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IntrOduCtiOn

　　　　In　recent　years，interest　in　brand　management　has　been　increasing

in　Japan．　Severa1books　discussing　brand㎜anagement　apPeared　in　the

early1990s　（Ogawaユ994；Onzo1995；Hoshino　and　Kawakami1995）．

There　were　also　academic　artic1es　addressing　the　prob1ems　of　brand

management（Onzoユ993；Tanakaユ993；Ishii1995；Ogawa，Kanazawa，

and　Tanaka1995）．Moreover　a　few　academic　conferences　exclusively

disc1ユssing　brand　management　have　been　he1d　（Japan　Association　for

Consumer　Studies1994）．

　　　　Most　Japanese　manufacturers　have　many　brands，　The　Japanese

managers　became　excessive1y　focussed　on　introducing　new　brands．

However，they　have　experienced　serious　business　setbacks　since　the　late

1980s，and　conc1uded　that　they　should　reexamine　their　brand　man－

agement．This　period　also　saw　the　rise　of　private　brands．　Some　nation－

al　brands　are　being　overwhelmed　by　private　brands．　For　examp1e，

皿arket　share　of　private　brands　comes　up　to　about30％in　mineral

water，25％in　camed　cola，and15％in　detergent（Hasegawa，Muraka－
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mi，and　Tanaka1994；Hasegawa　and　Kuwata1995）．We　nrst　discuss

these　two　developments（the　pro1iferation　of　brands　and　the　rise　of　pri－

vate　brands）and　then　consider　how　they　make　pioneer　brand　advantage

more　cruciaI　than　ever　before．

　　　　First，consider　the　pro1iferation　of　brands　suppIied．　Shiseido，a

leading　cosInetic　company　in　Japan，added　from6to8new　brands　every

year　in　the1980s．　Kirin　Brewery　also　increased　the　number　of　brands．

In1980the　company　was　supplying　only5brands，but　inユ990the

number　increased　to16．　In　a　decade，the　number　increased　by　more

than　three　times．　Moreover，Toyota　increased　the　number　of　car　mod－

els　fromユ5to22in　the1980s，　These　are　just　exampIes．　The　number

of　brands　increased　faster　than　ever　at　a　great　many，if　not　most，major

consumer　products　manufacturers．　On　average，based　on　a　sample　of

1591eadingJapanese　consumer　product　manufacturers，the　rate　of　brand

increase，defined　as　the　number　of　brands　in1990divided　by　the　num－

ber　in1980，is3，12times（Onzo1991）．

　　　　However，many　Japanese　manufacturers　did　not　treat　these　new

brands　with　care．　Brand　equity　was　taken　for　granted，　Indeed　many

Japanese　managers　did　not　understand　the　concept　of　brand　equity　and

its　bene丘ts．　The　excessive　proIiferation　of　brands　increased　engineer－

ing　and　marketing　costs，exceeded　retai1ers’1imited　she1f　space，and　con－

fused　conslJmers（information　overload）．　As　a　resu1t，Japanese　man－

agers　are　now　thinking　that　they　shou1d　be　much　more　caref1』1with　new

brands，　And　the　attention　paid　to　new　brand　management　is　becoming

significant1y　higher（Onzoユ995）．

　　　　If　Inany　manufacturers　are　becoming　more　circumspect　in　introduc－

ing　new　brands，then　order　of　brand　entry　wi11become　more　i㎜portant－

When　they　were　introducing　new　brands　one　after　another，managers

tried　to　promote　their　brands　by　their　sheer　newness　or　the　freshness．

Subcategories　of　a　product　were　easy　to　create．　However，in　the　case

of　competition　with1imited　brands，the　importance　of　each　brand　wi11
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increase．　This　shift　of　brand　management　from　multip1e　brands　to1i－

mited　brands　creates　a　need　to　give　more　consideration　to　the　issue　oi

the　order　of　brand　entry．

　　　　The　second　major　deve1opment　is　the　rise　of　private　brands－　For

some　years，powerful　private　brands　by　big　leading　retai1ers　such　as

Daiei　and　Ito－Yokado　have　overwhe正med　some　national　brands．As　a　re－

su1t，a　crisis　of　national　brands　is　being　shouted　about　by　man1ユfac－

turers’executives，　As　an　indication　of　the　growing　importance　of　this

topics，a　search　of　Nikkei　Telekon，a　computerized　database　that　tracks

articlesinT加N肋㎝κぬ幽∫〃肋舳．丁伽州物｛∫舳紗o∫伽舳伽、τ加
ハκ后冶2｛1り〃亡刎　∫んづ〃必〃刎，and　Tん2　〃｛后后2｛　K4κグ％　∫ん｛刎あω仇1ists　a　tota1　of

2610articles　on　the　subject　of“brand”in1994．　As　shown　in　Table1，

there　were　only890articles　in1989．　Discussions　about“brands”have

incrased　every　year　fromユ989to1994．　Many　of　these　articles　are　re－

1ated　to　the　batt1e　between　national　and　private　brands．Even　if　a　man－

ager　has　a　strong　nationa1brand，he　cannot　ignore　private　brands　any

more．　Thus，e丘ective　brand　management　in　Japan　requres　cons量dera－

tion　of　threats　irom　private　brands　in　addition　to　competitive　nationa1

brands．

　　　　Most　private　brands　are　fol1ower　brands．But　in　japan　some　pri一

▽ate　brands　pioneer　a　market．For　examp1e，Ito－Yokado　has　developed

some　new　products　by　introducing　“Team　Merchandising　System”

