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ABSTRACT

This study is primary on the positioning strategy as adopted by First Bank of
Nigeria Plc. To enable it survive the fierce competition between various Banks

and tactics against each other in search for a good market share.

It deals with the evolution of various strategic plans, to their implementation
stage. The research was based on the collection of primary data through the

use of a detailed questionnaire, reports, observation and personal interview.

On hundred customer out of the population of customer within the four
branches in Kaduna metropolis were randomly selected as sample size. One
hundred FBN Plc staff were selected as a sample size within Kaduna
metropolis.

Data collected was subsequently analysed and interpreted using the simple
percentage method with the aim of testing the drawn up hypothesis in order to
accept or reject as appropriate. In this study the results showed that the null
hypothesis (Ho) should be rejected in all three cases and the alternative
hypothesis (H;) be accepted.

Finally, recommendations were made to First Bank management in order to
ensure continuous sustenance of it's leadership position and to remain to it's

name.
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CHAPTER ONE

INTRODUCTION

1.01 BACKGROUND TO THE STUDY

We operate in a dynamic environment in which only the right strategies

deliberately designed to respond adequately to the demands of the changing

market can sustain any organisation’s leadership position.

Banking in the Nigerian economy takes place within a competitive environment
filled with enormous challenges posed by competition to gain various
customers. With Banking, it is not the ‘offering’ itself, but certainly the ability to
adjust to the dynamism of buyer habits in order to identify wants and satisfy
them. Ed Cructh Field (1996) President of first union, American Sixth largest
Bank puts it this way: the problem has to do with the inability of banks to
switch from an inward looking perspective to asking how their services are

affecting customers and what they could do to make customers like them”.

Nigerian Banks still fail to appreciate that the market is less “urned-on’ and
that it is even moving in a different direction, they cling to the “marketing
myopia” of undue concentration on the offering rather than the customers

needs. This makes them they are offering the right service in the midst of



complaints. In effect they are looking into the mirror rather than out of the

window.

A way of dealing with this is to develop appropriate business relationships
which will meet both the consumers requirements and that of the bank.
Further to keep ahead of the competition, strategies to guide marketing efforts
are to be developed while conscious weights are to be attached to the
consumers interests and that of the bank to operate at an optimal level. After
all, establishing a competitive difference is ordinarily the most direct route to

marketing success.

It is in keeping with this trend and challenges that in June, 1996 First Bank of
Nigerian Plc (FBN PLC) embarked upon the century Il project which is aimed
at repositioning the bank to compete effectively and continue to lead the

Nigeria Banking industry into the next Millenium.

It became necessary for management to evolve strategic plans with a view to
Projecting an in-depth focus on the market environment facing the bank

particularly the competitors and customers. Steps were then taken which

involved the following:

« Situation Analysis



« Establishment of objectives which was summed up in the Banks Mission:
To remain true to our name by providing t_he best financial services possible
Vision: Be the clear leader and Nigeria’s Bank of first choice.

« Implementation: Here the bank is focusing on high impact areas with direct
and positive bearing on costume services delivery, over all bank profitability

and organisational efficiency.

« Principle of control to keep a check on various policy implementation

ensuring their success.

1.02 STATEMENT OF THE PROBLEM

The key idea in positioning strategy is that- the customer must have a clear
idea of what your brand stands for in the product/service category, and that a
brand cannot be distinctly positioned if it tries to be everything to everyone.
Such positioning is achieved mostly through brand’s marketing
communications, through it's distribution, pricing, packaging, and actual
product features also pay major roles. After all, positioning is not what you do
to the product/service but what you do to the consumer’s mind through various
communications;. Thus the strategic objective is to have segmentation and

positing strategies that fit together.

In trying to achieve these objectives certain problems are encountered by the

bank.



That of embracing new ways of doing things as necessitated by the
prevailing business environment as against the long established ways.
Prices of providing services being slashed.

That of developing aggressive marketing strategies to manoeuvre
competitors .

Trimming staff size of work force for better management.

Cost of acquiring state of the art technology to facilitate operations.

, Maintaining the status quo established.

.03 OBJECTIVES OF THE STUDY

Nith the challenges being faced by FBN and he banks industry at large it is
mperative that only banks with the right strategies designed to respond

adequately and continuously to the changing market can survive.

It is against this background that this study is carried out to highlight the major
and far reaching re-organisation which the bank undertook to re-evaluate
operational procedures with a view to harnessing both material and human

resources for operaticnal efficiency.

This study also show FBN's management's ability to position the bank and its
services appropriately in the changing market as is refiected in prompt and

efficient services in her branches yielding huge profits.

— — .
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1.04 SIGNIFICANCE OF THE STUDY

This has to do with the benefits accruing to not just FBN and her customers

but the economy as a whole.

