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Preamble

M/s Setia Shd Bhnis a leading furniture manufacturer of over to atéxs. Being oblivious to Brands, he
offered his products of fairly high quality to ldastomers as an unbranded supplier with good aaweptbut at
fairly average pricing. Suddenly the threat of llesting into the markets of long standing struak thiard,
equivalent quality, higher price and higher probgbof sale for merely the concept of good accapes by
customers due to the international image. For ggot@e time, he could not comprehend the logic,sboin
contended to the whims of the market. His plangdaglobal even in the Asian regions was bafflinghas
recognized that the Brand building operations veastly and long drawn and his volumes did not fustiese
expenses. His major competitors started becomipgligus to Ikea, and there was strong threat thatight
lose out to them who were discreetly getting suateg brand patronage, apart from costs reducti@ntdu
volumes borne of his role as a supplier to Ikéee dptions left were bleak, join the victimized Bamagon and
be another supplier losing out on the major idgritiat he enjoyed in his small circles (region)egpand by
large volumes, and enter the global market buildamginternational brands, perhaps on selected Henic
markets. Being a challenger after much deliberatiand analysis he struck out with an idea- hatniilar
manufacturers team together and build a commondbttzat would take on international competition head
and also extend the market to international sh@eddeal concept but difficult to conceive in diged action
plan and almost impossible to coordinate amongsthétterogeneous variety of the SME unbranded sector
Having no option, he decided to venture into thésv phenomenon called consortium Branding. Thia is
purely conceptual paper with minimum reference ticlas published though sufficient reference haerb
made to validate the originality of the idea, letted companies wanting to empower the trade esna player
and create competition to the MNCs and large uding corporate, an e- mail to the author for diedaplan
of action on their specific activities. These refares and experiences would be shared in simijzgrpdater
for the benefit of the victimized SME sector, whibli numbers constitute a substantially large figane
socially is highly relevant in employment generatibalanced development and equi-distribution cdltirean

d the economic prosperity. Let us review the pres&rket scenario and the role of the SME sector.

The present millennium is one of Branding and Nekivmy. But who would network with a SME sector, and
who would bear the high costs of branding and db#we costs in the pricing. However this needs ddee.
MNC'’s are exploiting this gap by outsourcing ananfthising where a few number of competent and
enterprising units subject their capabilities toremmic whims of these principals form where theg oaver
grow independently except perhaps in revenue (fbp@mance is as expected by the MNC). How doesSHM&
break this monopoly and optimize on the opportur@gnsortium Branding? But what is this? In viewtlod
non clarity of this topic, it is felt that the ceemt be defined to the extent possible, before lsgdhe issues
related to optimizing on the strategic tool of amism branding. Branding is a well known and debat
concept and is not elaborated at all in this ati€lefinition here is fairly general and would Beater as one
peruses the paper but would have full impact onhgnvone attempts to use this tool for strategieriege of
their offerings with other like minded SME unitsiftvcommitment beyond themselves for collectiveajodor
which purpose the paper is addressed.

1.0 Definition of Consortium Branding.

Consortium Branding is the collective (common) branding of a groupestterprises involved in similar
product or service categories or objectives to kenabteam oriented approach to the value additiwh &
collective distribution of costs while building therand an extending the market through a profeasion
marketing plan and brand building strategies péssib virtue of distributed costs. Therefore a sét o
assumptions are felt to be the underlying factdrthis concept that would empower like minded umiith a
clear understanding of this concept and a long fe¥rapective adapt to the same.

Thegenesis/ assumptionanderlying the above concept:

a) Branding is an important tool of getting the rigtgtatment (premium ness) of quality products amd ca
be cultivated with a professional approach.

b) Brand Building is a fairly costly effort and needspecial professional skill of development. Small
scale units cannot afford the costs of Brand bogdior they have or afford the expertise needed for
the development.
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c)

d)

f)

The brand value is determined by the performandbetbrand and as such entails a well distributed
network and high volumes and greater awarenessstablishing a greater value, which would not be
possible by small enterprises with low volumesatieely) and few networks, while in a team based
approach as above would add tot eh value of thedtead hence benefit form the same.

Efforts in collective Brand building leads to loweost due to sharing of resources / capabilities
procurement and distribution) and non repetitiontloé learning process which each enterprise
individually would have incurred. Hence willingnetss adhere to a central coordinated approach is
essential and beneficial. Centralized pool of kremge, procurement, services sharing, knowledge
sharing would empower, clarify and ensure the néedguirements of quality performances without
taxing the enterprises in its efforts (except caamue to some minimum expected standards).
Franchising enables a franchisor to take advardfe lower cost and poor

negotiation ability of the unbranded producer, Ensusceptible to termination as per agreed nooms (
on poor market results), while in consortium bragdihe efforts are to upstage a common / uniform
product with a well developed Brand collectivelppioted, and termination would be determined by a
collective group of like minded team members andckeneeds proper justification or rationale for
being dropped.

