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The Author

Wilbert D. Kragten is a seasoned consultant and strategic 
powerhouse in market entry and positioning, dedicated to em-
powering European SMEs - especially from the Netherlands - as 
they navigate the complexities of the U.S. market. With a sharp 
grasp of marketing dynamics and a proven track record, Wilbert 
delivers strategic insights that not only open doors but ensure 
businesses thrive in competitive landscapes.

A prolific writer and speaker, Wilbert has authored papers 
and articles, delivered workshops, and appeared on TV and 
radio, sharing his expertise on market entry and positioning. 
Consulted by numerous companies, his insights on best 
practices are sought after worldwide.

In his debut marketing playbook, Wilbert combines years of 
business and marketing experience into a direct and engaging 
guide, balancing theory with practical cases and adding a dash 
of humor to keep readers intrigued.

Wilbert D. 
Kragten 
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About The Book

Mastering the Marketing Entry in the USA is not merely 
a guide; it is a strategic blueprint crafted for European firms 
aiming to navigate the complexities and opportunities of 
the U.S. market from a marketing point of view. Written by 
an authority with decades of experience in global marketing 
strategy, this book draws on years of observing and advising 
companies as they enter the American landscape. 

The book stresses that launching a product in the U.S. 
extends far beyond simply introducing a new offering. It’s 
about building a brand identity that resonates with American 
consumers, who expect tailored solutions and compelling 
narratives. The American market, with its size and diversity, 
demands more than a one-size-fits-all approach. 

This marketing playbook offers actionable strategies for 
effective positioning, market research, and messaging - 
essential components for any company serious about thriving 
in one of the world’s most dynamic and demanding markets. 
Replicating what has worked in Europe is not enough; the 
American consumer expects more, and this book details exactly 
how to deliver.

Packed with insights derived from years of experience, 
real-world case studies, and a touch of humor, “Mastering the 
Marketing Entry in the USA” equips readers with the practical 
tools needed for informed, strategic decision-making. 

It’s an invaluable resource for firms committed to not just 
entering, but mastering, the U.S. market - one rich with opportu-
nity for those who know how to position themselves for success.
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PLEASE
DON’T
READ
THIS
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You little rebel! 
I like you. 

More seriously, I’m glad you did. We marketers all love a little 
rebellion, and a curious mind is exactly what you need. Now, the 
reason this section exists is to explain for whom this marketing 
playbook is written and compiled.

There are plenty of books on market entry - some are dense 
and detailed, others are packed with recommendations but 
lack substance, and some provide 100-year historical overviews. 
Each has its value as they deal with specific aspects of market 
entry. For instance, I personally enjoy Market Entry Strategies by 
Christoph Lymbersky, as it offers a solid scholarly overview. But 
let me be clear - this book is neither an overview nor a history 
lesson. 

Mastering Market Entry is a short, snappy, and practical 
marketing playbook. It focuses exclusively on the questions 
professionals, entrepreneurs, or startups face when considering 
market entry, specifically in the U.S. Although the framework is 
often similar across regions (in my experience, having worked 
in Europe, China, and the U.S.), the execution and outcomes 
vary greatly.

This book is dedicated solely to mastering market entry and 
positioning. Nothing more. If you’re looking for insights into 
cultural values in the U.S., you won’t find that here. What you will 
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find are the processes and marketing tools to discover whether 
those values are relevant to your company, your service, or your 
brand, and how to tap into them.

You’ll read about the 10 steps involved in entering, launching, 
and sustaining a presence in the U.S. market, along with a 
toolbox of commonly used marketing tools and social media 
platforms.

Additionally, we touch briefly on legal, financial, and stake-
holder considerations. However, there are already excellent 
books and papers on those subjects, so in the final section 
of this playbook, you’ll find a curated list of recommended 
literature.

And lastly, no disclaimers here. If you succeed, fantastic! Well 
done. If not, take another shot - evaluate what needs tweaking: 
Is it the mix, the execution, the geographic area, or perhaps the 
virtual space? One thing, however, is difficult to change: your 
positioning. So, if you focus on anything, do the groundwork well. 
Understand where you stand in the positioning field compared 
to your competitors, what values you’re tapping into, at what 
price point, through which channels, and with what product or 
service - especially your MVP or USP
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Entering the U.S. market is a pivotal move for European 
businesses. The United States, with its vast consumer base and 
regional diversity, presents both unparalleled opportunities and 
significant challenges. But as any seasoned marketer knows, 
success in this highly competitive environment isn’t simply 
about bringing a great product across the Atlantic. It’s about 
positioning that product effectively, ensuring it resonates 
with American consumers from New York to Los Angeles, from 
Boston to Austin.

Hello

BIG BIG 
VERY BIG

MARKET

And yes, it’s a 

USA
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Many European companies make their first stop in Boston 
or Cambridge, Massachusetts - two cities that are home to in-
novation hubs, world-class research institutions, and thriving 
venture capital ecosystems. But no matter how ideal these entry 
points might be, the journey to nationwide success is complex 
and demands more than a foothold in these prestigious regions. 
The real challenge lies in how you frame your offering to align 
with American values, preferences, and buying behaviors.

Product positioning is the 
cornerstone of any successful 
market entry strategy. 

Without clear, strategic positioning, even the most innovative 
products can get lost in the noise of the U.S. marketplace. Our 
approach focuses on ten critical elements that every company 
must consider when entering this market - from understanding 
regional variations to crafting brand narratives that tap into 
cultural touchpoint.

In this marketing playbook, we’ll walk you through these 
ten essential components of product positioning for the U.S. 
market. These principles are designed to help you not only 
launch successfully but also sustain long-term growth. Whether 
you’re in biotech, consumer goods, or tech, these strategies will 
sharpen your positioning and increase your chances of thriving 
in America’s diverse and demanding marketplace.

Enjoy the journey. 
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Make an espresso. And start reading.

Yes, it’s the summary, the executive reading section. 

1:00
If you only have 1 minute



11 PART I

For European companies, Boston and Cambridge, 
Massachusetts, are the modern-day Ellis Island - entry points 
to the vast and varied landscape of the U.S. economy. These twin 
cities, with their Ivy League pedigree, bustling tech ecosystems, 
and booming life sciences sectors, have become the natural 
launchpad for European firms. If you’re a biotech startup or a 
tech company on the cutting edge, chances are you’ve already 
circled Boston’s “innovation district” or Cambridge’s Kendall 
Square on your map of market expansion.

But here’s the rub: while Boston and Cambridge may be the 
perfect incubators for innovation, the U.S. market is a sprawling, 
fragmented mosaic. What sells in the culturally progressive 
Northeast might fizzle in the heartland. As Phillip Kotler astutely 
observes in Marketing Management, “Markets are people, not 
products.” The U.S. isn’t a monolithic entity; it’s a patchwork of 
consumer preferences, values, and behaviors. Assuming that 
your sleek, tech-forward positioning will resonate equally in 
Silicon Valley and rural Ohio is a rookie mistake.

Take H&M, the Swedish fashion powerhouse. When they 
expanded into the U.S., they leaned hard on their European cool 
factor - offering stylish, affordable fashion straight from the 
trendiest corners of the globe. It worked wonders in New York 
and Los Angeles, where consumers are always chasing the next 
big thing. But in smaller cities, where fashion trends move at 
a more leisurely pace, H&M had to pivot. Their European allure 
wasn’t enough. They broadened their product range, adding 
practical basics and everyday staples that appealed more to 
the sensibilities of middle America.
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H&M’s foray into the U.S. market exemplifies the intricate dance of global brand 

positioning and local adaptation. Established in Sweden, the fast-fashion giant 

sought to penetrate a highly competitive retail landscape, leveraging its unique value 

proposition of affordability and trendiness to capture American consumers’ attention.

The Case 

Upon entering the U.S. market in 2000, H&M faced a daunting retail environ-

ment characterized by established players like Gap and Zara. The initial strategy 

centered on aggressive expansion, with flagship stores in prime locations 

that showcased the brand’s ethos of accessible fashion. H&M’s marketing 

efforts were rooted in a clear understanding of consumer behavior, utilizing 

data analytics to tailor offerings to regional preferences. However, despite 

initial successes, the brand struggled with over-saturation and supply chain 

inefficiencies, leading to inventory issues and diminished brand equity. This 

misalignment prompted a reevaluation of its positioning strategy, emphasizing 

the need to balance rapid growth with sustainable practices and a clear brand 

narrative.

The Solution 

To recalibrate its brand positioning, H&M adopted a dual strategy of localiza-

tion and sustainability. By aligning its product offerings with local trends and 

emphasizing eco-friendly practices, the brand sought to enhance its relevance 

among increasingly conscious consumers. Strategic partnerships with local 

influencers and enhanced digital marketing initiatives allowed H&M to foster 

deeper connections with its target demographic, effectively revitalizing its 

image as a trendy yet responsible choice in fast fashion. This refined approach 

has positioned H&M as a leader in the competitive U.S. market, marrying style 

with substance in a landscape defined by evolving consumer expectations.

CASE STUDY - 01H&M
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As Geoffrey Moore explains in Crossing the Chasm, the leap 
from early adopters to mainstream acceptance is often the 
most perilous. For European firms entering the U.S., this chasm 
can feel like the Grand Canyon. It’s not just about wooing tech 
enthusiasts in Silicon Valley; it’s about convincing a family in 
Kentucky or a couple in Kansas why your product makes their 
lives easier, faster, or - dare we say - more fun. And trust us, 
they’re probably not going to care about your advanced algo-
rithms; they want to know how it actually works for them.

 The Enigma of the American Consumer 

To succeed in the U.S., you must first 
come to grips with the American 
consumer - a fascinating bundle of 
contradictions. 

Americans value their individuality but adore brands that 
help them fit in. They’re intensely loyal to familiar names yet 
constantly on the lookout for the next big thing. They prize con-
venience, but they also crave authentic, bespoke experiences. 
Navigating these paradoxes can feel a bit like herding cats, but 
it’s essential if you want to stand out in this crowded market.

Al Ries and Jack Trout, in their seminal book Positioning: 
The Battle for Your Mind, remind us that positioning isn’t about 
what you do to the product - it’s about what you do to the mind 
of the consumer. To succeed, your brand must occupy a distinct, 
unshakable position in the consumer’s psyche. And to do that, 
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you must speak their language - both literally and figuratively.

Take IKEA. The Swedish furniture giant is known for its 
minimalist, space-saving designs - perfect for European apart-
ments. But upon entering the U.S. market, they quickly learned 
that Americans love to think big - especially when it comes 
to their homes. In response, IKEA adapted by offering larger 
furniture pieces to fit America’s sprawling suburban homes, 
while staying true to their core brand identity: affordable, 
modern, no-frills design.

 The Regional Puzzle: One Size Does Not Fit All 

Another essential piece of the 
U.S. market puzzle is recognizing 
the vast regional differences in 
consumer behavior. 

As Mark Penn illustrates in Microtrends, even within 
seemingly homogeneous groups, there are micro-groups with 
distinct preferences and values. The eco-conscious hipster in 
Brooklyn might care deeply about sustainability and crafts-
manship, while the fast-paced professional in Dallas values 
convenience and cost-effectiveness.

For European companies, ignoring these regional nuances is 
a surefire way to get lost in translation. A high-end, exclusive 
brand might be embraced by New York’s fashion-forward elite 
but may need a more down-to-earth approach to win over the 
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IKEA’s entry into the U.S. market serves as a compelling case study in brand position-

ing and consumer engagement. Founded in Sweden, this home furnishings retailer 

capitalized on the American appetite for stylish, affordable, and functional furniture, all 

while redefining the shopping experience through a unique assembly concept.

The Case 

Launching in 1985, IKEA faced the formidable challenge of penetrating a market 

dominated by traditional furniture retailers. The initial strategy hinged on 

creating a strong brand identity centered on Scandinavian design principles, 

emphasizing minimalism, functionality, and affordability. IKEA’s distinctive 

warehouse-style stores, featuring a labyrinthine layout, encouraged a unique 

shopping experience that fostered consumer exploration and discovery. 