It brings out the application of marketing strategy to recharge the service

industry in order to enhance prompt and efficient services.

L

1.05 SCOPE AND LIMITATIONS OF THE STUDY

As sales increase management must support the momentum by adjusting the
marketing strategy. The goal is to establish the products position and to fortify
it by encouraging brand loyalty. As profits increase, the organisation must
brace itself for the entrance of aggressive competitors who may make

specialised appeals to selected market segments.

The research covers the general term the positioning strategy as regards a
planned and sustained effort to maintain the lead in the market.

The decision to use FBN Plc one of the big four banks in the Nigerian Banking
industry is strategic. The fruits or benefits of the positioning strategy adopted

three years back abound everywhere.



One thing in competition is not letting your opponent know your next move,
that way you are always ahead of other. This will in order word hinder certain

information or trade secrets being made known.

The time for this research work is inadequate, considering that the researcher
has to keep her job and at the same time put the piece together in order to

meet the school’s deadline.

1.06 RESEARCH METHODOLOGY

Methodology is the framework on which the entire research is based. It has to
do with the data collection process alnd th;a entire method employed in the
analysis of that data.

Two types of data were used in the research, and they were obtained

from the following sources.

a. Primary source

b. Secondary source

The Primary data obtained from the primary source were through the use of

questionnaires given to the staff of FBN in Kaduna and customers.

Personal interviews were also conducted by the research, with the

management team, staff and selected customers.

[§ __...--—""-_’- 1
' ——— 4 1BRAHIM “BR:?_,_\



The Secondary data were obtained mainly from already published works,

journals periodicals bulletins, newsletters of FBN Plc and textbooks among

others.

1.07 HISTORICAL BACKGROUND TO FIRST BANK OF NIGERIA
PLC (FRNPLC)

The establishment of FBN Plc predates the birth of Nigerian Nation as a
sovereign entity. It was incorporated on the 31* of March, 1894 as a limited
liability company under the name Bank of British West African (BBWA) being a
realisation of the dream of two personalities known as the founding fathers,

Alfred Lewis Jones and George William Neville.

The bank has evolved along the path of political, social and economic changes
and development of Nigeria from the colonial period to independence and the
experience of post-independence. It has thus shared in the process of its
growth, the tidal experiences of the nation which in retrospect were sources of
strength for its continual growth. In essence the bank was the first successful

bank to operate in Nigeria.

Branches were opened in Accra, Gold Coast (now Ghana) in 1896 and
another in Freetown, Serria Leone in 1898 marking the genesis of the Bank's

international Banking operations. In 1900 a second branch was opened in the

— —
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old Calabar (Nigeria) and two years later its services were extended to

Northern Nigeria.

In June 1957, by a special resolution of the board of directors, the bank was
renamed Bank of West Africa (BWA). It merged with the Standard Bank of
London and became the Standard Bank of West Africa (SBWA). While in
June 1969, it was locally in corporated in Nigeria under the corporate name of
Standard Bank of Nigeria Limited from the SBWA and ten years later precisely
in July 1979, it metamorphosed into the FBN Limited and subsequently

attained the status of public Limited Company in October 1990.

FBN Plc has a very large asset base of N95.22 Billion as at 1998 for the

Company and that of the group MN102.4 Billion, with the largest branch network

amongst all Banks in Nigeria.

A very large work force of about 8785 peop'le FBN Plc has enjoyed good will

based on trust, age, reliability from its “loyal” customers.

FBN Plc as a conglomerate has four subsidiaries, which include:
“ FBN Merchant Bankers Limited
% First Trustees Limited

% First Nominees Limited



The banks also has a great investment in Banque International Division Benin

in Cotonou, African Export — Import Bank (Afrexim Bank), Cairo and a 28.45%

interest in Kakawa discount house limited, an Associate Company of the bank.

FBN in June 1996 embarked on a restructuring programme tagged the FBN

Century |l Project aimed at repositioning the bank to compete effectively and

continue to lead in the Nigerian banking industry by providing the best financial

services possible.

The following strategic objectives were set namely:

1.

Significantly upgrade the quality of customer service delivery and
achieve leadership in all market segments.

Improve the quality and motivation of the workforce and the depth and
effectiveness of management.

Leverage on information technology to create sustainable competitive
advantage.

Pioneer and or lead the market in the development and introduction of
new products and services.

Reduce funding and transaction cost thus achieving cost leadership.

Improve balance sheet structure and significantly boost profitability and

capital base.

