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Lede

This presentation introduces the J-curve concept: How industries
move from an artisan stage, to mass production, to homogeneity
and finally to a premiumization stage where consumers value
choice and quality over low prices
Many companies fail to see the inflection point where cost
efficiency and functional benefits are transcended by emotional
appeal and new consumer benefits
The J-curve framework is integrated with the Golder-Tellis model,
which quantifies demand drivers, and the Furst framework, which
provides an understanding of the consumer mindset, resulting in a
complete framework for determining marketing strategy
Applying rigorous statistical techniques to this framework allows
for a fact-based discussion around a concept that most would
agree with, but few can measure
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The J-curve is used to explain the evolution of an industry over time
J-CURVE CONCEPTUAL FRAMEWORK
Artisan stage
Product made and
sold locally in small
“factories” (e.g., a
bakery)

Mass production stage

Price

Industrial manufacturing and
national supply chain leads to
economies of scale, driving
higher quality and lower
consumer prices

Homogeneity stage
Maximum efficiency, but
also maximum boredom—
limited choice. Consumers
get restless

Premiumization stage
Consumers demand more
choice and premium products
and are willing to pay for
them.
• Rediscovery of artisanship
• Services combined with
products
• Quality over price
• Democratization of luxury

Time
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The concept of the J-curve can be applied to the automobile industry’s progression
J-CURVE APPLIED TO AUTOMOBILE INDUSTRY
Mass production stage
•

Artisan stage
•

The first gas-powered
automobile was built in
the mid 1880s by Karl
Benz and had only three
wheels

•

Henry Ford makes cars
accessible to the American
public
Used assembly line production
technique and simplified
offerings

“If I had asked people what they wanted, they
would have said faster horses.”
–Attributed to Henry Ford

Homogeneity stage
Cost/
price

•
•

Standardized production
Cars become culturally
embedded

Premiumization stage
•

Consumers’ demand for
advanced offering and
innovations in technology
leads to new trends:
• Premiumization
• Individualism
• Authenticity

Time
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The progression of the spaghetti sauce market can also be explained by the J-curve
J-CURVE APPLIED TO US SPAGHETTI SAUCE MARKET

Mass production stage

Artisan stage
•

•

•

Spaghetti sauce was
brought to the United
States by Italian
immigrants in the 1900s.
The earliest tomato
sauce business was a
homemade recipe and
was sold door-to-door

•

After its acquisition by
Chesebrough-Pond’s in
1969, Ragu became the
first nationally-distributed
brand, moving into factory
production.
Other companies followed,
including Campbell Soup
Company

Wheel a trolley down the aisle of any modern
Western hypermarket, and the choice of all
sorts is dazzling. The average American
supermarket now carries 48,750 items….more
than five times the number in 1975.
-The Economist

Premiumization stage
•

Homogeneity stage

Cost/
price

•

•

All companies provided
similar sauces with thin
consistency and light
seasoning
Little variety and Ragu
leads the market

•

Prego differentiates its
product with better quality
tomato base and more
seasoning. It introduces line
extensions for chunky
garden style sauce
The market follows with an
explosion of choice

“What is the great revolution in
science of the last 10, 15
years? It is the movement from
the search for universals to the
understanding of variability.”
–Malcolm Gladwell
Time
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The J-curve helps businesses to understand their industry’s future
WHAT DOES THE J-CURVE MEAN FOR OUR BUSINESS?

Artisan stage

Where is our industry now?
What drives demand now and in the future?
Where is our industry going?
How do we transition to future stages?
Cost/
price

Mass production stage

Premiumization stage

Homogeneity stage

7

Where are we now? The J-curve shows that the stage of development for markets varies
globally. Innovation should be aligned with each country’s stage of development

60% of Sweden’s beer
market is premium and
highly fragmented, while
demand for industrial lager
is declining quickly

Germany’s family
businesses are struggling
due to high costs relative
to the industry

BEER INDUSTRY STAGE BY COUNTRY

“You can’t grow here
unless you lower prices…”
-Josef Schraedler,
Weihenstephaner

Sweden

Germany

United States

China

Over 3,000 craft breweries
operate in the US. Craft
sales grew 17% from 2013

“The boom in China's beer
market is thanks to a
number of macroeconomic
and demographic factors”
–Euromonitor analyst

Germany
Brazil

South Africa

United States

China
The Brazilian beer industry
is booming, with high
overall consumption. The
premium beer market has
not yet taken off

Sweden

Brazil

South Africa

“South Africa is lager
country”
-Adam Wakefield, BD Live
South Africa’s beer market
is experiencing high
growth. The microbrewery
movement is just starting
to emerge
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How do we quantify strategies within the J-Curve framework?

Canback’s approach integrates the three knowledge domains—economic and demographic projections, industry and
trade dynamics, and consumer insights—into the Golder-Tellis model to understand category, brand, and product
behavior

ECONOMIC AND
DEMOGRAPHIC
PROJECTIONS

INDUSTRY AND
TRADE
DYNAMICS

CONSUMER
INSIGHTS

How many people can
afford the product?
Where?
When?

What is the availability
for the product?
What is the
competitive outlook?

Who is the consumer?
What does he/she
want?
Why?

GOLDER-TELLIS MODEL
Where is the market heading?
What drives demand?
Which levers should be pulled?

