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I Whafs a good product image worth? Philip 
Morris' Mdrlb^orhan could be worth as 
muchids il& Million. 

Here's one tough 
cowboy 

Gcocgc rcnttndcs 

Y1 ou CAN TALK all you want 
about "marketing revolutions" 
and market fragmentation, but 

the hottest thing in selling today is a 
three-decades-old campaign and prod
uct: Marlboro's red-and-whito goo-
metric packaging—it's been the tame 
since 1954. The brand docs not try to 
compete on price, and the tobacco in 
it, though high quality, is no more 
expensive than its competitors', 

Still, this single product accounts 
for 28% of Philip Morris' $25 billion 
in revenues and brings in more than 
half its operating profits. On revenues 
of perhaps $7 billion, Marlboro last 
year netted a nice round $2 billion in 
operating profits. In a market crowded 
with more than 250 brands, it sells 
nearly one pack in four of cigarettes 
consumed in the U.S., and its share of 
the market is growing. The appeal is 
global: It would require 5,000 Boeing 
747s to carry a single year's produc
tion of about 280 billion Marlboro 
cigarettes. 

So extraordinary is Marlboro's pull 
that, since 1980, it has averaged more 
than 3% growth in this country at a 
time when the $33 billion cigarette 
industry has shrunk 1.5% to 2% a 
year in unit sales. 

This remarkable success didn't just 
happen. Philip Morris Chairman and 
Chief Executive Hamish Maxwell re
calls: "When Marlboro was reintro
duced in 1954, Philip Morris was the 
smallest of the six major tobacco 
companies. We weren't |cvcn| the 
first to introduce filtered cigarettes, 
but wc saw the opportunity," That 
opportunity was the change in con
sumer preference from nonfiltcr* like 
Lucky Strike and Camel to filtered 
cigarettes. Today nonfihered ciga
rettes arc only 6% of the U.S. market. 

"Our success," he goes on, "was 
that much more remarkable when 
one remembers that Marlboro was 
initially introduced in 1924 with both 
an ivory tip and a red tip marketed 
primarily to women." Thirty years 
later, when Philip Morris rclormulat-
cd and repackaged Marlboro, the 
brand was selling a paltry IS million 
cigarettes annually. Then tUc best-
selling brand in the U.S. w«t.« until 
tered Camels—81.3 billion butts A 
year—with a 22% market shaie. 

In an era when consumer tastes 
swing on small differences—as often 
as not, differences of image father 
than of product—Marlboro is a pure 
marketing success. The product has 
associated itself with an image (4 al
most universal appeal: the cowboy in 
his red flannel shirt and suede Vi»t on 
horseback, looking serious and profes
sional, a couple of guys breaking hws 
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%G jprj awaking in the bunkhouse or 
just^enjoying their solitude. No spe
cial* effects, and no fancy dialog—the 
Marlboro Man never talks. 

The, sales growth has come despite 
the ban on TV advertising here and in 
many foreign countries. In fact, Marl-
bord'probably profited here by the TV 
bait'Its image and product were well 
kjrfown, and it had already gained a 
l̂ rge market share. Those who suf
fered most from TV bans on cigarette 

^advertising were smaller brands—and 
new product introductions. It is so 
hard to launch a new cigarette suc
cessfully that since the TV ban started 
inthe mid-1970s, only Merit> another 

'FlfllirrMorris product;' hacs-exaerged as 
a major brand. 

But how do you keep market share 
growing when you already have the 
biggest seller in a market -and are de
nied access to television? The'afiswer 
is line extension—marketing jargon 
for variations on the product. 

For Marlboro the cowboy has 
-worked remarkably well in line ex
tension. In 1958 a softpack was added 
to the fliptop line. A menthol was 
introduced in 1966, a Marlboro 100 in 
1967, Marlboro Lights in 1972, and in 
1985 Marlboro 25s, which have 25 
cigarettes in a pack. Marlboro Lights 

'100s in a box—a separate category 
-because of its packaging—sold almost 
4 billion units in 1986/ is growing at 
17% annually and already generates 
$125 million annually. 

All that, thanks to that cowboy im
age. "What we're doing is keeping the 
brand modem by line extension, not 
changing the basic product," says 
Frank Resnik, president and chief ex
ecutive of Philip Morris U.S.A. Says, 

Sanford Bernstein analyst Marc Co
hen: "The only category where Philip 
Morris is not doing well is nonfilters, 
which is me fastest-dedming catego
ry of cigarettes." 

R.W. Murray, president and chief 
executive of Philip Morris Interna
tional, explains: "The cowboy has ap
peal to people as a personality. There 
are elements of adventure, freedom, 
being in charge of your destiny." 

SruUy Blotnick, a FORBES columnist 
and market researcher, recently con
ducted a study (1,546 individuals; 930 
American, 616 European; median age: 
33; median income: $36,000) of ciga
rette smokers to leam why they pre
ferred Marlboro. / i S S*:^<
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Blotnick reports that^ Americans 

tended to express their preference in 
terms of product quality: 'Two repre
sentative replies: from a corporate 
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lawyer (male), 35, 'They're suonger 
than Camels, which I also tried, and 
Winstons, which have a smell I don't 
like.' A 42-year-old entrepreneur 
(male) in the electronics field: 'When I 
inhale them, they make my lungs feel 
fuller than with any other cigarette.' " 

But Blotnick thinks that this talk of 
product difference is a rationalization; 
it is the image that attracts most of 
the customers. Says he: 'The proof is 
that when we offered them Marlboros 
at half price—in generic brown box
es—only 21% were interested, even 
though we assured them that each 
package was fresh, had been scaled at 
the factory and was identical (except 

-for the different packaging) to what 
they normally bought at their local 
tobacconist or cigarette machine.", 
How to account for the difference? 
Simple, Smokers put their cigarettes 
in and out of their pockets 20 to 25 
times a day. The package makes a 
statement. The consumer is express
ing how he wants to be seen by others. 