9



7. To facilitate the implementation of the above objectives, the
organisational structure was redesigned to a new corporate structure on
the 1% of December 1997 namely:

a. Corporate Banking
b. Commercial Banking (including consumer Banking)

(o Transaction Banking

d. Risk Assets and management control
e. Strategic resources and management services
f. Inspection

g. Corporate

1.08 HYPOTHESIS

According to Osuala “Hypothesis are not ends in themselves, but rather are
the means by which the investigator can understand with greater clarity, his
problem and it's ramifications as well as the data which bear on it". A
hypothesis is a statement, which can be verified by means of a data. It is also
an idea or suggestion put forward as a starting point for reasoning or
examination. A hypothesis can either be a null hypothesis denoted as H, or an

alternative hypothesis denoted as H;,

This researcher has also designed some hypothesis to help further understand

what the positioning strategy is about. They are:

10
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1. Ho - The positioning strategy is not capital intensive

H - The positioning strategy is capital intensive
2. H, - 'Establishment of the positioning strategy is not necessary
tool
in target Marketing.
H - Establishment of the positioning strategy is a necessary tool
in target Marketing. |
3. H, - The implementation of the positioning strategy does not
help
in achieving the central objective of optimum profitability.
4. H, - The implementation of the positioning strategy help in

achieving the central objective of optimum profitability.

474755
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\ CHAPTER TWO

LITERATURE REVIEW

2.00 POSITIONING DEFINED

Product positioning refers to the decisions and activities intended to create and
maintain a firm product concept in customers’ minds. It is the customer’s

concept of the product attributes relative to their concept of competitive

brands.

Just as segmentation involves the decision to aim at a certain group of
customers but not others, positioning involves a decision to stress certain
aspects of our brand and not others. The key idea in positioning strategy is
that the customers must have a clear idea of what your brand stands for in the
product category, and that a brand cannot be sharply and distinctly positioned
if it tries to be everything to everyone. Such positioning is achieved mostly
through a brand's marketing communication, through its distribution, pricing,
packaging and actual product featureé also‘ can play major roles. It is often
said that positioning is not what you do to the product, but what you do to the
customer's mind through various communications. The strategic objective
must be to have segmentation and positioning strategies that fit together: A
brand must be positioned in a way that is maximally effective in attracting the

desired target segment. When products are introduced by marketers they



attempt to position them to posses the characteristics most desired by the
target market. This projected image is crucial, for example: crest is positioned
as a fluoride tooth paste that fights cavities, close-up is positioned as
whitening tooth-paste that enhances the users sex appeal, coke as “enjoy”, 7-

up, the difference is clear while Pepsi “the choice of the new generation”.

In the banking industry United Bank for Africa (UBA) is positioned as the “wise
man's bank® Union Bank of Nigeria (UBN) is “Big, strong and reliable”,
Savannah Bank (SBN) as “the personal service bank”, while First Bank of

Nigeria (FBN) as “truly the first”.

Product positioning is a part of a natural progression when market
segmentation is used. Segmentation allows the firm to aim a given brand or
product at a portion of the total market. Effective product positioning helps to
serve a specific market segment by creating an appropriate concept in the
minds of customer's in that market segment.

A brands position in a consumer's mind is a relative concept in that if refers to
a comparative assessment by the consumer of how this brand is similar to or
different from the other brands that compete with it. It is like every consumer
has a mental map of the product category. The location of your brand in that

map, relative to that of your competitors, is your position, and the locations of
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all the brands in that map are determined by the association that the consumer

makes with each band.

A firm can position a product to compete head-on with another brand as Pepsi
has done against Coca-Cola or to avoid competition, as 7-up has done relative
to other soft drink producers. This head to head competition may be a
marketers positioning objective if the produds performance characteristics are
at least equal to competitive brands and if the product is lower priced. It can
also be appropriate even where the price is higher, if the product performance
characteristics are superior. Conversely, positioning to avoid competition may
be appropriate when the products performance characteristics are not
significantly different from compeﬁng brands. Also positioning a brand to avoid
competition may be appropriate when that brand has unique characteristics

that are important to buyers.

Making sure competition is avoided is critical when a firm introduces a brand
into market in which it already has one or more brands. In such situations,
marketers usyally want to avoid cannibalizing sales of their existing brands,
unless the new brand generates substantially larger profits. Example: When:
Coca-Cola re-introduced Tab, it attempted to position the cola as to minimize
the adverse effects on Diet Coke’s sales. Tab was positioned as the diet drink

containing calcium, catering specially to a female target market.

—
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After all, a brand position is the set of associations the consumer has with the
brand. These may cover physical attributes, or life-style or use occasion, or
user-image or stores that carry it. A brand’s position develops over the years
through advertising, publicity, word of mouth and usage experience, can be

sharp or diffuse, depending on the consistency of that brands advertising over

the years.

Management's ability to position a product appropriately in the market is a
major determinant of company profits. The image that product projects in
relation to competitive products and to other products marketed by the same
company is regarded as a product's position. Product positioning has no

generally accepted definition and as such it is loosely applied and difficult to

measure.