（Hasegawa　and　Kuwata1995）．　If　manufacturers　understand　the　im－

portance　of　pioneer　brand　advantage　correct1y，they　should　be　able　to

beat　private　brands　because　Inanu｛acturers　contro1production．

　　　　The　concepts　of　pioneer　brand　advantage　and　nrst　mover　ad▽antage

have　already　been　introd1』ced　in　Japan　and　discussed　by　some　resear－

chers　（On201994）．　But　the　Japanese　not　fuHy　understand　how　the

pioneer　brand　advantage　in　Japan　wi1l　work－　Conc1usions　and丘ndings

from　some　U．S山research　haYe　been　directly“imported”from　the　U．S．to

Japan（Schma1ensee1982；Robinson　and　Fome111985；Urban　et　a1．1986；
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丁出101　The　nu皿ber　oi　articles　oI］the　subject　of’brand｝

year　　　n旭mber　of　articles

1989　　　　　　　　890

1990　　　　　　　　　　　1557

1991　　　　　　　　　　　1956

I992　　　　　　　　　　　2工49

1993　　　　　　　　　　　2204

1994　　　　　　　　　　2610

Lambkin1988；Robinsonユ988；Parry　and　Bass1990；Kerin，Varadara－

jan，and　Peterson1992；Alpert，Kamins，and　Graham1992；Alpert　and

Kamins1994；A1pert　and　Kamins1995〉．　So　far　we　on1y　project　the

power　in　Japan，guessing　that　the　trend　in　Japan　shou1d　be　similar　to

the　U．S，

　　　　However，the　㎜arketing　environment　is　very　di丘erent　between

Japan　and　the　U．S．　In　particu1ar，it　has　been　pointed　out　that　Japanese

distribution　systems　are　very　d泄erent　from　the　U．S．（Tamura1986；

Lazer　et　aL1985；Lark1994）．　And　the　type　of　brand　name　which　is

employed　by　many　Japanese　manufacturers　is　natura11y　di丘erent　from

the　U・S，　For　example，the　Japanese　manufacturers　use　their　co㎜pany

names　as　a　part　of　the　brand　name（Sony，Kirin，Shiseido，Suntory，Hon－

da，and　so　on），but　the　U．S．manufacturers　don’t　usua11y　use　their　com－

pany　names　as　their　brands，　Promδtion　strategy　is　a1so　very　di丘erent．

For　examp1e，most　Japanese　companies　don’t　use　coupon　advertising　and

sales　representatives．　They　use“Eigyo　system”to　evade　the　loss　of

sales　opportunities．　Eigyo　is　not　equal　to　sa1esforce．　Eigyo　invo1ves

a11personal　activities　creating　va1ue　and　reaHzing　sa1es．　Japanese　lead－

ing　companies　such　as　Matsushita，Toyota，Taisyo　pharmacy，Fuji，

Ajinomoto，have　strong　Eigyo　system（Shimaguchi1995）．

　　　　Thus　we　have　to　better　understand　the　power　of　pioneership　in　the

unique　Japanese　environment　in　order　to　perform　e血ective　brand　man一
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agement　in　Japan．

Some　Issues　of　Ploneer　Brand　Advantage　in　Japan

　　　　Most　of　the　major　Eng11sh　language」oumals　about　marketmg　have

been　introduced　into　Japan．　For　examp1e，∫o〃榊α1ψ〃α〃功伽g，∫㎝閉α1

ψ”α肋功肋91～2∫ωγc九∫㎝閉α1びC㎝∫刎㈱γR2sθ〃肋，〃αγ肋ま伽g∫6加㏄θ，

and〃〃肋κ㏄g五θ物附can　be　seen　in　many　university　libraries．　In　this

way　marketing　researchers　in　Japan　can　get　information　about　new　con－

cepts　and　findings　from　marketing　research　in　the　U．S．　As　a　matter　of

course，information　about　pioneer　brand　advantage　becomes　known　by

many　Japanese　researchers　and　through　them　to　students　and　managers．

　　　　However，up　to　th■e　present　none　of　the　Japanese　marketing　resear－

chers　have　ever　tried　to　make　c1ear　the　power　of　pioneer　brand　advan－

tage　in　Japan　by　estimating　the　market　share　of　both　pioneer　brands　and

fo11ower　brands．　They　take　it　for　granted　that　the　power　must　be　the

same　in　Japan．　Many　managers　also　blindly　be1ieve　this，　But　is　the

assumption　correct？　This　becomes　the　first　issue：

　　　　1：Does　the　pioneer　brand　have　an　advantage　in　Japan？

We　expect　the　answer　is　yes，for　reasons　we　dis㎝ss　be1ow．

　　　　The　next　issue　is：

　　　　2：In　which　country　is　pioneer　brand　advantage　stronger，in　Japan

　　　　　　　or　in　the　U，S、？

　　　　We　hypothesize　that　the　answer　is　again，yes，for　the　fol1owing

reas㎝s．While　Japan　is　obvious1y　smal1er　geographica1ly　than　the

U，S、，the　main　popi』1ation　areas　of　the　Kanto，Chukyo，and　Kansai　pro－

vinces　constitute　about　ha1f　of　the　population　in　less　10％　of　the　land．

This　a11ows　for　quick　and　easy　logistics　for　rolling　out　the　product　to

the　vast　majority　of　the　population．　There　is　no　need　for　s1ow　region

by　region　rol1out，　The　existence　of　nationa1radio　stations　also　facili－

tates　speedy　nationwide　awareness．　There　are　5　nationwide　news一
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papers　and7nationwide　TV　programs　in　Japan．　Thus，the　distribl1tion

