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Executive Summary
Although Maurice Lacroix is a successful worldwide brand, its penetration of the
Japanese watch market is much lower compared to other Swiss watchmakers
(see Exhibit 1). After four months of extensive research and field interviews, the
University of Southern California International Business Consulting team (IBCP) found
that this market penetration situation can be overcome and that it is an opportunity to
significantly increase Maurice Lacroix sales in Japan within a short time frame.
Exhibit 1
Asia/Pacific
12%

America
13%

Japan
1%

Europe
74%

Maurice Lacroix Sales

Asia/Pacific
26%

America
21%

Japan
11%

Europe
42%

Total Swiss Watch Exports

Project Goals

The IBCP team sought to achieve the following goals:
•

Develop a deeper understanding of Maurice Lacroix’s competitors and the overall
watch market in Japan in light of Japan’s economic situation.

•

Determine the effect of the accessory line on the watch line, particularly its impact on
the brand.

•

Create pricing, positioning, product, and promotion strategies to develop a
comprehensive marketing strategy, allowing Maurice Lacroix to achieve greater
brand recognition, market share, and profits in Japan.

1

Summary of Findings and Recommendations

•

The Japanese economy has been stagnant for over ten years but the luxury goods
market still presents significant opportunities for Maurice Lacroix.

•

A focus on exclusive combinations of functions will help Maurice Lacroix define its
market position.

•

The low price elasticity of Japanese consumers and Maurice Lacroix’s high brand
image mean that the brand’s prices can be raised without adversely affecting sales
volume and will positively influence brand image.

•

Promotion strategy should initially focus on increasing widespread brand awareness
rather than focusing mainly on brand image.

•

Through a combination of sub-branding and cross-brand awareness, the accessory
line can complement the watch line and help strengthen the watch line brand
awareness.
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Foundation for Recommendations
Secondary Research

•

Reviewed 23 government and consulting companies reports, including analyses of
macroeconomic trends, successful market entry strategies, and Japanese consumer
behavior.

Primary Research

•

Conducted three focus group interviews with targeted Maurice Lacroix consumers
comprised of six males aged 25-34; six males aged 35-44; and six females aged
25-34.

•

Conducted four blind department store visits to observe shopping environments and
salespeople’s techniques.

•

Conducted nine industry and marketing specialist interviews with department store
watch buyers, specialty watch store owners, and marketing specialists who have
worked for clients in Japan including Nike, Coach, and BMW.

Team Expertise

•

32 years of experience marketing consumer products in Asia.

•

20 years of experience marketing consumer products in Japan, including work for
Coca-Cola, Disney, and Sony.
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Japan Market Analysis
Japan’s Macroeconomic Situation and Current Retailing Trends

The bursting of Japan’s economic bubble in the 1980s left a legacy of economic
stagnation in the 1990s. As shown in Exhibit 2, at current price levels Japanese GDP has
declined steadily since 1997. Real GDP growth is forecasted to be stagnant in 2000 and
2001 and will grow only by a modest 0.8% in 2002.1 In the near future, Japan may not
only be affected by its own economic problems but also by the demand slowdown in the
United States, which is likely to have a negative impact on Japanese exporters and
therefore the entire economy.
Exhibit 22
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As shown in Exhibit 3, asset-price deflation and rising unemployment have
continued their negative trends since 1997. The result was discussed in our focus group
research, with these trends leaving Japanese consumers with less disposable income and
more cautious about purchasing luxury goods. Such purchases are now more frequently
timed to coincide with summer and winter bonus payments and tend to be more carefully
researched than in the past.

1
2

http//: db.eiu.com/report.asp, “Country Profile Japan,” 2001.
http//: db.eiu.com/report.asp, “Country Report Japan,” 2001.
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Exhibit 33
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Weakness in the domestic economy translates into lower growth in nominal
wages, although the negative buying effect has been partially offset by the decline of
prices of many household goods. The wage level had only modest growth of 0.5% (at
1995 price levels) in 2000. On the other hand, although the unemployment rate has been
rising, the rate of increase has been slow (around 0.1%) and the overall unemployment
rate remains low by the standards of other developed countries.
Domestic demand growth is expected to remain weak into at least 2002. With the
unemployment rate set to remain at post-war-highs and real wage growth expected to be
modest, there is little prospect of a strong rebound in private consumption
Data from the Ministry of International Trade and Industry (MITI) show that in
terms of value, total retail sales fell year on year each month from April 1997, when the
consumption tax was raised from 3% to 5%, to December 2000. The data from the first
quarter of 2001 suggests that the decline in retail spending may have finally reached
bottom: In January and March the value of total retail sales actually rose year on year.
However, MITI’s breakdown of sales for the period shows that the categories of general
merchandise, fabrics, apparel and accessories, and food and beverages continued to

3

“Country Report Japan,” EIU-Economist Intelligence Unit, 2001.
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decline. This data causes the IBCP team to question if the Japan market will become
bleaker for watches, accessories, and other luxury products.

Luxury Product Retailing Trends

News from Japan’s retail sector is not uniformly negative. Anecdotal evidence
indicates that discount stores, which are still not covered by government statistics, are
thriving while upscale stores are also doing well. Global Marketing Newsletter, a noted
Internet monthly, also brings positive news: Japan’s young, affluent women are shopping
for luxury goods in record numbers—purchasing noted brands such as Gucci, Hermes,
Louis Vuitton, and Cartier. Louis Vuitton is a prime example of this trend, with total
Japan sales increasing from ¥76 billion in 1998 to ¥100 billion in 2000 and Cartier also
saw a sales increase of 10% during the same period. 4 Overall, Japan accounts for
approximately one-third of the consumption of worldwide branded luxury goods.
The economic downturn has brought a number of changes to Japan’s luxury
product market:
• Until recently, high-end brands were primarily sold in department stores and hotel
shops. However, because of the decline in real estate prices, many of these companies
have begun to open boutiques of their own. For example, Louis Vuitton now has 41
directly-owned stores in Japan.
• Young Japanese women between the ages of 25 and 35 account for a majority of
luxury product sales. They perceive these brands to be high quality and enduring, with
styles that transcend fashion trends. Moreover, because many of them believe that a
quality product can be used for a long time, they feel that such an expensive purchase
will retain its value. However, this market segment is not as free-spending as in the
past. Consumers tend to be more conservative, purchasing luxury items less frequently
but with more focus on high-end products and brands that are timeless and have status
identification.

4

http//: www.pangaea.net/IGN, “IGN-Global Marketing Newsletter”, Sept. 1999.
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Japan Imported and Domestic Watch Market Trends

Japan is the number two producer of watches in the world, with 90% of its output
exported. However, due to a wide range of consumer tastes and affinity for foreign
branded goods, Japan is also a large importer of watches. Exhibit 4 shows that the
domestic production of watches has declined while the market share of imported watches
has risen steadily, especially for high-end watches. Imports of watches began rising after
the removal of the watch excise tax in 1989, reaching 216.6 million units and 336.9
billion yen in value in 1999.
Exhibit 45
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Exhibit 4 also reveals that while domestic brand watch sales decreased by 7%
from 1997 to 1999, imported watch sales increased by 4.7% in the same period. This
growth indicates an increase in unit prices since yen sales increased while unit sales
decreased. Again, the increase in unit prices supports the trend found throughout our
research: Consumers are purchasing less frequently but buying higher-quality items.
Among imported watches, mechanical watches account for 2.5% of unit volume
and 40% of yen sales. Almost all luxury watches are mechanical watches, with most
being imported from Switzerland and other European countries such as France.

5

“Succeeding in Japan,” JETRO, Tokyo, 1999. JETRO Japanese Market Report, Tokyo, 1999.
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Considering Japan’s current economic stagnation, the overall luxury watch
market will likely stagnate or achieve only modest growth. If current market trends
continue, however, mechanical watches will play an increasingly important role.

