Tutorial

Positioning

® Marketing Engineering for Excel is a Microsoft Excel add-in. The software runs from
Abovl\'\:r within Microsoft Excel and only with data contained in an Excel spreadsheet
(0%5‘ S After installing the software, simply op en Microsoft Excel . A new menu appear s,
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About Marketing Engineering for Excel

About DecisionPro

Overview
Positioning analysis software incorporates several mapping techniques that
enable firms to develop differentiation and positionin g strategies for their

products. By using this tool, managers can visualize the competitive structure
of their markets , as perceived by their customers. Typically, data for mapping
include customer perceptions of existing products (and new concepts) along

various attributes, customer preferences for products, and measures of the
behavioral response s of customers toward the products (e.g., current market
shares).

Positioning  analysis uses perceptual mapping and preference mapping
techniques. Perceptual mappi ng helps firms understand how customers view

their product(s) relative to competitive products. The preference map plots
preference vectors or ideal points for each respondent on a perceptual map.

The ideal point represents the location of the (hypothetica I) product that most

appeals to a specific respondent. The preference vector indicates the direction

in which a respondentds preference increases.

ideal product lies as far up the preference vector as possible.
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Step 1

Positioning analysis also helps firms answer such questions as:

V  How should we position our new product with respect to existing
products in the market ?

V  According to customer perceptions, which target segments are the
most attractive  for our brand ?

V  How do our customer s view our brand |, relative to other brands ?

V  Which brand is most closely associated with the attributes that our
target segment perceives as desirable?

V  Which brands do our target segments consider to be our closest
competitors?

V  What product category attribu tes are most responsible for the
perceived differences among brands ?

V  How would changes in a  brand's perceived attributes al  ter its market
share?

Getting Started

To apply p ositioning analysis, you can use your own data directly or a
preformatted  template. Under both options , the first row contain s column
headings for the stimuli (brands) , and the first column contain s attribute labels

and/or identifiers denoting each customerds preferences

The next chapter explains how to cre ate an easy -to-use template to enter your own
data.

If you want to run a positioning analysis immediately, open the example file
fOfficeStar Data (Positioning).xls 6 and | Wistgp 3t BRunning analysis o (p. 3). By
default, th e example files are installed i n Myfi Documents/My Marketing
Engineering/ .0

Creatinga template

In Excel, if you click on ME4 XL g POSITIONING g CREATE TEMPLATE, a dialog box
appear s. This dialog box allows  you to create atemplateto run the positi oning

analysis software. All positioning maps require at least two brands. For
perceptual maps , you must have at least two attributes. For preference maps
you need at least two respondents. In addition, to estimate market shares,

you must have accesst o preference data.
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E Create Positioning Template [llé]

Please select the options, types and size of data
necessary to design your positioning analysis template.

Options

Mumber of columns (e.g., brands) 4 EI:

" Perceptual data only
" Preference data only

* Perceptual AND preference data

Perceptual data
Mumber of rows (e.g., attributes) m
Hespondents
|
MNumber of respondents ’m

[ Include individual respondents’ matrices
( | if Ily from a
. d, formulas will

¥y

¥ Include Segmentation Column

Cancel | OK |

Options  for Positioning Analysis
The first option refers to the number of columns contained in the data set.
Enter as many columns as there are brands (or stimuli ) to be compared

A positioning analysis can be based on perceptual data, preference data, or
both at the same time

A Perceptual data describe the market space occupied by various products
or offerings, as perceived by customers in the target segment(s). These

data do not necessarily describe the attributes of a produ ct/offering;
rather , they refer to customer perceptions of the products/offerings a long
those selected attributes. For example , they indicate  how the target

market perceives Volvo on t he ASaf et y duthotetual safetyn
ratings of Volvo cars).

A Pre ference data summarize customer preferences for the various
products/offerings , and therefore , clarify whether a customer prefers
Offering A or Offering B. Preferences may translate into purchases of the
preferred offerings  if no constraints (e.g., budget ) prevent customers from
expressing their preferences through purchase. If preference data are not
available, in some cases, you may substitute past purchase or market
share data to represent customer or segment preferences

Perceptual data

Enter the numb er of attributes (rows) along which the brands will be
compared (e.g., price, quality, design, safety, power, service quality ). This
option is enabled only with perceptual data.
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Preference data

Enter the number of  respondents (customers) who are included in the data.