However, the brand encountered cultural hurdles; many American consumers 

were unfamiliar with the concept of self-assembly. To address this, IKEA imple-

mented localized marketing campaigns that highlighted the practicality and 

cost-effectiveness of its products. Additionally, the company strategically posi-

tioned itself in suburban areas, aligning with American lifestyles that favored 

homeownership and family-oriented living.

The Solution 

To enhance brand positioning and consumer acceptance, IKEA focused on 

educational initiatives and community engagement. Workshops and in-store 

demonstrations underscored the ease of assembly, alleviating consumer ap-

prehension. Moreover, the brand capitalized on digital innovation, integrating 

e-commerce platforms to streamline the shopping experience. Sustainability 

emerged as a core pillar of IKEA’s value proposition, appealing to eco-conscious 

consumers through initiatives such as renewable materials and circular 

economy practices. This holistic approach not only solidified IKEA’s market 

presence but also redefined consumer perceptions, establishing the brand as a 

leader in affordable home furnishing solutions in the U.S. market.

CASE STUDY - 02IKEA
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Midwest. This is where meticulous market research becomes 
invaluable. Understanding the unique preferences and buying 
habits of each region will enable you to tailor your positioning 
strategy for maximum impact.

In this guide, we’ll walk you through the ten critical factors 
that determine successful product positioning for European 
firms venturing into the U.S. market. From decoding regional 
consumer behavior to crafting messages that resonate locally, 
these principles will equip you to navigate America’s complex 
landscape - and avoid the pitfalls that have left many ambitions 
stranded at the border. 

Case Studies and Practical Insights 

Throughout the book, more than 25 
case studies demonstrate effective 
strategies for U.S. market entry. 

Tesla’s transformation of electric vehicles, Unilever’s “Real 
Beauty” campaign for Dove, and Dyson’s elevation of household 
appliances into high-tech status symbols all serve as examples. 
These case studies illustrate the importance of innovation, 
brand adaptation, and storytelling in achieving a successful 
market presence.
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Conclusion 

“Mastering the Marketing Entry in the USA” serves as an 
essential guide for European firms looking to enter and sustain 
growth in the U.S. market. It argues that successful entry goes 
beyond introducing a product; it involves understanding the 
complex regional and cultural dimensions of the market, 
crafting a resonant brand narrative, and adapting consistently 
to evolving consumer preferences. With actionable strategies 
for positioning, messaging, and market research, the playbook 
equips firms with the tools needed to thrive in one of the world’s 
most competitive environments.
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Welcome to 

AMERICA

HERE WE GO
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Introduction: 

The Road to

Success

The Crucial Role of Product 
Positioning in launching a 
Brand in the U.S. Market 
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For European companies, setting their sights on the U.S. 
market is practically a rite of passage. After all, who wouldn’t 
be tempted by a $25 trillion economy brimming with over 330 
million consumers? It’s the land of opportunity, where inno-
vation is revered, and novelty is a national pastime. But much 
like the seasoned sailor knows, crossing the Atlantic is the easy 
part - successfully navigating the competitive waters of the U.S. 
market is where many brands either founder or thrive.

We’ve seen it time and again in our 
work with countless ambitious firms. 
The secret ingredient to success? 
Positioning.

Consider Dyson, that cool piece of British engineering known 
for its ability to make even vacuuming seem glamorous. When 
they entered the U.S. market, Dyson didn’t just ship over their 
innovative product - they reimagined household cleaning as a 
high-tech, status-driven activity. Suddenly, vacuuming wasn’t 
a chore; it was a performance of sleek design and technological 
superiority.

Or take Unilever’s Dove. They didn’t simply import their 
European marketing playbook. Instead, they launched the 
“Real Beauty” campaign - a masterstroke in brand positioning 
that tapped into the American cultural zeitgeist around body 
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Dyson’s entry into the U.S. market exemplifies innovation and engineering excellence 

in the home appliance industry. Founded in the UK in 1991, Dyson sought to captivate 

American consumers by offering technologically advanced products, including vacuum 

cleaners, air purifiers, and hair care devices that challenge traditional designs and 

functionality.

The Case 

Launching in the U.S. in 2002, Dyson entered a competitive landscape 

dominated by established brands like Hoover and Shark. The initial strategy 

focused on promoting its patented cyclonic technology, which revolutionized 

vacuum cleaning by preventing loss of suction. By emphasizing performance, 

quality, and design, Dyson positioned itself as a premium brand that redefined 

consumer expectations for home appliances. Marketing campaigns highlighted 

the unique features of its products, such as bagless technology and advanced 

filtration systems. However, as the market evolved with rising consumer 

demand for smart home technology and sustainability, Dyson faced challenges 

in maintaining brand loyalty and adapting its product line to meet changing 

preferences.

The Solution 

To strengthen its brand positioning, Dyson embraced a multifaceted strategy 

focused on innovation and sustainability. The company continued to invest heavily 

in research and development, resulting in the launch of a range of cutting-edge 

products, including cordless vacuum cleaners and air purifiers equipped with 

smart technology. By incorporating features such as app connectivity and real-time 

air quality monitoring, Dyson catered to tech-savvy consumers seeking conve-

nience and control. Additionally, Dyson reinforced its commitment to sustainabil-

ity by implementing eco-friendly practices in production and emphasizing energy 

efficiency in its product designs. Engaging marketing campaigns showcased the 

brand’s focus on performance and environmental responsibility, fostering a con-

nection with environmentally conscious consumers. This comprehensive approach 

not only solidified Dyson’s presence in the U.S. market but also positioned it as a 

leader in the premium home appliance sector, appealing to consumers who value 

innovation, quality, and sustainability in their purchasing decisions.

CASE STUDY - 03DYSON
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positivity and self-acceptance. Dove wasn’t just selling soap; 
they were selling a philosophy that struck a chord with American 
consumers. These case studies highlight an often-overlooked 
truth: an exceptional product is essential, but without precise 
market positioning, even the most innovative offerings risk 
being relegated to the back shelves.

Product positioning plays a pivotal role when launching a 
brand in the highly competitive U.S. market. It’s the key to dif-
ferentiating your product and ensuring its success in a crowded 
landscape. 

Here’s why effective positioning is essential:

Standing Out in a Saturated Market 

The U.S. market is vast, but it’s also incredibly 
crowded. To avoid getting lost among competitors, your 
product must carve out a distinct identity. Effective 
positioning communicates what makes your brand 
unique, offering a compelling reason for consumers to 
choose you over others. Whether you’re highlighting in-
novation, sustainability, or premium quality, a clear, dif-
ferentiated message is essential to capturing attention 
in a saturated environment.

Aligning with Consumer Expectations 

U.S. consumers are diverse, but they share an 
expectation that brands will speak directly to their 
needs, values, and desires. Proper positioning ensures 
that your brand resonates with your target audience by 
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addressing their specific concerns and aligning with 
their lifestyles or aspirations. Whether your product 
appeals to eco-conscious millennials or luxury-driven 
professionals, positioning your brand to meet their 
expectations is key to driving engagement.

Building Strong Brand Perception 

In the U.S., brand perception significantly influ-
ences purchasing decisions. Positioning defines how 
your product is perceived in the minds of consumers. 
Whether you are positioning your product as premium, 
eco-friendly, or cutting-edge, consistently delivering 
on that promise is crucial. A strong, well-maintained 
brand perception builds trust and fosters loyalty among 
U.S. consumers, turning initial buyers into long-term 
advocates.

Navigating Regional Preferences 

The U.S. is far from a monolithic market - regional 
preferences and consumer behaviors vary widely. 
Effective product positioning allows your brand to adapt 
its messaging for different regions. Whether you’re 
targeting the innovation-driven West Coast or the more 
value-conscious Midwest, understanding these regional 
differences and tailoring your approach accordingly 
ensures your product connects with local audiences.
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Driving Competitive Advantage 

A well-positioned product leverages its unique 
strengths to fill market gaps that competitors may have 
overlooked. By aligning your product’s positioning with 
unmet consumer needs or emerging trends, you not 
only make an entrance into the market but also secure 
a competitive advantage that’s difficult for others to 
replicate. This foothold is critical for establishing a sus-
tainable presence in the U.S. market.

In short

Product positioning is the cornerstone 
of how your brand will be perceived 
and received in the U.S. market. It 
guides every facet of your marketing 
strategy, from messaging to pricing, 
and shapes consumer perceptions 
that influence purchasing decisions. 

By effectively positioning your product, you not only set the 
stage for a successful market entry but also lay the foundation 
for long-term growth and competitiveness in one of the world’s 
most dynamic markets.
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Location, location, location. But where to start? For some 
brands and companies, it’s a no-brainer. If you’re in Biotech 
or Medtech, the choice is practically made for you - Boston 
or San Diego. For European companies, Boston makes the 
most sense; it’s only a six-hour flight away, and the time 
difference is manageable. San Diego? Well, that’s only 
an option if you plan to never see or speak to your team 
again. New York is the finance hub, while California - and 
to some extent, Texas (I hear “Don’t California my Texas” 
is a popular phrase these days) - are ideal for tech and AI. 
And if you’re aiming for the retiree market, head south to 
Florida. But it’s not always that easy, is it? What if you’re 
an online start-up brand and want to leverage Amazon, or 
you’re selling non-alcoholic beer? The legal environment 

can vary dramatically. So, where do you start? 

Let’s dig into the nuances of location and start the 
journey of market entry.

NEXT UP: THE GATEWAY TO THE U.S 

01
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For European firms eager to plant a flag in the U.S., Boston 
and Cambridge shine like beacons through the fog of market 
uncertainty. These twin cities, especially appealing to high-
tech, life sciences, and innovation-driven businesses, seem to 
promise a clear path to American success. But why Boston and 
Cambridge? What makes these two Massachusetts hubs so 
magnetic to ambitious European enterprises?

The answer is a potent cocktail of intellectual capital, venture 
funding, and a culture that thrives on innovation. Boston and 
Cambridge are home to some of the world’s top universities 
- Harvard, MIT, Tufts - creating a fertile environment where 
ideas flourish. These aren’t just academic fortresses; they are 
research powerhouses feeding a knowledge economy that 
European firms can immediately plug into. Setting up shop 
here puts your company in close proximity to cutting-edge 
advancements and a constant stream of top talent.

But brains alone don’t seal the deal. Boston’s robust venture 
capital ecosystem acts as a gravitational force for firms seeking 
investment. With deep-pocketed investors particularly fond of 
biotech, pharmaceuticals, and tech startups, Boston becomes 
a breeding ground for European companies in these sectors. As 
Brad Feld explains in Startup Communities, successful ecosys-
tems thrive on the convergence of talent, capital, and a culture 
of entrepreneurship - all of which Boston and Cambridge have 
in abundance. This unique mix makes the region an obvious 
choice for European biotech and life sciences firms keen to 
crack the notoriously complex U.S. healthcare market.
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Look no further than Novartis. The Swiss biotech giant didn’t 
opt for the sunny tech corridors of California or the suburban 
sprawl of the Midwest. Instead, they established their global 
research headquarters in Cambridge. Why? Proximity to world-
class research institutions and an unparalleled talent pool 
made it the clear winner. In fact, Kendall Square has earned 
the moniker “the most innovative square mile on the planet,” 
hosting over 120 life sciences companies and some of the 
brightest minds in the world. 

Boston: More than Brains and Capital 

It’s not just biotech firms flocking to the Boston-Cambridge 
corridor. The region’s highly educated workforce has made it 
a magnet for tech giants too, with companies like Google and 
Amazon setting up significant operations here. For European 
tech firms, Boston offers a manageable entry point into the U.S., 
allowing them to test the waters without diving headfirst into 
the shark tank of Silicon Valley.