Maurice Lacroix Market Share Trends

Luxury watch sales in Japan total approximately 650,000 units annually, with 30
foreign competitors and with three large players, Omega, Rolex, and Cartier, holding
almost 50% of market share. Exhibit 5 illustrates that since it entered the Japanese market
in 1997, Maurice Lacroix has captured 0.4% market share, with annual sales of
approximately 2,000 units and over ¥200 million in sales.
Despite severe competition from established luxury watch brands such as Rolex,
Omega, Tag Heuer, and Cartier, and in the midst of Japan’s long-running recession,
Maurice Lacroix has successfully taken the first step in entering the Japanese market. By
shifting its sales focus to higher-priced watches, Maurice Lacroix has had steady yen
sales levels and increased its per unit profit margins from 38.2% in 1997 to 49.8% in 2000.
This shift corresponds with changes in the behavior of Japanese luxury watch consumers:
Less frequent purchases of higher-priced, higher quality products.

Recommendations

Based on our findings, we recommend that Maurice Lacroix should concentrate it
resources on building brand name recognition and market share by aggressively
promoting its brand through increased advertising and promotional efforts. Significant
resources and capitalization, combined with a long-term approach, will be necessary but
the rewards could be substantial when the Japanese economy recovers from recession.
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Positioning
Positioning statement

In order to effectively market its products in Japan, Maurice Lacroix should
develop a positioning statement to precisely define its target consumers, product benefits,
and competitive advantages.

Target Consumer Profile

An integral element in developing a positioning statement for Maurice Lacroix is
to create a target customer profile. According to research conducted by the Nippon
Association of Consumer Specialists and Business Intercommunication, Inc., adults in
their 20s and 30s show more interest in imported watches than consumers in other age
groups (see Appendix B-1). While consumers over age 40 have higher incomes, their
lower interest in imported watches indicates that Maurice Lacroix’s promotional
activities should be directed mainly towards the 20 to 30s age group.
Looking more closely at this age group, we determined additional psychographic
characteristics by examining the LiSA consumers’ lifestyle research analysis conducted
by ODS-LSI. According to LiSA, Japanese consumers can be classified into seven
psychographic segments. As shown in Exhibit 6, two segments, “Contenders” and
“Relief Seekers,” have the largest percentage of members in the 20s-30s range, and their
psychographic profiles are shown below (see Appendix B-2).
Exhibit 6
Population %
Top Three Values

Top Three
Personality Traits
Top Three
Interests

Contenders

Relief Seekers

17% of total population
20 to30s = 46% of segment
Independent-minded
Ambitious
Seek quality
Intellectual
Logical
Masculine
Personal Computer
Cars and Driving
Internet

15% of total population
20s to 30s = 59% of segment
Showy
Hedonistic
Seek differentiation
Interesting
Unique
Happy
Cellular phone
Music
Fashion
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Maurice Lacroix office and sales staff confirm that Maurice Lacroix watch buyers
tend to cluster in this age range and share these psychographic characteristics. From this
research, we derived the profile of a Maurice Lacroix target consumer:
“Knowledgeable adults in their 20 to 30s who seek differentiation through the
quality products they buy.”

Benefits statement

The current benefits statements maintain that Maurice Lacroix…:
•

Is a brand which represents a genuine choice among other brands.

•

Is a known value which, in a hectic and fast-paced world, represents a simple
purchase decision.

•

Offers reliable and risk-free value with regard to the quality and price-benefits
ratio.

•

Is an avenue for self-actualization for a consumer who is self-confident and for
people who want to express cherished ideals such as independence, freedom and
instinctive good taste.

•

Offers psychological benefits, which outweigh the practical benefits of the product,
of a friend and trusted companion.

10

In addition, Maurice Lacroix uses the three adjectives to characterize the brand:
•

Embodies independence, the courage to break free of short-term trends and, in so
doing, to become a classic. Authenticity is also connected with the most genuine
and original of all human behavior: basing oneself on instinct!

•

Embodies

the

supreme

maintenance

of

a

traditional

heritage

of

uncompromisingly quality in Swiss watchmaking. The brand represents high
value and stands for fine design, elegance and functionality in form and
material. These are the indispensable foundation stones for the timeless
character of a classic Maurice Lacroix watch.
•

Open to and curious about everything new. Regards change as an opportunity
with a realistic eye on the present. Is innovative and is in a state of constant
evolution. We invest in the state-of-the-art technology, use nothing but the
highest quality materials and develop watches for the needs of tomorrow.

In conjunction with these statements, Maurice Lacroix has developed the following brand
positioning map to determine its competitive location relative to its rivals:
Exhibit 7: Current Maurice Lacroix Positioning Map

Accessory/Jewelery

Gucci/Dior

Luxury

Rolex/IWC/JLC
Baume & Mercier
Tag Heuer/Ebel

Timeless

Fashionable

Swatch

Variety

Emotinal value/
Unique

Tissot/Seiko/Citizen

Functional

Rational value
One-time purchase
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However, by including less expensive brands such as Swatch and Citizen along
with categories such as Variety and Rational Value (shown in the blue area), this
positioning analysis appears much too broad. Moreover, details regarding the relationship
between Maurice Lacroix and its real competitors in the Luxury-Classic/Timeless
category, such as Ebel and Baume & Mercier, are unclear.
In order to gain deeper insights into how Maurice Lacroix’s positioning is viewed
by target consumers, we conducted three focus group interviews with males 25-34, males
35-44, and females 25-34. While industry professionals consider Patek and Brege to be
“functional” watches because of their unique features, our focus group research indicated
that target consumers consider these to be “fashion” watches because of their styling and
new high-priced models. By carefully examining consumers’ perceptions regarding
luxury watch brands, we sought to develop a clearer positioning map and identify
possible market opportunities.
We allowed the focus group interviewees to group various watch brands
according to their perceptions of the brands’ characteristics. They were then asked to
characterize each group in terms of style, function, value, fashion, and other
characteristics. Their responses revealed that the interviewees did not consider
“Fashionable-Timeless” and “Luxury-Functional” to be the important distinctions as
shown in Maurice Lacroix’s existing positioning map axes. Rather, they based their
categorization on two characteristics as seen in Exhibit 8:

Owner’s image: Knows value versus knows image. Consumers feel that an imported

watch brand indicates its owner’s social class, lifestyle, and values. One end of this axis is
labeled “knows value,” which means that the owners of a brand understand the real value
and function of their watch. These owners do not follow the crowd and have their own
independent style. The opposite end of the axis is called “knows image.” This means that
the users of a brand tend to buy the name value of the brand. These owners follow the
crowd and fashion trends and are conservative.
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Watch’s image: Fashionable versus functional. When consumers judge an imported watch

brand, they care about whether the brand offers design benefits or functional benefits.
One end of this axis is called “fashionable,” which means that the brand offers a unique
design and is suited to social occasions. Consumers regard watches in this segment as
trendy. However, because consumer needs towards a fashionable benefit is fickle, which
watch brand that consumers choose in this segment differs over time. The other end of
this axis is labeled “functional.” This means that the brand offers unique functions such as
GMT or a stopwatch, which are useful for office or sports occasion. Such a brand has
timeless value for consumers. Therefore, consumers do not change brands in this segment
frequently.