Consortium Branding focuses on a team approackwdpment, while a new brand is being
developed or in a brand building program, unlike ifnanchisee, where the starting point is a proven
brand with no role by the franchisee except compksand hence poor returns.

2.0Requirements of Consortium Branding for Success

a)
b)

0)

d)

9)
h)

(Key Successful factors).

Quality Standards Maintenanceon a professional basis.

Centralized (cost effective) procurementvith a framework (panel of vendors, reporting systetc.)

for short term procurement.

Common use of (Special) Resourcdike knowledge database, manpower database,dufcss like
ERP under ASP mode, regulations compliance mode) et

Common Brand Building initiatives centrally decided in consultation witle advisory / marketing /
consultancy panel, where the positioning Strategyniform and centralized and the Marketing Mix
costs are distributed through a shared approach @smmon marketing agency on predetermined
terms.

In Services sectoicommon layout working principles, customer satisfaction levels and system of
delivery, and of monitoring performance would bel@raken.

In many case€ommon R & D, Product Innovations, Event Management Promotion, are worked
out on a shared platform with special incentivestie innovator.

Common storage, distribution / transportation mechaism, testing and certification, would be
undertaken wherever applicable.

Selection of amdvisory Committee for the above consortium Branding who would be with a
common consensus amongst the various playersi¢ipartts on a democratic basis. Mentors for the
member units (either a common one or from a paisefdvisable to expedite the success of this
scheme, but the mentor needs to be briefed ottrisept well in advance, so as to avoid conflicts o
arguments/ differences later on.

3.0 Advantages and Benefits of Consortium Branding.

Some of the Major Advantages of ConsortBranding are:

a. Fairness in getting valueto the SME units, higher value premium ness) ferafferings
(products/ services) and better recognition af thie market place.

b. Quality would by default beonsiderably improved an a monitoring mechanism would be
developed as an integral part of development.

c. Distribution of costs and benefits of branding unibrmly (or parre passu basis) would
make per cost of unit lower and relative value bigh.r.t existing resources and efforts of the
enterprise, which would be considerably reduced.
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d. Having a common Research and Developmemfforts or organization would be easier and
possible (beyond the scope of individual SME unitsank financing with Corporate
guarantee (of the total group in that offering sectvould enable reduced psychic energy
needed by the enterprise and processing of loatisbanefits would be on better terms as
well.

e. Adding on new memberswould be as easy as franchising, as long as manalperwilling to
proactively abide by the policies determined bytdeam collectively.

f. Leveraging the Volume gamethat may enable cost reduction in materials, @siog,
administrative overheads, IT costs (SAP/ERP) étmdertaken as a team.

g. Experiences can be easily shared if open mindegdlpeve team members, so thatcand
Knowledge Management createdwould ensure reduction of unnecessary duplicatibn
process / steps.

h. Collectively H.R. policieswould ensure better unit support, which othervhiampered SME
contribution considerably.

i. Product Innovations could becentralized (and born of a team effort)and exchanged
views with due protection of legal infringementsotected by a mature group and by
establishment of trust in the above body.

j. Brand extensions and Professional launcistrategies could be would be worked out at a
much lower cost and far reaching effects as inelagctor, so that level playing field effects
can be enjoyed by this SME sector as well.

3.1 Drawbacks of Consortium Branding for the SME sctor.

1)
2)
3)

7
8)

9)

Is very demanding in quality, expectations of perfance and timeliness.

Needs a team effort and substantial coordinatingreyst heterogeneous enterprises.

Acceptance of the Brand depends on performancieeobterall offerings over a reasonable period as
no one company has an established credibility cecor

Is a relatively new concept and no past experiéméeverage on.

Strategies expected would be in lien with Corposaigtor.

Brand per se has no value and units which re memhben they dispose of the unit may not have
claim at least to the rights or title of the bramscept as agreed upon earlier if it is validatetha
time of renewal.

Is dependent on the performance of an outside mermbesmarter units may have to compromise in
the larger interest for the group.

Is for units with long term perspective and missiahich generally is not commonly found in SME
sector.

Would be invalid when the unit becomes big andtbaisolate itself or withdraw from the team and
work independently.

10) May need different strategy for different produsefvice or offerings and hence needs a soundlbvera

Marketing strategy.

