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Global Marketing Management


Using examples, critically discuss the following statement:
“Today, country culture is becoming less and less important. Global market segments dominate. 
If you have the right product, anyone will buy it.”
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There and Back Again: 
The Oscillation of Collectivist and Individualist Societies, from Global Corporations to Black Market Weapons 
– Heledd Straker –
Introduction

Everywhere we look today, we see companies from industrialised countries spreading their tentacles out to the furthest reaches of the globe. On the surface, this suggests that the traditional barriers of country culture are dissolving as global firms unite the world through global market segmentation. If you have the right product and tailor it in the appropriate manner for your target market, then no-one will be able to resist its appeal. This essay will criticise the relevance of this assumption with regards to industries in developed countries, challenging existing theories which tend not to consider the factors of time and human behaviour. I will focus on ideas proposed by scholars who argue that societies, and thus markets, are in constant state of flux. This means that a firm’s “right” product will be effective only for a limited time, and that cultures and human behaviour, no matter how adverse they may seem, can easily restrain the act of purchasing a product, no matter how “right” it may seem.

Split into four parts, this essay will first outline the current theories, including scholars fighting the Standardisation-Adaptation battle, Levitt (1983) and Douglas (1997). Kotler (2004) focuses on innovation, because, as Oshry (1999) argues, societies shift and oscillate as systems, suggesting that a fixed strategy, of either adaptation or standardisation, would likely be rendered useless over time. As a proposed alternative, arguments for and against Maslow’s Hierarchy of Needs (1954) will be made, such as Rodgers (2004), in understanding and responding to changing market needs. 
In the second section, these analyses will be applied to global firms Coca-cola and McDonald’s, to demonstrate how their performances affect and are affected by socio-economic shifts. The third part will discuss industries with a currently narrower market, such as Virgin’s Galactic space tourism and the black market for small weapons, and will illustrate the greater extent to which they are affected by the oscillation of individualism and collectivism in industrial societies. 
The fourth section will be the conclusion, drawing these cases together and suggesting that, although Coca-cola and McDonald’s have successfully adapted their standardised strategies in response to individualistic needs, they were reactive rather than proactive, questioning the validity of static frameworks as tools to predict market changes. With regards to the black market weapons industry and Virgin’s space tourism, it will be suggested that the theories are still not dynamic enough and do not account for human greed.
I will thus illustrate that both country cultures and global market segments matter, as they fight one another in a never-ending cycle, which can only mean that “if you have the right product, anyone will buy it” is a too static a statement to be applicable in this ever-changing world.
Static vs. Dynamic Theories & Frameworks
“All can know good only because there is evil…

Front and back follow one another.”

To standardise or to adapt? Scholars seem constantly to be debating and seeking to prove, once and for all, that a variation of one or the other is the perfect global marketing strategy.
Levitt (1983) fervently states that successful global firms should standardise all value-adding activities. This is due to factors such as technological advancements, which have exposed the world to the wondrous possibilities of the industrialised countries. Thus the world’s tastes became homogenised, as people from every conceivable socio-economic background seek to acquire these ‘superior’ products. 
“The products and methods of the industrialized world play a single tune for all the world, 
and all the world eagerly dances to it.”

He argues that country cultures are becoming irrelevant, as people are more than willing to give up their ancient traditions for a good quality, low cost product.
There are, however, discrepancies in Levitt’s argument, for example he advises companies to look for similar markets elsewhere, which implies that there are also dissimilar market segments in which the product could not be sold. Douglas (1997) comments that customers in mature markets are more demanding than those in less developed markets, meaning that firms need to adapt their products to serve their differing needs. Douglas agrees that standardisation can be effective in a small number of circumstances; however, Douglas concludes that firms should each adopt a hybrid strategy of standardisation and adaptation, according to individual requirements.
Rather than adopting an overall standardised, adaptive, or hybrid approach, Kotler (2004) stresses the importance of searching for ways to predict the future, including better brand management, better technologies and movements of competitors. Societies are constantly shifting, requiring firms to continually innovate and know what a market segment truly wants now and in the future.
Indeed, the problem with a global firm formulating and implementing one of the mentioned strategies is that it may be unable to change in accordance with inevitable, yet seemingly unpredictable socio-economic shifts.
Many have noted and tried to predict the movement of systems and understand how extremes give rise to opposition and reversal. For example, Karl Marx in his Communist Manifesto (1847) predicted that the individualist state of the bourgeoisie will cause the oppressed proletarian workers to band together and revolt. Halal (1993) mentions the paradox of societal integration causing greater diversification, with increasing numbers of groups seeking independence and separate identities. 
Barry Oshry (1999) unites these two observations by examining how and why societies fluctuate. His ‘Power Lab’ experiments showed how all systems are comprised of a delicate balance of three polar scales, defining variations of individualism and collectivism, which: individuate or integrate; differentiate or homogenise; and stabilise or change over time. When a society becomes unbalanced, one of the states or cultures becomes too dominant, but as a result, its opposite counterculture rises up, and the equilibrium is restored. Sterman (2000) elaborates on the dynamics of complex systems, showing how causal loops and delays lead to oscillations in many differing situations.