Based on these characteristics, the focus groups derived the following positioning map:
Exhibit 8: Revised Positioning Map

Knows value
JLC
Patek/Breguet
Baume & Mercier

Functional

Fashionable
Fendi/Cartier
Bulgari
Gucci/Dior

Girard Perregaux
Chronoswiss/Ebel
IWC/Zenith/Breitling
Rolex/Omega

Knows image

13

Based on interviewees’ perceptions of Maurice Lacroix attributes and a lack of
competitors in the map’s upper-right region, Maurice Lacroix would be best positioned as
“Knows Value–Functional.”
The following points should also be considered in determining Maurice Lacroix’s
positioning:
1. In consumers’ minds, the positioning “Knows Value–Functional” is unique, giving
Maurice Lacroix an opportunity to quickly establish a differentiated brand image.
2. Target consumers and staff already consider Maurice Lacroix to fit in the “Knows
Value–Functional” position.

Competitive Advantage

Maurice Lacroix is one of the few luxury watchmakers with its own case factory.
Therefore, it is possible to achieve the “knows value–functional” position through the
development of unique functions and unique combinations of functions.
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Complete Positioning Statement

By combining the customer profile, benefit, and competitive advantage
statements discussed in the preceding sections, we have developed the following revised
positioning statement:

(Consumer Target)
For knowledgeable adults in their 20 to 30s who seek differentiation
through the quality products they buy…
(Benefit)
...Maurice Lacroix offers distinctive functions and value for
“tomorrow’s classic” watches…
(Competitive Advantage)
...because Maurice Lacroix can take advantage of its own watch case
factories and its own designers and craftsmen.

Model Positioning

With a clear idea of Maurice Lacroix’s overall brand positioning, we can make
specific positioning recommendations for individual model lines. Focus group research
indicates that Maurice Lacroix lacks a clear brand image. As noted above, this is a good
opportunity to create an image in a controlled way and to allow that image to make an
impression on consumers’ minds when a purchase decision is made. This image creation
can be achieved by focusing consumer attention on the stand-out models and features of
the Maurice Lacroix brand. New models can also be developed to fill this role.
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Men’s Line

As noted in the market analysis, high-quality mechanical watches have become
extremely popular in the last few years and this trend will have positive impact on the
mechanical Masterpiece watch line. Reinforcing this observation, focus group
interviewees reacted quite favorably to the mechanical Masterpiece Calendries
Retrograde model.
However, to stand out in the crowded mechanical watch field in Japan, Maurice
Lacroix must focus its attention on the unique features of the mechanical watches, such as
the Grand Guichet’s oversized date window and the Calendries Retrograde’s unique
monthly calendar (see Exhibit 9), thereby differentiating Maurice Lacroix from other
watchmakers and generate buzz among specialists and consumers. Equally important, if
these two lines achieve good sales performance and gain consumer awareness, they could
be enhanced by adding other mechanical features such as “moonphase” or “five hands.”
Exhibit 9

Upper range Maurice Lacroix models should be priced around ¥500,000 ($4,200)
to compete with entry-level Rolex and Cartier model while lower range Maurice Lacroix
models should be priced around ¥200,000 to compete with Omega and similar brands.
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Women’s Line

In focus group research, female interviewees perceived the Miros line as costing
less than its actual price. They commented that the designs were unattractive and that the
line lacked a clear image positioning. Many commented that they expect a watch brand to
have a clear image such as “feminine elegance” or “sporty and active.”
One way to close the perceived-price/actual-price gap would be to introduce a
new, high-end model which upgrades the entire women’s line through outstanding design
and higher price. In general, the target market of 20 to 30s women do not buy flashy
jewelry-like designs. Thus, Maurice Lacroix should
develop a subtle, more sophisticated design, which is
supported by its own case factory and craftsmen.
Once the difficult task of developing a high-end
image for the women’s watch line is accomplished, then
Maurice Lacroix can return to the issue of a more
mainstream line, secure in the knowledge that the high-end
line’s halo effect will help bring up the mainstream line’s
image.
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Overview

To summarize, Maurice Lacroix must strive to develop its positioning as the
brand which “Maurice Lacroix offers distinctive functions and value for
“tomorrow’s classic” watches” by introducing high-end models and broadening its
existing range of models. The high-end models will act as “brand image triggers” which
serve to differentiate the Maurice Lacroix brand from its competition, with the broadened
mainstream lines benefiting from the spillover image effect.
Horizontal Expansion
Women’s lines

Men’s lines
Upper range

Masterpiece
*Grand Guichet
*Calendrier Retrograde

Other lines of
Masterpiece
Milestone

Repositioned
Miros or
new
line

Brand
Image
Trigger

Vertical
Integration
Intuition

Lower range
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Pricing Analysis
Pricing Feasibility in Japan

Japanese consumers are well known for paying premium prices to purchase brand
name products, especially those from famous fashion and luxury makers. Therefore,
many luxury brands price their products at a 50% to 100% premium in Japan over prices
in other markets. However, more Japanese are shopping abroad and online and are now
aware of this price differential. Given this situation and considering the lingering
recession in Japan, is Maurice Lacroix’s pricing appropriate for the Japanese market?
In order to answer these questions, we identified Maurice Lacroix’s top five
competitors in the Japanese watch market: Cartier, Omega, Rolex, Longines,
Gerard-Perregaux, and Zenith. As shown in Exhibit 10, we selected five to ten models
from each maker and compared their U.S. and Japanese retail prices 2001, calculating the
Japan markup over U.S. prices. 6
Exhibit 10

ML’s Japan Premium is Lower Than
Its Six Competitors
200%

150%
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50%

0%
Omega

Longines

Rolex

Cartier

US base

GP

Zenith

ML

Japan Price Premium

6

http//: www.bernardwatch.com, http//: www.ashford.com, http//: www.watchplanet.com, and
http//: www.pacifictime.com.
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Brand

Omega
Longines
Rolex
Cartier
GP
Zenith
ML

U.S. Base

Japan
Markup

100.00%
100.00%
100.00%
100.00%
100.00%
100.00%
100.00%

49.71%
33.75%
22.41%
38.48%
71.53%
57.54%
30.97%

These six manufacturers price their watches on average 45.57% higher in Japan
than in the U.S., with wide variation among brands. Maurice Lacroix’s price differential
is 31%, the second lowest of the makers surveyed. This differential gives Maurice
Lacroix room for pricing flexibility.
While the price differential between Japan and the U.S. is substantial, Maurice
Lacroix’s risk of losing sales to overseas markets is not substantial. Travel expenses and
time constraints make shopping abroad difficult and concerns regarding Internet
shopping security, after-sales support, and delivery reliability are also barriers.

Competitor Pricing Mix and Focus

An important aspect of pricing analysis is determining a firm’s pricing mix and
the focus of the firm and its competition. Which firms target which sections of the
market? Do gaps indicate market opportunities?
Our focus group interviews indicate that Japanese consumers tend to categorize
luxury watches in the following price groups: ¥10,000-99,999; ¥100,000-299,999;
¥300,000-499,999; ¥500,000-999,999; and above ¥1,000,000. As seen in Exhibit 11,
each watch brand tends to focus on one or two primary price groups (leading groups are
highlighted in yellow).
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Exhibit 11
Brand\Price ¥10-99,999 ¥100-299,999 ¥300-499,999 ¥500-999,999 >¥1,000,000 Total
Cartier
Omega
Rolex
GP
Longines
Zenith
ML

0.00%
5.08%
0.00%
0.00%
31.58%
0.00%
7.50%

20.66%
71.19%
0.63%
13.59%
59.65%
23.68%
50.00%

12.40%
10.17%
27.50%
33.98%
5.26%
44.74%
22.50%

19.83%
11.86%
23.75%
23.30%
3.51%
25.00%
20.00%

47.11%
1.69%
48.13%
29.13%
0.00%
6.58%
0.00%

100.00%
100.00%
100.00%
100.00%
100.00%
100.00%
100.00%

Cartier and Rolex, makers with strong brand awareness and high-quality images,
focus on high-end price groups, with some penetration into lower groups. Omega and
Longines, also makers with strong brand awareness, focus on lower and middle price
groups, as does Maurice Lacroix. GP and Zenith occupy some gaps in between.