4.0 Challenges of Consortium Branding and Strateggefor handling

them.
Challenges of Consortium Branding. Stratgy to Handle
the challenge.
a) Forming a team of like minded Offer suitable incentive and

entrepreneurs coming together for Regulations while promoting

collective benefits. the Brand

b) Having it well networked around a Set a system of Democratic

standard policy and procedure thatvVoting of Management under

may be collectively beneficial and an able adviser/ mentor or
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may not be individually liked by patronacceptable to attertain segments of the team or group.
members by virtueof his

reputation

¢) Maintenance of the quality as expeciédrd Party Inspection for

by the Brand and working outa  Accepting for Branding and a

common marketing and Brand stratéjgid standard at that.

all that would be acceptable by Also having regularly the

right training programs.

d) Allocation of orders received if by By virtue of who initiates or

the Central body may be looked upworks on the market

as politically motivated or developmeand building

individually favored. of the brand

e) When the going gets good there riyve a regular democratic

be a powestruggle for control system of decisianaking

or a greater say, not born of and poweAllocation pre

professional / rational views or  determined and sound and

consideration. rational / reasonable.
g) Product Extension strategies may Have a sound basis for
looked upon by the non leacance oproduct

progressive as exploitation of  development and extension

opportunities or use of the commatrategy that is transparent

brand without adequate returns to &nel ethically governed.

Team

h) Market dynamics of a wider group Have this handled by a

to make them update / State of therofessionabody, acceptable

Art especially at the SME is to all or governing the
challenging as it involves marketing strategies for the
attitudinal changes common good.
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Camsortium Branding in SME Sector.

5.0 Franchising and its Drawback for the SME Sectar

1) Franchising is an identity established by followmits of a Master /Principal who offers
technical support, Brand name, Management Syst&ategy and service support over a
selected area of products and services and algpamic zones, which may need restrictions
of entrepreneurs capability in conformance to theug/ principal, which an innovative high
risk profile enterprise may not be keen in adaptmgresulting in a skewed growth in the
SME sector opting for franchising.

Franchisors may be beauraucratic and demandinggingeghem to quit if the performance is
not appropriate (as per expectations), leadingcfresees to lose all their efforts over a name
which they have limited ownership to (only w.rrhé and space) and hence may frustrate the
enterprise so treated.

Would be having the effect of efforts for a thirarty with no assurance of individual growth,
and hence self reliance is situational and not ipgrerformance based.

Restricted in individual self expression and henogé sporting enough for the ambitious
entrepreneur.

Restricted in product range, geographic zone efoeniding on the interests of he principals.

2)

3)
4)
5)

6.0 Difference between Franchising and Consortium®nding.

Consortium Branding Franchisig
1. Common brand(s)for a group of SME 1. One or more brands thatbelong to a major
units. May be collectively branded by the corporate or an MNC, being supported or built upg
team member units and their success by all the franchisees for the advantage of the
depends on the team efforts and Corporate or MNC.
coordination.
2. Interests of th6&ME’s. Premium nesgo 2. Interests of th€orporate or MNC and
the price offerings, subject to their quality compliance to it is expected by the suppliersirgil
standards and the product specifications|b&hich they risk termination with no further gainedu
in order and good aesthetics developed alsnthe Brand.
etc.
3. Joint participation by all team members
(democratically) on development of the | 3. Outsourced itemsoperating as suppliers to the
offerings and Brand building. corporate and hence any type of participation dogs
no extra good to SME except perhaps further
4. Owner may be the Marketer or Brand orders..
builder, a professional (preferred) or one
of the leading unit amongst the team 4. Owner is the corporate or an MNCwho have
members. built the Brand or bought it over for a nominal fee
and developing it at the efforts of SMEs.
5. Professional approach to Brand building
and Marketing and hence the need to
coordinate with all member units for 5. Professional approach to brand building by a
success, motivating them and training Corporate team, who acempetent and
them to quality and brand experienced in Brand building and the use of the
Consciousness(A challenging task even | franchisees to ensure the samend would discard
for strong professionals.) these franchisees for unsatisfactory quality or
maybe whimsical reasons if quality is good.
6. Generallyregional and national brandto
be upgraded to international Brand.
6. Could be at all levels. Bubrmally
7. The brand hat be created,for the international brands, otherwise the franchising
SME’s and hence needs motivation, may not be that attractive.
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coordination, consciousness and

commitment of team work. 7. Has beenlready developedoy the corporate for
8. Accesses all category of products and | its growth and development and needs to be
basically this would be Brand maintained with the cooperation f the franchisee.

Organization or a professional body /
team, whose core competence would be| 8. Restricted to objectives of the company andsafea
positive to the SME group being developedf operationgevolving around the core

wit a (branded offering) and also be cost| competence Generally not delegated to the
effective franchisees.