This constant shifting of societies was observed in Daoism, well before the invention of Western economics. Lao Tsu describes the meaning represented by the Yin and Yang, where every element in the universe forms part of a never-ending cycle of interdependent, alternating opposites. From the creation of similar global market segments, dissimilar market segments will arise. From the collectivism caused by standardisation, individualism will arise, asserting the need for adaptation.
While Oshry makes general observations of societal movements, Keegan & Green (2003) and Keegan & Schlegelmilch (2001) suggest that Maslow’s Hierarchy of Needs (1954) provides a specific description and explanation for people’s changing needs. According to this theory, humans develop by progressing upwards through levels of desires, beginning with Physiological requirements, such as food and survival. Once these needs have been satisfied, people progress up the scale to Safety, and then to higher order social needs, Belonging and Esteem, and finally to Self-Actualisation. These changes of needs also echo the shifting of individual and collective behaviours of people, for example, psychological, safety, and esteem needs are individualist, while belonging and arguably self-actualisation needs are collectivist.
Rodgers (2004) provides an argument against Maslow’s framework, stating that it is too rigid and that people, depending on the current situation, can alternate between or occupy levels simultaneously. This suggests that, although Maslow’s theory is more dynamic than the Standardisation-Adaptation analyses, it still does not account for the fact that societies can change direction. As a result, the following cases will be discussed in terms of the mentioned theories, but as most cannot account for every situation, it will be made clear that the frameworks are not perfect explanations, just that some are better than others.
"Coca-Colonisation”?

The success of two of the largest names in the world, Coca-cola and McDonald’s, can be understood in terms of Levitt and Douglas. Coca-cola’s highly recognisable name, typeface, bottle shape, taste, and promoted image, are identical everywhere in the globe, making it the perfect example of the successful global standardisation strategy promoted by Levitt. In addition, it is sold in shops, restaurants and vending machines, in over 200 countries
, implying that country culture is irrelevant. De Chernatony & McDonald (1998) attribute Coke’s success through the emotional values added by its powerful branding and clear positioning of the product as an American, fun drink aimed at youth culture. Its slogan “Enjoy Coca-cola” evokes a pleasurable emotion, enjoyment, in the mind of the consumer, closely linking it with the brand. The verb “enjoy” is in present tense, implying the consistency and sustainability of this pleasurable Coke experience. 
McDonald’s, although praised by Levitt for being an exemplar of implementing global standardised strategies, has adopted a hybrid strategy as suggested by Douglas, using only locally-produced food on their menus
. This saves on the costs of transport and the preservation of perishable goods. More importantly, food, particularly meat, is very closely linked to culture. For example, McDonald’s introduced a lamb burger for Hindus, and in much of the Western world the increase in vegetarianism has resulted in the company introducing a wider range of meat-free options
. Although McDonald’s are associated with beef-burgers, no amount of marketing could get a vegetarian or a Hindu to eat them, illustrating that country culture is still a dominant force in the market place.
Markets change over time with global events and cultural shifts, for example the recent effects of anti-American feelings abroad and Western public concerns over health
.  As a result, Coke and McDonald’s have had to redefine their strategies, indicating that the standardisation-adaptation arguments can no longer be applied, as they assume that markets are fixed. The two firms have sought to retain their market positions, as advised by Kotler, looking to the future in terms of innovation, new technologies and competition, albeit in different ways. For example, in a poll of the “Top Spenders” 
 on television advertising in 2004, McDonald’s topped the chart with $15, 223,192, while Coca-cola came 39th, spending a mere $3,062,978. Gary Hemphill, director of Beverage Marketing Corp, stated that Coke realised that mass television advertising was ineffective
 in the face of “healthier” competition and that a new strategy was required. 