Price Sensitivity Among Japanese Consumers

In order to learn more about the purchasing behavior of the Japanese consumer,
especially in light of the nation’s ongoing recession, we included price sensitivity
questions in our three focus group interviews. Various makers’ watches were displayed
and the following discussion questions were included:
•

At which price point would you change your mind regarding the purchase of this
watch?

•

If this watch were ¥250,000, would you buy it? ¥150,000? ¥100,000?

•

How much more would you be willing to pay for this watch if it were sold in a
department store versus a discount store?

Pricing responses from the two male focus groups can be summarized as follows:

21

Maurice Lacroix’s watches have a wide range of prices and there is no focus on a
certain price level. Maurice Lacroix lacks hit products whose prices clearly communicate
the company’s quality image. Price sensitivity is low for brands such as Rolex and Cartier
whose brand names are already strongly recognized so that an increase in price does not
greatly affect purchase decisions. One particular comment confirmed the widespread
belief that Japanese consumers are willing to pay more for quality: One of the
interviewees noted that because a particular sample watch was ¥100,000 ($800) less than
his initial impression, he strongly downgraded the brand’s quality image.

Pricing responses from the female focus group can be summarized as follows:
Brand name and design are the first two most important factors affecting purchase.
Price is not a primary purchase factor if the watch provides status and recognition. Even if
a discount store’s price is 30% lower than a department store’s, many consumers would
still prefer to pay a premium price at a department store because of its service and the
perceived status of carrying a premium department store’s shopping bag. Four of the six
female interviewees said that they would be asked where they bought their luxury
watches.
In addition to the research findings discussed above, Maurice Lacroix has
conducted its own pricing sensitivity tests. When prices on the Croneo model were cut by
10% and these decreases were publicized, there was nearly no increase in sales.
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Recommendations

The IBCP team found that the Japan versus U.S. pricing analysis indicates that
Maurice Lacroix’s Japan markup is lower than its competitors and secondary and primary
research confirmed that Japanese consumers are not particularly price sensitive even in
the current recession. Competitor price analysis indicates that Maurice Lacroix occupies
the low to middle segment of the luxury watch market, an area crowded with competitors.
However, the ¥10-99,999 and ¥500,000-999,999 segments are relatively unoccupied. We
developed a strategy that takes advantage of this situation to propel Maurice Lacroix into
the proper market and brand positioning. Maurice Lacroix should introduce or reposition
Milestone and Intuition models to fill the ¥10,000-99,999 range. These stylish quartz
watches will appeal to entry-level luxury watch buyers. At the same time, Maurice
Lacroix should increase prices of its high-end Masterpiece watches to take advantage of
the relatively low price sensitivity of Japanese consumers and a gap in the
¥500,000-999,999 segment. With their mechanical movements, timeless designs, and
unique features, these watches will appeal to high-end consumers. Any increases in
revenue generated by this strategy could then be invested in advertising and promotion,
essential activities for a market newcomer like Maurice Lacroix.
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Promotion
Overview

Until now, the majority of Maurice Lacroix’s promotion budget has been spent on
image advertising placed in mainstream magazines. However, Maurice Lacroix’s brand
recognition and advertising budget are relatively low, so this image-development strategy
may not be the most effective choice available.
In an interview with the Swatch Group Sales Manager Katsuhisa Takeuchi, he
stated, “At this point, you can’t afford mass exposure or image advertising—you first
have to get brand recognition by any means possible. You have to make a tiny connection
in consumers’ minds between ‘watch’ and ‘Maurice Lacroix,’ so when it’s time to buy,
there’s a chance they will think ‘Maurice Lacroix.’ If you can afford to sponsor an event
or run a contest, just do it and get some recognition. Otherwise, your brand will die before
it even had a chance.”
Also recognizing the critical importance of brand awareness, Takashimaya
Department Store Watch Department Manager Katsuyuki Kobayashi notes that, “The
brand has to actively work to build its name and reputation. Then customers will demand
the brand.” According to Odakyu Department Store Floor Manager Kazuo Tanabe,
“What the department stores really want the manufacturers to do is establish brand
recognition first.” And in a recent survey, the number two reason consumers indicate they
would choose to purchase an imported watch is to “have a famous brand I like.”7
As a relative newcomer in the Japanese market, Maurice Lacroix should first
focus on developing brand awareness in the general market. Once the market begins to
recognize the brand, revenue from accompanying sales can be used to develop a
campaign that focuses on the development of brand image.

7

The Ninth Survey on Consumers’ Awareness of Imported Goods, MIPRO, Tokyo, 2001, p. 54.
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Current Promotion Strategy

As shown in Exhibit 12, Maurice Lacroix’s current annual promotional budget of
¥73 million is allocated among mainstream magazine display advertisements, advertising
such as DM and POP catalogs, public relations activities, exhibitions and fairs, and
in-store and event display materials.
Exhibit 12: Current Promotional Budget

Display advertising (placement, design)
General advertising (DM, Website, videos, catalogs)
Public relations (press releases, press tours and events)
Exhibitions, fairs
In-store and event displays
Total

41,000,000
5,200,000
18,000,000
900,000
7,900,000
73,000,000

Display advertising consumes more than half of the promotional budget, its
allocation is shown in Exhibit 13.

Exhibit 13: Current Display Advertising Placement Allocation
Ladies Magazines:

• 100% female, age 20-40
• Education: junior college
and above

• Income: irrelevant, living at
parents’ home

• Independent minds (no

10%

followers)
• Ads: Miros, Integrale

30%

60%

Collectors’ Magazines:
• Specialized
watch-magazines
• Independent minds (no
followers)
• Ads: Masterpiece
Retrograde

General Consumers Magazines:
• 70% male, age 25-45
• 30% female, age 25-45
• Education: high school, university
• Income: ¥5 million and above
• Independent minds (no followers)
• Ads: Masterpiece Retrograde, Miros Integrale
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Exhibit 14: Print Display Advertising

Maurice Lacroix print display advertising currently consists of image
advertisements adapted from the worldwide Maurice Lacroix “For Those With Instinct”
campaign. These advertisements are placed by the Maurice Lacroix advertising agency
Futaba Tsushinsha in the following magazines and newspapers:
•

Nikkei Business (executive business news)

•

Aera (general men’s news)

•

Brio (30s men’s sports and lifestyle)

•

Men’s Ex (general men’s news)

•

Pen (consumer product news)

•

Mono (consumer product news)

•

Begin (20s men’s fashion and lifestyle)

•

Gainer (20 to 30s men’s lifestyle)

•

Men’s Club (20’s fashion)
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The positioning of these magazines on a target age/content axis is shown in Exhibit 15:
Exhibit 15: Existing newspaper and magazine advertising placement
Business

General
News

Culture/
Lifestyle

Consumer
Products

Fashion

Age
40

Nikkei Business
Brio

330,000

120,000
Men’s Ex
Aera
350,000

35

85,000

Pen
160,000
Men’s Club
Mono
400,000

172,000
Gainer
169,000

30
Begin
2450,000
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Other promotional activities

In addition to display advertising, promotional activities include hotel
exhibitions, sponsorship of the Miss Universe pageant, public relations activities such as
press tours and distribution of press releases, placement of point of sale materials such as
display cases and catalogs, and distribution of free promotional items such as watch
display cases.