This option is enabled only when you choose to include preference data in the

study .

CheckinglntcHeudé@ individual respodadérmdentds matri ces

individual data matrices below the main perceptual and preference matrices.
You can change the perceptual matrix column and row titles throughout the
sheet, then enter individual respondents' information (name/ identifier and
each person's perceptual or preference data) in the matrices.

The perceptual and preference matrices needed for the analy sis are
automatically calculated on the basis of the data available in the individual
matrices, namely:

A Perceptual matrix , which depend on t he averages of responden
ratings.

A Preference  matrix , which get copied individually into a unique matrix
that empl oys the appropriate  format.

Checki nglInctudee Sé&gment Coumn o <check box <creates a sepa
column that is appended to the Preference Data table. If used and populated,

Positioning will display Segment vectors on the perceptual map. Note:

Positioning does not provide the functionality to determine the needed

segments. Segment assignments should be made using the Segmentation

model , and those Segment Membership results should then be copied under

the segment column.
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Perceptual Data

. Enter brand 1|Enter brand 2| Enter brand 3| Enter brand al
Attributes f Brands 1
here here here here 1

Enter attribute 1 here 0 0 0 D:
Enter attribute 2 here 1] 1] 0 ol
Enter attribute 3 here 0 0 0 ol
Enter attribute 4 here 0 0 0 Di
Enter attribute 5 here ] ] 0 DI

Preference Data

Enter brand 1 |Enter brand 2| Enter brand 3 |Enter brand 4_=

R dents / Brand
espondents / Brands here here here here

Respondent 1
Respondent 2

Respondent 3

Respondent 4
Respondent 5

Respondent 6

Respondent 7
Respondent 8

Respondent 9

Respondent 1

e T e Enter brand 1|Enter brand 2|Enter brand 3 |Enter brand 4
Enter attribute 1 here
Enter attribute 2 here
Enter attribute 3 here
Enter attribute 4 here
Enter attribute 5 here
Preference Score

=Ri=Ri=Ri=Ni=]
=Ri=Ri=Ri=Ni=]
=Ri=Ri=Ni=Ni=]
=Ri=Ri=Ni=Ni=]

Step 2 Entering your data

(® In this tutorial , we use t he eOffeeBfarl Bataf (iPdsi€onifg).xls ,0 whinc
(\{I the default condition appears i nMyfiDocuments/My Marketing Engineering/ .0

To view a proper data format, open that spreadsheet in Excel. A sn apshot is
reproduced below.
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(Dn)) H g ! I Officestar Data (Positioning) modified.ds [Ci

o
—-/ Home Insert Page Layout Formulas Data Review View Add-Ins Acrobat
| N20 - £
A B c D E F G H

2 | Perceptual Data

3 [ ——— i ———— T —————— ——————— - —————— T —————— —
' Attributes / Brands OfficeStar Paper & Co Qfﬁce Supermarket !
4 1 Equipment |
5 |Large choice 5.2 44 3.9 23 H
6 ILow prices 21 4.5 26 41 |
7 TSenice quality 4.2 23 31 1.8 !
8 |Product quality 37 26 3.1 29 |
9 IComemence _____| 27 __ ] __ 4 __[__ a7 __ [ _s1 ]
10
"
12 Preference Data
13| |Preference score data obtained for each brand from each respondent. |
i Respondents [ Brands | OfficeStar Paper & Co Office Supermarket IS ments
14 : po P Equipment P : 59 :
15| 1John 5 3 3 1 1 11
16| IMike 1 3 4 2 H 1!
17| jLori 4 2 3 2 1 1
18| IMary 5 3 5 3 | 1l
19| |Radjeep 2 5 3 2 i 2
20 lAntoine 4 3 2 2 | 1l
21 Moshi 3 3 4 2 H 20
22 |Hubert 1 2 3 5 1 3l
23 IMichael 2 4 4 3 I 21
24 Elsabeth ______ [ ___ 2 _ A5 Al 3 __J____2
25
I’an—\ x ——‘ w OfficeStar Data (Positioning) modified.x
—?y Home Insert Page Layout Formulas Data Review View Add-Ins Acrobat
| N20 - |
A B & D E F G
25
26
27 Individual Respondems' Data
28
29 John
. Office
Attributes / Brands OfficeStar Paper & Co . Supermarket
30 Equipment
k) Large choice 5 4 5 2
32 Low prices 3 4 4 5
33 Senice quality 3 2 4] 3
34 Product quality 2 3 2 2
35 Convenience 1 1 2 4
36 Preference Score 5 3 3 1
37
38 Mike
. Dffice
Attributes [ Brands OfficeStar Paper & Co . Supermarket
39 Equipment
40 Large choice 3 5 3 2
4 Low prices 1 4 2 B
42 Senice quality 3 1 1 1
43 Product quality 4 2 3 5
44 Convenience 4 1 4 6
45 Preference Score 4 3 4 2
46
47 Lori
. Office
Attributes / Brands OfficeStar Paper & Co . Supermarket
48 Equipment
49 Large choice B 4 3 3
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A positioning analysis spreadsheet contains