Coca-cola is currently about to release a new aluminium, glow-in-the-dark bottle collection, “M5” (for Magnificent Five), which will be sold in nightclubs in order to appeal to less price-sensitive, stimulation-seeking trendsetters, to regain its position as a ‘cool’ brand
. This viral-marketing tactic aims for widespread exposure and will save on television advertising, where Coca-cola would have to directly compete with more “healthy” drink companies for price-conscious, health-aware consumers.
McDonald’s still relies on television advertising, but it is entering the sandwich market, avoiding stiffer competition from the likes of Burger King and targeting indirect, “healthier” competition, such as Subway. Their slogan (from 2003), “I’m lovin’ it”, puts an emphasis on “I”, the individual, and makes the emotive verb “lovin’” a colloquialism targeted at a younger market, rather than the whole market.

Although Kotler gives marketers advice on specific movements firms should undertake to retain their market position, this is explained primarily in terms of competitive action. Sterman shows how firms should consider the complexity of whole-market systems, for example in the boom and bust of the machine tool market that is driven by minor fluctuations in GDP
. Maslow shows how escalating human needs add a further dimension of complexity, a factor which Coke and McDonald’s have included in the variation of their products and marketing strategies.

Systems theory also shows how the collective state is impermanent and will shift to become more individualist. Against the domination of the “faceless” corporations a counterculture will rise, of consumers wanting individual needs met, hence the increase of “healthier” consumer goods onto the market. Maslow’s hierarchy aligns with this theory as, once belonging needs are met, people rise to the next level of needs, where esteem focuses more on individualism. This analysis of human behaviour justifies the response given by Coca-cola and McDonald’s, which have targeted more individual needs, such as promoting the product in select nightclubs or introducing a slogan that encourages individualism. 

The evidence suggests that the two frameworks discussed can successfully demonstrate how human behaviour and the passing of time lead to a constantly changing market, where a once-“right” product which “anyone” will buy eventually becomes redundant.
Peace & War–Space Tourism and Black Market Guns
While global firms affect and are affected by relatively minor socio-economic shifts in industrialised countries, Virgin’s space tourism and the black market industry for small weapons are the results of more extreme changes in markets, in peace and war.

The idealistic concept of civilians travelling into space for leisure serves a tiny market, as it applies only in the industrialised world
, during times of peace, and only to sufficiently wealthy and fit individuals who are attracted to this activity. Dennis Tito, the first space tourist, was highly qualified and paid $20 million in 2001 for the excursion
. Requiring such stringent socio-economic and physical conditions, space tourism cannot be sold to anyone, no matter how much marketing or adaptation is used. Levitt and Douglas’ arguments for standardisation and adaptation have limited application here; however, Kotler, Oshry, Sterman and Maslow can help to identify how and why public exploration of space has a market at all.