Recommended Promotion Strategy
Budget

In order to effectively develop Maurice Lacroix’s brand recognition in Japan, we
recommended that the promotional budget be increased from its current level of ¥73
million yen to ¥100 million. IBCP team member experience with advertising campaigns
in Japan and comments from marketing specialists and advertising agencies suggest that
¥100 million is a threshold level where promotional activities begin to have a meaningful
impact in national campaigns.
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While the additional budget will initially need to be requested from Maurice
Lacroix headquarters in Switzerland, the increased revenue from the recommended
product and pricing changes will soon cover the increase. Anticipated additional revenue
generated by sales from the higher promotion budget and from the targeted advertising
strategy noted below can be reinvested into further promotional activities or simply added
to Maurice Lacroix’s bottom line.
Exhibit 16: Recommended Display Advertising Placement Allocation
Ladies Magazines:

• 100% female, age 20-40
• Education: junior college
and above

• Income: irrelevant, living at

30%

parents’ home
• Independent minds (no
followers)
• Ads: Miros, Integral

10%

60%
General Consumers Magazines:
• 70% male, age 25-45
• 30% female, age 25-45
• Education: high school, university
• Income: ¥5 million and above
• Independent minds (no followers)
• Ads: Masterpiece Retrograde, Miros Integral

Collectors’ Magazines:
• Specialized
watch-magazines
• Independent minds (not
followers)
• Ads: Masterpiece
Retrograde

Recommended Display Advertising Strategy

MIPRO, the Japanese international trade agency, reports that “it takes hundreds of
millions of yen a year in advertising to convey a brand or product image.” 8 Todd
Newfield, President and CEO of Flying Color Interactive, notes that “with its limited
budget, mainstream display advertising won’t work for Maurice Lacroix...it’s just not
cost effective. Instead, Maurice Lacroix should go for guerilla tactics that are completely
under the radar of its competitors.”
The majority of Maurice Lacroix’s promotional budget has been allocated to
placement of the “For Those With Instinct” image campaign in a variety of magazines.
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As discussed earlier, however, without brand awareness, image building is ineffective
because there is no recognized brand to associate with the image.

Advertising Placement

The magazine display advertising plan shown in Exhibit X is a typical placement
made by an agency which has purchased bulk advertising space to be allocated among a
large number of clients. Maurice Lacroix ads have been placed not in magazines that
reach its target market, but instead in magazines where the agency has bulk space
available. Demonstrating this lack of branding effect, some of the magazines such as Brio
(downmarket men’s sports and news) and Begin (recent graduate fashion and lifestyle) do
not appeal to the target Maurice Lacroix consumer.
In order to develop maximum brand awareness, Maurice Lacroix advertising
must reach an audience that is much broader, yet also excludes obvious non-target
consumers. At the same time, precious advertising space must be dedicated not to image
building but to simply exposing the Maurice Lacroix name to the largest possible
audience. This can be achieved by eliminating image advertising in magazines and
focusing efforts on “island” advertisements in business newspapers and upscale general
newspapers. Compared to full-page magazine
advertisements, island advertisements are
smaller and are run much more frequently.
When placed in newspapers such as Nikkei
Business (circulation 330,000) and the upscale
daily Asahi News (circulation 9,080,000),
island ads can achieve frequent, widespread
impressions. And when they feature a
promotional video offer, a toll-free number,
and a URL, they serve a valuable dual
purpose: They expose consumers to the
8

Recommended island ad design
(final text to be in Japanese)

The Ninth Survey on Consumers’ Awareness of Imported Goods, MIPRO, Tokyo, 2001, p. 16
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Maurice Lacroix brand name, and, more importantly, they work not to sell a product, but
to sell a contact. Those consumers who are genuinely considering a watch purchase can
receive a catalog or video which then does the real work of selling. Even marginally
interested consumers may be motivated by featured event invitations and watch drawings
to contact Maurice Lacroix. Similar strategies have worked very effectively for Maurice
Lacroix in Malaysia and for Disney’s World of English in Japan. Says advertising
specialist Barbara Manning, “The idea of using island ads to generate leads is very good.
Develop a small, simple, effective ad with a URL and a free-dial number which offers a
free video, and then use the responses to develop a database which can more aggressively
target customers. The video offer is an excellent alternative to an ordinary catalog, and an
attractive, informative Website is key to this strategy.”

Database and Internet promotions

As Barbara Manning notes, the next step in the strategy is to use customer
responses to develop a targeted database. When an individual requests the promotional
video through the toll-free number or Website, their data is entered into the database and
used for event invitations, free watch drawings, and follow-up promotions. Those
individuals who purchase watches can then be targeted for new product announcements,
“Get a matching his/her watch” promotions, and sales of replacement parts such as
watchbands. Another important element in this promotional strategy is a
Japanese-language Website. The existing European-language Maurice Lacroix Website
featuring the company’s history and product line information should be localized, and
relationship building features such as community and chat features should be added. In
addition, i-Mode compatibility should be considered. i-Mode is a unique internet cell
phone service in Japan with over 22 million subscribers. High-bandwidth connectivity
and large color displays allow users to access the Internet and browse online content
through their cell phones, and since i-Mode uses the universal Web programming
language HTML, adaptation of the existing Maurice Lacroix Website will be relatively
inexpensive.
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Events and sponsorships

Brand awareness can be further increased through development of events.
Maurice Lacroix currently holds promotional events in luxury urban hotels, but high
rental fees and transportation issues (Tokyo is a large city and it is difficult for potential
customers to attend limited-run events) mean that these events are not cost-benefit
effective. Sponsorship of the Miss Universe campaign may also be an ineffective use of
the promotional budget. While other international Maurice Lacroix offices sponsor this
event, in Japan, the Miss Universe contest is not only relatively unknown but it also
appeals to a limited, downmarket audience, which is far outside of Maurice Lacroix’s
target consumer group.
We recommend that Maurice Lacroix develop a two-pronged event strategy
around the launch of the new Intuition and Milestone watch lines. First, an exclusive,
invitation-only event targeting influential individuals in the press and trade should be
held at a high-profile live music space such as Blue Note Tokyo or Fresh Basil. Jazz
music and jazz musicians epitomize Maurice Lacroix’s desired brand image:
Tomorrow’s Classics. A live performance in such a unique venue by an up-and-coming
jazz performer like Shoko Suzuki would generate positive associations with the brand,
encourage attendance, and generally develop good public relations in the media and
trade.
Second, a pavilion should be set up in a high-traffic area such as Tokyo Station for
the general public launch of the Intuition and Milestone watch lines. In-train
advertisements on the subway lines running through Tokyo Station can draw consumers
to the pavilion. A number of high-end consumer products such as Sony digital video
cameras and CD players have been successfully introduced in this manner, with
organizers citing consumers’ hands-on experience with a new product as key to
awareness and acceptance.9

9

Fred Love was involved with the successful launches of the Sony K-120 digital video camera and Sony Deejay
Station CD player.
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Department store salesperson relationship development program

In our team’s visits to department store watch departments in Tokyo, we
discovered that salespeople are extremely influential in watch purchase decisions,
especially when the consumer does not have a preferred brand or model.10 With dozens of
watchmakers on a showroom floor competing for a limited consumer base, how can
Maurice Lacroix stand out in salespeople’s minds? In the words of Kotaro Tanaka,
President of the Charmy Tanaka specialty watch store, “There are several factors that
influence salespeople. First and most important is the relationship between the
manufacturer and the salespeople. If the salesperson likes the manufacturer, he will steer
customers to the brand.” Atsushi Nakano, Senior Watch Buyer at Mitsukoshi Department
Store, puts it more simply: “Manufacturers who don’t develop a good relationship are
ignored by salespeople.”
Positive relationships could be developed with salespeople by launching a
campaign with the following features:
•

A one-day or half-day free salesperson training event which introduces Maurice
Lacroix’s history, product line, and commitment to quality, teaches watch service and
repair techniques, and provides effective sales strategies. For example, as an
importer, Maurice Lacroix can use the free event space at the Japan External Trade
Relations Organization office in the prestigious Akasaka Twin Tower building.