Sometimes, it is tempting to try to position along several product
characteristics as it is frustrating to have some good product characteristics
that are not communicated. However, advertising objectives that involve too
many product characteristics can be most difficult to implement. The result

can often be a fuzzy confused image, which usually hurts a brand.

&



To make it easy, Myers and Shocker have made a distinction between
physical characteristics, pseudophysical characteristics and benefits, all of
which can be used in positioning. Physical characteristics are the most
obiective and can be measured on some physical scale such as temperature,
colour, intensity, sweetness, thickness, distance, dollars, acidity, saltiness,
strength of fragrance, weight and so on. Pseudophysical characteristics in
contrast reflect physical properties that are not easily measured. Examples
are spiciness, smoky taste, tartness, type of fragrance (Smells like a--),
greasiness, creaminess and shininess. While benefits refer to advantages that
promote the well being of the consumer or user. Ginger ale can be positioned
as a product that “quenches thirst’. Thirst quenching is a benefit and provides

the basis for this type of positioning strategy.

2.01 DETERMING THE POSITIONING STRATEGY

The choice of a positioning strategy can be difficult and complex. However, it
becomes more manageable if it is supported by a thorough marketing
research. It can be reduced to a six step process.

1. Identify the competitor

2. Determine how the competitors are perceived and evaluated

3. Determine the competitor’'s position

4. Analyse the customers

5.  Select the'position

16



6. Monitor the position

In each of these steps one can employ marketing techniques to provide the

needed information. Sometimes the marketing research approach provides a

conceptualization that can be helpful even if the research is not conducted.

Basically, the first four steps provide a useful background, while the final steps

address the evaluation and measurement follow-up.

IDENTIFY THE COMPETITORS

The first step to take is to identify the competitors.

It is not as simple as it

might seem. Example: Pepsi might define it's competitors as follows:-

First Bank can say its competitors include:

Other Cola drinks
Non diet soft drinks
All soft drinks

Non alcoholic beverages

All beverages except water.

<+ UBN PLC

L)
0'0

UBA PLC

“+ AFRI BANK PLC

< HNB

<+ Other new generation banks

17
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< Finance houses etc.
In most cases, there will be a primary group of competitors and one or more
secondary competitors and it will be useful to identify both categories. Thus
coke will compete primarily with other colas, but other non-diet drinks and diet
colas could be important as secondary competitors. Secondary competition is
of special concern to brands that are market leaders in their categories, for
they are the ones that need to be most considered with issues of category

(“Primary”) demand.

Knowledge of various ways to identify such groupings will be of conceptional
as well as practical value. One approach is to determine from buyers of a
product which other product they considered. For example a cross section of
cola drinkers might be asked what other beverages they might have consumed
instead. Or the respondent could asked what brand would have been
purchased had that particular cola brand been out of stock. The resulting
analysis will identify the primary and secondary groups of competitive
products. Instead of customers, retailer or buyers being knowledgeable about

it, customers could provide the information.

Another way is to develop associations of.products with use situations. A

respondent might be asked to keep a diary or to recall the use contexts for

18
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Pepsi. This can continue for perhaps twenty to thirty respondents until a large

list of use contexts an beverages results.

Another group can be asked to make a judgement perhaps on a seven-point
scale and to how appropriate each beverages would be for each use situation
groups of beverages can be clustered based on similarity of appropriate use
situations. Thus, if Pepsi were regarded as appropriate with snacks, it would
compete primarily with other beverages regarded as appropriate for snack
occasions. If it were not regarded as appropriate use with meals, it would be

less competitive with beverages deemed more appropriate for meals.

These two approaches suggest a conceptional basis for identifying
competitors even whan market research is not employed. The concept of
alternatives from which customers choose and the concept of appropriateness
to a use context can be used to understand the competitive environment. A
management team or group of experts, such as retailers or buyers who have
an understanding of the customer, could employ one to both of these

conceptual bases to identify competitive groupings.

19



DETERMINE HOW THE COMPETITORS ARE PERCIEVED AND

EVALUATED

To determine how competitors’ products are perceived it is necessary to
choose an appropriate set of product attributes for the comparison. The term
“attributes” includes not only product characteristics and customer benefits, but

also product association such as product uses or product users.

The task is to identify potentially relevant a'ttributes‘ to remove redundancies
from the list and then to select those that are most useful and relevant in
describing brand images. An approach to the generation of an attribute list is
the “Kelly repertory grid”. The respondent is first given a deck of cards
containing brand names from which all unfamiliar brands are culled. Three
cards are then selected randomly from those remaining. The respondent is
asked to identify the two brands that are most similar and to describe why
those two brands are similar to each other and different from the third. The
respondent is then asked to rate the remaining brands on the basis of the
attributes thus identified. This procedure is then repeated several times for
each respondent, As a variant, respondents could be asked to select a
preference between two bands and then asked why one brand was selected
over the other. The next step is to remove the redundancy from the list using
logic and judgment. Another approach is to use a statistical technique called

factor analysis. Here respondents are asked to rate each of the objects with

20



respect to each attribute. Example: they could be asked to rate FBN services
on a seven point scale as to the degree it is full bodied as a bank.
Correlations between attribute are then calculated, and factor analysis
essentially groups the attributes on the basis of thaose correlations.