A Perceptual data,orthe averages of respondentsd ratings.

A Preference  data, which are specific to each respondent (in the example,
10 respondents expressed their preferences fo r all 4 options).

Note that if available (as in the OfficeStar example), the software
automatically calculates perceptual and preference matrices on the basis of the
data available in the individual data matrices. You just need to enter individual
data in the matrices below the main ones, and the main matrices will then be
automatically updated.
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Step 3

Run ning analys es

After entering your data in the Excel spreadsheet using the appropriate
format, click on  ME4 XL g POSITIONING g RuUN ANALYsIS. The dialog bo x that
appears allows you to set the options to perform a positioning analysis of your

data.

i N
L Setup Positioning Analyi &lg

Please select the options and daia to run positioning
analysis.

—Options

Mumber of dimensionz: ™ 2D 30 [ Interactive

% Perceptual data only
" Preference data only

" Perceptual AND preference data
[T Use Segmentation Dat

— Preference model

r,..' crtor nreferences mede] (remnres nererent s
AL PSS SRS LIS S Uillcs ol easpila

—MNext steps

Mext, you will be asked to select Cell Ranges for
Perceptual Data.

[~ Save choices in current spreadsheet

Cancel | MNext =

Options

First, select the number of dimensions you want to retain for the  positioning
map.

Positioning analysis can produce either two - orthree -dimensional ma ps. If you
select the 3 -D map option (but without checking the Interactive map option)
the maps will be displayed two dimensions at a time. When you view the final
results of the mapping analysis in Excel, for the 2 -D analysis, the software will

only displ ay a two -dimensional view showing the first two axes, X and Y. The

8/20
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three -dimensional map is represented in three charts that show pairwise
representations of the three axes, namely (X,Y), (X,2), and (Y,Z).

If you select the Interactive, a 3-D interac tive map will be displayed allowing
you to see more clearly how the brands and attributes are positioned in the
space. The interactive map also allows you rotate the map in three
dimensions, and  to modify the positioning of brands and change the values of
attributes to assist in your analysis. For a more comprehensive explanation of

the Interactive 3 -D map, please refer to the Appendix Using the Interactive

Map s.
S When you click the Interactive check box, the Number of Dimensio ns will

\{I automatically be changed to 3 -D. You may change the number of dimensions back

I S to 2-D by simply s electing the 2 -D radio button. Some interactive features are
disabled whenin 2 -D, so most users will find 3 -D more useful.
When you use the market share function of positioning analysis with the non -
interactive 3 -D map , any changes that you make to the position of a brand on
any one of the three views, will change the position of the brand in one of the

two other views.

Depending on the type of dat a available, you can select one of three types of
maps to generate :

A Perceptual map: Using perceptual data only, this map depicts a data
matrix that consists of the average perceptions of different brands
(offerings ) in a target segment. The resulting map  provides a visual
representation , in two or three dimensions , of how the target segment
perceives all the offerings

A Preference  map: This option is appropriate if you only have  preference
data (i.e., you lack information about how the target segment percei ves
the different offerings along various attributes but have data about the
extentto which customer s dike or dislike various brands ).