But here’s the catch: Boston and Cambridge, while bursting 
with opportunity, are just the entryway. Think of them as the 
front porch of the U.S. market - a prestigious spot to introduce 
yourself, but not the final destination. To truly conquer the U.S., 
European firms must scale beyond Boston and New England.
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Novartis, a Swiss multinational pharmaceutical giant, embarked on its U.S. market 

entry with a vision to reshape healthcare through innovative therapies. By leveraging 

cutting-edge research and development, Novartis aimed to position itself as a leader 

in both life sciences and patient-centric solutions amidst a highly regulated and 

competitive landscape.

The Case 

Entering the U.S. market in the late 1990s, Novartis confronted a complex 

healthcare environment characterized by stringent regulations and a diverse 

patient population. The company’s strategy emphasized a robust portfolio of 

patented medications, focusing on high-demand therapeutic areas such as 

oncology, cardiology, and neurology. Novartis adopted a multifaceted approach, 

utilizing comprehensive market research to identify unmet medical needs 

and tailoring its offerings accordingly. Strategic partnerships with healthcare 

providers and advocacy groups enhanced its credibility and facilitated market 

access. However, challenges arose with rising healthcare costs and increasing 

scrutiny over pharmaceutical pricing, compelling Novartis to navigate public 

perception and regulatory hurdles while maintaining competitive positioning.

The Solution 

To bolster its brand positioning and address market challenges, Novartis im-

plemented a strategic shift towards transparency and value-based healthcare. 

The company invested in patient engagement initiatives, providing educational 

resources to empower patients in their treatment journeys. Furthermore, 

Novartis prioritized innovation through substantial investments in biotechnol-

ogy and digital health solutions, aligning its offerings with evolving healthcare 

trends. By adopting a proactive stance on pricing transparency and demon-

strating the value of its therapies through real-world evidence, Novartis not 

only enhanced its reputation but also reinforced its commitment to improving 

patient outcomes. This multifaceted strategy positioned Novartis as a trusted 

leader in the U.S. pharmaceutical landscape, adept at navigating complexities 

while championing the future of healthcare.

CASE STUDY - 04NOVARTIS
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Scaling Beyond New England: The Real Challenge 

Boston may get you in the door, but 
the rest of the U.S. lies ahead - and it’s 
far from a one-size-fits-all market. 

America is a patchwork of regional cultures, consumer 
preferences, and economic conditions. What works in Boston’s 
innovation-driven ecosystem might fall flat in the Midwestern 
heartland. A slick, tech-forward approach that wows Silicon 
Valley could leave Texans shrugging in indifference.

This is where many European companies stumble. Boston’s 
intellectualism and affinity for innovation can feel reassuringly 
familiar to European firms. The region shares a cosmopoli-
tan outlook, a love for research, and a somewhat restrained 
consumer base. But the moment you venture outside the 
Northeast, the rules change.

Take healthcare as an example. For a European biotech 
company, Boston is the ideal launchpad. The city’s hospitals 
are world-class, and its healthcare infrastructure is formidable. 
But beyond Boston, the U.S. healthcare system becomes a frag-
mented, state-by-state puzzle, with varying regulations, payer 
systems, and consumer expectations. Expanding into other 
regions requires deep knowledge of local dynamics - because 
scaling across America is about more than just geography; 
it’s about adapting to a sprawling landscape of economic and 
cultural diversity.
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Regional Adaptation: The Key to Success 

Understanding regional differences is 
crucial for any firm entering the U.S. 
market. 

As Chris Zook and James Allen point out in Repeatability, 
success often depends on a company’s ability to adapt its 
model to local conditions without losing the core elements 
of its strategy. Boston may be your beachhead, but long-term 
survival in the U.S. demands adaptability.

Consider L’Oréal. The French beauty giant didn’t just bank 
on its European pedigree when it entered the U.S. Instead, 
it tailored its products to fit the distinct needs of American 
consumers, developing specific lines for different climates 
and hair types, while also launching campaigns that spoke to 
American beauty ideals. L’Oréal recognized that the U.S. wasn’t 
a monolithic market, but a collection of subcultures, each with 
its own preferences.

Cadbury, the British confectionery brand, learned a similar 
lesson. When they first entered the U.S., their European taste 
profile didn’t resonate with American palates. They had to adjust 
their formulas to cater to local preferences - eventually finding 
success by partnering with Hershey to deliver a chocolate more 
aligned with American tastes.
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L’Oréal’s foray into the U.S. market exemplifies a masterclass in brand positioning and 

strategic marketing within the beauty industry. Founded in France, L’Oréal sought to 

captivate American consumers by offering a diverse portfolio of beauty products that 

blend innovation with luxury, all while adapting to local preferences.

The Case 

L’Oréal entered the U.S. market in the 1950s, facing a competitive landscape 

dominated by established American cosmetics brands. The initial strategy 

centered on leveraging its French heritage to create an aspirational brand 

image synonymous with elegance and sophistication. L’Oréal’s marketing 

campaigns emphasized inclusivity and diversity, showcasing a wide array of 

products that catered to various skin tones and beauty needs. This strategic 

positioning resonated with American consumers, particularly women seeking 

personalized beauty solutions. However, as the market evolved, L’Oréal faced 

challenges from emerging brands that prioritized sustainability and digital en-

gagement. To maintain relevance, the company recognized the need to enhance 

its digital marketing strategies and adapt its product offerings to align with 

shifting consumer expectations.

The Solution 

To recalibrate its brand positioning, L’Oréal embraced digital transformation 

and sustainability as core components of its strategy. The company invested 

in innovative digital marketing campaigns, leveraging social media platforms 

and influencer partnerships to engage a younger audience. Additionally, L’Oréal 

expanded its commitment to sustainability by implementing eco-friendly 

practices and developing products that meet evolving consumer demands for 

clean beauty. Through initiatives like the “L’Oréal for the Future” program, the 

brand demonstrated its dedication to social responsibility and environmental 

stewardship. This comprehensive approach not only solidified L’Oréal’s market 

presence but also positioned it as a leader in the U.S. beauty industry, adept at 

navigating trends while prioritizing consumer values and aspirations.

CASE STUDY - 05L’ORÉAL
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Beyond Boston: A Multi-Regional Strategy 

Boston and Cambridge may offer a 
glittering start, but the real prize for 
European firms lies in scaling across 
the entire U.S. 

To achieve this, companies must develop a multi-regional 
strategy that addresses the unique preferences and behaviors 
of consumers in different parts of the country. While the U.S. 
shares a federal government, its consumer behavior is more 
akin to a federation of micro-markets.

Next, we’ll explore how European firms can go beyond Boston 
and Cambridge to craft positioning strategies that resonate 
with consumers across America’s diverse regions. Whether 
your goal is to make inroads in the Midwest, dominate the West 
Coast’s tech scene, or tap into Southern markets, we’ll provide 
insights on how to tailor your approach for maximum impact - 
and why a cookie-cutter strategy is a surefire way to miss out 
on the riches the U.S. market has to offer.
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Cadbury’s entry into the U.S. market marks a pivotal chapter in its journey as a global 

confectionery brand. Established in the UK, Cadbury sought to enchant American 

consumers with its rich heritage and signature chocolate products, while navigating 

the complexities of local tastes and fierce competition.

The Case 

Cadbury launched its products in the U.S. in the 1980s, strategically positioning 

itself in a market dominated by entrenched players like Hershey and Mars. The 

initial strategy focused on leveraging its British origins to evoke a sense of 

nostalgia and quality, appealing to American consumers’ desire for authentic, 

premium chocolate experiences. Cadbury’s portfolio, including Dairy Milk 

and Cadbury Creme Eggs, was marketed through compelling storytelling that 

emphasized its heritage and craftsmanship. However, the brand struggled with 

brand recognition and distribution challenges amid strong competition and 

the established loyalty of American chocolate consumers. Despite its efforts, 

Cadbury’s initial impact was muted, prompting a re-evaluation of its market 

positioning and engagement strategies.

The Solution 

To revitalize its brand presence, Cadbury adopted a dual strategy of localized 

marketing and innovation. By tailoring its product offerings to align with 

American tastes—such as introducing shareable formats and seasonal 

products—the brand enhanced its relevance in the crowded confectionery 

landscape. Cadbury also harnessed the power of digital marketing and social 

media campaigns to foster community engagement and brand loyalty, utilizing 

influencer partnerships and interactive promotions. Moreover, the company 

emphasized its commitment to ethical sourcing and sustainability, appealing 

to socially conscious consumers. This multifaceted approach not only bolstered 

Cadbury’s market position but also redefined its brand narrative in the U.S., 

transforming it into a beloved chocolate choice that resonates with both 

tradition and modern values.

CASE STUDY - 06CADBURY
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They often refer to the U.S as a big market. But how big 
is it really. If U.S. states were countries, some would be 
absolute economic superstars. Picture this: California, 
with a GDP over $3.9 trillion, would be the world’s 4th 
largest economy - yes, even bigger than Germany., Texas 
rolls in with its $2.5 trillion GDP, taking the 8th spot ahead 
of Italy and Brazil. Then there’s New York. With Wall Street’s 
financial muscle, it would claim the 10th spot, beating out 
South Korea. It’s not just Broadway and skyscrapers; that 
state knows how to bring in the bucks. Florida isn’t just 
beaches and retirees either - its $1.4 trillion GDP lands it in 
15th place, edging out Mexico. And don’t sleep on Illinois - 
its nearly $1 trillion GDP would tie it with Saudi Arabia. So, 
if U.S. states decided to go solo, many would dominate the 

global economic leaderboard. 

When they say it’s a big market, here you go. 

NEXT UP: NAVIGATING COMPLEXITIES
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The U.S. market, with its $25 trillion economy, is often seen 
as the golden goose of global expansion - huge, diverse, and 
bursting with opportunity. Yet, behind the glittering façade 
lies a complex labyrinth that has tripped up even the most 
battle-hardened international firms. While many European 
companies are lured by the sheer size of the American market, 
they quickly discover that success is anything but guaranteed. 
With over 300 million consumers spread across 50 states, the 
U.S. is a fragmented market, presenting a series of challenges 
as varied as its consumer base.

European firms, used to the relative uniformity of their 
domestic markets or the more harmonized European Union, 
can find the U.S. landscape bewildering. Each state - and often 
each city - feels like a country of its own, complete with distinct 
regulations, economic conditions, and consumer preferences. 
Succeeding in this market requires more than just a solid 
strategy; it demands a finely tuned approach that adapts to 
the nuances of its many regions. As W. Chan Kim and Renée 
Mauborgne assert in Blue Ocean Strategy, a thoughtful, strategic 
approach can mean the difference between swimming with the 
sharks and sailing smoothly into uncharted territory.

 

Regional Fragmentation: Beyond Geography 

One of the first lessons for European 
firms is that the U.S. market is anything 
but a monolith. 
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The factors that drive success in Silicon Valley are a world 
away from those in Houston or Chicago, and companies that fail 
to recognize this early will soon find themselves floundering. 
While Boston’s innovation-loving, tech-savvy population may 
embrace your latest gadget, that same product could struggle 
to find its footing in the more price-sensitive Midwestern 
markets. Take cities like Cleveland or Des Moines: consumers 
there might prioritize practicality and reliability over cut-
ting-edge technology or luxury branding.

The food industry provides a perfect example of this fragmen-
tation. When the British chain Pret A Manger first expanded 
into the U.S., they were an instant hit in New York, catering to 
fast-paced professionals willing to pay for high-quality, healthy 
food. But when they attempted to replicate this success in 
Washington D.C. and Chicago, they encountered resistance 
- consumers in those cities weren’t quite as eager to pay 
the premium prices. Understanding that a single approach 
wouldn’t work nationwide was key to Pret’s eventual adaptation 
and success.