and　advertising　infrastructure　auows　quicker　rol1outs　in　Japan　than　in

the　U．S，

　　　　Moreover，Japanese　retail　stores　are　smaller　than　U，S，retai1stores

as　a　rule（Larke1994）．　There　is　room　only　for　a　few　brands　of　a　pro－

duct　category　in　many　retail　stores　in　Japan．　Some　stores　display　on1y

one　brand　of　a　product　category，　And　the　Japanese　tend　to　focus　on

the“gcod　of　the　grcup．”　Once　a　manufacturer　establishes　relationship

with　retai1ers，the　manufacturer　wiI1be　able　to　trade　with　them　for　a

1ong　term，　Proven　partners　are　considered　more　valuable　than　re－

1ative1y　unknown　wou1d－be　partner（A1pert，Kamins，Sakano，Onzo，Gra－

ham1995）、　Later　fo1lower　brands　then　may丘nd　themselves　shut　out

of　the　retai1stores，simp1y　because　of　their1ater　entry，　Thus　retai1er’s

Iack　of　entusiasm　for　imitator　brands，as　shown　in　a　U．S，sur▽ey　of　re－

tai1buyers　by　Alpert，Kamins　and　Graham（1992），also　apP1ies　in　Japan

and　should　have　a　stronger　e丘ect　there　due　to　sma1ler　she1f　space．

While鵬wer，larger，suburban　stores　are　appeari㎎，it　wil1take　some

time　before　they　dominate　retailing　in　Japan　as　they　do　in　the　U．S．

（Larke1994）．

　　　　It　is　important　to　note　the　impact　of　the　type　of　brand　names：fami－

lyb…d，i・di・id・・1b…d、・・dd・・b1・b…d（f・mi1yb…dpl・si・di－

vidual　brand）．　There　are　distinct　di∬erences　between　Japan　and　the

U．S，in亡he　type　of　brand　names．　Many　Japanese　manufacturers　prefer

fami1y　brand　or　doub1e　brand　to　individual　brand．　The　brand　is

strongly　associated　with　the　company　name（Tanaka1993）．　There　are

few　individual　brands　in　the　strict　sense　of　the　word　in　Japan．　Con－

sumers　a1so　tend　to　choose　a　brand　by　the　manufacturer’s　name．　Re1a－

tive　conservative　Japanese　consumers　do　not　believe　brand　names　but

focus　o口the　company　name，especiauy　when　they　adopt　a　new　product，

Consequently，a　pioneer　brand　with　a　company　name　is　familiar　with

consumers　from　tlle　starting　point　and　can　penetrate　into　the　market
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with　ease．　Thus，we　have　brief1y　tried　to　argue　that　pioneer　brands