The next task is to select attributes that are most meaningful and important to
the customers image of the competitive objects from a list of non-redundant
attributes obtained. These selected attributes should be those that are
important and relevant to the customer in making distinctions between brands

and in making purchasing decisions.

DETERMINE THE COMPETITORS POSITION

Determine how competitors including (your own entry) are positioned in he
market. The primary focus of interest here is how they are positioned with
respect to the relevant attributes they have. Ask questions like; what is the
customer’'s image of the various competitors? We are also interested in how
they are positioned with respect to each other. Which competitors are
perceived as similar and which are different? Judgements here need to be
made subjectively. However, it is also possible to use research to help answer
such questions empirically. Multidimensional methods can be used, as its goal

is to scale objects on several dimensions or attributes.

—
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ANALYSING THE CUSTOMERS

Making the positioning decision obviously requires knowing what will be most
attractive to the customers. In most cases they will differ markedly as to
preferences even if their perceptions of brands are similar. Thus the task is to
identify segments or clusters of customers based on their preferences by
selecting he segment or segments as well as the target position. Then identify
which attributes or customers benefits that are most important and those

groups customers who value similar attributes or benefits and then work on

them.

2.02 POSITIONING STRATEGIES

Marketing executives can choose from a variety of positioning strategies. A
positioning strategy is vital to provide focus to the development of an
advertising campaign. The strategy can be conceived and implemented in a
variety of ways that derive from the attributes, competition, specific application
the types of consumers involved, or the characteristics of the products class.
Each of these represents a difference approach to developing a positioning
strategy, even though all of them have the ultimate objective of either
developing or reinforcing a particular image for the brand in the mind of the

audience. For this research seven approaches are presented.

22



COMPETITION

FEATURES

PRICE/QUALITY

USE

MARKET

PRODUCT CLASS

CULTURAL SYMBOLS

23

A product may
be positioned
relative to various

attributes.



POSITIONING BY COMPETITOR

In most positioning strategies, an explicit or implicit frame of reference is one
or more competitors. In some cases the reference competitor(s) can be the
dominant aspect of the positioning strategy. it is useful to consider positioning
with respect to a competitor for two reasons. First, the competitors may have
a firm, well-crystallized image developed over many years. The competitors
image can be used as a bridge to help communicate another image
referenced to it. E.g if someone wants to know where a particular address is, it
is easier to say it is next to first bank building than to described the various
street to take to get there. Secondly. Sometimes it is not important how good
customers think you are, it is just important that they believe you are better

than (or perhaps as good as given a competitor).

Positioning with respect to a competitor can be an excellent way to create a
position with respect to a product characteristic, especially price and quality.
Thus, products that are difficult to evaluate, like liquor products, will often use
an established competitor to help the positioning task. Example sabroso,
coffee liquor, positioned itself with the established brand, Kahlua, with respect
to quality and also with respect to the type of liquor. It prints advertisement
showed the two bottles side by side and used the head, “Two great imported

coffee liquor. One with a great price”.

KASHIM IBRAHIM | l‘i:u-.

24



It can also be accomplished by comparative advertising, advertising in which a
competitor is explicitly named and compared on one or more product
characteristics. Subaru has recently used this approach to positions some of
their cars as the being comparable in safety to Volvo, which has consistently
stressed it's safety qualities and ‘is thus closely identified with safety, this

communication task becomes easier for Subaru.

An example of a direct positioning against competition is that of chevrolet
chevettee and the ford escort positioned to compete head to head with low

priced foreign imports.

This cannot always be the right strategy at all times especially when a
competitor has a strong market position. Example, Avis became successful
only after it stopped positioning itself directly against Hertz, readily admitted it
was number two, and adveriised. “We're only number two. We try harder”.
The B.F Goodrich Company, in it's advertising, played on the theme “We are
the other guys”. This strategy positioned Goodrich away from the more the

heavily advertised competitive brand of Good year tries.