•

A program allowing the salespeople to accumulate points for each watch sold, and
then redeem the points for merchandise, events, or travel.

•

A “Your Guide to Desco Japan” which provides salespeople with information on
sales, service, and contact information for the Maurice Lacroix Japan office.

10

See Exhibit D1 following this report.
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Other promotion activities

Maurice Lacroix Japan staff indicate that other promotional activities such as
distribution of press releases and placement of POP materials is effective and there are no
changes recommended for these strategies.

Subsequent strategies

The strategies noted above should effectively develop name recognition for the
Maurice Lacroix brand in Japan. However, after a certain threshold of recognition is
achieved, Maurice Lacroix should refocus its attention on image building since image is
one of the most valuable assets that a luxury brand can develop.
Maurice Lacroix’s brand recognition rate is currently 0.4% in Japan, while more
well-known and established brands such as Oris, Ebel, and Tissot have recognition rates
of approximately 2%.11 We recommend that as Maurice Lacroix’s brand recognition rises
on the basis of the brand recognition development strategy noted above, when the 2%
recognition rate i reached, Maurice Lacroix should resume its previous image
development campaign, with the following strategic changes.
As noted previously, during the brand recognition development phase advertising
should be placed in business and upscale newspapers such as Nikkei Business and Asahi
News. During the image development phase, advertising should be placed in the
following targeted consumer and lifestyle magazines. These magazines were selected for
advertising placement by matching their readership profiles to the target customer
profiles developed in the Positioning section of this report.

11

•

Esquire (upscale fashion and trend)

•

Pen (consumer product news, especially pens and watches)

•

Mono (consumer product news)

•

Engine (cutting edge lifestyle and products)

Yano Research Institute survey, 2000.
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Phase 1 and Phase 2 advertising placement is shown graphically below.
Magazines such as Men’s Ex (which appeals to downmarket men) and all fashion
magazines (which appeal to non-target trend followers) have been eliminated.
Exhibit 15: Recommended newspaper and magazine advertising placement
Business

General
News

Culture/
Lifestyle

Consumer
Products

Fashion

Age
40
Nikkei Business
330,000

35

Asahi News

Esquire

9,080,000

220,000

Pen
160,000
Engine
85,000
Mono

30

400,000
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Phase 1

Phase 2
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Advertising design

While we recommend that Maurice Lacroix resume its image advertising
campaign after a 2% brand recognition is achieved, changes must be made to its display
advertisements in order for them to be more effective.
Situation

Recommendations

•

•

Focus group research indicates that
target consumers find the ads’ visual
images, headlines, and body copy to be
inconsistent with each other.

•
•

•

Japanese consumers list “poor product
quality” and “poor after-sales support as
primary reasons for not purchasing
imported goods.12
Japan’s lingering recession has caused
target consumers to more seriously
consider watch purchases.

•

Change headline from “For those
with intuition” to “Follow your
instinct.” (Direct translations into
Japanese.) This ties the headline to
the visual images of animals.
Add body copy which reinforces
ML’s brand image as the watch for
independent thinkers.
Add body copy which explains ML’s
worldwide popularity, quality
manufacturing, after-sales support,
and timeless “tomorrow’s classics”
design.

Recommended budget breakdown

Display advertising (placement, design)
General advertising (DM, Website, videos, brochures)
Promotion (P.R., press conferences)
Exhibitions, fairs
Events (Intuition and Milestone launches)
In-store and event displays
Salesperson relationship building program
Database development
Total

12

2001
41,000,000
5,200,000
18,000,000
900,000
0
7,900,000
0
0
73,000,000

2002
39,300,000
5,100,000
18,000,000
500,000
25,000,000
7,100,000
4,000,000
1,000,000
100,000,000

The Ninth Survey on Consumers’ Awareness of Imported Goods, MIPRO, Tokyo, 2001, p. 63.
35

Accessory Line Analysis
Evaluation to ML’s accessory line

In addition to its 1997 watch line launch in Japan, Maurice Lacroix has also
introduced a line of leather accessories which includes purses, wallets, briefcases, and
belts. Other, more established luxury watch brands in Japan also have accessory lines,
such as Cartier, Chopard, and Bulgari. Translated from Japanese, Maurice Lacroix’s
accessory line positioning statement reads: “Leather goods have an inherent elegance
which show their owners’ sophisticated taste. Maurice Lacroix’s accessory line
complements Maurice Lacroix watches, enhancing their owners’ enjoyment. Maurice
Lacroix accessories are another quality line from the Maurice Lacroix brand.”
As a new watch brand in Japan with an undifferentiated image in consumers’
minds, it is essential for Maurice Lacroix to determine the effect of launching and
promoting its accessory line on its watch line. In order to judge consumers’ attitudes
towards this relationship and to gather their impressions on the accessory line itself, we
included several accessory line discussion points in our three focus group interviews. The
interviewees responses can be summarized as follows:
•

The men’s accessory line is perceived to have high quality, which encourages
purchase intention. However, the color selection is too limited.

•

The women’s accessory line is perceived to be out of fashion, seemingly targeting the
50 to 60 year old market. Interviewees in the 30 to 40 year old market did not identify
with the line’s design and felt it was not stylish.

Accessory Line’s impacts on ML’s watches

Focus group discussions regarding the relationship between the accessory line
and the watch line indicated that interviewees did not make a connection between the two
lines because neither had strong brand awareness. Therefore, promotion of the accessory
line would has neither a positive or negative impact on the watch line.
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However, once the Maurice Lacroix watch line has developed a stronger brand
image in Japan, promotion of the accessory line could then have a negative impact if the
accessory line is perceived to be not stylish, targeted to older women, or to have a limited
color selection. As a result, the watch line’s image as a quality maker could become
severely diluted. Therefore, promotion of the two lines should be tightly coordinated and
Maurice Lacroix should strive to ensure that the accessory line is stylish, of high quality,
and designed to appeal to its target markets.

Accessory Recommendations

First, Maurice Lacroix should conduct further customer research to determine
which specific aspects of the accessory line appeal to consumers and which need to be
improved. Alternatively, the target market itself could be changed, with promotional
efforts directed to older consumers who prefer the less-colorful and less-stylish
accessories of the current line.
Next, the accessory line should be marketed under a separate but related name.
This allows the watch line and accessory line to develop two distinct brand images while,
at the same time, leveraging the promotional efforts and brand recognition of each other.
The lines could be marketed in parallel, or the accessory line could be sub-branded under
the watch line, building off of the watch line’s quality image. Several successful luxury
brands have followed this strategy. For example, Dunhill is a men’s clothing and
accessory brand, which also sells branded cigarettes. Although they have the same brand
name, the lines are differentiated by different logos.
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The Italian fashion brand Giorgio Armani also uses different sub-brands for different
product lines, including “Giorgio Armani” for high-end fashion, “A/X Armani
Exchange” for everyday fashion, and “Acqua di Gio” for fragrance.

Below are two possible accessory line logomarks and brand names to
complement the Maurice Lacroix watch line. Maurice Lacroix should first determine the
accessory line’s target market before proceeding with naming and logo development.