from　wel1known　companies　have　it　easier　in　Japan　than　in　the　U，S．　On

the　other　hand，Japanese　pmduct　life　cyc1es　seem　shorter　and　fol1owers

fo1low　faster（Shimaguchi　and　Ishii1989）．　The　impact　of　this　latter

point，the　existence　of　fast　fol1owers，is　the　next　issue　that　needs　inves－

tigatiOn．

　　　　3：In　Japan，does　the　ti］ne1ag　between　the　pioneer　brand　entry　and

　　　　　　　the　irst　fo11ower　brand　entry　positively　corre1ate　with　the　mar－

　　　　　　　ket　share　of　pioneer　brand？

　　　　If　there　are　pioneer　brand　advantages　in　Japan，　the　advantages

might　be　innuenced　by　the　time　of　nrst　follower　brand　entry．Urban　et

a1．（1986）found　that　the1ater　a　follower　brand　enters，the　less　market

share　the　brand　can　get．　Brown　and　Lattin　（1994）　found　that　the

greater　the　time　in　the　marketplace，the　more　successfu1the　pioneer

brand．However，both　these　studies　were　based　on　U．S，data．Will　the

same　hold　true　in　Japan？　It　might　also　be　true　in　Japan．

　　　　It　is　wel1known　that　some　pioneer　brands　succeed，but　others　fai1

（Goldes　and　Tel1is　1993）．　Therefore，we　are　interested　in　how　a

pioneer　brand　can　succeed，　In　other　words，what　factors　shou1d　man－

agers　pay　attention　to　in　order　to　succeed　their　poineer　brands？　　Sour－

ces　of　pioneer　brand　adva1］tage　have　been　discussed　by　many　resear－

chers　in　the　U．S．and　there　has　been　also　a　major　review　artice（Kerin，

Varadarajan，and　Petersonユ992）．

　　　　We　already　mderstand　the　sources　of　pioneer　brand　advantage

such　as　the　experience　e伍ects　and　the　switching　costs．　But　we　don’t

understand　more　speci丘c　success　factors　of　pioneer　brands　from　the

㎜arketi㎎mix　point　of　view．We　are　interested　in　the　directly　con－

tro11able　success　factors，such　as　price，distribution，promotion　and　so

on．　If　we　can　ask　managers，these　factors　would　be　crystal1ized　by　a

questionnaire，　Thus，the　factors　a∬ectiong　pioneer　brand　success　have

not　been　studied　in　the　Japanese　context，and　marketing㎜ix　factors
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have　received　little　attention　in　general．　Therefore，the　iourth　issue　is

as　fo1lows：

　　　　4：What　factors　contribute　to　the　su㏄ess　of　pioneer　brands　in

　　　　　　　Japan？

　　　　An　opportunity　to　succeed　is　available　for　fo1lower　brands，too－

There　is　even　a　researcher　who　advocates　fo1lower　brands　have　many

advantages　against　pioneer　brands　and　imitation　can　be　a　winning

strategy（Schnaars1994）、　This　leads　to　the　ifth　and　ina1＝ssue1

　　　　5：What　factors　contribute　to　the　su㏄ess　of　fo11ower　brands　in

　　　　　　　Ja」Pan？

Method

D3ta　Co11も6tion

　　　　Data　co11ection　was　conducted　by　the　Nikkei　Research　Institute　of

Industry　and　Markets　in　September　and　October　of1992．　The　practical

importance　of　these　issues　is　indicated　by　the　supPort　for　this　project

by　this　important，nonacademic　business　research　institute，　The　author

designed　the　questionnaire．　Researchers　of　this　institute　and　1丘rst

identified　major　consumer　goods　categories，　These　categories　involve

food，soft　drink，aIcoho1ic　drink，toi1eiry，cosmetic，drug，’household　ap－

pliances，toy，stationery，audio，car，and　electronics　and　so　on，We

chose　the　top5companies　from　each　category　based　on　an　industry

」market　share　survey　by　The　Nikkei　Sa㎎yo　Shi㎜bm（1992）、We　pick－

ed　up310cOmpanies．

　　　　The　next　procedure　is　musual　to　Westemer　but　usefu1in　the

Japanese　c㎝text．When　joumalists　or　researchers　cover　a　meeti㎎at　a

Japanese　coinpany，they　have　usually　to　apPoint　through　public　relations

department．We　also　called　the　department　of　each　company　explaini㎎

the　purpose　of　our　research　and　asking　for　participation．　207　of　the

3ユ0co」mpanise　re正used　to　participate．　0f　these，145were　ineligible　be一
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cause　they　did　not　haYe　new　brands　within　the　time　frame　of　the　study．

The　other62were　eligible　but　simply　declined　to　participate，based　on

company　policy．　103companies　accepted　their　participations．　Taking

the　details　o｛questionnaire　into　consideration，we　can　estimate　the　par－

ticipation　rate（31．3％）．　Questionnaires　were　then　sent　to　the　public

re1ations　department■of　each　participation　company．　Each　question－

naire　was　accompanied　by　a　retum　enve1ope　with　postage　supplied．

And　the　department　was　asked　to　hand　out　the　q1ユestionnaire　to　a　per－

son　in　charge　of　each　product　category．　Some　companies　have　one　or

more　product　categories　whose　market　share　is　within　the5th　rank，

According1y，we　were　ab1e　to　receive　responses　about　two　or　more　pro－

duct　categories　from　one　company　in　some　cases．

　　　　The　brand　which　respondents　should　take　into　consideration　was

described　as　fol1ows，　It　must　be　a　new　brand　name　of　a　new　consumer

product　and　have　been　introduced　in　the　between　January，1982and

Jme，1992．　Moreover，each　company　was　asked　to　categorize　its

brands　according　to　th■e　foH■owing　mle．　It　must　be1abeiled　as　one　of4

types1a　successful　pioneer　brand，a　faiIed　pioneer　brand，a　successful

fol1ower　brand，and　a　failed　fo11ower　brand．Whether　a　brand　is　suc－

cessful　or　fai1ed　depends　on　the　subjective　judgment　of　the　company．

　　　　There　were136tota1usab1e　responses　from49companies．　These

responses　involve79pioneer　brands　and57fo11ower　brands，　Gi▽en　an

average　of　less　than2．5ne・w　brands　per　large　company　over　a10year

period，the　data　appe盆rs　to　renect　results　for　major　compmy　e伍orts．

That　is，a　new　brand　is　a　significant　addition　for　these　companies．

Thus　we　be1ieve　this　is　an　important　data　set　because　it　represents　the

major　and　best　e笛orts　from　a　samp1e　of　Japan’s1eading　consumer　pro－

duct　companies．We　cou1d　get　no　usable　responses　from54of　the103

companies　having　accepted　their　participations．
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Me3s㎜：ememt