As Al Ries and Jack Trout emphasize in The 22 Immutable Laws 
of Marketing, companies must craft their positioning based on 
the local landscape. While European firms may be accustomed 
to rolling out a single campaign across multiple countries with 
minor tweaks, the U.S. demands a more segmented approach. 
American consumers in different regions have vastly different 
needs, tastes, and behaviors. To succeed here, companies must 
be nimble, tailoring their marketing, product modifications, 
and distribution strategies to meet these local preferences.
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Pret a Manger’s entry into the U.S. market highlights a unique approach to fast-casual 

dining, emphasizing freshness and sustainability. Founded in the UK, Pret aimed to 

captivate American consumers with its commitment to quality ingredients and a 

vibrant café culture, redefining the landscape of grab-and-go meals.

The Case 

Launching in 2000, Pret faced a competitive U.S. market dominated by estab-

lished chains like Starbucks and Panera Bread. The brand’s initial strategy 

focused on its core value proposition: fresh, natural food made daily with no 

artificial preservatives. By showcasing its distinctive offerings - such as sand-

wiches, salads, and organic coffee - Pret positioned itself as a healthier alter-

native to traditional fast food. The company emphasized its British heritage, 

creating a unique brand identity that resonated with consumers seeking 

authentic culinary experiences. However, despite early successes, Pret encoun-

tered challenges related to scaling its operations and maintaining consistency 

across locations, alongside fierce competition from emerging local chains.

The Solution 

To strengthen its brand positioning, Pret implemented a dual strategy of lo-

calization and technological innovation. By adapting its menu to incorporate 

local flavors and preferences, the brand enhanced its relevance in diverse 

U.S. markets. Additionally, Pret embraced digital transformation by launching 

a mobile app to streamline ordering and enhance customer engagement. 

Sustainability emerged as a cornerstone of Pret’s strategy, with initiatives like 

reducing food waste and sourcing locally. This commitment to environmental 

responsibility resonated with health-conscious consumers, bolstering Pret’s 

reputation as a leader in the fast-casual segment. Through these multifaceted 

efforts, Pret a Manger not only solidified its market presence but also estab-

lished itself as a go-to destination for fresh, convenient dining that aligns with 

modern consumer values.

CASE STUDY - 07PRET A MANGER
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Adapting to Local Preferences: One Size Does Not Fit All

The assumption that “one size fits 
all” simply doesn’t apply in the 
U.S. market. 

Take the case of Tesco’s ill-fated expansion into California 
with their Fresh & Easy stores. The British supermarket giant 
assumed that Californians would share their European coun-
terparts’ love for fresh produce, self-checkouts, and minimal 
staff interaction. But they misjudged the American preference 
for larger stores, greater variety, and a more personalized 
customer experience. The result? Fresh & Easy failed to gain 
traction, proving that cultural assumptions can be dangerous 
in unfamiliar markets.

A cautionary tale also comes from Target’s ill-fated 
expansion into Canada. Though not the U.S., it highlights the 
perils of assuming that a successful domestic strategy will 
seamlessly translate abroad. Target’s U.S. model didn’t account 
for Canada’s different supply chains, distribution networks, 
and consumer expectations. Despite the brand recognition and 
initial excitement, Target was forced to abandon its Canadian 
operations - proving that even strong brands can falter without 
a deep understanding of local context.



45 PART I

Demographic and Psychographic Diversity 

Beyond regional differences, the 
U.S. consumer landscape is a 
patchwork of demographic and 
psychographic profiles. 

America’s cultural melting pot is both a blessing and a 
challenge for firms trying to tailor their offerings. A campaign 
that resonates with tech-savvy millennials in Austin, Texas, 
might fall flat with suburban families in Florida.

Nike is a master at navigating these psychographic differ-
ences. While their “Just Do It” ethos speaks to empowerment 
and individuality in urban areas like New York or Los Angeles, 
in suburban and rural regions, Nike shifts gears - emphasizing 
family values, teamwork, and community. This ability to tailor 
campaigns to different psychographic segments has been key 
to Nike’s enduring success in the U.S.

This is where psychographic segmentation becomes critical. 
As Del I. Hawkins notes in Consumer Behavior:  Building 
Marketing Strategy, psychographics can provide a more nuanced 
understanding of what truly drives consumer decisions. 
European firms aiming for success in the U.S. must look beyond 
broad demographics and dive deep into psychographic data to 
connect with their audiences on a more meaningful level.
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Navigating State-Specific Regulations 

To complicate matters further, the U.S. regulatory environ-
ment can be just as fragmented as its consumer base. Each 
state comes with its own set of rules, from taxation to labeling 
requirements and labor laws. For European companies, accus-
tomed to more harmonized regulations, this patchwork can 
feel like a bureaucratic minefield. California, for example, is 
notorious for its stringent environmental regulations, while 
states like Texas offer a far more business-friendly environment. 
A company aiming for nationwide distribution must be ready to 
meet the toughest standards or risk losing out on key markets.

Alcohol distribution is a prime example of this regulatory 
maze. In the U.S., each state has its own laws governing alcohol 
sales, and companies must navigate a bewildering array of 
regulations. What’s permissible in New York might be illegal in 
Utah, and what works in Florida could be taxed out of viability 
in Illinois. For European firms looking to crack the U.S. market, 
understanding these legal complexities is just as critical as 
understanding consumer preferences.

Building a Tailored Strategy 

To successfully navigate the U.S. market’s complexities, 
European firms must adopt a region-specific approach. This 
might mean developing multiple marketing campaigns and 
distribution strategies tailored to local preferences - much like 
Coca-Cola’s “glocal” (global + local) strategy. While Coca-Cola’s 
brand is universally recognized, their campaigns reflect the 
unique cultures and tastes of different regions. In the American 
South, they emphasize nostalgia and tradition, while on the 
West Coast, their focus shifts to health and wellness trends.
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Flexibility is the key to success. 
A win in Boston or Silicon Valley 
might open doors, but sustaining 
that growth requires a strategy 
tailored to the unique demands of 
each region. 

In our marketing playbook, we’ll explore how European firms 
can go beyond Boston and develop a multi-regional strategy 
that balances local adaptation with maintaining the core brand 
identity.
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So, you’ve thought about where to land your company in the U.S. 
market, but what about positioning your brand in the minds 
of consumers? Let me tell you a story about Milka, a European 
chocolate brand that learned this the hard way. Milka, beloved 
for its creamy texture and that iconic purple cow, seemed ready 
for success in the States. But when they made their move, things 
didn’t go as planned. Milka positioned itself as a premium, “soft” 
chocolate - quite the departure in a market ruled by the bold, sugary 
flavors of Hershey’s and M&M’s. For Americans used to these 
robust tastes, Milka’s product felt a bit too delicate. Some even 
complained it was “melting in your hands before it reaches your 
mouth,” or that the flavor seemed a bit “off” compared to the usual, 
sugar-packed sweetness they were used to.In an attempt to stay 
playful, Milka’s marketing focused on the “gentle” nature of their 
chocolate, playing up its smooth texture and European charm. But 

it just didn’t connect. 

In a country where people want their chocolate bold and intense, 
Milka’s softness wasn’t the selling point they hoped for. It was a classic 

clash of “European elegance” meeting the American “What is this?”

NEXT UP: POSITIONING

03
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In the frenetic landscape of the U.S. market, where consumer 
choices are as abundant as fast-food chains and competition 
is fierce, effective product positioning is the secret weapon for 
brands looking to stand out. With a seemingly endless stream 
of products vying for attention, even the most innovative 
offering can sink into obscurity without a sharp value prop-
osition. In the U.S., positioning isn’t just about stating what 
your product is - it’s about making a compelling case for why it 
matters . As marketing legend Philip Kotler argues in Marketing 
Management, successful positioning creates a “perception of 
the brand in the minds of consumers,” making it a cornerstone 
of any strategy aimed at cracking the American market.

Understanding Product Positioning 

At its core, product positioning is about 
crafting an identity in the minds of 
your target audience. 

It involves emphasizing key attributes that resonate with 
consumers while setting your product apart from the compe-
tition. This task can be particularly challenging for European 
firms entering the U.S. market, where consumer preferences 
and cultural cues can be markedly different from those at home.

A well-positioned product doesn’t just tell consumers what 
it does; it taps into the why behind their purchase decisions. 
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European brands need to delve deep into their target audience’s 
demographics, psychographics, and the emotional triggers 
that drive purchasing decisions.

In the luxury sector, for example, European brands like Gucci 
and Louis Vuitton emphasize their heritage and craftsmanship. 
These storied brands leverage their artisanal traditions to 
create emotional connections with consumers, a positioning 
strategy that helps them stand out in a crowded luxury mar-
ketplace. A recent study in the Journal of Consumer Research 
supports this, revealing that consumers are drawn to luxury 
brands with narratives centered on heritage and authenticity. 
For European brands, this is a textbook case of story-driven 
positioning making an impact.

Crafting a Unique Value Proposition 

In contrast, companies in the consumer tech space need to 
focus on innovation and user-centric features to capture the 
notoriously demanding American market. Giants like Apple and 
Samsung aren’t just selling gadgets; they’re selling aspiration-
al lifestyles. Apple, for instance, has brilliantly positioned its 
products as integral to modern, interconnected life, emphasiz-
ing how seamlessly they fit into everyday routines. They aren’t 
just offering tech; they’re offering an experience.

For European tech companies entering the U.S., the question 
is: what makes your product unique? Is it groundbreaking 
functionality? A sleek, user-friendly design? Perhaps a com-
mitment to eco-friendly production? Take Jabra, the Danish 
audio company, which has carved out a niche by positioning its 
headphones as offering superior sound quality and ergonomic 
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Jabra’s entry into the U.S. market underscores the importance of innovative technology 

and customer-centric design in the audio and communications sector. Founded in 

Denmark, Jabra sought to establish itself as a leader in premium audio solutions, 

focusing on both consumer and enterprise markets amid fierce competition.

The Case 

Launching in the U.S. in the early 2000s, Jabra faced a saturated market 

dominated by established brands such as Bose and Sennheiser. The initial 

strategy concentrated on differentiating its product offerings through superior 

sound quality, ergonomic design, and advanced wireless technology. By 

targeting diverse segments - from casual users seeking high-quality head-

phones to professionals requiring reliable headsets for communication - Jabra 

crafted a broad portfolio that appealed to various consumer needs. The brand 

effectively utilized partnerships with telecommunications providers to enhance 

visibility and distribution. However, as market dynamics evolved with the rise 

of mobile technology and remote work, Jabra faced challenges in maintaining 

brand recognition and adapting to changing consumer preferences.

The Solution 

To fortify its brand positioning, Jabra embraced a strategy of continuous 

innovation and tailored marketing. The company invested heavily in research 

and development, resulting in cutting-edge products like noise-canceling 

headphones and advanced wireless earbuds that leverage the latest audio 

technology. Additionally, Jabra harnessed digital marketing and social media 

to engage tech-savvy consumers, utilizing influencer partnerships and targeted 

campaigns to showcase product benefits. Sustainability also became a key 

focus, with initiatives aimed at reducing environmental impact through re-

sponsible sourcing and recyclable packaging. This comprehensive approach 

not only reinforced Jabra’s market presence but also positioned it as a trusted 

player in the U.S. audio industry, adept at meeting the demands of an increas-

ingly connected and mobile consumer base.

CASE STUDY - 08JABRA
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comfort - appealing directly to audiophiles who prioritize both 
performance and comfort. By understanding and aligning their 
message with their target audience, Jabra has successfully 
staked its claim in a crowded market.

Strategic positioning is not just about stating why a product 
is different - it’s about convincing consumers why it’s better . 
Research published in the Harvard Business Review shows that 
companies with a clear value proposition see 40% higher sales 
compared to those that don’t. This isn’t just marketing theory; 
it’s market reality.

The Role of Emotional Connection 

In today’s saturated market, the 
emotional connection a brand forges 
with its audience can often be the 
deciding factor in a purchasing decision. 