T ———
-

AAITIM IBRAHIM LIBRARY |

——



POSITIONING BY PRODUCT ATTRIBUTE (CHARACTERISTICS) OR

CUSTOMER BENEFITS

This is probably the most-used strategy whereby a company associates its
products with some product feature or customer benefit. Imported Automobile
illustrates the variety of product characteristics that can be employecd and their
power in image creation. Honda and Toyota have emphasized economy and
reliability and have become the leaders in the number of units sold. Volvo has
stressed safety and durability showing commercials of “Cash tests” and telling
of the long average life of its cars. BMW attempt to put forth an image of
performance in terms of handling and engineering efficiency. The tag line
used by BMW is “The ultimate driving machine”. BMW advertisements show
the cars demonstrating their performance capabilities at a German racetrack.
Like in tooth pastes, crest is known as a cavity fighter, while Aims position is
based on cavity prevention an good taste. 4 ?4 ?5-
2§

Sometimes a new product can be positioned with respect to a product
characteristics that competitors have ignored. Brands of (paper) towels had
emphasized absorbency until viva was successfully introduced stressing
durability. Viva demonstration showed it's products durability and supported

claim that viva “Keeps on working”
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Sometimes a product will attempt to positioﬁ itself along two or more product
characteristic simultaneously. In the tooth paste market,, crest became the
leader decades ago by positioning as a cavity fighter, a position that was
established by an endorsement by the American Dental Association. Since
then, it has enjoyed a market share of up to 40%. However, several other
successful entries have positioned themselves along two product
characteristics. Aim introduced as a good — tasting, cavity fighter, achieve a
share of more then 10%. And recently Aqua-fresh which was introduce by
Beecham as a gel paste that offers both cavity-fighting and breath -
freshening benefits. Aqua - fresh advertisements showed people arguing
whether to buy a breath freshener or cavity — fighting dentifrice. Of course the
solution was Aqua - fresh. Sometimes-different models of a product can be
positioned toward different segments by highlighting different attributes: Coke

having Coca-Cola and diet coke.

Sometimes, it is tempting to try either in the category that is seen as a
“Subtype” being almost in a different product category than the advantage of
clarity, customers will remember the Ibrand.s distinguishing features, but the
possible disadvantage is that consumers might not know how to think of this
brand (since they may think that what they know about the product category

does not apply to this brand). In complex product category, where it might be
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important to benefit from the consumer’s prior knowledge of the category, such

“over segmentation might thus hut the highly differentiated brand.

To make it easy, myers and shockers have made a distinction between
physical characteristics and benefits, all of which can be used in positioning.
Physical characteristics are the most objecti;fe and can be measured on some
physical scale such as temperature, colour intensity, sweetness, thickness,
distance, dollars, acidity, saltiness, strength of fragrance, weight and so on.
Pseudophysical characteristics in contrast reflect physical properties that are
not easily measured. Examples are spiciness, smokey taste, tartness, type of
fragrance (smells like a --—-), greasiness, creaminess, shininess. While
benefits refer to advantages that promote the well being of the consumer or
user. Ginger ale can be positioned as a product that “quenches thirst”. Thirst

quenching is a benefit and provides the basis for this type of positioning

strategy.

POSITIONING BY PRICE AND QUALITY

The price-quality product characteristics is so useful and pervasive that it is
appropriate to consider it separately. In many product categories, there exist
brands that deliberately attempt to offer more in terms of service, features, or
serformances. Manufacturer of such brands charge more partly to help cover

ligher cost and partly to help communicate the fact that they are of higher

28



quality. Conversely, in the same product class there are usually other brands
that appeal on the basis of prices, although they might also try to be perceived
as having comparable or at least adequate quality. In many product
categories, the price quality issue is so important that it needs to be
considered in any positioning decision. Trying to reposition a company on the
price and quality spectrum can be tricky proposition, as such caution is

needed.

In the 1070’s sears , Roebuck tried to upgrade its fashion and quality image
while at the same time retaining it's image of low price and “value for your
money”. The move was not successful. It served only to blur the company’s
image, confuse old customers and reduced firms market share. Sears later
returned to its former position as a middle-class family store offering “value for
your money”. It is usually very difficult to compete successfully using both
quality and price. Sears is just one advertiser that has faced the very tricky
positioning task of retaining the image of low price while communicating a
quality message. There is always the risk that the quality message will blunt
the basic “low price” position or that people will infer that if the prices are low

the quality must b;a low too.
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POSITIONING IN RELATION TO PRODUCT USE OR APPLICATION

Another ways to communicate an image is to associate the product with a use
or application. Example: Campbell's soup for many years positioned itself as a
lunchtime product and used noontime radio extensively. The AT and T
Telephone associated long-distance calling with communicating with loves
ones in it's “Reach out and touch someone” campaign. Arm and hammer
baking soda sales increased tremendously after the long dormant product was
repositioned as an effective odor-killing agent for use in refrigerators. Omo

detergent is positioned to “Washes cleaner, brighter and it shows”.

Products can of course have multiple - positioning strategies, although
increasing the number involves obvious difficulties and risks. Often a
positioning by use strategy represents a second or third position for the brand,
a position that deliberately attempts to expand the brand’s market. Quaker
oats has attempted to position it's product as a natural whole grain ingredient

for recipes in addition to its breakfast food niche.