　　　　In　order　to　assess　the　power　of　pioneer　brand　advantage，we　asked

for　the　market　share　and　the　ranking　of　market　share　in　our　question－

naire．We　asked　that　the　market　share　and　the　ranking　shou1d　be

assessed　at　the　time　when　all　potentia1co㎜petitive　brands　by　major

companies　have　entered　into　the　market．　In　Japan，managers　can　com－

parative1y　easy　identify　the　competitive　companies　because　there　are　not

so　many　strong　companies　in　an　industry．Managers　can　thus　guess

the　potential　competitive　brands．　In　addition，by　1ooking　at　market

growth　rates　they　can　understand　whether　most　potential　competitive

brands　have　entered　into　the　market，　There　is　a　widely　held　belief　that

when　the　market　growth　of　a　product　category　s1ows　down，then　a1most

a11of　potentia1brands　would　have　entered　into　the　market．

　　　　Next，we　have　to　understand　the　time　lag　between　the　pioneer

brand　entry　and丘rst　fo11ower　brand　entry．　In　our　questionnaire，we

asked　亡he　dates　of　entry　of　the　brand　concerned．　If　the　brand　is

pioneer，we　a1so　asked　the　dates　of　the　lst　fol1ower　brand　entry　in　the

product　category．　Subtracting　the　dates　of角rst　io1lower　brand　entry

from　the　dates　of　pioneer　brand　entry，we　can　estimate　the　time1ag　from

the　view　of　pioneer　brands．　If　the　brand　is　first　fol1ower，we　did　the

inVerSe，

　　　　Certain　factors　shou1d　contribute　to　the　success　of　a　pioneer　brand．

In　order　to　explore　how　strong1y　these　factors　do　contribute，we　pre－

pared　a　set　of　g　choices　in　advance．　These　choices　involve＝promotion

power（resources　devoted　to　pronlotion）、distribution　power　（power

・…thedi・t・ib・ti…h・m・1），di廿・…ti・ti…fp・・d・・t・・dp・・f・m－

ance，high　price，1ow　price，uniqueness　of　brand　name，uniqueness　of

package　design，time1ag　untiI　the1st　fo11ower■s　entry，and　entry　of　fo1－

lowers（whether　the　eventua1entry　of　followers　a丘ected　the　success　of

the　brand）．We　asked　for　respondents　to　point　out　up　to　three　items

which　they　think　are　key　success　factors　for　their　pioneer　brands．This
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question　was　restricted　to　the　successfu1pioneer　brands．

　　　　Even　if　a　brand　enters　later　as　a　fo11ower，it　might　be　successfu1．

Certain　factors　should　contribute　to　the　fo11owers’success．We　added

three　items　to　the　above　mentioned　list．　These　supp1e1皿entary　items

are　as　follows：homogeneity　of　product　qua1ity　and　performance　（the

leve－of　imitation），homogeneity　of　brand　name（simi1ar　pronunciation

or　spe11ing），and　homogeneity　of　package　design（similar　appearance）．

Stil1more，we　changed2items“ti㎜e　lag　unti1the　first　follower1s　entry’’

and“entry　of　followers”仁o“time　lag　after　pioneer　brand’s　entry”and

“fast　fo11owing　after　pioneer　brand’s　entry”　because　the　position　of

brands　changed　from　pioneers　to　fo11owers．　0nce　again　we　asked　for

respondents　to　point　out　up　to　three　items　which　they　think　are　key　suc－

cess　factors　for　their　fol1ower　brands．　This　question　was　also　res－

tricted　to　the　successfu1foHower　brands、

Resu1ts

Market　Share3md　Market　Share　Rank

　　　　The　average　market　share　of　pio皿eer　brands　is49．9％、whi1e　the

average　of　fo11owers　is2ユ．9％　（Figureユ）．　Pioneer　brand　market　share

is　over　twice　that　of　fo11ower　brands．　Un1ess　otherwise　noted，al1com－

parisons　reported　are　statisticany　signiicant　at　p＜．05．　C1ear1y，

pioneer　brands　have　strong　advantage　over　fo11ower　brands　with　regard

Figo爬1Average　Market　Share（％）

piOneer
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Fig皿e2　The　Order　of　Market　Share（％）
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　　　　The　vast　majority　of　pioneer　brands　in　the　data　set　were　consi－

dered　successfu1（65of79，whch　is82％）、Most　foIlower　brands　were

considered　successful　also（39of57，which　is68％）、　Since　the　aver－

age　market　share　of　fo11owers　is　considerab1y　less，this　suggests　that

managers　have1ower　expectations　for　follower　brands．

　　　　With　regard　to　market　share　rank，71．6％of　pioneer　brands　are

nrst　in　market　share，　i9．8％　　are　ranked　second　or　third，and　only

8，6％are　ranked　worse（Figure2）．　On　the　other　hand，only12．5％of

fol1ower　brands　are　first　in　market　share，31．3％are　ranked　second　or

third，and56．3％are　ranked　worse．　Thus，in　terms　of　rank，as　we11as

share，pioneer　brands　have　a　strong　advantage　over　fol1ower　brands．

　　　　In　sllm，on　the　basis　of　the　facts　reported　above，Pioneer　brand

advantage　can　clear1y　be　ascertained　in　Japan．

Stronger　Piomer　Bmmd　Aavm切ge

　　　　Table2shows　the　results　oi　major　empirica1studies　that　support

pioneer　brand　advaptage．　Eagh　study　has　different　data　and　somewhat

di伍erent　indings．　A11are　bとsed　on　U．S．data．　None　were　designed　the

same　as　our　study．　So　we　camot　easily　compare　our　resu1ts　with

pioneer　brand　advantage　in　the　U．S．　However，we・can皿ake　a　rough

comparison　which　seems　to　present　some　clear　conc1usions．

　　　　The　Japa］〕ese　market　share　results　appear　more　favorable　to
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study data 丘ndings