9. Marketing andBrand building costs be
distributed across units,the fees and
royalties could be claimed for the
premiumness created (which has benefited
the SME units by increased revenue and

profits). 9. Marketing costs are absorbed as is their génera
costs and the premium ness adds to the company’s
10. Financial Muscle b&unded by SME revenue and increased profitability as a routine
member units (preferably Govt. agencies| marketing effort with the support of these
or distributor network) on suitable independent and non beneficiary franchisees.

allocation of resource or turnover basis.
They have rights to the value of the Brand
in the event of a sale or extensions if 10. Financial Muscle is goo@.osts are funded by
worked out suitably. the Corporate owning the Brandor shared with
all the franchisee . agencies or distributor nekwor
(but with benefit to franchisee only for the periafd
the arrangement) of the principals and maybe
borrowed from Banks due to the reputation.

7.0 Key Steps for Consortium Branding.

a) Build a strong team of entrepreneurs with soctisciousness working beyond their unit’s intexeish
greater platform/ perspective and committed tostheng cause of Consortium (collective) Brand bogd

b) Work out a system or environment conducive ghlperformance with innovations as the focus, watjular
meetings for planning and review and coordinated lmpre steering committee that is strongly takemwith

the above strategic objective.

c) Have a good networking arrangement between thmbrers and the suppliers and distributors as veell a
stakeholders and customers so that interactiviginiple and hence would be high and fast.

d) Decide on quality standards, common Brand naomg, trade mark (if applicable) and the requisite
standards that needs to be complied with and sednupvaluation team to monitor this performanceaby
professional (unbiased, uncompromising team). Conicate this through a special meeting for the psepdf
possible encourage and obtain collectively 1ISO 9@IM1 and other related professional standardsevbe
applicable.

e) Finalize on a professional team of ASPs, Leagdlertising and accounting firms, vendors etcjestilio
common acceptance. The purchase should be forhb&evot, whole delivery and payment to be indidtto
enable optimal planning, best purchase price andred costs | all above services.

f) Develop a Brand name, a positioning statemene (for each segment and offering if necessary camhymo
accepted) and create / formulate a detailed Brasldibg plan. If necessary conduct a Market Rededoc
assess the acceptability of the offering, the braache, the acceptance of this consortium produdtthe
increase in prices and the critical factors indhecess of this launch/ development of market.
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g) Implement the above plan in coordination wite thember units clearly reviewing the outcome ewveonth
and quarter so as to continuously improve on tferiofys, Brand extensions, and the team work.

8.0 Comparative Examplesof Similar Team ventures (where Corporate Brandingalso benefits) like
Cooperative Societies (collective performance) buthich different from Consortium Branding (TM) and
their relative advantages and disadvantages

a) Cooperative Society and Its Advantages.

Cooperative Society is promoted by a team of liked®ed people operating on demaocratic principle rosa
specified objective of collective enhancement demfigs through production, distribution and maihgt
(Brand Building) of any product or service, whergiygfits are enjoyed by the members to the extétheir
membership and dividend declared by the board laeid tespective performances are restricted bylagigns
of the cooperative society. Membership of Socieapnot be traded in the Stock Exchange and no meturn
except the dividend would accrue. This is becaugeadne Trust and Goodwill and service and notetyeof
commerce. An excellent example of a successful @oative Society is Gujarat Milk Cooperative Fetiera
(located at Anand in India), which revolutionizét taspect of making milk to almost all while ensgrthe
profitability of the provider. By regulating the Hisupply into a disciplined manner, they promotedery
successful model of Cooperative Marketing of hooklitems (related to milk), which apart form ciagt
employment for thousands of agricultural (farm) plepalso to substantial urban people and genereg¢adth
and sufficiency (adequacy) to all in Gujarat anddmee a working model for the cooperative sectoijgatlL
Papad is another successful organization workingimilar principles (in this case a simple iteneliRapads —
a home food) which ahs exported substantial amolit$ offering to the foreign markets (NRI's abd)aHere
again no one is an owner or adequate ownershiptednexcept a recognition of worth/ contributionthe
founder or the organization and proportionate resuihere is no rights that is transferable omigilale value
added to the offering in the team efforts, thougdgmt work of infinite number of non identities betditated to
a cause, have proved to be mightier than an MN®, egmnot handle this type of offerings in view lodé thigh
labor content and low value of the offering, negdioordination of a very high caliber and would poive to
be cost effective to the high overhead sectortlieelarge Corporates or the MNC'’s.

However in Consortium Branding the ownership af tmit producing the offering the lies with the uadt
owner, he is actually participating as a memberaofroup offering a superior Branded offering and is
compensated adequately through the premium nestseabffering and the identity, getting a betteremawe
through a marginally increased efforts. The legatus continues to be as before (any of the piiegaibcal
entities say proprietary or partnership or priviateited — Shd Bhn or so) and could be transferredf e
owned the entity except that the Brand rights wazitter rest with an independent company workingtbe
strategy and the system and risk of this, or a temder amongst them that have initiated the pscesa
Government body working out a developmental rotetie SME sector or collectively through a memoeantl
understanding that govern the working arrangement.