𝐝𝐞𝐦𝐚𝐧𝐝 = 𝐢𝐧𝐜𝐨𝐦𝐞𝛃𝟏 ∙ 𝐩𝐫𝐢𝐜𝐞𝛃𝟐 ∙ 𝐦𝐚𝐫𝐤𝐞𝐭 𝐩𝐫𝐞𝐬𝐞𝐧𝐜𝐞𝛃𝟑 ∙ 𝐦𝐚𝐫𝐤𝐞𝐭𝐢𝐧𝐠 𝐬𝐩𝐞𝐧𝐝𝐢𝐧𝐠 𝛃𝟒 ∙ 𝐜𝐨𝐧𝐬𝐮𝐦𝐞𝐫 𝐢𝐧𝐬𝐢𝐠𝐡𝐭 𝛃𝟓 ∙ 𝐞𝛕

Source: Golder and Tellis (1998); Canback analysis
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Where are we going in the future? Applying the Golder-Tellis model to the J-curve illustrates the
main drivers for each industry stage

Artisan stage

Cost/
price

Mass production stage

ECONOMIC AND
DEMOGRAPHIC
PROJECTIONS

INDUSTRY AND
TRADE
DYNAMICS

Demand during the first
three stages is more
strongly influenced by
economic performance
and demographic
breakdown and
industry and trade
dynamics.

CONSUMER
INSIGHTS

After the
homogeneity stage
where cost/price is
minimized,
consumers seek
variety and
premium products

Premiumization stage

Homogeneity stage

Time
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Tanis Furst’s method for quantifying consumer choice identifies key influences in a structure that
can be applied to all consumer products after the homogeneity stage

LIFE COURSE

INFLUENCES
Ideals

CONSUMER
INSIGHTS

Personal
factors

Resources

Social
framework

Product
context

VALUE
NEGOTIATIONS
Sensory
perceptions
Quality

Price

Relationships

Convenience
Health

STRATEGIES

PRODUCT CHOICE

Source: Furst et al. (1996)
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Furst applied to cheese choice

LIFE COURSE

CHOOSING BETWEEN PROCESS AND NATURAL CHEESE
PROCESS CHEESE

INFLUENCES
Product
Social
Ideals Personal Resources
factors
framework context

VALUE
NEGOTIATIONS
Sensory
perceptions
Quality

Price

Relationships

Convenience
Health

NATURAL CHEESE

Life course

I grew up with it

I grew up with natural
cheese

Ideals

Just perfect for a cheese burger

Looks like real cheese

Social framework

Traditional food, not much
changed over the past generation

Signal of modern person

Product context
(store layout)

Lower shelves, 40% of space

Eye-level, 60% of space
(although <1/3 of market)

Sensory
perceptions

Predominantly American, mild
cheese

Many flavors

Price

Inexpensive

Not expensive, and worth
the money

Convenience

Lasts longer in individual wrapping

Large volume consumers
don’t need longevity

Health

It is not real cheese,
Plenty of calcium

Real cheese, not all that
healthy, but high in calcium

Quality
(traceability)

Untraceable

Wisconsin, Vermont

STRATEGIES

PRODUCT CHOICE
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The Furst model can be applied with consumer respondent surveys to model choice and gain
quantitative insight on consumer preferences

LIFE COURSE

INFLUENCES
Product
Social
Ideals Personal Resources
factors
framework context

VALUE
NEGOTIATIONS
Sensory
perceptions
Quality

Price

Relationships

Convenience
Health

STRATEGIES

PRODUCT CHOICE

Survey data is collected
using a standard
questionnaire. The results
can be analyzed using
statistical software such as
STATA®. This survey
collected data on beverage
use and preferences of
8,480 Italian consumers.
The questionnaire was
composed of around 300
questions
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One example of the application of the Furst framework with surveys is the consumer response
model, a simplified form of the Furst framework applied to beverage demand. It quantifies the
factors that are related to category or brand selection

CONSUMER RESPONSE MODEL
METHODOLOGY
3. Perception of
beverages

1) Beverage selection is the
independent variable
2) Analyze only the entries in which
beverage was available

4. Beverage
needs within the
occasion

2. Occasion
influences

3) Control for sex, SEL and age
4) Use logistic regression to determine
survey question significance by
segment
1. Attitude toward
beverages

5) Each of these significant questions is
scored based on its contribution to
the consumer selecting beverage

•
•
•
•
•

Beverage
selection

5. Reason for
selection

Attitude toward beverages (in general, in life)
Occasion influences (surroundings)
Perception of beverage (in general, in life)
Beverage needs within the occasion (individual’s needs)
Reason for selection (stated reason for selection)
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The odds ratio represents one method of conveying the quantification expressed by the
consumer response model
BEVERAGE CONSUMPTION
ODDS RATIOS
(Odds of selecting beverage if others are
consuming)

÷

• Black text
means positive
influence on
selection

Perception of beverages

(Odds of selecting beverage if others are
not consuming)

• Function: quenching (1.6)
• Imagery: proud regional brand (1.6)
• Function: good with meals (1.6)
• Imagery: feminine beverage (1.5)

Ex. (84%) / (3.5%) = 24.2 (Odds ratio)

Beverage needs within the
occasion

Occasion influences
• Others are consuming (24.2)
• Effusive occasion (1.7)
• Others not consuming (0.1)

• To relax (1.4)
• To step away from routine
(1.5)
• To feel full (0.8)

• Red text
means negative
influence on
selection

0.07

0.43
0.24

Attitude toward beverages

Reason for selection

• Will drink with meals (1.7)
• I calculate price per volume (0.8)
0.05

Beverage
selection

0.06

• It is what my friends were drinking
(3.0)
• It’s what I always drink (1.4)
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The J-curve framework will provide strategic focus to your business development

Companies fade if they don’t catch the next wave

Optimize your strategy based on
industry position on J-curve

Move from functional benefits to consumer insights
to win in the premiumization stage
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