In a sense, the brand image often 
appeals to the socially insecure. Says 
Blotnick: "They use the cigarette as 
part of their wardrobe, the way some 
use costume jewelry or a watch." 

Interestingly enough, the macho 
cowboy image works equally well in
ternationally, but for somewhat dif
ferent reasons. Abroad, it tells much 
about foreign attitudes toward Ameri
cans and the U.S. Foreigners associate 
America with the cowboy image, pri
marily because of Hollywood west
erns. There is something in all this of 
foreign ambivalence toward America: 
simultaneous admiration, envy and 
resentment. Marlboro seems to elicit 
the admiration rather than the envy. 
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Thus Marlboros remained 
the number-one-selling 
cigarette in Panama at the 
very time agitators were 
turning out demonstra
tors to scream about U.S. 
Canal policies. 

Blotnick's research 
showed that the Europe
ans were more candid 
than Americans about 
buying Marlboro for im
age rather than for prod
uct quality. Said an archi
tect, 29 (male, bom and 
raised in Munich, now liv
ing and working in New 
York), "If Americans want 
to be chic like a European, 
they have to buy a Mer
cedes or BMW. For us, it is 
easier; all we have to do is 
smoke Marlboros and 
wear jeans." 

Many of the Europeans 
admired the U.S., even 
while criticizing its for
eign policy, and wanted 
eventually to immigrate 
to this country and find a new home— 
and success for themselves—here. 
Smoking Marlboros is a kind of psy
chic downpayment on achieving that 
American dream. 

But isn't cigarette smoking in ter
minal decline? There are 
reasons to doubt it. Medi
cal research shows nico
tine has alerting effects on 
the brain and, simulta
neously, a relaxing effect 
on the body's skeletal 
muscle. The combination 
appeals to the socially hy
persensitive people that 
smokers are, and it is one 
that the majority of smok
ers surveyed say they 
can't get from any other 
readily available over-the-
counter product. The nic
otine in cigarette smoke 
seemed to sample mem
bers an ideal mixture of 
Valium and a candy bar. 
Dangerous? So is fast driv
ing, drinking and skydiv
ing. But people who know 
the risks continue doing 
all these things. 

Which is good news for 
Philip Morris. Although 
unit sales for two of its top 
brands, Merit and Benson 
& Hedges, are decreasing, 
Marlboro's pull is more 
than enough to offset 
those declines. 

What is Philip Morns 
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Philip Morris Chairman HamisJi Maxuvll 
"We weren't theflrst... but we maw the opportunity 

doing to keep Marlboro going? Watch
ing the sales charts carefully and re
sisting the temptation to tamper with 
what works. Unlike most other major 
marketing companies, Philip Morris 
has resisted change for change's sake. 

Philip Morris' Frank Resnik (left) and R.W. Mitiray 
Redjlatmel mhirts and open range in ISO countrimm. 

It has not tampered with 
Marlboro's original pack
aging. Leo Burnett, the ad
vertising agency that cre
ated the original Marlboro 
campaign, still has the ac
count. "Look at our suc
cess rate. Why should wc 
change?" asks William 
Campbell, executive vice 
president of marketing for 
Philip Morris U.S.A. "Ev
ery year our sales curve 
shows growth. Ask Volks 
wagen if they don't wish 
now that they'd stuck 
with their original televi
sion commercials." 

Where Marlboro has ex
perimented with other 
images—putting the 
Marlboro man on the 
slopes in Switzerland and 
Germany in the late 
1960s—the campaign 
failed. As he has done for 
decades, the cowboy 
keeps on riding to the 
roundup, relaxing in the 

bunkhousc or enjoying his solitude— 
always with a cigarette rakishly held. 

It makes one pause. At a time when 
the average American consumer is ex
posed to 2,000 advertising images a 
day, when marketing people strive 

constantly for something 
new, it's the old-fash
ioned, uw-sluicks cowboy 
who really pulls the folks 
in to buy. 

Thus, of all Philip Mor
ris' many assets, none sur
passes in value that most 
intangible ot intangibles, 
the appeal of the Marlboro 
cowboy. That image is 
worth—what? A rough 
guess would he $10 bil
lion. Why S10 billion-
The company's total mar 
kct value U40 million 
shares at 7°l was recently 
$10 billion Siiki' Marl 
horo accounts lot hall the 
profits and also foi must 
ot the paient s high iciurn 
on cmot v. flic one ptoduci 
is probably woith inure 
than hall the company 

Dependence on some
thing as ephemeral as a 
marketing image has its 
dangers, ol cotuse Hut 
think ol it this way It yon 
were a hanker, winch 
would you rathci have as 
collateral —a lot of obso
lete steel plants or the 
Matthoni man'—|.AT 