Through Consortium Branding , one could expandduimain / status by hard work, extend his product or
market his offering and leverage the Brand as ddefihdy him, and also be creative and innovative he
well protected by the group that recognizes theskgrants adequate compensation, rights and legaqtion
through appropriate agreements. He could enjoytémium ness without much efforts except that nédde
developing his business and monitoring his growtbfgssionally. In a Cooperative Society the members
collectively won the Society and nay individual damest more financially or in efforts would get remn pro
rata basis but he has no independent rights angemnotitted to promote anything in conflict with timerest of
the Cooperative Society. In the Consortium Brandifague of the contribution and not volume is theely
determinant in addition to the independency of smedividuality that one would enjoy.

Examples of similar opportunities to Consortiumtgiig efforts include:
a) TM -NET is an excellent example of a widely distributed ancepted network of mini units networked with
common branding but with no individual rights exc#at of the principal’s agreement terms All retaitlets

having specified area in select locations (als@ifipd) and quality standards (consciousness)érstirvice are
entitled to tap (use) the Brand as a distributar emjoy the commission privileges that govern #ilationship
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for marketing the product. Here none of the potimarketing mixes are privilege of the distributout(lthe
principal who ahs generated this concept or bhit brand and provided the technology or offering®y.
example pricing si determined by the various sclearegpackages that is provided and the dealer rivayay
feedback but has no right in the determinationt,obri promotion he is governed by a strategy thatgarent
body and the effect on his outlet may be margimadudostantial. There is none or limited entreprestap in
this relationship except that of an enterprisepiwfits (or returns) on performance basis with ®oualy on his
sales. Similarly the publicity and performance lo¢ Wistributors would add substantial value to TNET
Brand, and when the individual outlets get tern@datue to whatever reasons, they would have omy th
tangible shop with no value for the relationshifthwith customers by hard work or good performanehich
normally entrepreneurs leverage into the next lassin

b) Outsourcing Contracts (Jobbing) are also supporting major branding operations wlee advantage of
being a team member is restricted to operationg with none of the marketing mixes being the peg# of
the SME units, where the premium ness added byiagpeftorts of the units would not be equivalentures,
being only an operations’ performance on contrasidy though no risk of brand building is takenbypthe
SME units (except in maintenance of quality as Higecby the inspection standards of the principdis the
even of the contract getting terminated the suppéieb contractor may even be refrained from pradocor
marketing of these offerings or for being a sub@stbr to others by virtue of their competence tped in
the process. Thus it si evident that ConsortiumaBireg gives the SME unit the distinct identity af Brand
being built and the dignity of contribution to amnentity that is bigger and larger than the indixat] with full
independence in his operations except in the bapdeducts where he is governed by agreements that a
introduced to maintain the health of the relatigpshThe creativity and Innovativeness of the mensiweould
be encouraged and protected while collective ugidon it with individual coasts being low and value
generated being substantial to the group.

¢) CISCO also offers ardmbrella Brand to a wide range of niche service providers / spists, who operate
as the working partner in that respective discglifihey then offer Services or IT solutions undierkanner of
CISCO thereby leveraging the Brand value or referta their respective services and also addingh&
CSICO Brand. To some extent they are like sub egtdrs/ service providers of CISCO. These spetsatigy

be expensive o maintain for CISCO and some of thveurd not like to be bound to companies and woikid |
to enterprise themselves,

9.0 Role of Networking in Consortium Branding.

Networking is the key issue in consortium brandimat adds to the leverage and flexibility and tthessuccess
of the enterprise.

Two types of Networking exists:

a) Internal Networking and
b) External Networking.

In the case of internal networking, one may nogt fipecial team efforts is the key issue wherdattgger
interests of the group is looked into in the ing¢@ the long term needs of the group. The conokptternal
customer could be applied here where each woulé feorand in collaboration with the others in thewgp for
developing a sound customer base for mutual benefit

In the case of external networking it could be wiiward or downward integration or with stratedl@ace of
complimentary competencies and support networlesioptimal manner, so that the customer has a esaml
delivery of his requirements.