Lastly, we recommend that if Maurice Lacroix faces a limited promotional budget,
it should focus first on the development of the watch line brand awareness and market
share development. Later, the accessory line can be more successfully promoted if it can
leverage the watch line’s quality image.
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Overall Strategy Recommendations

America
13%

Asia/Pacific
12%

Japan
1%

Europe
74%

Maurice Lacroix Sales

Asia/Pacific
26%

America
21%

Japan
11%

Europe
42%

Total Swiss Watch Exports

As noted in the Executive Summary, Maurice Lacroix’s sales are heavily
dependent on Europe and, in other parts of the world, the brand is far behind the industry
average. This situation is particular challenge in Japan, where only 1% of Maurice
Lacroix’s production is sold, compared with the industry-average of 11% so that Maurice
Lacroix severely under performs in Japan.
However, this chart does not only illustrate the lack of sales in Japan, but also
shows the brand’s sales potential and it is the aim of this IBCP project to turn this
challenge into an opportunity for Maurice Lacroix in Japan. One of Maurice Lacroix’
weaknesses is that it remains “stuck in the middle” in an unfocused market position,
which makes it quite difficult to differentiate against more powerful and clearly
positioned brands with greater resources.
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Strategy Recommendations: Pricing

As our studies found, Maurice Lacroix’s brand-perception of Japanese consumers
who know the brand is placed very high, among popular and elite brands such as Patek
Philippe or Breguet. In contrast, Maurice Lacroix’s position as defined by price is much
lower. Through today, ML has considered this perception-price discrepancy as one of its
strongest sales argument or USP. However, modern marketing and advertising
consistently demonstrates that this gap between perception and pricing has an adverse
effect on consumers.13 Our research with focus groups affirmed and reinforced these
findings: ML’s USP does not have a strong factual basis and instead of strengthening
brand image, it creates confusion among the end-consumer, diluting ML’s brand equity.
As a result of these important findings, we suggest that Maurice Lacroix increase
prices of the Masterpiece collection by 10-20% in order to close the gap and leverage
ML’s perception as a luxury watch. A second critical benefit is that a price increase can
produce additional cash-flow for an effective brand-awareness campaign. Meanwhile
ML should maintain a lower, more strategic and aggressive price on more competitive
collections, such as the Milestone and Intuition.

13

George E. Belch & Michael E. Belch: Advertising and Promotion 5th Ed., pp. 61 & 62: “A product positioned as highest
quality but carrying a lower price than competition will only confuse consumers…Companies with relatively high prices and
high advertising expenditures showed a higher return on investment than companies with relatively low prices and high
advertising budgets…High prices communicate high quality.”
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Strategy Recommendations: Products
Masterpiece

Rather than diluting the brand by adding new functions and new models to the
product range with no apparent linkage to the existing models, expanding the product
range vertically as Maurice Lacroix has done in the past, the brand should now
consolidate and concentrate on one or two leader-models of the Masterpiece collection
and use them to expand horizontally by combining a strong function such as the large date
with other functions. The objective is that the end-consumers will recognize a Maurice
Lacroix watch based on its unique functions such as Grand Guichet or the large Unitas
size rather than just on design as the competitors differentiate themselves.

Ladies’ Collection

The ladies market is separated into two segments: The mass-market and the
luxury market. Although this is also true for the men’s market, the ladies market has a
much stronger impossible barrier between these two segments and only a few brands
have succeeded to enter this high luxury segment, such as Rolex, Cartier, Chopard and
Audemars Piguet. Currently, Maurice Lacroix is only present in the mass market. Based
on interviews with specialists and focus groups, Maurice Lacroix needs to be present in
the luxury segment to succeed in the mass-market. However, the concept for a ladies
model must justify a higher price and be unique enough to establish Maurice Lacroix in
the Ladies High Luxury segment. One way is to leverage Maurice Lacroix’s core
competencies, such as the case factory.
Therefore, for illustration purposes, we devised a completely new watch-concept
with a highly complicated solid gold case and free moving diamonds, which would
justify a retail price of $5000 and above: The Joaillerie Glissière! Once Maurice Lacroix
enters the high luxury segment, this would stimulate sales and brand awareness in the
mass-market segment as well.
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Strategy Recommendations: Promotion

Efforts in building a brand image is of little effect as long as Maurice Lacroix’s
brand-awareness is below 2% because it is not useful to build an image for a brand that
nobody knows. Therefore, our promotion recommendations are based on several
elements, which all focus on the same target: Build brand-awareness. Additional
revenues that come from price-increases in the Masterpiece collection as well as
introductions of higher-priced, up-market models, allows us to support a budget-increase
from currently 73M to 100M Yen.

Strategy Recommendations: Accessories

Desco should continue to use its know-how, human resources and competency in
the Accessory segment, where there could be positive synergy between the watch and
accessory line. However, Maurice Lacroix should create a separate brand-label for
accessories in order to not to dilute the watch-brand. Thus, accessories could immediately
enter worldwide markets in order to create some economies of scale, for example
Germany (where brand-awareness is at a much higher level than in Japan).
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Strategy Recommendations: Summary

Higher prices and new, more expensive and upper-market model ranges allow
ML to generate additional cash-flow to support a more efficient promotion campaign,
focusing in the first phase on brand-awareness instead of brand-image. Additionally, the
sub-branding of ML accessory-line would stop the dilution of ML as a watch-brand while
creating positive synergies between the two product assortments.
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Project Objectives
• Develop a deeper understanding of competitors
and market in Japan
• Improve pricing, positioning, product, and
promotion strategies
• Determine effect of accessory line on watch line
• Develop a comprehensive marketing strategy
that allows Maurice Lacroix to achieve greater
brand recognition, market share, and profits

Executive Summary
• The Japanese economy is stagnant, but the luxury
goods market still presents opportunities for
Maurice Lacroix.
• Focus on exclusive combinations of functions will help
Maurice Lacroix define its market position.
• The low price sensitivity of Japanese consumers and
Maurice Lacroix’s high brand image mean the
brand’s prices can be raised.
• Promotion strategy must initially focus on
development of brand awareness.
• If carefully designed and positioned, the accessory
line can complement the watch line.

Foundation for Recommendations
Secondary research
• Referenced 23 reports
Primary research
• 3 focus group interviews
• 4 blind department store visits
• 9 industry and marketing specialist interviews
Team expertise
• 32 years of experience in Asia
• 20 years of experience in Japan, including work
for Coca-Cola, Disney, and Sony
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Market Situation Analysis from
Secondary Research
Macroeconomic Situation

Luxury Product
Market

Imported Watch
Market

Luxury Watch Market

Macroeconomic Situation

Japan Domestic Demand Growth
Remains Weak
Japan Economic Indicators (at 1995 prices)
6
5

%

4
3
2
1
0
-1
-2

1996

1997

Source: Economist Intelligence Units, 2001

1998

1999

GDP growth rate

2000

2001

Inflation Rate

2002
Unemployment Rate

Luxury Product
Market

Top Luxury Brands Remain Strong
• Louis Vuitton’s sales increased 30% in 2000.
• Cartier’s sales increased 10% in 2000.
• Famous brands have high quality perception.
• “If we don’t know the brand name, we don’t trust
the quality…”

Source: EIU 2000, Focus Group Research

Imported Watch
Market

Average Unit Price is increasing

Unit Price JPY (000)

Japan's Imported Watch Unit Price
3
2
1
0
1995
Source: Jetro 1999

1996

1997

1998

1999

Luxury Watch Market

Japanese Luxury Watch Market
Dominated by Big Players
Purchase Intention
1999/2000
Top 15 Luxury Watch
Brands
Bottom 10 Luxury
Watch brands

Source: Market Survey Japanese Watch Importers Association 1999/2000

5.1%
12.4%

Luxury Watch Market

Conclusions
• Japanese consumers are shopping less
frequently but are seeking famous brands with
higher quality perception.
• Stronger brands get stronger while weak brands
get weaker.

