responsibility. The standardisation will kkeiven by the big
markets and followed by the smaller ones.

-Marketing Director

From moral perspectives | think it's a good thirlgat we have all the
restrictions and it makes me proud to work for awpany that puts such
an effort to follow and develop the regulationsténms of skills it sucks a
little bit (the strict regulations). I'd like to donore in form of brand
management and | have done so before in Germangnt mfo... It

makes the whole thing more difficult but on thesotand it pushes you

to develop more innovative ways to communicate eatifsumers.

| think that in the future the role of trade maiket will grow further. If
you want to work more creatively then you shouldngfe the industry
because the level of regulations will rise. Thowghthe other hand, if
you move high enough (within the organization) ijolrave the
possibility to do the more creative work.

-Brand Manager B

How we utilize trade to push the message of oundisas one of our most
crucial skills and also quite unique skills. Bus ilso where the future is
taking us as the whole brand marketing is goingerowards trade than

consumer focus.

-Brand Manager A
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8. Summary and conclusions

The last chapter of this thesis about the tobaccand manager’'s job dimension
summarises the empirical section of this reseatanirsg with data collection and handling,
and ending with conducted analyses and conclusitade from the analyses. The second
subchapter reviews implication of the empiricaltsecin relation to theoretical section and
the framework of this research.

While answering some of the questions, researabnadiso rises new questions, which
cannot be answered through the research at haedfiffd chapter of this section and the
whole research reviews the possible subjects frduresearch. These subjects would on
the other hand be future research for this study @m the other researchers that would
support the subject of this study.

8.1 Summary of the empirical section

In order to address the empirical research prolaathto test the hypothetical framework
and the propositions stated, a descriptive anallytiesearch was conducted. Two brand
managers, product manager, head of brands and rfamaeketing director formed the
population of this qualitative research. The mangedirector had been working in the
tobacco industry for over a decade and was workmdMCG industry during the
interviews. Population was problematic in few respeFirstly, tobacco brand managers
are not listed anywhere, and therefore to intervieem, they needed to be found in other
ways. Secondly the activity of tobacco companie&imand is quite modest, due to the
size and level of regulations of the market. Thi$ to the fact, that there were only a few
persons in the whole country who the researcheldcbave interviewed for the study.
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Luckily some of the companies offered contact infation of their brand managers and
brand managers’ supervisors from other countrias finland. In the end, enough brand
managers and their supervisors were found out Ye kafficient amount of responses for
gualitative research.

Data was collected through face-to-face or photexrvrews. All the interviewees were sent
the questionnaire beforehand. This was seen a®d gactice as it saved time and gave
the possibility for the interviewee to use the shvene on additional questions. The
guestionnaire itself consisted of four sections,icihconcerned the interviewees’
background, important, i.e. most time consuming temof brand supporting team,
structure and implementation of brand managemenictste and skills as well

characteristics of tobacco brand managers. Thetiqneswere formed based on the
literature on the subject.

The analysis part of the research was made usmgl#ssification method by Miles and
Huberman (see Tuomi & Sarajarvi 2002, 110-116),ctvidivides the gathered research
material into different classes by following thr&teps. First step was the simplification of
gathered material. Second step was dividing theldied material into groups and final
step was creation of theoretical concepts. Aftealyming the structured part of the
interview the researcher summarised the daily @ietsv of brand managers in tobacco
industry as well as how the brand managers’ suparsifelt the brand managers should
divide their time between external and internal rbera of brand supporting team. After
analysis of the structured part the researchelysedlthe transcriptions of the interviews,
making notes out of each finding at the same tifilne notes taken by the researcher were
analysed and divided into relevant and irrelevantthie research question in a reduction
stage. The theoretical framework of the researcidleguthe selection process in the
reduction stage.
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Some level of clustering was already done in tlticgon stage of the analysis. Relevant
material was copied and pasted into separate dilthat answers to the same topic were
gathered into clusters. The foundation for theteliisg was framework of the research that
presents initial and current questions relatedhéojob dimensions of brand managers. Also
the industry specific questions as well as thecopaised out of broad answers formed
their own clusters.

Clustering enabled the researcher to identify thenection between the clusters formed in
the analysis part of the research and the theatatiodels, which are used to assist the
reporting of the research. The connection betweepgsitions and empirical findings was
built up rapidly in the researchers mind duringhs@iption of the interviews resulting in
the abstraction of the research material.

8.2 Conclusions on empirical findings

The fundamental objective of this research wasnd éut the most important and actual
job dimensions of brand managers’ in tobacco ingluss well to find out how the brand

management system is implemented in the industmg. jbb dimensions were researched
both from actual and most important point of viewsrder to get a comprehensive picture.
The implementation of the brand management systamresearched through the point of
view of the initial and current issues regarding thmplementation of the brand

management system. The current and initial issus® werived from the literature. The

research in tobacco brand managers’ job dimensuasgustified by the significance of the

brand management activities in the tobacco indusdryell as by the fact that this subject
was left neglected.

