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By Denis Desprez, Parfums Jean Desprez, Paris

y topic is self-explanatory: “How to prosper
Min a world of corporate giants.” My views
come hasically from my own experience in
my business and do not pretend to have any universal
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privately owned business and corporate giants.

Let's hegin with corporate giants. In my own view,
these are conglomerates of various corporations in-
volved in numerous fields of activities. They also rep-
resent strength and power in finance, economy, pro-
duction, investment, and skilled management. Be-
cause of this strength and power, they have the ability
to make decisions that can ultimately deeply change
the trend of the market in a given domain. The basis
of their power is more money than anything elsc.
Their guiding principle could be the question: “How
much more profit can my money buy?” Perhaps
megalomania will he the word that better defines cor-
porate giants,

In contrast, the privately-owned business, at its
early stage, is basically the rvesult of one man’s idea,
which fits into a narrow market segment that has been
ignored by the giants either because of a supposed
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lack of potential profitability or because they just for-
got to think about it. Accordingly, the privately-
owned business is a one-person operation, a single
product or product line with a small finaneial capacity.
Monomania is then the word that better defines a
small business. The one advantage of heing a
privately-owned business, under certain circnm-
stances, is that it might become a giant, while the
giant has the obligation to become a bigger giant.

At this point, and with very little experience in
working with giants, T will endeavour to point out
what must be kept in mind when operating a privately
owned company, to be able to maintain and develop
its market share against the more aggressive, more
wealthy, and more powerful corporations. The gouls
to be reached are to gain, develop, and keep the con-
sumer’s loyalty. The means to achieve these goals are
contained in u few basic concepts: product policy;
guality policy; identity policy; marketing policy; in-
novation policy. Thesc five coneepts are not listed ac-
cording to their importance. They have to be tied
together so that all five of them contribute to create a
specific and reliable image in the consumer’s mind. 1
will comment briefly on each of them.

Product policy

It is essential that the product carries its own
unique character. I don’t think it must aim at appeal-
ing to the mass market, because the mass market is
already busy with the giant’s products. There are still,
in this world, a number of people trying to use and to
live with something which is not everybody else’s
product. Probably this number will increase, predict-
ably giving more opportunitics to the privately-owned
business.

That means that the product must be elaborated
without reference to anything in existence on today’s
market. That means that the product primarily brings
a new concept on its final market. That means that the
product will astonish, surprise, and fascinate the
trade and the public. It must then deliberately step
out of the comman ways and definitely avoid being a
lookalike. This means courage, self-confidence, or
merely a gambling spirit.
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Quality policy

After the product has been introduced to the trade
and to the public and hopefully has met a good accep-
tance and is on its way, comes the concept of quality,
or rather retention of quality. I will try to explain what
I have in mind with respect to that. When Jean Des-
prez, my father, the founder of Parfums Jean Des-
prez, the man who created “Cré&pe de Chine” and “Bal
a Versailles,” died, I called my sister, Marie-Céline
Grenier, who was my father’s assistant at the labora-
tory, and told her that the formula book was to be
considered as the bible and that no matter what the
problems to come would be, we would have to stick to
the formulas, line by line. I also met with our leading
essential oil suppliers and insisted on a formal and
personal commitment that they would keep supplying
first quality products. I am sure that you will admit
that if candid I was not naive, because all of us here
knew that we are experts in fragrance and perfume
but that the consumers who use our produets, even
though they are not experts, know much more about
them than we do.

This is really my concept of quality and perma-
nence in quality. Tt also applies to the bottle, the
packaging, and all that is relited to the public’s
awareness of the product,

Identity policy

Obviously, the identity policy is directly tied to the
product policy and the quality policy. It can be devel-
oped only if those two are maintained. The identity
concept also relates to the marketing policy. Briefly, 1
would define identity by this educational British say-
ing: “Stay where you belong.”

Identity is built through a very rigid idea of the
product aspect. By aspect, I mean each and every
circumstance where the product is confronted by its
consumers. This includes the quality of each indi-
vidual packaging and its consistency with the rest of

the line, the magazines where the product is adver-
tised, the kind of advertising that is used, the publi-
city about the products or the person behind the
product, the stores where the product is sold, the
merchandising policy, the pricing policy and so on.
All those elements have to be in complete cohesion
among themselves and with the kind of consumer we
are trying to reach.

Meanwhile, consumers, when buying the product,
must feel totally secure with the product and proud of
their purchase. This is a very difficult goal to achieve
that I have to resist apparently bright new ideas. Any-
thing new that comes to my mind with respect to “Bal
a Versailles” and “Versailles pour Homme,” any
suggestion coming from publicity or advertising con-
sultants, any idea in the field of promation has to be
carefully screened and looked at until I am convinced
that this new idea wil! not conflict with the acquired
product identity and above all will not confuse or de-
ceive the consumer,

Marketing policy

The marketing policy is merely the practical appli-
cation to the market of my first three points, Obvi-
ously it will be deduced from the product, quality,
and identity policies. Here too, the difficulty lies in
being consistent with the initial goal. To say no is
more difficult than to say yes. If there is a fast-growing
demand, one has to be careful to maintain the dis-
tributing policy and allow only the right retailers to
carry the product in order for it to stay in line with the
customer’s expectation. Of course you understand
that I am talking about luxury goods, and more par-
ticularly about high quality fragrance. Other policies
will apply to other products when merchandised by
small companies competing against giants, but the
principles will probably remain the same: Specific
products; quality; identity; and a strong marketing
policy.
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innovation policy