10.0_Consortium Branding.a) For the Manufacturing and
b)_For the Services sector with example$ iheir activities.

a) For the Manufacturing Sector.
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M/s SAM Foods Shd Bhn manufactures a specia tfsweet bread for the general public and disteib it
to hundreds of citizens at RM 1.00 per loaf. Withpackaging of value and no brand for recall, hddco
manage to sell around 10,00 loaves per day inrbes a@f operation, namely Penang. There were tem @oits
in Penang alone, with different variants of thealdrenanufactured in as many outlets. The variatioas
marginal to be called differentiated products as & simple bread. Hearing of this new concemtotiective
growth, They met together, under the able guidamckcoordination of Mr. Peter Sam, the proprietat a
deliberated on the following:

i) How can they ensure common quality. A food tembgist working in a nearby private biscuit firnferfed
his services on contract terms and would monitergqiality of the units and approve only products of
consistent quality for branding and based on tintertis as specified. We would take care of breéich o
compliance to this while branding.

ilHow do you improve the packaging and what wdoédthe best one. Sam looked through some domestic a
international brands and go a standard packagingiwite refined in consultation with a specialistin
packaging and developed as standard format thatoalld adapt with minor color variations for diféerces and
to indicate the source of manufacture. The necg$abeling rules were studied and a printer firedifor the
entire tem (common one for all) but accounted fat paid separately.

iii) To ensure consistency of quality they wentfam an ISO 9000. They signed up a ASP for handifrejr
BPR functions jointly on an economical basis. Thiede them realize that bulk volume purchases antiamis
enable volume discounts and greater control, s&ely material that is common for all namely, tloeif, sugar
etc. was purchased collectively on an annual contrasis, delivered every day as per schedule. Hisxy
standardized a web page which heu recreated selyafiat each unit, saving costs and reviewed teldgyo
and productivity systems issues jointly withoutrfeaconcern of mutual competition.

iv) With confidence of a steady growth looming kardhey decided that they should brand their prodic
party was organized by SAM and just as in the cdseaming a baby, all key customers suppliers, tGov
officials, bankers and every member of the tearabrated, while contemplating amongst many optibnsan

on them, the best na me that would be simple, asgcall, communicate the offering especially pheduct
positioning and would motivate target consumerbuy, does not sound bombastic and scare consunezes w
their main focus. Five hames were short listedaduhe few hundreds that floated around that dapgbwith
the spirits. In a repeat party of only memberspranfght later, after much deliberations within tlespective
company, the name was finalized and it was singilert and sweet. This was now to be communicated. S
when SMIDEC chief next visited the locality, apfidm talks and fellowship, a launch of the Brananeawas
organized in a gala fashion. This was preceded@tmived up by press write-ups and advertisemeritis thie
offer of an economical, nutritious, high qualityabded breads for the common folks, so that theynat
denied what the privileged category enjoyed. Coregssnwere waiting for this new offering, and did not
complain that it was a marginal improvement onrtihegular / routine bread. They felt they got vatweduct
economically (as if it was a realization) becanmtersier users (loyalists and heavier users pronipgespecial
menus offering good alternatives to the routinedsach and butter types) and the sales boomedallgitihe
costs of advertisements were equally distributeth whe understanding that from second year onwtrgs
would contribute on parre passu basis / pro raséslud sales turnover. To the surprise of membeigthboring
localities paid the extra transportation to ges gmioduct and franchising requests poured in froetakh and
Johor Baru. One of the leading traders of Ipohtielineed not tke the trouble of manufacturing apiested
Sam if they could outsource to some local manufact{not their present member) and monitor the petdn

at Ipoh and supply them this brand regularly asoh&limers were demanding it frequently”. Nobody eis y
knows whether it is the concept, the publicitye firoduct (quality), the brand or he wave(fad) tieaulted in
this sudden outburst of demand, surprisingly withauiting into the competitor’'s market.

v) Sam was a man of foresight. His part time evgmMtBA program did some trick, and he felt that thiay
soon be overtaken by a smarter competitor or sirtél@am. So he invited all members for tea and veviéthe
performance and raised the issue of building a leng relationship (CRM) with the consumer and tiedi
suggestions form members and was exploring posbibf a partnering relationship (pre-JIT) witretmajor
suppliers. He was also keen on tryfpgoduct innovations”, variants that would have extra regional valud an
convenience, so that one could stay ahead of citiopeeven if from large Corporates and MNC's. Jieven
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contemplated possibilities of exports with highueabariants like dry fruit breads etc. o be popméat in the
Middle East market. The outcome of these meetimgsthe actual CRM schemes finalized are awaite@. Th
thought of having this brand manufacture in Afraaad distributed in the region excited Sam very math he
felt that the dream was not far fro reality and ldocome true one day. Surely the Brand is therstag and
perform. Surely a collective team of SME units barstronger than any large Corporate or MNCs.

A second group of firms manufacturing furniture followed a similar system/ approach to their team
operations, under the able leadershipof Abdullah of M/s Comfort Seat Shd Bhn, and got similar benefits.
They were operating independently but had the sapproach to their team work, high quality, common
systems and a strong brand built. In this case hemenly select group of products were brandedthadinits
were permitted to market unbranded also withouttifigng the source of manufacture. Here a few decls
and interior decorators were roped in as salessadviof the company on commission basis based en th
performance. This again paid rich dividends ang there planning to extend their branding stratetpesiany
other related products on similar lines and agregsne

Truly Consortium Branding has come to stay in the gea of manufacturing and the experience could be
extended to many other SME units for other productsand regions as well.

b) For the Services Sector.