This research explores the way that brand managetsbacco industry organise their

activities and how the brand management structireplemented in tobacco industry.
Given the doubts about suitability of the brand agement structure in the modern
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environment, it is surprising to reveal that ihi just used extensively in this industry, but
according to the interviews it seemed to be thetnpapular structure. This finding
suggests that the brand management structure fsofar obsolete, and that the criticism
reported lately of its suitability should be recaoiesed.

Although some might argue that the styles of brarvahagement may be different in the
tobacco industry, brand managers undertake venjasitasks to those of their counterparts
working in other industries. Tobacco brand manabeax surprisingly similar involvement
with various elements of their job in comparisonthwthose supporting fast-moving
consumer goods brands. They all reported that thaye more involvement and
responsibility at the tactical level. This was ested, as they are middle managers, and
strategic decisions are mainly controlled by, angtibe approved by, top management and
the headquarters. Their profile of activities ieyever, unexpectedly comparable with the
activities of brand managers working in other sex;teven in elements such as their limited
contact with the distribution channels and themited influence in the distribution

decisions.

In addition, this research attempted to examinebthe@d managers’ understanding of their
role. It compares the activities that brand maragerceive they perform and those that
marketing/brand directors understand their rolerkdang/brand directors require them to
develop tactical approach. The involvement theyeekfprand managers to have, and the
time they expect them to spend in their variousveigts, is very similar to the perceived
actual involvement in activities and allocationtmhe of the brand managers themselves.
This finding indicates that the job requirements alearly communicated to the brand
managers, since they know what is demanded of them.

As conclusion it can be stated, that study sucakddedescribe the tobacco brand
managers’ job dimensions and the way that the bnagagement system is implemented
in the industry. However, still as a most notewpntasult of this research were skills and
the characteristics separating the tobacco branmthgeas from their colleagues in other
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consumer goods industries. Out of the box commtinitaand strong focus on trade were
the advantages of tobacco brand managers, whiléatkeof media planning skills and
hindering consumer focus were identified as disathges. Another remarkable conclusion
was the shift from consumer focus to trade focuss Bhift can be seen in the hindering
importance of brand management function and growsimp of the trade marketing
function. The trend from consumer focus to tradmugowill most likely influence also the
characteristics and set of skills of future tobatrand managers, who will have very
limited skills in media planning coupled with ovdling trade focus.

8.3 Limitations and subjects for future research

In the following some suggestions for subjects wtiife researches are presented. The
suggestions for future research subjects are basethe questions that arouse when
conducting this research, but that could not bevansd based on the data and responses
for this research. Some subjects concentrate gmedé®y the knowledge on tobacco brand
managers’ job dimensions and others are subjeatsifie this research as a basis for future
studies.

This research studied the subject using a quaiktatpproach. Qualitative research tends to
be exploratory whereas quantitative tends to bergeive. Qualitative approach was used
because while the job dimensions of brand manamenrgarious industries have been
researched the tobacco brand managers’ job dinrenkive been neglected. This gave the
possibility to take the already existing approachttie subject and use the exploratory
approach to dig in deeper in the unique charatiesiset by the industry. However a
guantitative approach is required in order to galme the found underlying reasoning of
the tobacco brand managers and the way that tinel lIonanagement system is implemented
in the industry.
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Probably the clearest limitation of this researshthie limited number of interviewees.
Although the sample proportionally covers the regmients of a qualitative case research
the actual number of responses is rather low. Thtation of the population was
nevertheless tackled by the diversity of the pajputa With our different nationalities, four
different titles, work experience from seven diffietr country and four different tobacco
companies the population of the research was weydsting.

This study has identified the group roles played brand management team. However,
the study’s evaluation of the contribution and tig&aimportance of the role of the various
members was based upon the opinion of brand manhagertheir supervisors alone. This
is a limitation in this study and should be addeess future research.

Analysis of the role of international brand straésgas expressed by marketing director, on
the management of a brand and its brand team wasxamined in this paper. It was clear
from the interviews that the influence of interoatl strategies in the everyday life of local
brand managers is constantly increasing. The tggmoach is an organizational solution
developed for brand support and, as with all orgational solutions, needs to be consistent
with the overall national and international brachtegy developed by a company. Input
from international chief brand managers and thele in the management, structure and
function of a team should be investigated in a rautgtudy, as it would be most
enlightening.
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To confirm the extent of adoption of the traditibf@and management structure, future
research should analyse further the organisatiothe@fmarketing activities in other fast-
moving consumer goods industries, which are unideririfluence of strong national and
supranational regulations and legislations — fanegle the alcohol industry. In addition,
research should further analyse the effectivenedgeaommunication between supervisors
and subordinates in the marketing department, sitiee research examining the
understanding between the higher level's requirésnand the delivered job is limited.
Finally, the sample should extend to other non-Ream countries, to provide more

generisable international information.
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Appendices:

Structure of the interview

This questioner is for former head of brands whe deted as superiors to brand managers.
interview will be used for a Master’s Thesis cortcating on the job dimensions of brand
managers in tobacco industry.

Total anonymity is guaranteed to the interview@gs.their name nor the name of the
company they work or have worked for will be mengd in the research.