As Simon Sinek explains in Start With Why, consumers are 
increasingly drawn to brands that share their values and beliefs. 
For European brands entering the U.S., building an emotional 
bond with American consumers can be the differentiator that 
sets them apart.

Consider IKEA again, the Swedish furniture giant, as a prime 
example. Upon expanding into the U.S., IKEA positioned itself as 
the go-to brand for stylish, affordable home furnishings, hitting 
that sweet spot between aesthetics and value. Their ads often 
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portray relatable, family-oriented scenarios, emphasizing how 
their products can create a cozy, functional home. IKEA didn’t 
just sell furniture - they sold the idea of living better, appealing 
to American families’ emotional aspirations. The result? A 
household name in the U.S.

Contrast this with Marks & Spencer’s ill-fated attempt to 
conquer the U.S. market. The British retailer’s “quality food 
and clothing” positioning didn’t strike the same chord with 
American consumers as it did back home. Without a strong 
emotional connection or a narrative that resonated with U.S. 
lifestyles, Marks & Spencer ultimately withdrew from the 
market. The lesson? European brands must articulate their 
value in a way that resonates within the cultural context of the 
U.S. - or risk becoming just another foreign import.
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The Impact of Market Research 

To position a product effectively 
in the U.S. market, European firms 
must invest in comprehensive 
market research. Gaining a deep 
understanding of consumer behavior, 
preferences, and trends can provide 
invaluable insights for crafting an 
effective positioning strategy. 

Surveys, focus groups, and A/B testing can help fine-tune 
messaging, ensuring it hits home with the target audience. A 
much larger overview of research tools can be found in part 2 
of this book. 

 L’Oréal, for instance, leveraged market research to tap into 
a previously underserved demographic in the U.S. - women 
of color. Recognizing a gap in the beauty market, L’Oréal 
launched a campaign promoting inclusivity, positioning 
their products as catering to all skin tones. This savvy use of 
market research not only resonated with a growing demand 
for diversity but also significantly boosted their market share.  
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Continuous Evaluation and Adaptation 

Effective product positioning isn’t a 
one-and-done exercise; it requires 
continuous evaluation and adaptation.

Markets evolve, consumer preferences shift, and competitors 
emerge. European firms must remain nimble, adjusting their 
positioning strategies to stay relevant. According to the Journal 
of Brand Management, companies that engage in regular brand 
audits and adjust their positioning based on real-time feedback 
are more likely to maintain a competitive edge.

In conclusion

Mastering product positioning is essential for European 
firms looking to penetrate the U.S. market. By crafting a clear 
value proposition that resonates emotionally with consumers, 
brands can differentiate themselves in a crowded marketplace. 
Whether emphasizing craftsmanship in luxury goods or touting 
innovation in tech, strategic product positioning helps firms 
carve out a unique space and demonstrate why their product 
isn’t just different - it’s better. As the U.S. market continues to 
evolve, staying attuned to consumer preferences and market 
trends will be key to long-term success.
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Aldi. Known in Europe and beyond as the go-to for no-frills, val-
ue-for-money shopping. So when Aldi decided to take on the U.S., 
they went all in. And what happened next is a prime example of the 
power of consumer perception in America. And how to change it. 
Aldi entered the U.S. market with the same playbook: low prices, 
generic brands, and straightforward store designs. But here’s the 
twist - Americans, who like a bit of flair in their grocery experience, 
weren’t exactly sold. To them, Aldi just seemed like another bar-
gain-basement chain. It didn’t match up with what they expected 

from a shopping trip, even one meant to save money
So, how did Aldi respond? They changed nothing - well, almost 
nothing. They switched up their marketing. Aldi leaned into 
their “European authenticity” and repositioned themselves as a 
European-inspired, high-quality discount chain where shoppers 
could discover “specialty” items for less. Suddenly, what was once 
dismissed as “cheap” was now a “hidden gem.” Americans went 
from side-eyeing Aldi to proudly sharing their “secret” European 
grocery spot, where they scored fancy-sounding finds like “Brioche 

Buns” and “Lacura Skin Care.”

It’s a perfect illustration of how a brand can take the exact same 
product and, with a savvy perception shift, make it feel premium - 

even when the core is still all about low prices and efficiency.

NEXT UP: THE POWER OF CONSUMER PERCEPTION 
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In the ever-evolving U.S. market, where 
competition is fierce and choices seem 
endless, consumer perception plays a 
critical role in purchasing decisions. 

American buyers are no longer simply shopping for products; 
they are hunting for brands that resonate with their values - 
be it innovation, sustainability, or exclusivity. For European 
brands crossing the Atlantic, understanding and leveraging 
these emotional drivers is crucial for establishing a foothold 
and winning market share.

Emotional Drivers: The Heart of Consumer Choice 

The idea that emotions drive consumer behavior is central to 
Buyology by Martin Lindstrom, who argues that emotions wield 
more influence in decision-making than logic or reason. In the 
U.S., this concept is vividly reflected in how consumers gravitate 
toward brands that embody their ideals, influencing both their 
purchasing choices and long-term loyalty. For European brands, 
this means learning to navigate a complex web of American 
values and preferences.

Take European luxury houses like Gucci and Hermès. These 
brands have mastered the art of positioning, building their 
appeal around exclusivity, craftsmanship, and timeless quality. 
Through aspirational campaigns, high-profile collaborations, 
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and limited-edition releases, they reinforce their status as 
symbols of luxury. According to a Bain & Company report, the U.S. 
luxury market is set for substantial growth, driven by younger 
consumers who prize status and prestige. By tapping into this 
desire for exclusivity, Gucci and Hermès not only maintain 
customer loyalty but also justify their premium pricing.

Affordability Meets Functionality: IKEA’s Winning Formula 

On the flip side, brands like IKEA have taken a different route, 
emphasizing affordability and functionality without compro-
mising on style. Entering the U.S. market with the promise of 
delivering chic, well-designed furniture at accessible prices, 
IKEA has positioned itself as the go-to choice for the American 
middle class. Through clever marketing that shows their 
products in aspirational yet attainable home settings, IKEA 
reinforces the idea that stylish living is within everyone’s reach.

IKEA’s success in the U.S. can be attributed to its deep 
understanding of American consumers, especially younger de-
mographics burdened by student loans and high living costs. 
By offering budget-friendly, stylish solutions, IKEA has built a 
brand perception that aligns perfectly with the values of prac-
ticality and value for money - crucial drivers in the U.S. market.
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The Power of Brand Storytelling 

In today’s hyper-competitive landscape, 
brand storytelling has become essential 
for shaping consumer perception. 

Brands that can tell their stories effectively not only differ-
entiate themselves but also create emotional bonds with their 
audience. As Simon Sinek famously argues in Start With Why, 
brands that communicate their purpose engage consumers on 
a deeper, more meaningful level.

European brands entering the U.S. market can take a page 
from this storytelling playbook. Take the British skincare brand 
Lush, for example. Lush has built a loyal U.S. customer base by 
promoting its ethical sourcing and environmental sustainabil-
ity through engaging narratives. By aligning its story with the 
values of socially conscious consumers, Lush has tapped into 
the growing demand for eco-friendly practices, demonstrating 
the power of aligning brand perception with consumer values.

 

The Social Media Amplifier 

In the digital age, consumer perception is amplified - often 
exponentially - through social media platforms. Brands are more 
exposed than ever, as consumers actively share their opinions 
and experiences online. A single viral post can catapult a brand 
to new heights or, conversely, drag it into the depths of public 
disfavor.



64 Mastering the Marketing Entry in the United States

Lush’s entry into the U.S. market exemplifies a bold approach to ethical consumerism 

in the beauty and personal care industry. Founded in the UK, Lush sought to captivate 

American consumers with its unique proposition of handmade, environmentally 

friendly products, while championing social responsibility and sustainability.

The Case 

Launching in the U.S. in 1996, Lush entered a competitive market dominated 

by well-established brands like Bath & Body Works and The Body Shop. The 

brand’s initial strategy centered on its commitment to freshness, transparency, 

and ethical sourcing, which set it apart from traditional retailers. Lush’s vibrant 

storefronts, featuring colorful displays and engaging product demonstrations, 

created a sensory experience that attracted consumers. However, the brand 

faced challenges in communicating its core values amidst a crowded market-

place and navigating varying consumer preferences across regions. As demand 

for cruelty-free and sustainable products surged, Lush recognized the need 

to amplify its message while maintaining authenticity in a rapidly changing 

landscape.

The Solution 

To enhance its brand positioning, Lush adopted a multifaceted strategy focused 

on community engagement and innovative marketing. The company leveraged 

social media campaigns to connect with a younger audience, emphasizing 

its ethical stance on animal welfare, environmental issues, and social justice. 

Lush also expanded its product offerings to include vegan and packaging-free 

options, aligning with the growing demand for sustainable beauty solutions. By 

hosting interactive workshops and community events, Lush fostered a sense of 

community and loyalty among its customers. This holistic approach not only 

solidified Lush’s presence in the U.S. market but also established it as a leader 

in the ethical beauty sector, appealing to consumers who prioritize values 

alongside quality in their purchasing decisions.

CASE STUDY - 09LUSH
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European brands entering the U.S. must navigate this terrain 
with caution and precision. Consider the infamous case of 
Dolce & Gabbana’s controversial 2018 ad campaign, which 
many deemed culturally insensitive. The backlash on social 
media was swift, leading to a drop in sales and long-term 
damage to the brand’s reputation in the U.S. market. This serves 
as a stark reminder of the need to understand cultural nuances 
and the sentiment of the American audience before launching 
campaigns.

On the other hand, brands that harness social media effec-
tively can elevate their brand perception and engage directly 
with their consumers. French fashion house Dior, for example, 
has masterfully used platforms like Instagram to showcase 
behind-the-scenes content, celebrity endorsements, and us-
er-generated content. This strategy not only creates a sense of 
community but also enhances Dior’s exclusive, yet approach-
able, brand image.

 

Authenticity and Transparency: The New Must-Haves 

In recent years, U.S. consumers have 
become increasingly discerning, 
demanding authenticity and transparency 
from the brands they support. 

Brands that are open about their practices, ingredients, and 
values tend to resonate more with today’s buyers. David S. Kidder, 
in The Authenticity Principle, underscores that consumers are 
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drawn to brands that are genuine and relatable.

European brands can capitalize on this trend by being 
transparent in their messaging. Consider the Japanese home 
goods brand Muji, which has garnered a loyal U.S. following by 
promoting simplicity, minimalism, and sustainability. With 
straightforward product designs and a no-frills approach, Muji 
has resonated with consumers seeking authenticity in an era 
of excess. By clearly communicating their values, Muji has po-
sitioned itself as a brand U.S. consumers can trust.

 

The Long Game: Building Lasting Loyalty 

While initial sales are crucial, the 
ultimate goal for any brand should be 
to cultivate long-term consumer loyalty.

 
Research from Harvard Business School suggests that 

acquiring a new customer can cost five to 25 times more than 
retaining an existing one, making customer retention a vital 
aspect of brand strategy.

European brands can achieve lasting loyalty by consistently 
delivering on their promises and engaging meaningfully with 
their audience. BMW, the German automotive giant, excels at 
this. Through loyalty programs, exclusive events, and personal-
ized marketing, BMW fosters a sense of community around its 
brand. This strategy not only encourages repeat purchases but 
also strengthens the emotional connection between the brand 
and its customers. 
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Muji’s entry into the U.S. market showcases a minimalist approach to retail that 

emphasizes simplicity and functionality. Originating in Japan, Muji sought to attract 

American consumers with its unique offering of no-brand, high-quality lifestyle 

products that resonate with the principles of sustainability and thoughtful design.

