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[bookmark: _Toc256204899]Executive summary
The problem that Brian Alger needs to address is whether it is financially feasible to re-launch the Pop Shoppe brand and to determine how to effectively position the brand so that consumers will embrace and find value in the brand upon reintroduction. Since four companies control ninety percent of the industry there is an opportunity for a new entrant to the remaining ten percent industry known as the premium niche beverage segment. Pop Shoppe should be positioned for consumers over the age of 40 who want a premium alternative that is an affordable luxury that captures the current trend of customer nostalgia. 
Alger should re-launch the brand as a premium brand and engage in selective distribution through a distribution agency. Pop Shoppe would contract production of syrup to a manufacturer and bottling to another organization. Together these organizations act as suppliers and producers. By recreating the iconic glass bottles and five most popular flavours from the original brand we can recreate the recognizable brand consumers knew capitalizing on the brand heritage that is already present while reinforcing the premium image and capturing on the consumer nostalgia trend and “Lipstick effect”. We will focus on distributing to small chain convenience and coffee shops initially in Ontario. Utilizing price skimming will allow us to capture the most price sensitive segments initially, before we move into Costco to attract the next segment. Our promotions focus on samples and trials at public spaces in Toronto, Hamilton, Ottawa, London and Windsor. 
Pop Shoppe is expected to gain a 2 percent share of the overall market within 2 years of launch. 
[bookmark: _Toc256204900]Problem identification
The problem or opportunity that Brian Alger needs to address is whether it is financially feasible to re-launch the Pop Shoppe brand and to determine how to effectively position the brand so that consumers will embrace the reintroduction. (Hart) The main area for concern with re-launching the Pop Shoppe brand is how to position the brand in a way that differentiates itself from competitors who are able to compete on price and brand loyalty since they benefit from economies of scale, wider distribution networks and exclusivity agreements. Alger must determine how true he should stay to the original concept so that he can capitalize on the equity of the old brand with previous users while also making new consumers aware of the brand and enticing them to try it. 
[bookmark: _Toc256204901]Analysis
Brian Alger has many years of experience as an entrepreneur, however has no experience in the carbonated soft drink (CSD) industry and had little knowledge prior to his research. (Hart)  Implications of this are that for Brian Alger to successfully re-launch the Pop Shoppe brand he needs to start building relationships with suppliers and distributors in the industry so that retailers will stock his product. As well, Alger has a limited amount of capital, no employees, or warehouses to store the soft drinks. A small network of suppliers in the CSD industry can support a small start- up brand like his and therefore, he must consider hiring a distribution agency that can handle the warehousing and sales of the product. (Hart) The benefit of the agency is that it allows Brian to work within his operational constraints, but it does cut into his margins, as he will have to pay the agency. However, it is not guaranteed that a distribution agency will carry his product, and he will need to spend a considerable amount of time proving to the agency that Pop Shoppe is unique and sustainable (Appendix 1). 
Alger has invested $1000 to acquire the rights to the brand name Pop Shoppe. (Hart) The brand was well known, and was extremely popular in 1970’s, but filed for bankruptcy in 1982. (Hart) Many consumers still fondly remember the brand and this provides an opportunity for Alger to capitalize on Pop Shoppes’ brand equity.  Consumers from the 1970’s who were purchasing pop are aware of the brand and believe in its perceived value.
Consumer Analysis: Consumers in the CSD industry are seen as highly brand loyal. Larger competitors in the industry spend millions on advertising to strengthen top of mind awareness to maintain brand loyalty. The industry as a whole has seen a decline in demand for carbonated soda drinks as consumers now have a greater focus on health; this results in a greater demand for other beverages such as bottled water. (Hart) However, consumer’s interest in niche beverages has also seen an increase especially with younger consumers. (Hart) This provides an opportunity for Pop Shoppe to capitalize on this change in consumer’s preferences and to establish itself as a unique alternative to traditional soft drinks.
Unlike the younger population, the increasing population of consumers over the age of 40 has shown an increase in demand for nostalgic products from the 1970s and early 1980s. (Hart) Consumer nostalgia benefits firms with more traditional goods as well as niche products. Reintroduced retro brands have great success with consumers appealing to the people who remember the old retro brand while also allowing new consumers to shape the new brand meaning. This provides an opportunity for Pop Shoppe to re-establish itself with previous users of the product, and also reach new consumers who are influenced by old users (i.e. children influenced by their parents).  Pop Shoppe can use the positive nostalgic appeal of the brand to more easily spark consumer’s interest and willingness to try the product. Therefore, promotional activities must focus on making previous users aware of the re- launch. 
Consumers in this industry are also subject to a phenomenon known as the “lipstick effect”. This phenomenon states that in rough economic times consumers tend to indulge in small ticket affordable luxuries to lift their moods. By establishing Pop Shoppe as a premium brand Alger can capitalize on this consumer buying pattern and increase popularity of the brand during economic downturns.
 Competitor Analysis: Competitors in the CSD industry consist of four major firms dominating 90 per cent of the market with premium niche beverages accounting for the remaining 10 per cent. (Hart) The four major firms in the industry include PepsiCo, Coca-Cola, Dr. Pepper/ Snapple Group and Cott Corporation who dominate the industry through top-of-the mind awareness. (Hart) The premium niche beverages including Jones Soda and Stewart’s Fountain Classics are unable to compete on price, so these brands must compete based on a unique positioning appeal. This implies that Pop Shoppe will also need to effectively communicate its unique appeal to the consumer in order to survive. 
Both Coca-Cola and PepsiCo offer undifferentiated products implying consumers choose their product based on a competitive price. This competitive price results not only from economies of scale, but also their advanced distribution network. Specifically, their exclusive deals with food- service and institutional channels are a threat and barrier to Alger when re-launching Pop Shoppe. He will need to find alternative distribution channels that will carry his product. Another competitor, Dr. Pepper Snapple Group focuses on having a strong presence in traditional grocery and mass convenience channels while maintaining a small presence in food service channels. (Hart) DPS Group makes it difficult for Pop Shoppe to enter the grocery store market, as they are able to offer their products at a more competitive price.
The fourth major competitor, Cott Corporation competes as the primary producer of private-label soda pop brands in Canada. (Hart) Cott Corporations strong position as a distributor for retailers of private label brands make it difficult for Pop Shoppe to enter grocery stores as private label brands provide higher margins and grocery stores would rather stock their brand instead of Pop Shoppe. 
            The niche competitor Jones Soda differentiates itself based on unusual unique flavours. Jones soda is positioned as an edgy alternative that grabs the consumer’s attention in carefully positioned locations such as Chapters and Starbucks where competition with major competitors is low. (Hart)  Stewart’s Fountain Classics chooses to differentiate itself as a nostalgia-positioned brand. Owned by the DSP group, Stewart's Fountain Classics has access to a wide retail distribution to supply their classic themed flavoured drinks. (Hart) Both of these competitors are direct threats as they both operate in the premium niche beverage category. To properly compete with these companies as a premium product, Alger must clearly differentiate Pop Shoppe to consumers as the retro alternative to traditional soft drinks with timeless flavours. 
[bookmark: _Toc256204902]Alternatives and Decision Criteria
Assumptions: Pop Shoppe's top selling flavours were displayed in the picture in exhibit 2 of the case which include; Lime Ricky, Cream Soda, Grape, Orange and Pineapple (Appendix 2). (Hart) While Brian Alger does have a limited budget he does have enough cash to afford introducing new flavours, the use of a distribution agency and certain promotional activities.
Constraints:  Brian Alger will face some difficulties when trying to re-launch the Pop Shoppe sodas since he has a limited budget to develop and promote the brand. Alger will also experience limited retailer options to distribute and sell the sodas in. Major pop brands such as Coke and Pepsi have made certain retailers sign exclusivity deals preventing Pop Shoppe from selling their product in those locations. (Hart) Bottling companies also have exclusivity contracts with certain beverage firms to manufacture and distribute CSD's within a specific geographic region. (Hart)
Management Preferences:  Prefers to retain parts of the core brand image in order to not lose the nostalgia aspect of the brand. (Hart)
Decision Criteria: The recommendation must be financially feasible to implement and must position itself in a unique way to be successful. (Hart)
Alternative 1: 
Pop Shoppe will have independent franchises and distribute through these franchise stores exclusively. Pop Shoppe will offer a variety of different flavours and allow their customers to mix and match an assortment of flavours. Pop Shoppe will focus on competing on a price basis and unique benefits. Having the manufacturing process done out of a few Pop Shoppe stores allows the company to maintain a streamlined, cost-efficient operation. This process results in reduced costs for the soda and allows Pop Shoppe to sell their soda at a competitive price. Retaining the use of glass bottles with customers and having them return the bottles and case each time will encourage continued sales when they return to the store.
       	The disadvantages to this alternative is that by selling Pop Shoppe soda solely in franchised stores will require consumers to go out of their way to one of the locations in order to purchase the product. Another factor that may deter consumers from buying the product is the $11 deposit fee charged when purchasing a 24 case of soda. Some consumers may find this $11 fee too expensive even though they will be refunded once returning the case and bottles.
       	To combat these disadvantages Pop Shoppe will encourage their customers to make repeat purchases when they return to the store to return the bottles and retrieve their deposit. Pop Shoppe hopes that the continuous visits to the store will become ritual for their consumers.
Alternative 2: 
       	Brian Alger will re-launch the Pop Shoppe as a premium product for a niche beverage market within the CSD industry. As a premium product Pop Shoppe will continue to sell the soda in glass bottles. Pop Shoppe can leverage the “lipstick effect” to set itself up as an affordable luxury to increase sales.  Pop Shoppe soda will be sold in non- traditional retailers and small chain coffee and convenience stores such as Coffee Culture, Timothy’s and Hasty Market. At this time, Pop Shoppe will use selective distribution through a distribution agency which will provide Pop Shoppe with the opportunity to access retail stores that would be too difficult to get the product into on their own at this time due to operational constraints. (Grewal, Levy and Persuad) Eventually Pop Shoppe will expand and look into getting into larger volume retailers such Costco.  At the beginning of their re- launch Pop Shoppe will only release 5 flavours at a total cost of $50,000, minimizing the costs required for flavour reformulation, but still offer the consumer a variety of flavours consumers expect from the Pop Shoppe brand. (Hart) Pop Shoppe will be able to capitalize on the current trend of older consumers who have showed interest in consumer nostalgia through retro branding and packaging. We will be competing most closely with Stewart’s and Jones brands. One assumption is that because all three companies utilize the same packaging and provide unique flavours that their cost for the packaging, syrup and carbonated water are similar. 
       	As a new company in an already saturated market Pop Shoppe needs to differentiate themselves on a non-price basis and position themselves as a unique alternative to traditional soda in order to gain consumer awareness and loyalty. 
Alternative 3:
	Brian Alger will attempt to capitalize on the social trend of consumer nostalgia and sell the licensing rights to the Pop Shoppe brand, targeting either PepsiCo or Coca-Cola. The recent increase in consumer interest for niche beverages would make this brand attractive for either company. (Hart) In addition each of company lack an alternative soda brand such as Stewart’s that their competitor DPS group own. Alternatively the company may purchase the brand to lock the other out of this segment.  The best case scenario is that a bidding war starts between the two companies and Alger can not only recoup his original investment of $1000, but also make a profit. (Hart) However, there is a possibility that because the trademark and registration were allowed to expire 9 years ago, that there may not be a company that is willing to pay for the rights to the brand and that Alger will lose his initial investment. (Hart) 