Robinson　and

Forneu（1985）

Urban　et　a1．

（1986）

Parry　a1ld　Bass

（1990）

Lambkin（1988）

P工MS　da㎞base，371mature

consu1皿er　goods’businesses

82　　brands　across　24　con－

Sumer　product　CategOrieS

P1MS　databas£、　592con－

sumer　goods　b1』sinesses

P1MS　database，129st目rt－up

b1』sinesses　and　187

adolescent　businesses

Pioneers　h乱ve　au　avemge　market

share　of29％，early　fo1lowers17％．

and1ate　eI1trants12％．

If　there　are　three　brands　in　a　market，

pioneer　brands　have　a　pote口tia1　理ar－

ket　share　of　43．6％．　If　four，this　is

35．7％．

The　証verage　share　of　concel1trated

consumer　goods　pioneer　is　33．75％，

early　fomowers24．45％，and1ate　en－

trants　17．39％．　In　the　c罰se　Of　non・

co－lcentrated，　the　pioneer　is　12．06％，

early　followers7．18％，and　Iate　en・

trants5．8296．

Among　start－up　businesses．on　aver－

age，pioneers　have　a　market　sh…ire　of

23．96％，　versus　9．63％for　early　fo1－

1owers　and9．70％　for　late　entrants．

Among　adolescent　businesses，on　aver－

age，Pioneers　have　a　market　share　of

32．56％，versus　18．75％　ior　early　fol－

1owers盆nd12．95％for　late　entrants．

pioneer　brands　than　the　U，S．results．　For　example，according　to　a

study　of　PIMS　database　fcr371mature　consumer　goods　businesses，the

average　market　share　of　pioneer　is29％　（Robinson　and　Forne111985）．

Our丘ndings　are　also瓜ore　favorab1e　for　pioneers　in　relation　to　Asses－

sor　data　results　for82consumer　brands（Urban　et　a1．1986）．　In　that

study，Pioneer　market　share　ranged　from27．3％　to58，5％　depending

on　the　mmber　o“o11ower　brands．In　a　study　of　PIMS　database　for592

consuIner　goods　businesses，　the　average　share　of　consumer　goods

pioneer　in　concentrated　indllstries　is33．75％　（Parry　and　Bass199C）．
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In　case　of　non－concentrated，it　is12．06％．　According　to　a　study　of

PIMS　database　for129start－up　businesses，the　average　market　share　of

pi・・…i・23．96％（L・mbki・1988）．

　　　　Based　on　these　results，it　would　appear　that　the　power　of　pioneer

brand　advantage　is　stronger　in　Japan　than　in　the　U．S、

TimeL．ag

　　　　When　we　consider　the　pioneer　brand　advantage，crder　of　entry　is

the　root　factor　b11t　not　the　only　factor，　The　time　Iag　between　the

pioneer　brandls　entry　and　the　fol1ower　brand’s　entry　must　not　be　over－

1ooked．

　　　　As　Figure3shows，if　the　irst　follower　brand　enters　a　market　with－

in6months，then　the　average　market　share　of　pioneer　brands　is　on1y

37．7％，　However，if　the自rst　fol1ower　brand　enters　a　market　after6

months　but　before1year，the　average　market　share　of　pioneer　brands

rises　to54．0％．　If　over1year，the　average　market　share　is　amazing1y

72．9％．In　a　word，the　greater　the　time1ag　is，the　more　the　average

market　share　of　pioneer　brands　is－

　　　　We　also　derived　a　corre1ation　coe冊cient　between　the　time　lag（the

number　of　months）and　the　average　market　share　of　pioneer　brands

（percent）。　The　resu1t　was0，349，　This　coe揃cient　was　marginally　sig・

F虹m3
〕Market　Share　oi　Pioneer　Brands　and　the　Delay　of　Fouower　Brand　E皿try（％）

within

　6months

from6Inonths

　to1ye刮r

overlyear
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・iO…t（P＜．10）．

　　　　In　other　words，the　time　lag　between　the　pioneer　brand’s　entry　and

the1st　fo11ower　brand’s　entry　positive1y　corre1ates　with　market　share　of

piOneer　brands．

Su66ess　Fa6tors

　　　　Figure4shows　factors　that　contributed　to　the　success　of　pioneer

brands．　Factors　which　were　pointed　out　by　many　managers　are　dif－

　　　　　　　Figu肥4　The　Factors㎞at　Contribute　to　Pioneer　Brand　S1』ccess　（％）
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ferentiation　of　product　and　performance　（89．2％），promotion　power