POSITIONING BY TARGET MARKET OR PRODUCT USER

This approach associates a product with a user or a class of user. Many
cosmetics companies have used a model or personality to position their
products like Joy soap by Patti Boulaye a Nigeria model, Pepsi drink by

Michael Jackson a world acclaimed musician. Makers of casual clothing like
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jeans have introduced “designer labels” such as Calvin Klein or Jordache to
develop a fashion image. The expectation is that model or personality will
influence the products image by reflecting the characteristics and image of the

model or personality communicated as product users.

POSITIONING BY PRODUCT CLASS

Some companies need to make critical positioning decisions that involve
product — class associations. For example, Maximum freeze-dried coffee
needed to position itself with respect to regular and instant coffee. Some
margarine positions themselves with respect to butter. Dried milk makers
came out with instant breakfast positioned as a breakfast substitute and a
virtually identical product positioned as a dietary meal substitute. The toilet
soap Dove pos'itioned itself apart from others in the soap category as a

cleansing cream product for women with dry skin.

In the soft drink industry, 7-up was for a long time positioned as a beverage
that had a “fresh clean taste” that was “thirst quenching”. However, research
uncovered the fact that most people did not regard 7-up as a soft drink, but
rather as a mixer beverage, and that this tended to attract only light soft drink
users. Positioning strategy was then developed to position 7-up as a
“‘mainline” soft drink, as a logical alternative to the “Colas” but with a better

taste. The successful “uncola” campaign was the resuit.
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POSITIONING CULTURAL SYMBOLS

Most advertisers use deeply entrenched cultural symbols to differentiate their
brands from competitors. The essential task is to identify something that is
very meaningful to people that other competitors are not using and associate
the with that symbol. Advertising is filled with examples of this kind of
positioning strateg;', example: Marlboro cigarettes chose the American cowboy
as the central focus to help differentiate it brand from competitors and
developed the Marlboro man. FBN's Weste'rn Union Money Transfer (WUMT)

advert has Sunday QOliseh abroad and his mum Mrs QOliseh at the receiving

end in Nigeria.

2.03 GUIDELINES TO MAKING POSITIONING DECISION

- An economic analysis: The success of any objective basically
depends on two factors: the potential market size times the penetration
probability. Unless both these factors are favourable, success will be
unlikely.

The market segment size shou!ci be \n;ror‘lhwhiie. If customers are to be
attracted from other brands, those brands should have a large enough
market share to justify the effort. If new buyers are to be attracted to the
product class, a reasonable assessment should be made of he potential
size of the growth area. If a new attribute is to be the basis for a

campaign, a reasonable sized segment should be interested.
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While the penetration probabiy.( indi.cates that there need to be a
competitive weakness to attack or a competitive advantage to exploit to
generate a reasonable market penetration probability. An established
brand will always find that the penetration probability will be higher
among existing customers. This indicates that segments containing
existing customers should be given top priority.
Positioning: Usually implies a segmentation commitment; positicning
usually means that an overt decision is being made to ignore parts of
the market and to concentrate only on certain segments. Such an
approach requires commitment and discipline, because it is not easy to
turn your back on potential buyers. Yet the effect of generating a
distinct, meai.'\ingful position is to focus on the target segments and not
to be constrained by the reaction of other segments.

474755
The possibility of engaging in a strategy of indifferentiation — that of
attempting to reach all segments results in a diffused image that is,
meaning different thing to different people is risky and difficult to
implement except for a large brand w?th a strong market position. This
implementation could involve projecting a range of advantages while
avoiding identification with any one. Alternatively there could be a
conscious effort to avoid being explicit about any particular feature.
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In trying to differentiate, it is possible to “over segment” the market and
aim at two specialized a market. This can happen when communicating
the several differentiating features for a brand in one advertisement
(rather then few, spread over several adverts), can lead to the
perception of the brand being so different from the advertising and to
generate diagnostic information about future advertising strategies, it is

necessary to monitor the paosition overtime.

If the advertising is working, stick with it. An advertiser will often get
tired f a positioning strategy and the advertising used to implement it
and will consider making a change. However, the personality or image
of a brand, like that of a person, evolves over many years and the value,
of consistency through time cannot be overestimated. After all, some of
the very successful, by — budget campaigns have use for ten, twenty
years or even thirty years. Larry light, while the executive vice president
of BBDO, a major New York advertising agency, said that the “biggest
mistake marketers make is to change the personality of their advertising
year after year. They end up with a schizophrenic personality at worst,
or no personality at best”.

Do not try to be something you are not: As tempting as this might be,

it is naive and usually fatal to. decide on a positioning strategy that
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exploits a market need or opportunity but assumes that your product is
something it is not. Before positioning a product, it is important to
conduct blind taste — tests, in home — or in office, use tests to make sure
tat the product can deliver what it promises and that it is compatible with
a proposed image.