According to Kotler, Virgin’s need to maintain their image of innovation and excellent public service has led them to observe the movements of Boeing, who are researching into space travel
. Virgin are now developing Galactic, a project aiming to create a mass market for public space travel, by lowering the costs and increasing availability (set to begin in 2008, current ticket prices start at $100,000
). 
Virgin have been able to carry out such research in recent years, owing to a domestic market rising above individualist esteem needs to the pinnacle of Maslow’s hierarchy, self-actualisation. Keegan & Schlegelmilch support this, observing a growing trend of societies in industrialised countries rejecting material possessions in the search for higher goals. This also demonstrates another of Oshry’s oscillations from individualist to collectivist needs, as the success of space tourism requires the collaboration of private institutions, such as Virgin, governments, and civilians towards a common goal. This ultimate collectivist state is reminiscent of the Marxist ideal of global harmony, but as Keegan & Schlegelmilch have discovered, it is only currently viable in some industrialised societies.
A fundamental difference between Maslow and Oshry here is that the hierarchy assumes self-actualisation to be an “end-state”, from which people do not change, whereas Oshry’s theory of delicately balanced oscillating systems states that the collectivist state of self-actualisation will be eventually overcome by an individualist counterculture. Indeed, active interest in space tourism has gone up and down in the last half century, owing to wars, most notably the cold war (1947-91)
. This suggests, as argued by Rodgers, that Maslow’s hierarchy is too rigid, where self-actualisation seems to be an impermanent state, pushed aside to serve lower orders of individualistic needs during times of war.
While space tourism exists in peaceful and collectivist markets, the black market for small weapons, which accounts for 10-20% of the global arms trade
, is virulent during periods of civil unrest and segregation. In 1993, for example, it has been estimated that black market sales to Bosnia exceeded $2 billion
. Ironically, post-war periods cause a surge in illicit trade, such as the breakdown of the Soviet bloc, where many surplus arms were sold on the black market
. Even affluent and peaceful countries, such as the US and UK, where there are more stringent laws against firearms, traffickers still smuggle arms overseas
.

Levitt’s standardisation is applicable in this instance, as although the majority of wars are based on cultural differences, their fundamental, albeit destructive, solution is the same globally. This also means that guns do not need to be adapted to suit cultural tastes, and since all countries are either warring, recently emerging from conflict, or at peace, there is a continuing global supply and demand of illegal firearms. Through the fundamental need to destroy each other, the black market for small weapons is an exemplar of a standardised product uniting the world through a global market segment.
Oshry’s theory of oscillation also effectively describes the peculiar relationship between the supposedly collectivist industrialised markets and less developed, individualist countries, which are simultaneously in collaboration and in conflict with each other. Although Coke and McDonald’s caused a societal shift in their own markets, from collectivist to individualist, the industrialised countries, in aspiring for collective goals, have caused other countries to become more individualistic, but for which the former have themselves resorted to individualistic actions. The systems are interrelated and cause each other to shift back and forth between various states of collectivism and individualism.

Maslow’s hierarchy is a less effective framework for understanding the situation. Although it correctly predicts people in countries at war will seek to satisfy lower, individualistic needs of safety and survival, and are so more likely to purchase guns illegally, the supply stems from countries which are further up the hierarchy. As argued by Rodgers, the framework is too rigid, as it assumes that people are not self-seeking as they near collectivist self-actualisation. It has been shown that people existing in an esteem-seeking, belonging-orientated, or self-actualising society can and will still seek personal gain by taking advantage of the available supply of unused weapons, which, in turn, exacerbates segregation and reinforces lower level needs in other countries. 
Conclusion
People are complex and socially-constructed beings whose needs and desires change with what they already have and what others have and say. Levitt and Douglas’ strategies of standardisation and adaptation have proved useful in understanding the initial successes of Coca-cola and McDonald’s, but these frameworks are ill-equipped to deal with changes in the market. Kotler offers useful suggestions to marketers to help them predict the future, but it is Oshry’s “Power Lab” experiments and Maslow’s hierarchy which provide identifiable frameworks in describing and explaining the shifts in societal patterns.
Maslow’s hierarchy explains how people seek to belong and hence buy strongly-branded products such as Coca-cola. Maslow also shows how, as lower-level needs are met, these are replaced by higher-level needs, resulting in people seeking to stand out and hence avoiding basic products they might once have chosen. In order to reach different needs, Coke have responded by targeting nightclubs where people are less price-sensitive as they seek higher levels of stimulation.
Cultures also resist wholesale change, particularly in religious and other core elements. McDonald’s have recognised this in their adaptation of their basic formula for local tastes.
This essay has shown that markets are inherently unstable in the way that Oshry's experiments demonstrated how attempts to force social stability lead to catastrophic change. The Marxist ideal of a collectivist state of self-actualisation that would be required for mass space tourism to be possible, for example, is too unstable to maintain, while the continuing supply of and demand for guns for black market causes interdependent societies to oscillate. 

In conclusion, whilst cultures may converge to some degree and for some periods, the effects of human complexity and time lead to instabilities that marketers must follow as much as they attempt to contain.
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