The Case 

Entering the U.S. market in 2006, Muji faced a competitive landscape dominated 

by established retailers like IKEA and Target. The initial strategy revolved around 

promoting its philosophy of “no-brand quality,” which champions the idea 

that good design doesn’t require flashy branding. By offering a diverse range 

of products - from stationery and home goods to apparel - Muji positioned 

itself as a destination for those seeking simplicity and utility in everyday life. 

However, the brand grappled with raising awareness in a market saturated with 

brand-driven competitors. The challenge lay in communicating its unique value 

proposition while maintaining its commitment to minimalist aesthetics and 

environmental sustainability.

The Solution 

To bolster its brand positioning, Muji embraced a localized strategy that involved 

tailoring its product offerings to align with American consumer preferences. The 

brand also amplified its marketing efforts through experiential retail, creating 

inviting store environments that encouraged customers to explore and interact 

with products. Digital marketing campaigns and collaborations with lifestyle 

influencers helped elevate Muji’s visibility among younger consumers seeking a 

more conscious lifestyle. Furthermore, the company reinforced its commitment 

to sustainability by emphasizing its use of recycled materials and eco-friendly 

packaging. This comprehensive approach not only solidified Muji’s presence 

in the U.S. market but also positioned it as a leader in the minimalist lifestyle 

sector, appealing to consumers who value both practicality and environmental 

responsibility in their purchasing decisions.

CASE STUDY - 10MUJI
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BMW’s entry into the U.S. market exemplifies a strategic blend of luxury branding and 

performance engineering. Founded in Germany, BMW sought to captivate American 

consumers by emphasizing its reputation for quality, innovation, and driving pleasure, 

setting the stage for its status as a leading luxury automobile manufacturer.

The Case 

BMW established its presence in the U.S. in the 1970s, entering a highly com-

petitive landscape dominated by American and European automotive brands. 

The initial strategy focused on differentiating itself through the promotion of 

its unique driving experience and precision engineering. By emphasizing its 

performance-oriented models, particularly the iconic 3 Series, BMW crafted a 

strong brand identity that resonated with American consumers seeking both 

luxury and sportiness. The brand’s marketing campaigns, which highlighted 

the thrill of driving and the engineering excellence behind each vehicle, played 

a crucial role in establishing brand loyalty. However, as the market evolved 

with a growing emphasis on sustainability and electric vehicles, BMW faced 

challenges in adapting to changing consumer expectations while maintaining 

its performance heritage.

The Solution 

To strengthen its brand positioning, BMW implemented a dual strategy of 

innovation and sustainability. The company invested heavily in research and 

development to advance electric mobility, launching its “i” series of electric 

vehicles, including the BMW i3 and i8, to appeal to environmentally conscious 

consumers. Additionally, BMW enhanced its digital marketing efforts, leverag-

ing social media and interactive campaigns to engage younger audiences and 

emphasize the brand’s commitment to cutting-edge technology. The brand also 

focused on enhancing customer experiences through initiatives like person-

alized vehicle customization and exclusive driving events. This multifaceted 

approach not only reinforced BMW’s position in the U.S. market but also posi-

tioned it as a forward-thinking leader in the luxury automotive sector, adept at 

navigating the complexities of modern consumer values while staying true to 

its performance roots.

CASE STUDY - 11BMW



69 PART I

IS EVERYTHING 

Conclusion 
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In short, consumer perception wields 
immense power in the U.S. market, 
shaping purchasing decisions and 
fostering brand loyalty. For European 
brands entering this dynamic 
landscape, it’s essential to tap into the 
emotional drivers that resonate with 
American consumers, be it exclusivity, 
affordability, or sustainability. 

By mastering brand storytelling, leveraging the amplifying 
power of social media, embracing authenticity, and commit-
ting to building lasting relationships, European firms can 
craft marketing strategies that strike a deeper chord with U.S. 
audiences. As the U.S. market continues to evolve, staying 
attuned to consumer perceptions will be the key to long-term 
success.
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Consumers in the U.S. are nothing like their European 
counterparts - seriously, it’s a whole different ball game. 
Convenience isn’t just a perk; it’s a lifestyle. Americans 
are always on the move - work, friends, sports, travel, and 
repeat. So, they want everything fast, easy, and efficient. 
If you get this right, you’ve basically got their heart and 
wallet in the bag. Speed is the name of the game. Amazon 
dropping packages at your door in hours? Perfect. Fast 
food ready before you’ve even finished your order? Even 
better. And apps like Uber Eats and DoorDash? Let’s 
just say pants are optional when it comes to dinner. The 
brands that win are the ones making people feel like 

they’re saving time, energy, or money - ideally, all three. 

In a country obsessed with efficiency, convenience is just 
king. Or should we say president? Kings are more of a 

European thing, after all.

NEXT UP: ALIGNING WITH CONSUMER DEMANDS 

05
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Adapting to Shifting Consumer 
Demands in the U.S. Market 
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In the fast-paced world of the U.S. market, consumer pref-
erences are evolving at a breakneck pace. Companies that 
can swiftly pivot to align with these shifts are poised to gain a 
distinct competitive edge. Today, buzzwords like sustainability, 
wellness, and convenience aren’t just trends - they are central 
to the purchasing decisions of American consumers. For 
European firms, particularly those in industries like food and 
beverage, fashion, and cosmetics, weaving these values into 
their product positioning is essential for success.

 

Understanding Consumer Trends: A Non-Negotiable 

Grasping consumer trends is a must 
for any brand aiming to make a 
significant impact in the U.S. market. 

Sustainability, once a niche concern, has surged into the 
mainstream. According to a report by Nielsen, 73% of millen-
nials are willing to pay more for sustainable products - a clear 
indicator of the demand for brands that prioritize environmen-
tal responsibility.

For European firms, embracing sustainability is not just 
a strategic move - it’s a way to boost brand perception. Take 
H&M. The Swedish retailer’s Conscious Collection promotes 
garments made from organic and recycled materials, 
effectively aligning with the rising demand for eco-friendly 
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products. By championing sustainability in their messaging, 
H&M resonates with environmentally conscious American 
consumers, positioning itself as a leader in the sustainable 
fashion space.

Wellness: The New American Obsession 

Alongside sustainability, wellness has 
emerged as a core value for many U.S. 
consumers. 

This trend spans physical health, mental well-being, and 
emotional resilience. Brands that align themselves with the 
wellness movement have the opportunity to create deeper con-
nections with their consumers.

Consider the British beverage brand Innocent Drinks. Known 
for its fruit smoothies and juices, Innocent has expertly posi-
tioned itself as a brand that champions health and wellness. 
Their marketing highlights the natural ingredients and health 
benefits of their products, appealing to health-conscious 
consumers. By using humor and relatable messaging, Innocent 
has managed to cultivate a loyal U.S. following - proving that a 
blend of wellness messaging and engaging storytelling can be 
a powerful combination.
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Innocent Drinks’ entry into the U.S. market represents a refreshing approach to healthy 

beverages, emphasizing transparency and sustainability. Founded in the UK, Innocent 

aimed to capture the hearts of American consumers with its commitment to natural 

ingredients and environmentally friendly practices, redefining the landscape of the 

smoothie and juice industry.

The Case 

Innocent launched in the U.S. in 2012, entering a competitive beverage market 

dominated by established brands like Naked Juice and Odwalla. The initial 

strategy centered on promoting its core values of quality, simplicity, and sus-

tainability, encapsulated in its slogan, “Pure Fruit, No Nonsense.” By offering a 

range of smoothies and juices made from 100% natural ingredients, Innocent 

positioned itself as a health-conscious choice for consumers seeking nutri-

tious, on-the-go options. The brand’s quirky, playful marketing and distinctive 

packaging helped it stand out on crowded shelves. However, Innocent faced 

challenges in building brand awareness and loyalty in a market saturated with 

choices, alongside the need to adapt its messaging to resonate with American 

consumers.

The Solution 

To enhance its brand positioning, Innocent embraced a localized marketing 

strategy that emphasized community engagement and environmental re-

sponsibility. The company leveraged social media platforms to connect with 

consumers through interactive campaigns and storytelling, highlighting its 

commitment to sustainability and ethical sourcing. Innocent also introduced 

new product lines tailored to American tastes, such as superfood blends and 

functional beverages, to broaden its appeal. Partnerships with local retailers 

and participation in community events helped strengthen its presence and 

foster brand loyalty. This multifaceted approach not only solidified Innocent’s 

position in the U.S. market but also established it as a leader in the healthy 

beverage sector, resonating with consumers who prioritize quality, sustainabil-

ity, and fun in their purchasing decisions.

CASE STUDY - 12INNOCENT DRINKS
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Convenience: The New Consumer Currency 

In today’s hectic world,       
convenience is king. 

With increasingly busy lifestyles, American consumers are 
drawn to products that simplify their lives. Brands that prioritize 
convenience as a core offering are well-positioned to capture a 
significant slice of the market.

A prime example is the German supermarket chain Aldi, 
which has made waves in the U.S. by offering high-quality 
products at competitive prices, all while streamlining the 
shopping experience. By creating a more efficient, no-frills 
approach to grocery shopping, Aldi has successfully appealed 
to consumers who value time-saving solutions without com-
promising on quality.

 

The Clean Beauty Movement: Transparency is Beautiful 

In the beauty industry, the shift toward “clean” products 
has been dramatic. U.S. consumers are becoming more aware 
of what goes into their cosmetics, demanding greater trans-
parency from brands. This has led to the rise of clean beauty 
- products that are natural, safe, and environmentally friendly.

L’Oréal has been quick to capitalize on this trend, launching 
a range of “clean” beauty products in the U.S. market. By offering 
sulfate-free, eco-conscious formulations under lines like L’Oréal 
Paris Elvive, the brand has successfully aligned itself with 
modern consumer values. This move has enhanced L’Oréal’s 
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ALDI’s entry into the U.S. market exemplifies a disruptive approach to grocery retail, 

emphasizing efficiency and affordability. Founded in Germany, ALDI aimed to revolu-

tionize American shopping habits by offering high-quality products at remarkably low 

prices, challenging the traditional supermarket model.

The Case 

Launching in the U.S. in 1976, ALDI faced a competitive landscape dominated 

by established grocery chains such as Walmart and Kroger. The initial strategy 

focused on a no-frills shopping experience, characterized by limited selection, 

private-label products, and streamlined operations. By prioritizing cost-cutting 

measures - such as requiring customers to bring their own bags and ‘pay’ a 

quarter for shopping carts - ALDI positioned itself as a low-cost leader without 

sacrificing quality. The brand’s commitment to simplicity and value resonated 

with budget-conscious consumers, allowing it to rapidly expand its footprint 

across the country. However, as the U.S. grocery landscape evolved, ALDI faced 

challenges in communicating its value proposition and differentiating itself 

from emerging discount retailers.

The Solution 

To enhance its brand positioning, ALDI adopted a strategy of expansion and 

innovation. The company aggressively increased its store count, strategically 

opening locations in urban and suburban areas to capture a wider audience. 

ALDI also expanded its product offerings to include organic and specialty 

items, catering to the growing demand for healthier and diverse food options. 

Digital marketing campaigns highlighted the brand’s commitment to quality 

at unbeatable prices, while in-store promotions and tastings fostered customer 

engagement. Additionally, ALDI prioritized sustainability initiatives, such as 

reducing plastic use and sourcing local produce, to align with consumer values. 

This comprehensive approach not only solidified ALDI’s presence in the U.S. 

market but also positioned it as a formidable player in the grocery industry, 

appealing to consumers seeking quality, affordability, and a socially responsi-

ble shopping experience.

CASE STUDY - 13ALDI
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standing as an industry leader while meeting the demands 
of health-conscious consumers - a win-win in the eyes of the 
American beauty shopper.

 

Tailoring Offerings: One Size Doesn’t Fit All 

To thrive in the U.S. market, European 
companies must tailor their offerings 
to meet the distinct preferences of 
American consumers. 

This requires thorough market research to decode local 
behaviors and emerging trends. Brands that invest in under-
standing their target audience are better equipped to adapt 
their product positioning to align with local expectations.