[bookmark: _Toc256204903]Recommendation:
Alger should implement alternative number two. He should re-launch the brand as a premium brand, engage in selective distribution through a distribution agency and retain the glass bottles to capitalize on the social trend of consumer nostalgia for retro brands and the customer perception of Pop Shoppe as a premium brand.
The rationale behind recommending this is to capitalize on the inherit value of the old brand while limiting upfront costs to $50,000 for developing the five classic Pop Shoppe flavours, while updating the strategy to fit with current trends such as a movement towards “non-traditional” beverages, such as the soda offered by Pop Shoppe. There is brand awareness among consumers in the target market stemming from the brands previous exposure. By recreating the iconic glass bottles and flavours Pop Shoppe can recreate the recognizable brand consumers know. Some of the downsides to this recommendation are high distribution costs, stemming from the use of glass bottles and the use of a distribution agency. However, the increased distribution cost from the use of an agency is offset by the benefit of allowing Alger to work within the present operational constraints without hiring employees. Furthermore, the use of glass bottles adds to the consumer perception of this as a premium product, increasing perceived value which justifies charging a higher price than competitors like Pepsi and Coke. Pop Shoppe must charge a higher price to offset the additional cost due to breakage and distribution. Retailers will be encouraged to stock Pop Shoppe products as it will have similar margins to Jones and Stewarts based on the assumption that the packaging, syrup, and soda costs are similar. 