Background information

Years within the tobacco industry:
Positions held:
Countries where you have worked in:

Current position and industry:

Please, tell about your career within the tobaodoistry.
(how it started, career development, internatiasaignments, etc.)

124

The



125



Please evaluate, in the role of superior tobttaaxd managers, the direct importance of
each member of the brand supporting team to theessf brand managers in their job.

Also indicate how often you feel that brand managdrould be in contact with each of

the members.

(1 = unimportant - 5 = very important - no answerot applicable)
(1 = no contacts - 5 = constantly in contact - nsvéer = not applicable)

Internal members of brand supporting team

Supply chain / production / logistics

Unimportant 1 3 Very important
Very limited contact 1 Constanthcontact
Research and development

Unimportant 1 3 Very important
Very limited contact 1 Constanthcontact
Human resources

Unimportant 1 3 Very important
Very limited contact 1 3 Constanthcontact
Finance

Unimportant 1 3 Very important
Very limited contact 1 Constanthcontact
Legal

Unimportant 1 3 Very important
Very limited contact 1 Constanthcontact
Sales

Unimportant 1 3 Very important
Very limited contact 1 3 Constanthcontact
Marketing

Unimportant 1 3 Very important
Very limited contact 1 Constantlhcontact

Top management
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Unimportant
Very limited contact

Communications
Unimportant
Very limited contact

External members of brand supporting team

Distribution channels (points of sale)

Unimportant
Very limited contact

Legal advisers
Unimportant
Very limited contact

Marketing research agency

Unimportant
Very limited contact

Promotion agency
Unimportant
Very limited contact

Advertising agency
Unimportant
Very limited contact

Public relations agency
Unimportant
Very limited contact

Digital marketing agency
Unimportant

Very limited contact

Other consultants

1
1

[N
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Very important
Constanthcontact

Very important
Constantlhcontact

Very important
Constanthcontact

Very important
Constantlhycontact

Very important
Constanthcontact

Very important
Constantlhycontact

Very important
Constanthcontact

Very important
Constanthcontact

Very important
Constantlhcontact



Unimportant 1 2 3 4 5 Very important
Very limited contact 1 2 3 4 5 Constanthcontact

2.1 Overall, did you feel that brand managers werable to build desired relationships with internal axd external
specialists who contributed to the success of thdirand/s?

The following questions are about implementatiorthef brand management structure in
the company you worked for as well as about the mom obstacles faced by brand
managers in general.

a What were the brand managers’ key job descriptins in the company you worked for and do you feel
that these descriptions were clearly communicatedtthem?

b Please describe the characteristics of a goodamd manager. Do you feel that the brand managers ithe
company you worked for mostly possessed these chateristics?

c Do you feel that brand managers in the company yoworked for were given enough support from the
management? How was this support - or lack of it seen in their job?

d How were the expectations for brand managers sand communicated in the company you worked for?

e Do you feel that additional formal authority woud have been beneficial in brand managers positiomi
the company you worked for?
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Do you feel that brand managers had access to dle needed resources to succeed at their job? Cdul
there have been more of some specific resources?

In your opinion, did the market get more consolidted during your career within the tobacco industry?
Was there less and less brands for consumers to as® from?

In your opinion, was there a need for more locabr localized tobacco brands? Please explain your

answer.

Did you feel that brand managers had access tolathe needed information for decision making?
Could the information flow been improved?

What was your perception on brand managers’ timeables and schedules? Dido you often see brand
managers experiencing problems with time managementlf so, what could have been the solutions in
your opinion to overcome this issue?

What was your perception on the training receivedy the brand managers on the job? Do you feel that
they were getting all the training they needed anthat it supported the development of needed skills?

How do you see the issue of brand cannibalizatiomas managed in the company you worked for?

How did you saw the effect of private labels onhe brands of the company you worked for? In your
opinion, was the effect of private labels the samacross the tobacco industry or was it more brand
specific?
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n Did you feel that brand managers in general, werstriving more towards short-term (1 < year) tacti@al
results than towards long-term (1 > year) strategigoals? Please explain your answer.

(o] Did you feel that brand managers’ had the resporisility and the corresponding authority to make
things happen?

p What kind of contacts do you see brand managerdiaving with external environment (point of sale
partners) and the market (clients). Did you feel tie need for brand managers to improve these contacts
and were there any obstacles if they would have dée to do so?

q In your opinion, was the brand management structte implemented overall well in the company you
worked for? Do you see an option to the brand margement structure for your previous employer?

r What was your take, from brand management point & view, on anti-tobacco restrictions set by
governments around the world? How did these restritons interfere with brand managers job and how
do you see the restrictions will effect on the brashmanagers’ job dimensions in the future?

The industry specific skills of a brand managetoimacco industry.

Tobacco brand manager decides to continue his/heraeer in FMCG company. What kind of
advantages would this former tobacco brand manageposses compared to his/her colleagues, who
haven’'t worked in tobacco industry? What do you seeould be his/her specific skills?

What are the skills you feel that a former tobaccdrand manager would have to improve as a brand
manager in FMCG industry?
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