A Joint space map: Because it includes both perceptual data and
preference data on the same map , this option offers the m ost insights by
incorporating  both perceptions and preferences. Joint space maps allow
you to assess the relative attractiveness (in terms of potential market
share) of repositioning your brand in different areas of the map and offer
insights into which attributes of your  brand you should change to make it
occupy a different position on the map.

Preference m odel

Positioning analysis software can represent r espondentsé preferences u
different conceptual models. The underlying preference model then simulate s
market shares in subsequent analyses

A ldeal point model s denote each r espondent 6s preferences by al
poi nonthemap. The closer an offering is positioned
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ideal point, the more preferred that offering is compared with an of fering
positioned farther away. This option is available =~ when you have access to
preference data.

A Vector preference model s denotee ach respondent 6 swvithar ef erences
vectorthat r epresents the direction in which that res
increase . This option is available only if you have access to both
preference dataand perceptual data; otherwise, it will be disabled.

In the case of 3 -D interactive maps, if you have data indicating the segment to
which each respondent belongs, you can check the box fiUse Segmentation
Data. o

After you have selected all the options, you must select the cells containing
the data.

Positioning Analysis Il'éj

Please select Cell Range for Perceptual data

The first column should contain attribute names. The first row should contain
brand names.

Positioning Template' S654: 5F 59

Positioning Analysis X

Flease select Cell Range for Preference data

The first column should contain respondents’ names. The first row should
contain brand names.

Positioning Template'l SB514: SF524

The Segmentation selection dialog box will only appear if you have selected
the Use Segmentation Data in the analysis setup dialog.

Positioning Analysis o x

Flease select Column for Seamentation data

The first row should be the column label. The data should be categorical, and
may be non-numeric.

| QK ] ’ Cancel

The software then generates a new spreadsheet that contains the results of
your positioning analysis.
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Step 4 Interpreting the results
Positioning m ap (s)
The generated p ositioning map(s) will consist of :
A Onemap ifyouch oosetoretain two dimensions (X -Y).
A  Threemap s ifyouch oosetoretain three dimensions (X -Y,X-Z, andY -Z2).

FIG ‘Baal@;MmmsoREx:el T T ) o6

Chart Tools -

X

obat mat

e

Pagelayout  Formulas  Data  Review  View A Design  layout  Fon @ - =

«

- £

4 » H[ Diagnostics | Map

[

Positioning Map

nnnnnnnnnn

@ Supermarket

Office Equipment
o s Productquality

" @ Officestar

Dimension 11 (30.8%)

/

~Towprices

Market Share

® Papers Co

Rimension 1 (66 %)

Var ~ CumulVar "Data ~Sheet? “Sheet3 ,“¥J

Ready

When interpreting the maps, keep in mind:

A

indicate their
are perceived
as different.

The distances between products on the map
similarities. Products that are close to gether
whereas those that  are far apart are perceived

perceived
as similar ,

The axes of a perceptual map are the aggregate dimensions (or composite
attributes) along which customers tend to discriminate offerings. Attributes
aligned close to each axis provide clu es of the meaning of that axis. The
variance explained by each axis indicates the relative importance of that

axis for explaining customer perceptions. If the variance explained by the
horizontal dimension is 40% and the variance explained by the vertica |
dimension is 20%, the horizontal dimension is twice as important
explaining customer perceptions.

The lines on a perceptual map indicate the direction in which an attribute
increases while moving  away from the origin along that line. For example,

if the fAService quality © attribute uses a 179 scale, in which 9 represents
the highest quality , then service quality increases along that line and away
from the origin

The length of a line on the map indicates the variance in that attribute
explained by the  perceptual map. The longer a line, the greater
importance of that attribute in differentiating among offerings in the
market.

is the
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A To position a product on any attribute on the map, you can draw an

imaginary perpendicular line from the product to the att ribute. The farther
an offering is from the origin along the direction of that attribute, the
higher is the rating of the offering on that attribute.

A Note that if an attribute (e.g., screen display) uses a reverse scale
measure (e.g., higher numbers repres ent poorer screen display) , the
offerings have progressively poorer screen displays as they move along

the related attribute vector, away from the origin

A The red lines on a joint space map with a vector preference model indicate
the preference vectors of the respondents (customers). Preference
increases in the direction of the line away from the origin. The length of
the line indicates the variance in that customer's preferences explained by
the map. The longer the line, the better the map captures the pre ferences

of the customer.
A The purple dots on a joint space map with an ideal point preference model
indicate t he | ocations of the fiideal o offering (i
The farther an offering is from the ideal point, the less the customer
pref ers that offering. The "Diagnostics" sheet summarizes the variance of
each customer's preferences explained by the joint space map.

