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International company Beiersdorf has a clear goal – to be as close as possible to consumers,
regardless of which country they live in. Developing superior consumer insights is
fundamental to the continued future success of Beiersdorf and its international brands like
NIVEA, Eucerin and Atrixo. These are the result of more than 120 years of experience in
research and development.
Beiersdorf has launched many new brands and products into a variety of countries and
categories. Being an innovation leader has allowed Beiersdorf actively to shape its markets
and set new trends. These product launches have led to long-term global growth.
Beiersdorf’s international Market Research team is based at company headquarters in
Hamburg, Germany. Market research in a global organisation needs the help and support of
the company’s overseas affiliate companies. Most affiliate companies (in the UK for example)
have dedicated Market Research Managers. They help the central research team in gathering
and interpreting consumer views. These views provide information or insights that ultimately
result in the development of new products suitable for a global market.
This case study follows the development of a new NIVEA Deodorant called Pearl and Beauty
aimed at young women. This case study will give you a clear picture of how market research
has helped New Product Development (NPD). Across countries, consumers are different in
terms of culture and lifestyle. NIVEA’s challenge was to find similar insights from consumers
across different countries. This was used to optimize product development.

Secondary research
In the deodorant category, NIVEA used many secondary research sources to discover
consumers’ views and their need for deodorants. These related to different markets and were
supplied by local country market researchers. These included:
i. A consumer Usage and Attitude study. This had been conducted a few years earlier across
various markets (UK, France and USA).
ii. An external study by Fragrance Houses. This covered the importance of scent and
fragrance to people’s well-being and mood.

Primary research
The research team felt therefore there was not enough recent knowledge about the consumer
in the secondary research. They commissioned some primary qualitative research in key
markets (Germany, France, UK and USA). This was aided by the local Market Research
Manager. The aim was to understand the motivations for using deodorant amongst the female
consumer.
Primary research is used when there is no existing data available to answer your questions.

The research involved small discussion groups of females. This helped researchers understand
the beliefs and motivations of this group. There were several main findings:
There is steady growth in females shaving. They wanted to look after their underarms
throughout all seasons (not just in summer).
Women cared increasingly about the condition of their underarms.
Women desired attractive, neat underarms. This symbolised sensuality and femininity.
The deodorant segment remained focused on functional rather than beautifying
products.

Results of the research
The market research revealed an unexplored market potential for NIVEA Deodorant. The
brand did not have a specific product that addressed ‘underarm beauty’ for the female
consumer. No direct competitor was offering a product to meet these needs. So there was a
clear opportunity to develop a new product. This would fit across different markets and with
the current NIVEA Deodorant range.
Consumers showed a need for a ‘beautifying, caring deodorant’. The team generated ideas on
how to address the consumer need.
From these ideas the marketing team created ‘product concepts’. These describe the product
benefits and how they will meet the consumer needs. Several concepts were written in
different ways. These explained and expressed unique product attributes.
The company needed to know which concept was preferred by prospective consumers. It
carried out market research to test whether the concepts would work. The research was
conducted amongst the desired target market. For Pearl and Beauty, the desired target market
was 18-35 year-old women who were beauty-orientated, followed fashion and looked for
products with extra benefits.
Quantitative research on the concept was carried out in two test markets (France and
Germany). An international company like Beiersdorf must test products in more than one
market to assess properly the global appeal.
The concepts were tested monadically. Monadic testing means that the respondent of the test
is only shown one concept. This stops the respondent being biased by seeing many variations
of the same product concept.
A number of criteria were used to test the concepts:
1) Deodorant category performance measures. These included wetness, dryness, and
fragrance. The new concept must deliver generic core benefits.
2) Product attributes specific to the new product and NIVEA core values. The new Pearl and
Beauty product has additional benefits to a ‘regular’ deodorant. For example, it leaves your

skin feeling silky and gives you beautiful underarms. Consumers needed to understand and
see these benefits.
3) The product needed to be relevant and motivate a consumer to purchase it.
The team chose the ‘winning’ concept. This best conveyed beauty while remaining relevant to
the deodorant category and NIVEA brand.
Next the research team tested various name ideas for the product and developed different
designs for the packaging. Packaging design plays a very important role in helping to
communicate the image of the product. Pearl and Beauty needed to communicate femininity
and sophistication. Pink was a natural colour choice for the packaging. They also used a soft
pearlescent container to emphasise the ‘pearl extracts’ in the product.
Various design ideas were tested using quantitative market research. In addition, this helped
to predict the volume of the new products that would be sold, the optimal selling price and the
level of switching from existing NIVEA Deodorant and competitor products.

Testing
The stages described so far produced a product concept that consumers felt was relevant and
which they were willing to buy. The next stage was to test the product on actual customers.
Many product launches fail, despite great advertising. A big reason is because the product
fails to live up to the promises made.
The Market Research Team conducted a product usage test. A de-branded sample of the
proposed new product was given to the target consumer of females in several countries. Debranded means the deodorant was in a blank container so that the consumers did not know
who made the product or what type it was. Very often consumers form opinions about
products and services from advertising and packaging. This can sometimes be very strong and
creates a bias in what they think of a product before trying it.
The consumers were asked to use the new deodorant for a week. They kept a diary of when
they used it and scored the performance of the deodorant against a list of criteria. These
included:
Did it keep you dry all day?
Did you have to reapply it?
Did you like the fragrance?
Did it last all day?
Was the deodorant reliable?
Consumers applied the ‘de-branded’ deodorant under their right armpit and continued to use
their current deodorant under their left armpit. This helped the users gauge if it was as good as
or better than the brand they normally used. This gave a measure of how likely the consumer
would be to swap brands.

The results of the test were very positive. Most consumers loved the fragrance and the feel of
the product on their skin. They felt it performed as well as their current deodorant. Most said
they would swap their brands after trying the product.

Brand positioning
Now the marketing team had a new product idea that consumers liked. It had a name and
packaging design that were well received. They now needed to check how this fitted with the
rest of the NIVEA Deodorant brand positioning and range.
The brand position is the specific niche in the market that the brand defines itself as
occupying.
The NIVEA Deodorant Pearl and Beauty adds a touch of feminine sophistication and
elegance to the NIVEA Deodorant brand’s personality. This built on the core deodorant
positioning. It made NIVEA Deodorant more appealing, modern and unique to trendy, young
female consumers.

Using qualitative research to inform advertising
The next stage was to brief an advertising agency to develop communication to support the
launch of the new product. Through market research the team could check whether the
advertisements positively supported and communicated the new product.
The company conducted qualitative research on some advertising ideas amongst various
groups of the target consumers. It presented ideas in the form of ‘storyboards’ of what a TV
advert could look like. The objective was to evaluate which were the best ideas in terms of:
Did they stand out as exciting or different?
Were they relevant to the consumer?
Did they communicate the right things about the new product?
Did they persuade the consumer to want to purchase the product?

Evaluating success
Once the product is launched and the consumer can actually purchase it, the research process
does not stop. Continuous consumer tracking can be carried out to find out consumers’ views
of the new product. This involves interviewing people every day to find out whether they are
using the product, what they think of it and why they would purchase it.
Beiersdorf uses other, secondary data sources such as consumer panel data and EPOS
(electronic point of sale) data. These monitor the sales effectiveness of the product throughout
the launch phase and through the product life cycle.