Danone, the French food giant, exemplifies this approach. By 
adapting its yogurt products to cater to the American palate - 
such as the high-protein, low-sugar Oikos Greek yogurt - Danone 
has tapped into the growing demand for healthier snack 
options. By matching its product offerings to the preferences 
of health-conscious U.S. consumers, Danone has significantly 
bolstered its market share.
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Danone’s entry into the U.S. market highlights a strategic focus on health and wellness 

within the food and beverage industry. Founded in France, Danone sought to establish 

itself as a leader in nutritious products, catering to American consumers’ growing 

demand for healthier options and sustainable practices.

The Case 

Entering the U.S. market in the late 1970s, Danone faced significant competition 

from established brands like General Mills and Kraft. The initial strategy revolved 

around promoting its core products, particularly yogurt and dairy alternatives, 

under well-known brands such as Dannon and Activia. By emphasizing health 

benefits, including probiotics and low-fat options, Danone positioned itself 

as a pioneer in the wellness-oriented segment of the food industry. The brand 

leveraged innovative marketing campaigns to educate consumers about the 

health advantages of its products, leading to rapid growth in brand awareness. 

However, as consumer preferences shifted toward plant-based and organic 

options, Danone faced challenges in adapting its portfolio to meet the evolving 

demands of health-conscious shoppers.

The Solution 

To fortify its brand positioning, Danone embraced a strategy centered on inno-

vation and sustainability. The company expanded its product lines to include 

a range of plant-based options, such as almond and coconut yogurts, to cater 

to the growing demand for dairy alternatives. Additionally, Danone invested in 

digital marketing and social media campaigns to engage younger consumers, 

emphasizing transparency and the nutritional benefits of its products. 

Sustainability became a key focus, with initiatives aimed at reducing carbon 

footprints and improving packaging recyclability. By forming partnerships with 

local farmers and prioritizing responsible sourcing, Danone strengthened its 

commitment to health and environmental stewardship. This comprehensive 

approach not only solidified Danone’s presence in the U.S. market but also posi-

tioned it as a leader in the health-focused food and beverage sector, appealing 

to consumers who prioritize quality, wellness, and sustainability in their pur-

chasing decisions.

CASE STUDY - 14DANONE
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Authenticity and Transparency: The Modern Consumer’s 
Demand 

As American consumers become 
increasingly discerning, authenticity 
and transparency have become 
non-negotiable. 

A survey by Label Insight revealed that 94% of consumers 
are more likely to remain loyal to brands that offer complete 
transparency. For European firms entering the U.S., this means 
being forthright about sourcing, ingredients, and manufactur-
ing processes.

The Belgian chocolate brand Godiva exemplifies this 
approach by emphasizing its commitment to quality and 
ethical sourcing. By sharing the story behind its ingredients 
and production practices, Godiva connects with consumers 
who appreciate transparency and authenticity. This strategy 
not only enhances brand perception but also fosters customer 
loyalty in a fiercely competitive market.

 

The Key to Success: Continuous Monitoring and 
Adaptation 

Aligning with shifting consumer demands is not a one-time 
task. It requires continuous monitoring and the flexibility to 
pivot as market dynamics shift. Consumer preferences can 
evolve in response to cultural trends, economic shifts, or new 
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technology. Brands that stay ahead of these changes will be 
better positioned to maintain relevance.

Fashion brand Stella McCartney has understood this well, 
constantly adapting its sustainability initiatives to meet 
the rising demand for eco-conscious fashion. By investing in 
sustainable materials and promoting ethical manufacturing 
practices, McCartney has positioned herself as a leader in the 
green fashion movement. This adaptability not only aligns her 
brand with evolving consumer expectations but also strength-
ens her identity as a pioneer in sustainable fashion.

Aligning with the Future of Consumer Demand 

For now, European companies looking to succeed in the U.S. 
market must align their strategies with the evolving demands 
of American consumers. By embracing trends such as sustain-
ability, wellness, and convenience, firms can craft product posi-
tioning strategies that resonate deeply with today’s discerning 
shoppers. 

Success requires a commitment to 
ongoing market research, authentic 
messaging, and the flexibility to adapt 
as consumer preferences evolve. 

As U.S. consumer behavior continues to shift, companies 
that stay attuned to these changes will find greater success 
and forge lasting connections with their audiences.
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Stella McCartney’s entry into the U.S. market exemplifies a revolutionary approach 

to luxury fashion, emphasizing sustainability and ethical practices. Founded by the 

renowned British designer, the brand sought to captivate American consumers with a 

unique proposition of high-fashion pieces that align with environmentally conscious 

values.

The Case 

Launching in the U.S. in 2001, Stella McCartney faced a competitive landscape 

dominated by established luxury brands like Gucci and Prada. The initial 

strategy centered on differentiating the brand through its commitment to 

cruelty-free and sustainable fashion, eschewing the use of leather and fur while 

prioritizing organic and recycled materials. McCartney’s designs, character-

ized by modern elegance and innovative tailoring, resonated with a growing 

segment of consumers seeking both style and ethical considerations. Despite 

initial successes, the brand encountered challenges in raising awareness and 

communicating its sustainable ethos in a market often skeptical of luxury’s 

commitment to environmental issues.

The Solution 

To enhance its brand positioning, Stella McCartney embraced a multifaceted 

strategy focused on education and community engagement. The brand 

launched campaigns that highlighted its commitment to sustainability, 

showcasing the environmental impact of fashion and the importance of ethical 

consumption. Collaborations with high-profile influencers and celebrities 

amplified its message, appealing to a younger, socially conscious audience. 

Additionally, Stella McCartney prioritized transparency in its supply chain, 

sharing information about sourcing and production practices to build trust with 

consumers. The brand also expanded its presence through flagship stores in 

key U.S. cities, creating immersive shopping experiences that reflect its values. 

This comprehensive approach not only solidified Stella McCartney’s position in 

the U.S. market but also established it as a leader in sustainable luxury fashion, 

resonating with consumers who value both aesthetics and ethical practices in 

their purchasing decisions.

CASE STUDY - 15STELLA McCARTNEY
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Ah, we love a good rebel story, don’t we? We, marketers eat it up 
- a brand that enters the market against all odds, faces towering 
barriers, and still wins by being bold, different, and a bit cheeky. 
Some entrepreneurs just have that magic touch; people love 
them so much they seem to get away with anything… well, almost 
anything? Enter Tesla and the infamous Cybertruck launch of 
2019. Elon Musk was all set to show off his futuristic electric truck, 
bragging about its “indestructible” features, including those su-
per-tough “armor glass” windows. The truck looked straight out of 
a sci-fi flick, and the hype was real. Then came the live demo. Elon 
had an assistant throw a metal ball at the window to show off its 
strength. And - crack! - the window shattered. Not once, but twice. 
So much for “indestructible.” The internet exploded with memes 

and jokes faster than you can say “oops.”
But here’s the twist: Tesla didn’t run from the fail - they owned 
it. They leaned into the humor, and guess what? It worked. 
Pre-orders spiked, and the whole “unbreakable glass” mishap 

actually boosted the brand. 

It’s classic Tesla - turning a flop into a win by embracing                                      
the laughs and riding the wave.

NEXT UP: CASE STUDY

06
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Tesla’s meteoric rise in the U.S. automotive market offers 
invaluable insights for any European company aiming to break 
into a competitive landscape. The company’s success isn’t solely 
due to its innovative electric vehicles (EVs); rather, it’s Tesla’s 
masterful positioning strategy that has redefined consumer 
expectations in the automotive industry. Instead of simply 
marketing its cars as eco-friendly alternatives, Tesla positioned 
them as luxury, high-performance vehicles that happen to be 
electric. This strategic shift has allowed Tesla to carve out a new 
consumer category, attracting both eco-conscious buyers and 
luxury car enthusiasts alike.

A Paradigm Shift: From Eco-Friendly to Luxury 

Electric vehicles were historically viewed as utilitarian, func-
tional but lacking flair. Tesla turned this perception on its head 
by emphasizing the performance and engineering excellence 
of its cars. The Tesla Model S, for instance, wasn’t marketed 
merely for its green credentials but for its acceleration, cut-
ting-edge technology, and luxurious features. With the Model 
S Plaid boasting a 0-60 mph time of under two seconds, Tesla 
demonstrated that electric cars could rival - and in many cases, 
surpass - high-performance gasoline-powered sports cars.

This strategic pivot was about more than 
just the product - it was about creating 
an aspirational identity for the brand. 
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By aligning with luxury and performance, Tesla tapped into 
American consumers’ aspirations for a future where sustain-
ability coexists with style and performance. As Al Ries and Jack 
Trout discuss in Positioning: The Battle for Your Mind, effective 
positioning goes beyond features; it’s about creating a percep-
tion that resonates deeply with consumers’ values and desires.

 

Crafting a Unique Brand Identity 

Tesla’s brand identity is built on a 
trifecta of innovation, sustainability, 
and luxury, setting it apart from 
traditional automakers. 

This distinctive positioning has cultivated a loyal customer 
base that sees buying a Tesla not just as a transaction but as 
a lifestyle choice. The brand’s association with pioneering sus-
tainable transportation has attracted consumers who want to 
be part of a forward-thinking movement.

European firms looking to enter the U.S. market would 
do well to study Tesla’s success in creating a brand identity 
that resonates with American consumers. Take Porsche, for 
instance. With the launch of its first all-electric vehicle, the 
Taycan, Porsche didn’t just sell another electric car. It positioned 
the Taycan as a high-performance sports sedan, upholding the 
Porsche legacy of excellence. By emphasizing both performance 
and sustainability, Porsche has attracted traditional sports car 
aficionados as well as eco-conscious buyers.
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Building Community and Fostering Loyalty 

Tesla has excelled at cultivating a 
community of passionate brand 
advocates. 

Through initiatives such as Tesla owner events, referral 
programs, and an active social media presence, the company 
has created a sense of belonging among its customers. This 
community-building has fostered loyalty, as Tesla owners feel 
they are part of something bigger - a revolution in sustainable 
energy and transportation.

For European firms, the takeaway is clear: building a 
community around your brand can significantly enhance 
consumer loyalty. Brands like Nike and Apple have mastered 
the art of community-building, reinforcing customer loyalty 
through shared values and experiences. European companies 
should explore how they can foster similar communities by 
engaging with customers on social media, hosting exclusive 
events, or developing loyalty programs that reward repeat 
buyers.
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Innovation as a Cornerstone of Positioning 

At the heart of Tesla’s brand is 
relentless innovation. 

By constantly pushing the boundaries of technology and 
design, Tesla has cemented its position as a leader in the EV 
market. Features like Autopilot, over-the-air software updates, 
and industry-leading battery technology reinforce Tesla’s image 
as a trailblazer.

This focus on innovation aligns with the principles outlined 
in Blue Ocean Strategy by W. Chan Kim and Renée Mauborgne, 
which emphasizes the importance of creating uncontested 
market space and making the competition irrelevant. European 
firms entering the U.S. market can learn from Tesla by investing 
in research and development to differentiate their offerings and 
create unique value propositions that resonate with American 
consumers.

 

The Power of Storytelling and Emotional Appeal 

Tesla’s marketing strategy heavily 
leverages storytelling and emotional 
appeal. 

By promoting a vision of a sustainable future and the 
transformative potential of electric vehicles, Tesla has crafted 
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a narrative that resonates with consumers on a deeper level. 
This emotional connection has turned customers into brand 
advocates, eager to share the story of Tesla’s mission.

European companies can similarly harness the power of sto-
rytelling to communicate their brand’s vision. Finnish design 
house Marimekko, for example, has successfully positioned 
itself in the U.S. market by telling the story of its bold patterns, 
sustainable practices, and Finnish design heritage. By em-
phasizing its authenticity and the people behind its products, 
Marimekko has created a brand identity that appeals to 
American consumers who value originality and sustainability.