M/s Quick Service Shd Bhnis an auto service which started with tow people gsoprietary concern two
years back and now has grown into a ten man teanthe& name implies through dedicated services to
customers, M/s Quick Services Shd Bhn built upunddase of regular and satisfied customers. Ahdhe
facilities were inadequate, his special attentmmrcistomer’s problem brought many to his worksoider to
capitalize on it he worked out a sound layout amdlifies using blue printing and flow charting heéques
useful for services sector, and designed two teetloptions where the basic essential facilitiestegiand were
homogenous and standardized as far as customecomasrned. This included tyre alignment, mainteeanc
spare parts storage and installation, tyre woiks, dervices for break down etc. and designed autaiyoline
with the size of the outlets and facilities offered that there were nine models, three sizestaee tategory
of offerings. He made this available to fellow uptog auto stores and insisted in uniformity as @congrs
would form a habit of visiting a particular patteshservice and soon become loyal. The team ofugf sinits
over two regions soon started meeting to discusis thture course of actions, taking concrete deeisteps
and implemented it in action.

The first one they addressed wasformity and quality of service rendered so that the customer got the
same level of satisfaction (through consistent higth quality service levels of care and concernalbthe
outlets. To ensure the differentiation of theseugsovs. the other ones (both bigger and smalleg@le a logo
mark and a brand name for each of the categoryfamility status for e.g. The Brand Name was --—xtra
and ------ plus depending on the facilities offeradd they were given a status of A or the largespBefor the
medium ones and C for the smaller ones, were fogrwas clearly differentiated, based on sizéhwih extra
of 510 10 % in each of the above categories.

Supporting services like call facilities, departi@tr/ convenience stores/ tyre re-treading and espaf
Importance, fixing up small urgent features etcrevmade available, and customers were sure of itliregb
pattern when availing of services. He packagedouarschemes based on the market preferences,dika p
lump sum in advance and insurance is also takee-afé People found this very convenient and watu¥ for
Money in view of the quality and cost effectivene$shis proposition.

Like the manufacturers they signed up for the sengectors all auxiliary services like ASP (for BRP
Accounting, centralized purchasing, quality managein{lSO 9000:2001 etc.) and also regularly updéted
original manufacturer of repute.

He approached through a small term liaison consuliad got an important FSI clearance from the Gowt
commercialization of the ventures (outlets) andiand. This registration enable services to Geetticles for
the branded outlets (an important breakthroughhnSather regions were calling on him and he was/ bus
advising motorists of related issue much beyondstipailated hour, but enjoyed the use and the poipyithat
was being generated..
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Now he recognized the power of the Brand for pestdeted looking at the logo and wondered whethisris

an international representative body or indigenonss. So Brand promotion became a keen issue. He
appointed a cost effective agency and briefed tbethe issues in collection money. How developeityout
based on flowcharting and set standards for seneicels and assessment of customer satisfactioerenh
criteria was set for accepting membership to thenber teams for the sue and display of Brand and. |8g

like McDonalds, one could get common high qualigyvice at reasonable price form these outletsall tie
members meeting regularly to chalk out a continlyoimsproving system / plans for their units). Thestomers
apart form increased flow were willing to pay mared availing a larger number of offered servicegi@w of

the excellent service received in these outlets.

The logo and the Brand picked up momentum andriatemal agencies vied for representation in tbeimtry
(which were in many cases economically strongergaople have to get across many barriers including
language and cultural but logo had no barriers. Ma& issues were of awareness or not and the tatiky

by the main consumers.

With the success of the Brand operations, he wantbdndle auto spare parts as a standard outlet.

12.0 Towards Umbrella Branding and Flagship Branéhg in
Consortium Branding.

Umbrella Branding would be commonplace as a hogiroflucts to be catered to the same market segments
would be getting the benefits of the premium ness laence would be promote under the SME Brand (for
convenience and leveraging). Retail Consortium Bsaeso would emerge and as in umbrella brandgsHia
brand (that adds the main revenue in volume taittig around which the thrust of marketing / salesild be
made. Variations like molecular branding, seed diragy captive branding, vanilla brand etc. wouldeege, all
operating on consortium principle with some flektpiand convenience, differences being on funcliy of

the brand w.r.t consumer utility of the offeringdarelationship to the unit. However all would halie basic
essence that sustain the brand namely, consumeptaoce and identity, satisfaction and value foneyoor
lifestyle related, easy availability and top of thend recall, reflection of the positioning of tbéering, and all

of these handled to optimize the relative meritshef branding efforts and offerings and in thisecks the
benefit of the group / team as a whole.