Consider Symbols: A symbol or set of symbols can have strong
associations tﬁat should be considered when making positioning
decision. Symbols like the Marlboro man, Michael Jackson in Pepsi
can help implement a campaign, there also can be existing symbols
already developed by the brand or organization that can be used.

Whichever is used, it should operational in that it should be measurable.

To do this, test adverts can be shown to a group of consumers, but not
to another and differences in their positioning compared. Also ratings in
changes in brand purchasing histories to the advertising and other
marketing mix elements can ‘be obtained. These method allow
managers to test different advert executions to see which ones are most
likely to succeed in repositioning brands in desired directions and

subsequently to track changes in brand positioning over time.
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CHAPTER THREE

FIRST BANK NIGERIA EXPERIENCE

3.00 INTRODUCTION

“A state without the means of some change is without the means of it's

conservation”. ~EDMUND BURKE. - A5

Carpaorations in the local and global markets have come to the realization that,
they cannot continue to do business the way they are doing given the following

reasons:

o The ever changing needs and demands of increasingly sophisticate
customers.

e A work force that is in dire need of re-skilling and re-tooling to cope in
the competitive environment..

« The major opportunities the competitive use of technology offers
today.

» The presence in the market place of competitors who start out with

the latest technologies and better quality people and processes.



3.01 MAKING A DECISION

It is against this background that First Bank of Nigeria Plc (FBN Pic) decided to

do a fundamental re-thinking and radical redesign of it's business process to

achieve dramatic improvement in critical contemporary measures of

performances such as cost, speed, quality and service. The executives then

based their decisions, actions and even behaviours to:

 Challenge old assumptions and discard old rules which are no longer
applicable.

« Break way from conventional wisdom and the constraints of organisational
boundaries.

» Letting rigid specialization give way to broad based and cross functional
competencies.

» Using information technology not to automate outed processes but to

redesign new one.,

First Bank of Nigeria Plc (FBN Pic) in June 1996 launched the century Il
project aimed at repositioning the Bank to compete effectively and continue to
lead the Nigerian Banking Industry into.the Twenty First Century. An external
investments and management consultancy firm Anderson consulting-was

engaged by the bank to undertake the study and guide the repositioning

process with the following terms of reference.
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Strategy: Review the current position and assist in defining a clear vision
and strategy for the future.

Management Processes: Assess and.advise on planing and budgeting,
Assets and liability management, inspection and Audit, including other
management controls, policies, processes and procedures.

Operational process re-engineering: Is to streamline branch banking
operations and other customer service delivery processes. Explore
opportunities to use technology more effectively with a view to achieving
quantum leap improvement's in critical, contemporary measures of
performances such as quality, speed efficiency and effectiveness of service
delivery.

Workforce and organisational culture: To assess the performance of
the banks organisational arrangements, management and utilization of the
work force, cultural environment and generate ideas for significant
improvement.

Technology: To assist in defining and developing the role that information
technology will play in the future thereby supporting the vision and mission
of the oraganisation.

Change management and communication: To manage the change
process, ensure that the process s understood, accepted, supported and

invalvement is attained.
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» Project Management: To oversee the entire project implementation and
ensure effect;ve co-ordination of the whole exercise.

Work started with the exercise zoned into three phases.

1 7 The diagnostic phase

2. Envisioning phase

3 Re-Architecting phase

DIAGNOSTIC PHASE

Here the bank's current position and performance was appraised. All finding
showed that the bank's marketing strategy then, lacked depth to be effective
and face up to competition. The corporate baking strategy was weak.

ENVISIONING PHASE

The current position was determined and a new course for the future was

charted for the bank to ensure that it is able to meet up challenges. Projects to

be carried out include:

= Establishment of information technology security strategy, that would
protect the bank information assets and resources.

= A network and data communications information system that will facilitate
the connectivity of branches to the head office and to each other, head
office departments etc are to be implemented.

* Branch process re-engineering.

= Credit process procedure.

= QOrganisation implementation.
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New compensation strategy and structure that will encourage productivity
and high performance in staff under the pay for performance incentive
structure.

Human capital management process re-engineering aimed at improved
practices for managing human re-sources.

Financial management systems.

Multiple service delivery channels.

Training curriculum plan — This includes training management systems that
will make the business objective, and goa]s a reality.

Structured cabling implementation.

Head office re-architecting.

Communication.

RE-ARCHITECTING PHASE

This is the most critical and it involves the implementation phase of all the

organisation, system, process and technology changes and improvements that

have come out of phase | and Il.

4

In all these, resource collaboration thrbugh ‘secondment of FBN staff working

closely with the technical facilitator — Anderson consulting was adopted. This

is to manage changes within available resources, manage the capacity of the

bank to absorb to impending changes; provide a framework for realising the
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