（43．1％），miq・・・・…　fp・・k・g・d・・ig・（35．4％），・・ddi・t・ib・ti・・

power（33．8％）、

　　　　For　about90％of　successful　pioneer　brands，d雌erentiation　of　pro－

duct　and　performance　is　an　important　factor．　It　is　on1y　natura1to　get

such　a　result．　It　wou1d　cast　doubt　on　the　validity　of　the　data　if　this

Were　nOt曲e　CaSe，

　　　　Promotion　power，uniqueness　of　package　design，and　distribution

power　are　three　basic　variab1es　of　the　marketing　mix’s4Ps：promotion，

product，p亘ace．Apioneerbrandhastobui1damarketbyitse1f．Con－

sequently，the　basic　marketing　mix　becomes　very　important．What

aboutprice？Amajortargetofpioneerbrandsisinnovatorsandearly
adopters．　They　are　relatively　not　sensitive　to　price．　So　it　might　be

not　so　important　for　pioneer　brandミto　take　account　of　price　factors－

The　survey　shows　that　price（high　or　low）usuauy　does　not　stand　out

as　among　the　most　important　factors．　Interesting1y，the　entry　of　fo1－

1owers　is　seen　as　a　key　to　success　in　about17％cases．　Perhaps　this

renects　a　belief　that　competition　helps　acce1erate　the　growth　of　the

Cate90ry－

　　　　There　are　also　various　success　factors　for　fo11ower　brands，　And　it

is　possible　later　entrants　could　overwhelm　pioneer　brands　（Schnaars

1994）．　For　example，a　canned　coffee　brand，“Georgia”by　Japan　Coca－

Co1a，was　a　later　entrant　in　Japan．　It　is　now　the主op　brand　in　the　pro－

ductcategory－Astainlessstee1vacuumbottlebrand，“Tou」ghBoy”by

Zojirushi　Mahobin，was　a　fol1ower　brand，too，But　it　is　now　leading　the

market．Atissuepaperbrand，“Elier”byDaioSeishi，wasafo11ower

brand　again，　Its　market　share　put　it　in　the丘rst　place　in1992．　These

are　only　a　few　instances　among　many．　There　are　many　big　companies

in　Japan　that　have　imitated　pioneer　brands　and　have　grown　from　small

companies　by　accumu1ating　their　various　management　resources

（Shimaguchi1986）．
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　　　　Which　factors　contributed　to　the　success　of　fol1ower　brands　in　our

survey？　The　results　are　shown　in　Figure5．　D雌erentiation　of　product

and　performance　is　the　most　important　for　successful　fol1ower　brands

（79，5％of　cases）．　Uniqueness　of　package　design　（33．3％）and　uni－

q・・・・…fb…d・・m・（30．8％）・…1・・imp・・t・・tf・・t…t…㏄…一

fu1fo1lower　brands，　Even　if　fol1ower　brands　general1y　imitate　a

pioneer　brand，they　must　provide　something　new　to　consumers－

　　　　We　have　to　pay　special　attention　to　distribution　power（46．2％of

cases）．There　are　many　fol1ower　brands　that　could　succeed　with　dis－

tribution　power．　As　mentioned，Georgia　co丘ee　is　a　very　successful　fo1－

1ower　brand，　It　is　said　that　the　brand　defeated　early　entrants　with　its

distributio】〕power，especially　by　the　エlumber　of　ve正1ding　machines．

About70％　of　canned　coffee　sales　are　through　vending　machines　in

Japan．　Georgia　coffee　could　acquire　market1eader　position　thanks　to

its　approximately700thousand　vending　machines，

　　　　Moreover，due　to　major　di丘erences　in　distribution　systems，it　is　re－

1ative1y　easy　for1arge　Japanese　manufacturers　to　contro1distributors

（Ishiiユ993）．　Sma11er　manufacturers　do　not　enjoy　this　advantage．　So

distribution　power，such　as　the　number　of　dea1ing　distributors，the　num－

ber　of　vending　machines，and　having　group　distribution　companies，wiu

strongly　predict　sales　in　Japan．

Imp1ications　for　Mamfacturers

　　　　Our　results　have　significant　implications　for　Japanese　manuiac－

turers　in　Japanese　markets．

　　　　Fjrst，manufacturers　should　strive　to　be　the　pioneer．　Our　survey

ciearly　demonstrated　the　strength　of　pioneer　brand　advantage　in　Japan．

The　power　of　pioneer　brands　even　stronger　in　Japan　than　in　the　U，S．

Thus，the　success　of　a　brand　depends　considerab1y　on　the　order　of　en－

try，　If　a　brand　enters　into　a　market　as　pioneer，it　could　enjoy　Iong－
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1ived　market　share　advantage．