[bookmark: _Toc256204904]Implementation
Pop Shoppe will be targeting consumers with moderate levels of disposable income who are over the age of 40, who have previously consumed the Pop Shoppe brand of soda or who desire an affordable luxury for themselves and their families. Through these consumers, Pop Shoppe plans to reach and target their children to maintain a sustainable and growing target market. Pop Shoppe will be positioned as the premium, classic soda pop alternative to competitors (Appendix 3). The overall strategy is to make these previous consumers aware of the re-launch so that they try the product and reintegrate it ritually into their lives. The aim is that these consumers will tie it to life events so that it also becomes part of their children’s lives. 
Product: Pop Shoppe will be re-introduced as a premium niche beverage product. It’s features; packaging and quality will support this image of the product. Pop Shoppe will introduce five flavours initially. The packaging will be glass short-necked bottles including the original Pop Shoppe labels, to benefit from the trend of consumer nostalgia for old products. The bottles will also assist in retaining the premium taste and quality customers remembered (Appendix 2). 
Price: The price of Pop Shoppe products will be based on the strategy of price skimming. (Grewal, Levy and Persuad) The reason for using this strategy is to focus on consumers who are innovators and adopters. These will be the customers that either are willing to pay a high price for innovation or customers that were previously familiar with the brand who want the feelings of nostalgia associated with the brand. As Pop Shoppe gains brand awareness and capital it will lower its price and offer quantity discounts to retailers like Costco so they will be enticed to carry the product. The final price will retain a competitive mark-up, percentage wise, in comparison to Stewarts and Jones soda. Pop Shoppe will still be priced above mainstream competitors such as Coke and Pepsi. 
Place: In order to get Pop Shoppe into stores, a selective distribution strategy through a distribution agency is recommended. (Grewal, Levy and Persuad) This strategy would focus initially on small chains of coffee shops and convenience stores in Ontario such as Hasty Market and Coffee Culture. This is due to their lower listing fees or no listing fees at all, allowing Pop Shoppe to operate within capital constraints. Initially, Pop Shoppe will focus primarily on more densely populated areas and urban centres. With regards to channel structure Pop Shoppe would contract production of the syrup to a manufacturer and contract the bottling to another organization, collectively these organizations act as suppliers and producers. The bottles would then be sent to the distribution agency that act as a wholesaler store and get the product to retailers. This assumes the agency only takes a fee for their services and not legal ownership of the goods. This is a form of indirect distribution. (Grewal, Levy and Persuad) 
Promotion: Pop Shoppe will focus on promotional activities and direct advertisements with the goal of getting consumers to demand retailers carry the product. (Grewal, Levy and Persuad) Pop Shoppe will place informative local radio and newspaper advertisements throughout Toronto, Hamilton, London, Ottawa and Windsor. Advertisements will be placed on radio stations and in newspapers that consumers aged 40 years and above subscribe and listen too.  The reason behind using these mediums is to reach consumers to create and build brand awareness that Pop Shoppe is back. Local newspaper and radio station advertisements are an affordable option for Alger compared to national billboards or television advertisements. These advertisement medium allow Alger stays within his capital constraints. In addition, during the summer months Pop Shoppe will have retro styled sample stands set up in major parks, fairs and carnivals throughout the major cities listed above. These sample stands will create brand awareness and provide previous consumers with the ability to retry the product before buying it. (Grewal, Levy and Persuad) It will also provide the opportunity for new customers, like the children of these previous customers to try Pop Shoppe as well. This may be a costly promotional activity option for Pop Shoppe, however it will be one of the most effective ways to get new consumers to try the product. (Grewal, Levy and Persuad) Also by providing these samples in local fairs and carnivals rather than in an amusement park like Wonderland costs of this promotional activity can be controlled. 
Expected Results: Ninety percent of the CSD industry is dominated by four companies, leaving ten percent of the market for alternative and smaller brands. With two major competitors for this sector and allowing for a part to be taken my regional brands it is expected that Pop Shoppe can capture two percent of the overall CSD market within 2 years from launch. This is based on the assumption that neither Stewarts nor Jones has control of this section of the market, and there are limited regional brands in the cities in which Pop Shoppe planning to initially distribute too. Pop Shoppe will have the resources and capability of expanding into outlets like Costco during this time. This is all based on the assumption that the promotional activities that Pop Shoppe undertakes will create brand awareness, leading to brand loyalty, and effectively capitalize on consumer nostalgia for retro brands. 
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Appendices
Appendix 1:Swot Analysis