13.0 Leveraging SME competencies / competitive adviages
through Consortium Branding.

We have to note that:

1) SME sector is an economical sector and thus car tata larger segment of the market, who
maybe otherwise denied of the offering.

2) Quite few times the SME offerings are found taakegood in quality as the MNCs and hence it is
advisable to save on money by tapping on offerioigeeliable SME units, even in outsourced
supplies.

3) SME can adapt to the respective region and lo¢ahtson rapidly and without much costs of
modification or change over. In this competitiva,espeed is an essential parameter, and this is a
distinct advantage of SME sector, making guerillarketing for them very effective. Further in
service this is more personalized than any largsevercoming any likely lowering of service
levels.

4) SME sector units work beyond regular timings andckeflexibility may be more convenient to
the consumer for routine quality requirements ef¢bhnsumer.

5) Many a time there is more choices with the SME tinasiferings of large sector, and is more user
friendly as SME do not always use or make hi téeims that appear useful but is soon found to be
inconvenient. Service Centers are generally castlyelayed in performance due to the number of
such service outlets are few in number and nornaiditant from most of the consumer.
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6) Many more issues like the above gives SME sectbstinctive advantage over MNC’s and large
corporate which are lost out either due to in atheypidling of the market or lack of brand that may
have greater credibility.

Thus with a properly handled consortium brandinthait much changes in cost either there would be
an increased market or premium ness could be tappetigher (but affordable) basis of pricing.
Dealer margins and transportation (many a timeafipolicies like taxes are also lower) are also low
and hence the overall costs of these offeringgphemomenally low as compared to the price of the
larger sector for the same standard of quality.

14.0 The Future of Consortium Branding.

As Branding is becoming more and more important andrder of the day, and with the costs of
Brand buidlign increasing every day, with adequateouragement by the Government towards
entrepreneurship, with people recognizing the wantd freedom of entrepreneurship (with more
professionals stepping in) consortium branding, wire full force / takes firm roots, would be the
order of the day. More so as people have noteciisdly that the large corporate are only branding
having outsourced to SMe sector and monitored tiaity. Hence with a well organized system of
team operations, well worked out agreement, netingrkproven quality standards in SME sector, one
sees consortium branding as a low cost optiondddtge corporates’ efforts and may soon result in
these teams franchising their offerings (or outsimgy) outside their region and operating like their
MNC competitors, if the heterogeneous aspect oESivhoothens out through professionalism into a
homogenous body of like minded and dedicated temoef

We have noted that ASP (Application Service Pronggéor use of ERP and high tech systems, share
IT resources for SME sector, information databagedine ones) paid on usage basis, and many
common utility services shared together of SME @ahave been successful and are the order of the
day to enable cost effective solutions to SME gecidhe complexity of Brand building, the
willingness to stretch beyond oneself in the coiecinterests of the team, the lack of willing s¢s
have a long term perspective (due to the surviyatilome attitude and emergencies in SME sector),
the inability to team play, and the non loyaltytleé price conscious consumer segment of SEM sector
has all delayed in the implementation of this cqhoaf consortium Branding. However with the
recognition of the quality consciousness emergingal the SME sector, and the upcoming era of
Knowledge Management, Value offerings are carefsdljutinized and the real worth of the Brand is
looked into by the consumer (not willing to pay mhan felt fit) to segregate the hyped Brand$ef t
MNC'’s from the real ones, and with connectivity lelivag direct relationship to manufacturers and
service providers with the consumer, who prefecgpadvantage (Value for Money proposition) and
for fairly acceptable level of quality, consortilbranding offers a promise to units that can stgmtbu
the challenges of the team work and the brandifgrtefand collectively deliver this promise with
high accountability to the consumer. Substantialti@ns of consortium branding would emerge, with
well differentiated offerings and opportunities leverage these other offerings with consortium
branded products based on creative and innovatbilities, maintaining the desired degree /
independence of entrepreneurship would be the arfiehe day giving a strong challenge to the
MNC'’s and the large corporates.

Prof. Dr. M.V.Shetty and MohdNor Ismail are full time faculty in the Faculty of Management
Division (FOM) of MMU, Cyberjaya, and involved with generating innovative (creative) and Sate of
the Art Management approaches to the SME sector and entrepreneurship development with a specific
objective of regional balanced growth and prevention of undue exploitation of opportunities by the
mighty unless born of a real / sound basis. We invite like minded professionals to share their opinion
and suggest their views and experiences or referrals (for study) by emailing queries to
shetty@mmu.edu.my or mohdnor.ismail @mmu.edu.my.
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