　　　　This　app1ies　to　U－S－mamfacturers，as　we11．Many　U．S．brands

have　been　imported　to　Japan．　But　Japanese　consumers　have　not

accepted　most　of　them－　In　recent　years　U．S．brands　are　rare1y　so　in－

ferior　in　product　quality　as　to　explain　their　iai1ureI　Indeed，the　U．S．

managers　often　emphasized　their　brands’high　qua1ity．We　believe　that

one　source　of　the　U－S．brand’s　prob1ems　arises　from　their　not　being

pioneer　brands　and　llot　being　e血ectively　di廿erentiated　fol1owers．　That

is，many　U－S－brands　arrived　in　Japan　after　similar　Japanese　products

were　already　availab1e－　If　U－S－managers　wou1d1ike　to　improve　the

success　of　their　brands，they　need　to　promote　something　new　about　their

brands．

　　　　Second，if　your　brand　simp1y　cou1d　not　get　the　pioneer　position　in　a

market，．you　should　catch　up　to　the　pioneer　brand　as　quickly　as　possible．

0ur　analysis　showed　that　the　time　lag　between　the　pioneer　brand’s　en－

try　and　the　follower　brand’s　entry　positively　corre1ates　wi血pioneer

brand　advantage．　Then　the1ater　your　entry　in士o　the　market　is，the1ess

your　potentia1market　share．　To　catch　up　pioneer　brand　prompt1y，it　is

important　for　manufacturers　to　have　many　candidates　of　new　products．

Some　of　Japanls　best　manufacturers　keep　a　kind　of“stock”of　potential

new　products　to　develop－They　carefuny　observe　the　competitors．

When　a　competitor　goes　ahead　with　a　new　product，they　prompt1y　intro－

duce　a　competitive　brand　from　their　stock　to　catch　up　to　the　pioneer

brand（Shimaguchi　and　Ishii1989）．

　　　　For　example，Toshiba　introduced　a　notebook　size　computer、“Dyna－

book，”as　the　pioneer　in　Ju1y，1989．　However，NEC　was　ab1e　to　intro－

duce　a　similar　computer，＾98NOTE，”in　November，1989．　NEC　cou1d

fol1ow　Toshiba　on1y4mo皿ths　behind．　NEC　had　many　stocks　of　new

products　under　progress，and　one　of　them　was　a　notebook　size　com－

puter．　98NOTE　could　overtake　Dynabookls　sales　within　a　few　months

in　Japan　because　NEC　cut　Dynabook’s　time　advantage　to　just4months，
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in　co㎜bination　with　NEC’s　brand　power，

　　　　Third，pioneer　brands　have　to　regard　the　basic　marketing　mix　as

extremely　important．　The　Japanese　managers　surveyed　pointed　out

promot】on　power，unlqueness　of　package　des工9n，and　distr1but1on　power

as　key　factors　for　success．　For　most　pioneer　brands，it　is　necessary　to

inform　consu伽ers　about　their　brands，persuade　them，and　urge　trial　of

the　product．　So　orthodox　marketing　strategy　wi1l　be　better｛or　pioneer

brands　than　any　particular　marketing　strate馴in　Japan．

　　　　Fourth，fo11ower　brands　have　to　di旋rentiate　their　product　by　per－

formance，1ユniqueness　of　brand　name，and　uniqueness　of　package　design，

It　is　a　potentia1strategy　for　fouower　brands　to　quick－y　imitate　a　pro正n－

ising　pioneer　brand　and，by　fol1owing　the　above　advice，p1ace　their　pro－

ducts　in　an　advantageous　position　simi1ar　to　the　pioneer　brand．

　　　　Ho・wever，according　to　cur　resu1ts，fo1lower　brands　had　better

emphasize　their　brands’uniqueness　above　a11e1se，　Consider　cases　of

U．S．mamfacturers　having　to　enter　into　the　Japanese　market　as　a　foI－

1ower．If　it　has　a　miqu㎝ess1ike’Whisper”by　P＆G，there　is　no　prcb－

lem．　Many　of　fol－ower　brands，however，don’t　have　such　a　uniqueness，

What　to　do　then？It　might　be　usefu1to　consider　stressing　messages

such　as“Made　in　U．S．A．”or“This　is　a1eading　brand　in　the　U，S．”or

“Our　brand　name　is　historic　in　the　U．S、”　一This　can　provide　a　unique　im－

age，even　if　it　is　not　a　rea1product　di∬erence．

　　　　Final1y，when　we　discuss　about』apanese　marketing．we　must　see

distribution　power　in　a　new　light，　Many　researchers　have　discussed

・b・・tth・di・ti・・ti・・・・…fJ・p・…edi・t・ib・ti・・（L…r・t・L1985；

Tamura1986；Naumam，Jackson，and　Wolf1994；Larke1994）．
Japanese　distribution　is　not　on1y　distinctive　but　a1so　a　key　factor　for

success，especiany　for　fo11ower　brands．　Im　other　words，fonower

brands　can　overcome　the　handicap　of　later　entry　with　distribution

power　in　Japan．

　　　　The　U．S．fo1lower　brands」with1ess　distrib1』tion　power　should　join
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hands　with　a㎜ajor　Japanese　manufacturer　or　license　their　brands．　A

beer　brand，“Budwiser，’’for　example，has　been　licensed　to　Kirin　Brew－

ery．Afreshjuicebrand，“Do1e，”hasalsolicensedtoYukijirushi
Nyu鮒o．　They　are1ater　entrants　in　Japan，but　they　achieve　fairly　good

sa1es．　Kirin　Brewery　has　the　strongest　distribution　channe1ill　Japan．

And　Yukijimshi　Nyugyo　is　a1so　one　of　the　leading　companies　in　the

dairy　industry　in　Japan．
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