If you do not have perceptual data, you can still draw a perceptual map using

the Ideal point model , which requires prefer  ence data only. In an ideal point
perceptual map, each brand and customer is represented by a point, one
customer prefers the brands that are the closest to him. Two brands close to

one another in the map indicates that these brands are liked (or disliked) by
the same customers, hence are competing for the same segments of
customers. This type of map contains less information, but is useful in the

absence of perceptual data.

Chart Tools - A W PN EE

View  Acobat | Design  Layout  Format @ -

3

W =]

Product quality

arket
@ office Equips
°

@ Officestar

%

Dimension I1{30.8%)

Market Share

Dimension | (66.9%)

44 M| Diagnostics | Map ~Var / CumulVar /Data /Sheet? ,/Sheet3 /¥ 0| m - I»
Ready [EEEr e g )

Diagnostic s (t ab)
The Diagnostic tab contains useful information for understand ing and
interpret ing the results further
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A Variance explained (and cumulated variance explained) refers to how
much variance in the data the maps capture  (summarize). The difference
in the variance explained by two versus three dimensions should guide
your decision regarding whether it is worth the added effort and
complexity to run a three -dimensional analysis.

A Statistics  give general statistics about the dimensions.

A Coordinates indicate the exact coordinates of each item and dimension in
the new reduced sp ace.

A Diagnostics for preference map indicate the extent to which the new

reduced map effectively captures or explains the variability of preferences.
(o :\\ [F] - )= . v -— . Bookd - Microsoft Excell W - T T ke o |6 )
- Home Insert Page Layout Formulas Data Review View Add-Ins Acrobat w - 7 x
[ AL - £

e c D E 3 3 [l I I3 L ™ [ ) F Q R s T u v =

cses| o] oom| oooo|
oses] osri] 1ooo] 3o00]

o
[Cumu

Statistics

12 [Cargzehoice 3.8 1059 0.98¢]
13| [Lowprices EER) 1001 0,575

14 285 0.507 0.555)
15 i 3.5 0.202 0.532)
16 348 150¢]  osag

13 | Coordinates

21 [ Dimensions/Brands 1 2
22 [Officestar 07583 00083
2z [Faperiice 03035 0.3088]

22 [Office Equipment o1112] o03en
25 0566|0657

Dimensions /
27 Attributas
22 [Largachoice 0805|0551z

1 2

| | B mer
2 ol o
= : o o@‘
= ol oo

35| |Diagnostics for Preference Map (Metric Vector Model)

Respondent; ofvariance
CREA] Map “Var ”CumulVar -~Data  Sheet? .~ Sheet3 -~ ¥J [ I

Ready IEEErE e

&)

Variance explained and cumulated variance explained (charts)

The Variance Explained and Cumulated Vari ance Explained charts plot how
much each additional factor retained in the new reduced space captures
variance in the original data.
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Variance Explained

When deciding whether  to retain two or three dimensions, you should choose
three dimensions  only if the third factor ca ptures significant ly more variance
(compared with the first two). In the OfficeStar example, the first two factors
capture 97.7 % of the variance in the initial data, and adding a third factor
captures only an additional 2.3 %. Therefore , adding a third fact or to this
analysis is not worth the extra effort, and the analyst should retain just the
first two.

Variance Expl

e
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Step 5 Market share analysis

When consumersdé preference data are availabl e, y 0
that are not available with simple perceptual maps & namely, running market

share analysis, which allows you to estimate the market shares of existing

products if they were moved around in the map.

The Appendix details how you can determine market shares when you use the
Interactive Map. In this secti on, we describe you would compute market
shares with the static (non -interactive) map that is displayed within Excel.