	Strengths
	Weaknesses

	Brian has proven entrepreneurial ability 

Brand heritage was once a recognizable brand with a unique product

Brand fondly remembered by consumers
	Little capital and operational capacity to start the business.

Brian is the only employee

	Opportunities
	Threats

	Brand nostalgia, equity and awareness with consumers who grew up in the 1970s and early 1980s

“Lipstick effect” during recession promotes premium brands in the luxury category 

Network of suppliers could support a small start-up brand

Distribution agencies can be used to help products into retail stores. 
	[bookmark: _GoBack]Brand loyalty already exists among larger competitors who dominate the industry

Private labels sold in grocery stores offer higher margins. 

Regional brands have strong loyalty in certain areas and need to be monitored





Appendix 2: Packaging and Flavour Choices
[image: ]
**Made assumption that these were the most popular and iconic Pop Shoppe flavours. Also are using this type of glass bottle design, and label for the re-launch of the product**

Appendix 3: Positioning Statement 

For consumers over the age of 40 and their children that want an affordable luxury and a unique nostalgic alternative to conventional carbonated soda, Pop Shoppe is the premium niche carbonated soft drink that deliver a unique taste that harkens back to a time when family rituals were commonplace and people took the time to appreciate the little things in life. Only Pop Shoppe offers a unique soda with quality from a simpler time. 
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