Now as you all know, whether big or small, whether
a giant or a privately owned firm, innovation is the
hig problem in today’s world and this is the field
where small companies may be hurt in the long run.
However, there is no way to escape that obligation. It
is no longer possible to live for years on only onc
preduct. New products must be brought to the mar-
ket because the trade wants excitement, the public
wants excitement, and the giant competitors con-
stantly introduce excitement. Small firms must main-
tain their own share of excitement too. And this is
becoming the increasingly difficult part of our busi-
ness,

For small business, there are two ways to develop
an inmovation policy and those two ways can be validly
used. The first one is to complete an already existing
line by bringing new products under the same um-
brella. This is easy and does not involve either very
heavy investments or high costs of advertising and
promotional expenses. Because the line is already ox-
posed and acknowledged, acquired consumers will be
happy to have a new opportunity to use their favorite
product. Where there is an extract, lighter concentra-
tions, from Parfum de Toilette to Cologne, will be
developed, a bath line will be added, and so forth.
Also, new presentations will be proposed: smaller,
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holidays, to be used indoor or outdoor. You all know
that in this ficld, our profession is never short of imag-
ination.

This method, however, does nothing but postpone
the moment when a real new product is needed to
keep or renew the consumer’s interest in the brand,
as well as the merchants” commitment. And this is
then the real big game. It is the big game because
while the small company is successful with @ new and
original concept, suddenly the giants realize that they
are missing something. With the vears they start de-
veloping a look alike produet to be merchandised in
the same market segment. The difference that it
makes is that while yvou were deliberately playing low
key and underexposing, the giants come on your terri-
tory with big money, heavy promotion, lots of adver-
tising, and new gimmicks that the small corporation
cmnot afford. And progressively, even though the ini-
tial product does not really lose its market, it becomes
less exciting for the merchants, it loses its space on
the counter, the sales staff enthusiasm decreases, and
this may be the heginning of the end for the small
business and its initial wonder product.

That is then the time to be ready with a new prod-
uct. This new product must have the same original
appeal and still be totally different, so that it looks in
no way like a remake of the initial product. This new
product obviously will have to be built according to
the same concepts as those T pointed out at the be-
ginning: uniqueness, quality, identity, and spedifie
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marketing policy. It seems it could be casier to
successful the second time than the first time. Unfor-
tunately it is not,

As you know, in the fragrance industry the birth
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rate is very high and so is the death toll. In France
alone, twenty-six women's fragrances were launched
in 1979. In 1980, forty-two women's fragrances and
twenty-eight men’s fragrances came to the market.
How many of those will still be in existence two or
three years from now? If we go back to 1978 or 1977,
even as far as 1971, Tleave it to you to name the two or
three that will achieve a real, successful, world-wide
and long-lasting carecr. Meanwhile, everybody in the
industry and in the trade knows the amount of time,
moncy, and talent involved in the launch of a new
product. As an example, “Versailles pour Homme,”
which was introduced in 1980, took three yeurs in
research before I made the final decision to proceed
with the launching. Deliberately, I decided that the
line would be a one size bottle only. Deliberately, a
more than modest advertising campaign was sched-
uled. Still, the amount of money involved was slightly
over two years profit for the company.

At this point, the perfume industry can be com-
pared more with a gambling operation or with show
business than with uny normal operation. It is evident
then that although this kind of gambling ¢an be harm-
less for the corporate giants, the small corporation is
actually engaged in a game of Russian roulette. This
leads me to list an additional obligation for the pri-
vately owned business, which is profit. When giants
make a mistake, they change their corporate struc-
ture. Profits made by other divisions will contribute
to clear up the situation and no major problem will
cmerge us long as the shareholders recetve their divi-
dends. With the individually owned company, it is a
totally different world. Loss is literally the unforgiva-
ble sin, while profit is the basic obligation.

Profit here is not meant for the shareholders” bene-
fit only. Itis the one condition necessary for the small
husiness to progressively develop, invest, innovate,
and ensure the necessary hankers” backing in those
various fields. Tt is an obvious truth to assert that
profit is generated not only by sales, but also by mar-
gins and a rigid control of overheads. Overheads in
our profession are the constant temptation: our sales
force as well as our retailers are always demanding
more advertising, more promotion, more special of-
fers, on the ground that the others do it, and much
more besides. This is the field where a small opera-
tion must resist, It must resist competing with the
higger names because one: it will lose at the game;
two: this is not its consumers’ expectation.

At this point, I am hack at the beginning of my
address. Privately owned business opposed to corpo-
rate giants has its own characteristics, its own obliga-
tion, its own rules that create its specific image in the
public’s mind. It also requires a very strong personal
involvement from its management and above all from
its leader, who must constantly be available to repre-
sent the company, the product, and more than every-
thing else a personal philosophy of what business
means: net only money but enthusiasm, careful atten-
tion, and self-commitment.
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