¾ Maurice Lacroix can increase its market share by
increasing brand awareness and quality
perception.
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Develop Positioning Statement
• Target Consumer Profile
• Benefit Description
• Competitive Advantage

Source: Nippon Association of Consumer Specialists/ODS-LSI LiSA 2000

Target Consumer Profile
Benefit Description
Competitive Advantage

Identify Target Consumer
Demographic
• 20s-30s adults
Characteristics

Higher purchase
intention
for imported
watches

• Want to be unique
• Seek quality
• Ambitious

Seek
differentiation

• Like to try new things
Target Population
41,000,000 20s-30s adults
x ODS/LSI segments: 51%
Annual Income
¥ 7 MM
Source: Nippon Association of Consumer Specialists/ODS-LSI LiSA 2000

21 million
consumers
Can afford to
buy luxury
watches

Target Consumer Profile
Benefit Description
Competitive Advantage

Identify Benefits
Focus groups identified important watch attributes
by perception mapping:
1. Target consumers were shown watches
2. Consumers grouped different brands by perception
3. Consumers defined attributes to differentiate each
group

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Consumers’ Perception Map

JLC

Patek/Breguet
Baume & Mercier

Fendi/Cartier
Bulgari
Gucci/Dior

Girard Perregaux
Chronoswiss/Ebel
IWC/Zenith/Breitling

Rolex/Omega

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Perception Map with Axes
Knows value
JLC

Patek/Breguet
Baume & Mercier

Functional

Fashionable
Fendi/Cartier
Bulgari
Gucci/Dior

Girard Perregaux
Chronoswiss/Ebel
IWC/Zenith/Breitling

Rolex/Omega
Knows image

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Axis 1: Owner’s Image
Knows value

• Independent
• Understand the real value of watches
• Don’t follow the crowd

Knows image

• Follower/Conformist
• Buy only name value of watches
• Conservative

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Axis 2: Watch’s Image
Fashionable

Functional

• Unique design

• Unique function

• Social occasions

• Office/sports occasions

• Trendy

• Timeless

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Consumers’ Perception Map
Knows value
JLC

Patek/Breguet
Baume & Mercier

Functional

Fashionable
Fendi/Cartier
Bulgari
Gucci/Dior

Girard Perregaux
Chronoswiss/Ebel
IWC/Zenith/Breitling

Rolex/Omega
Knows image

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Target Consumer Profile
Benefit Description
Competitive Advantage

Competitive Advantage
•

Own case factories in Switzerland

•

150 in-house designers and craftsmen

¾ ML can create industry-leading combination of
functions

Target Consumer Profile
Benefit Description
Competitive Advantage

Positioning Statement
(Consumer Target)
For knowledgeable adults in their 20s-30s who seek
differentiation through the quality products they buy…
(Benefit)
...Maurice Lacroix offers distinctive functions and
value for “tomorrow’s classic” watches…
(Competitive Advantage)
...because Maurice Lacroix can take advantage of
its own watch case factories and its own
designers and craftsmen.
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Pricing

ML’s Japan Premium is Lower Than
Its Six Competitors
200%

150%

100%

50%

0%
Omega

Longines

Rolex

Cartier

US base

GP

Zenith

Japan Price Premium

ML

Pricing

Price Sensitivity: Findings
• “I prefer to purchase at department stores, where I
am sure of authenticity and quality, even if prices are
30% more expensive than in discount stores”
• “The prices of the Maurice Lacroix Masterpiece
collection is lower than I expected. This downgrades
my perception of the brand”
• All three groups ranked brand name first, quality
second, and price last among their concerns
• Price decrease test on Croneo Model showed almost
no increase in sales

Pricing

Pricing Recommendation
• Price – Quality Relationship
• Japanese consumers still show little price
sensitivity
• Brand name and quality perception are important
for premium pricing

¾ The Masterpiece Flagship-Line should be priced
higher to match consumer’s perception.
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Products

Men’s Focus Groups
“The price is lower than I expected, which downgrades
ML’s brand image.”
¾ Introduce higher-priced models to raise brand-image.
“Many models, but no focus; it’s confusing.”
¾ Distribute fewer models and focus on distinctive
combinations of functions.

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Products

Product Concept
• Create a “distinctive combination of functions” which
differentiates the brand.

Products

Ladies’ Focus Group
“Current models appear cheap because of the finish of
the watches.”
¾ Introduce “flagship” ladies’ model to develop a
high-quality image.
“Designs should be changed because current models are
not unique and seem to belong to a “me too” brand.”
¾ Create unique, attractive new designs with
distinctive function.

Source: Japanese consumer focus group interviews: Male 25-34/35-45, Female 25-35

Products

Product Concept
• Create a “unique, functional design” which
differentiates the brand.
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Promotion

Promotion

Overall Strategy

Develop
Brand
Image

Develop
Brand
Awareness

Promotion

Promotion Plan Has Two Stages
Stage 1:
• Brand awareness: 0.4%
• Develop brand awareness.
Stage 2:
• Brand awareness: 2%
• Develop brand image.

Promotion

Budget Should Be Increased

¥73 MM

¥100 MM

Promotion

Existing Budget Items
• Hotel exhibitions

X

• Event sponsorship:
Miss Universe

X

• P.R. activities

O

• Point of sale items

O
O

• Promotional items
• Magazine display
advertising

Promotion

New Budget Items
• Develop new events:
• Jazz night at Blue Note Tokyo for press
and trade
• Exhibition in high-traffic area such as
Tokyo Station
• Develop department store salesperson
relationship program
• Localize promotion video
• Localize Website
• Develop customer database

Promotion

Recommended Placement
Stage 1: Island ads in newspapers
• Nikkei Business (executive daily business news)
• Asahi News (upscale daily news)
Stage 2: Display ads in magazines
• Esquire (upscale fashion and trend)
• Pen (consumer product news)
• Mono (consumer product news)
• Engine (cutting edge lifestyle and products)

Promotion

Sample Island Ad Design

Promotion

Recommended Placement
Business

General
News

Culture/
Lifestyle

Consumer
Products

Age
40

35

Nikkei Business
330,000

Esquire
220,000

Pen
160,000

Asahi News
9,080,000
Engine
85,000

30

Mono
400,000

25

20
Stage 1

Stage 2

Fashion
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Accessories

Accessories Feedback
Men’s accessories feedback:
• High quality
• Color range limited
Women’s accessories feedback:
• Out of fashion
• Seems to targeting older market
Recommendations:
¾ Conduct further research to determine design
direction
¾ Updated design to suit “Tomorrow’s Classic”
slogan

Accessories

Accessories Feedback
Accessory impact feedback:
• No specific impact between watch line and
accessory line because of low brand awareness
• With strong brand awareness, proceed carefully
Recommendations:
¾ Differentiate/sub-brand the accessory line
¾ Focus limited resources on watch line to fully
develop its potential before focusing on
accessories

Accessories

Major Brands Have
Successfully Sub-branded
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Strategy Recommendations
Knows value

Functional

Fashionable

Knows image

Strategy Recommendations

Products

Accessory

Pricing

Promotion

Strategy Recommendations

Success

Pricing

Pricing

Pricing

Pricing Recommendations

Maurice Lacroix
Brand-Perception

USP?
Maurice Lacroix
Price/Reality

Pricing

Pricing Recommendations

Maurice Lacroix Brand-Perception
Price/Reality

10-20%

Products

Pricing

Products

Products

Recommendations: Masterpiece
Grand Guichet (Flyback)

Unitas
5 hands
Moonphase
Alarm
Venus
New Model
New Model
New Model
New Model

Grand

Guichet

Square

Grand Guichet Moon

Grand Guichet GMT

Products

Recommendations: Ladies
Ladies High Luxury
Rolex
Cartier
Chopard
AP

Ladies Mass-Market
Impossible
Barrier

Products

Pricing

Promotion

Promotion

Promotion

Promotion Recommendations

Stop expensive image advertising
¾Focus on building brand awareness!

Products

Accessory

Pricing

Promotion

Accessories

Accessories

Accessories Recommendations
• Use know-how and competencies
• Increase positive synergy-effects
But:
• Don’t dilute brand!

Products

Accessory

Pricing

Promotion

Success

Q&A, Open Discussion
• Questions, answers and open discussion