To select a product whose market share you want to explore at various
locations on the map, press SHIFT + LEFT CLICK on the diamond next to the
desired product (the product icon will turn red). To explore its potential
market share, simply press SHIFT + LEFT CLICK anywhere on the chart to
display its market share at that point. Cross -hairs will appear at that position
on the map, along wi  th a market share figure (bottom left of the screen), as
shown below. You should interpret the computed market share as a measure

of the relative attractiveness (i.e., relative to market share at the original
position) of the selected location on the map f or the selected product rather
than an indicator of the absolute magnitude of the market share the product

can realize at the new position.

1| Microsoft Excel - Book4 =JoEd
l’:‘l] Eile Edit WYiew Insert Format Tools Chart Window Help -8 x
- A
Positioning Map
Convenier|ce
* Supermarket
¢ Office Equipment Proguct guality

t

2

= . .

H # OfficeStar ¥

E !

a I

i
!
oW [rices
Market Share = 50.00% Large cholce
+ Paper & Co
Dimension |

M 4 » [\ Diagnostics y Map ¢ var # Cumulvar {Data / Sheetz { Sheets /
Ready

In computing market share, the software assumes that the selected product

has been relocated to the new position indicated by the cross -hairs (the map
still shows the product at its original location for comparison purposes) but all

other products remain at their original positions.

You can display other chart options by pressing SHIFT + CTRL + LEFT CLICK.
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It Positioning Chart Options
Pleaze choose method for detemining market chare
(" First Choice

" Share of Preference

Add Mew Chart
Iv Dizplay Attributes

v Dizplay Preferences Create Mew Chart

The radio buttons (circles) allow you to select the choice rule to use for the
market share computations.

A The first -choice rule  assume s that each customer purchase s only his or
her most preferred product.

A The share -of -preference rule assume s that the probabili ty a customer
wi || sel ect a product is proportional
with respect to all p roducts included in the model. ( The share -of-
preference model, as implemented here, arbitrarily sets the preference
value of acustomer 6 s | e eferred ppduct to 0.)

The check boxes allow you to create a new copy of the positioning map that
includes either attributes or preferences. If you select neither check box, the
Create New Chart action produces a chart showing only the brands.
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Appendix Using the Interactive Maps

& Positioning Interactive Maps is an advanced feature which will allow the user to see
f\(l the perceptual map in an interactive mode. Users can customize the display using
I B the controls outlined below , and can reposition products (or add a new one) and
explore each attribute and how it contributes to the market position held by that
product.

If you have selected the option to show the Interactive map, a map will be
generated similar to the one below.

Note: While the interactive map is open/active, you will not be able to
utilize other functions in Excel.

¥ Positioning 3D Joint-Space Map

Controls | Market Share

3D View

Oox

Display
Aces Cube
11(30.80%) Brands Circles
Attributes Preferences
W _\
Highlight

\

Pros

N

[ Display that brand only

quality
e [ ]

[T Cisplay that attribute only
[7] Expand into opposite direction

@ Office Equipme;

[7] Draw perpendicular lines

Minimum Variance Exolained

i 0
Seament [
[ Display that segment only

5 2 Paf“ -/ [T Color-code segments

Legends

Segments Size & Number -
Poes

_— e T i e el W

Please refer to the annotated diagrams below and the following descriptions
for each function of the Interactive map.
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1. Tabs

The display wil | open to the Controlstab  , allowing you to manipulate the
display as well as selecting other options described below. Clicking on the
Market Share tab will enable you to do analysesto reposition a brand in
the map to see how the market share changes for the selected brand  at
various positions on the map.

2. Display Plane

Clicking any of the 3 images shown in this section will change the 3D

display to view the chosen 2 axes. Note: Holding down the left mouse

button and moving the mouse in the chart area wi Il rotate the map to any
position you desire.

3. Display Boundary

Clicking any of the images shown in this section will change the
perspective from orthographic projection to one of two levels of
perspective projection

4. Display Elements
The check boxes in this section cause the selected item to be displayed or
omitted.

5. Highlight

This section allow you to customize your map to display, hide, or highlight
brands, attributes and segments. This feature, combined with the camera
shapshot feature, is part  icularly useful in comparing positioning and
analysis alternatives.

You may also modify the Variance level displayed on the chart which is
useful in suppressing vectors which do not significantly contribute to the
result.

6. Legends
The section allows you  to modify the display of legends that are shown for
Segments and Axes.
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