Premium Pricing as a Positioning Tool 

Tesla’s premium pricing is a deliberate 
choice that reflects its positioning as a 
luxury brand. 

By pricing its vehicles at the higher end of the market, Tesla 
reinforces its status as a high-end product while creating an 
aura of exclusivity. This strategy attracts affluent buyers willing 
to pay a premium for cutting-edge technology and performance.

European firms must consider their pricing strategies 
carefully when entering the U.S. market. While competitive 
pricing can drive volume, premium pricing can elevate a brand’s 
perceived value. Companies like Rolls-Royce and Aston Martin 
have long leveraged premium pricing to maintain their luxury 
status, appealing to discerning customers who value exclusivity.
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Marimekko’s entry into the U.S. market exemplifies a vibrant approach to textile 

design and lifestyle branding. Founded in Finland in 1951, Marimekko sought to 

captivate American consumers with its bold patterns and commitment to high-quality 

craftsmanship, establishing itself as a leader in the world of fashion and home decor.

The Case 

Launching in the U.S. in the 1960s, Marimekko faced a competitive landscape 

dominated by established American brands in textiles and home furnishings. 

The initial strategy focused on promoting its distinctive prints and colors, which 

reflected a joyful, artistic aesthetic. By emphasizing the brand’s Scandinavian 

heritage and unique design philosophy, Marimekko positioned itself as a 

go-to source for consumers seeking individuality and creativity in their home 

and wardrobe. Iconic items, such as the Unikko flower pattern, quickly gained 

popularity among American consumers. However, as the market evolved with 

changing design trends and consumer preferences for minimalism, Marimekko 

encountered challenges in maintaining brand relevance and expanding its 

audience.

The Solution 

To enhance its brand positioning, Marimekko adopted a multifaceted strategy 

centered on collaboration and innovation. The company expanded its product 

lines to include not only textiles but also ready-to-wear clothing, accessories, 

and home decor, catering to a broader audience. Collaborations with designers 

and artists helped introduce fresh perspectives and limited-edition collections 

that appealed to fashion-forward consumers. Marimekko leveraged social 

media and digital marketing campaigns to showcase its vibrant designs and 

storytelling, connecting with younger audiences who value authenticity and 

creativity. Additionally, the brand emphasized sustainability in its production 

processes, highlighting eco-friendly materials and practices that resonate with 

environmentally conscious consumers. This comprehensive approach not only 

solidified Marimekko’s presence in the U.S. market but also positioned it as a 

leader in the design and lifestyle sectors, appealing to consumers who appreci-

ate bold aesthetics, quality craftsmanship, and a commitment to sustainability 

in their purchases.

CASE STUDY - 16MARIMEKKO
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Agility in a Rapidly Evolving Market 

Tesla’s success is not just about its initial 
positioning - it’s also about its agility in 
responding to market changes. 

As the automotive landscape continues to evolve, Tesla 
remains responsive, constantly refining its models, adding new 
features, and expanding its Supercharger network to maintain 
its competitive edge.

European firms must adopt a similar mindset of agility. 
Staying attuned to market trends, consumer preferences, and 
competitive dynamics is essential for long-term success. Volvo, 
for instance, has embraced the electric vehicle revolution, 
committing to become a fully electric car brand by 2030. This 
adaptability will allow Volvo to thrive in the shifting U.S. auto-
motive landscape.
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Conclusion 

Tesla’s masterclass in positioning offers a blueprint for 
European companies aiming to succeed in the competitive U.S. 
market. The key takeaway is that success requires more than 
just a superior product - it demands the creation of an aspira-
tional brand identity that resonates with American consumers. 

By embracing innovation, storytelling, 
community-building, and agile 
strategies, European firms can 
effectively position themselves for 
success. As they craft their narratives 
and refine their brand identities, they’ll 
be able to tap into the aspirations of 
U.S. consumers and pave the way for 
sustainable success in this dynamic 
landscape.
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Let’s talk Dutch. Heineken - a brand that had to seriously rethink 
its strategy for the U.S. In Europe, it’s the reliable beer you grab 
without thinking. But when they hit American shores, they 
realized they needed more than just good beer - they needed a 
story Americans could buy into. Americans already had tons of 
beer options, both local and international. So, Heineken shifted 
gears, positioning itself as the premium, international pick. Think 
cosmopolitan and sophisticated - the kind of beer you don’t just 
order anywhere. They leaned hard into their European heritage, 
quality brewing, and that now - iconic green bottle to give off major 
“authenticity and class” vibes. To lock in this image, Heineken 
launched campaigns featuring a cool, urban lifestyle, linking 
their brand with exclusive events and nightlife. And, of course, 
they teamed up with James Bond, making it clear that Heineken 
was for the stylish, the adventurous, and those who want a hint of 

mystery in their drink - while still brewed in The Netherlands. 

By building this lifestyle image, Heineken turned itself from just 
another beer into a status symbol. They took a casual Dutch classic 
and made it an upscale (very un-Dutch) American experience - 
because if there’s one thing Americans love, it’s premium everything. 

Good old Freddie.

NEXT UP: CRAFTING YOUR MESSAGE AND BRANDING
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In the crowded U.S. market, where 
consumers are bombarded with 
marketing content at every turn, 
crafting effective messaging is vital for 
successful product positioning. 

It’s no longer enough for European firms to merely translate 
their brand narratives - they must adapt them to resonate with 
U.S. sensibilities. To capture attention in this hyper-competitive 
landscape, messaging must be concise, culturally relevant, and 
emotionally resonant.

The Challenge of Cultural Translation 

One of the biggest hurdles European companies face when 
entering the U.S. market is cultural translation. What resonates 
with European consumers doesn’t always translate seamlessly 
to American audiences. In many cases, U.S. consumers place 
a higher premium on innovation and individuality, whereas 
European brands may rely on tradition and heritage.

According to a study by Nielsen, U.S. consumers respond 
more positively to brands that emphasize innovation, personal 
empowerment, and individuality. European firms must take 
stock of their brand narratives and distill the elements that will 
strike a chord with American audiences.
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A prime example of this is BMW. The German luxury 
automaker introduced its now-famous “Ultimate Driving 
Machine” slogan in the U.S., tapping into the American love of 
performance, adventure, and individuality. By shifting its focus 
from heritage to driving pleasure and engineering excellence, 
BMW established a strong identity in the highly competitive 
U.S. automotive market.

The Power of Emotional Resonance 

Emotional resonance is a potent 
tool in brand messaging, driving 
consumer loyalty and creating deeper 
connections. 

American audiences, in particular, respond strongly to 
messages that evoke feelings of empowerment, inspiration, and 
innovation. Apple’s long-running “Think Different” campaign 
is a case in point - celebrating creativity and individuality, it 
built a powerful emotional bond with consumers, cultivating 
unmatched brand loyalty.

European companies looking to emulate this success must 
craft emotionally charged narratives. Nike, for example, has 
mastered this art with its iconic “Just Do It” slogan, which 
encapsulates the spirit of determination and overcoming 
adversity. The message strikes an emotional chord, creating 
a strong connection with American consumers. By weaving 
similar emotionally resonant stories into their messaging, 
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European brands can foster loyalty and create a lasting impres-
sion in the U.S. market.

 

Crafting Concise Messaging 

In an age of ever-shrinking attention 
spans, concise messaging is more 
important than ever. 

U.S. consumers respond better to crisp, impactful messages 
that quickly convey the value proposition, as opposed to lengthy 
explanations or industry jargon. The key is to distill the brand’s 
essence into a few memorable words.

Consider Burberry, the British luxury brand, which has suc-
cessfully distilled its identity into the iconic “Burberry Trench.” 
This simple, concise message captures both style and heritage, 
allowing consumers to quickly associate the product with 
Burberry’s longstanding reputation for quality. 

European firms entering the U.S. market should focus on 
clarity and simplicity, highlighting what sets their products 
apart. Take the Italian footwear brand Superga, whose tagline, 
“The Original Italian Classic,” communicates authenticity and 
timeless style in just a few words, making it instantly relatable 
to American consumers.
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Burberry’s entry into the U.S. market represents a quintessential blend of heritage, 

luxury, and innovative branding. Founded in England, Burberry sought to capture 

American consumers with its iconic trench coats and distinctive check patterns, 

positioning itself as a leader in luxury fashion while embracing modernity.

The Case 

Entering the U.S. market in the early 1900s, Burberry faced a competitive 

landscape populated by established American and European luxury brands. 

The initial strategy revolved around promoting its unique British heritage and 

craftsmanship, with a focus on the brand’s iconic trench coat, which became a 

symbol of sophistication and quality. Burberry successfully established itself 

as a luxury fashion staple among American consumers, particularly in affluent 

urban markets. However, as the luxury sector evolved with the rise of fast 

fashion and changing consumer preferences, Burberry encountered challenges 

in maintaining its brand prestige and relevance amid increasing competition 

from contemporary luxury brands.

The Solution 

To strengthen its brand positioning, Burberry embraced a comprehensive 

strategy of digital innovation and reinvention. The company was an early 

adopter of digital marketing, utilizing social media platforms to engage younger 

consumers and showcase its products in innovative ways. Burberry’s runway 

shows were live-streamed, creating a sense of exclusivity and accessibility that 

resonated with tech-savvy audiences. Additionally, the brand revitalized its 

product lines, introducing limited-edition collections and collaborations that 

appealed to modern consumers while staying true to its heritage. Sustainability 

also emerged as a core focus, with initiatives aimed at reducing environmental 

impact through responsible sourcing and production practices. This multifac-

eted approach not only reinforced Burberry’s position in the U.S. market but 

also established it as a pioneering force in luxury fashion, adept at balancing 

tradition with contemporary values to meet the demands of today’s consumers.

CASE STUDY - 17BURBERRY
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Aligning Messaging with Brand Values 

In today’s market, aligning messaging 
with brand values is crucial, as 
U.S. consumers increasingly seek 
authenticity and transparency. 

According to a 2021 study by Accenture, 63% of consumers 
prefer to purchase from companies whose values align with 
their own. For European brands, this means that messaging 
must reflect both the product and the underlying principles 
driving the company.

Patagonia is an exemplary case of aligning brand messaging 
with core values. The outdoor clothing brand’s commitment to 
environmental sustainability is evident in its messaging, from 
campaigns encouraging consumers to buy less to initiatives 
supporting conservation efforts. By consistently reinforcing its 
values, Patagonia has built a loyal customer base that identi-
fies with the brand’s mission.

European firms can adopt a similar approach. Philips, the 
Dutch electronics giant, emphasizes its commitment to health 
and well-being in its marketing communications, aligning with 
the values of health-conscious U.S. consumers. By ensuring 
their messaging reflects their core values, European firms can 
better connect with American audiences.
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Adapting to Regional Variations 

The U.S. is a vast and diverse market, 
and messaging that resonates in one 
region may fall flat in another. 

European firms must be mindful of regional variations and 
tailor their messaging to meet local preferences. What works in 
New York may not have the same impact in Texas or California.

Tesco, the British supermarket chain, learned this lesson the 
hard way. When it entered the U.S. market under the Fresh & 
Easy brand, it focused on promoting fresh, healthy food options. 
However, the messaging did not resonate with consumers in the 
regions it targeted. Fresh & Easy later shifted its focus to con-
venience and affordability, but the brand ultimately struggled 
to gain traction and withdrew from the U.S.

This case underscores the importance of understanding 
regional preferences through market research. European firms 
must invest in identifying local trends and tailoring their 
messaging accordingly. Developing region-specific campaigns 
or product offerings can ensure that messaging resonates with 
diverse U.S. audiences.
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Leveraging Social Media and Digital Marketing 

In today’s digital world, social media 
is an indispensable tool for shaping 
consumer perceptions and amplifying 
brand messaging. 

U.S. consumers are highly active on platforms like Instagram, 
Twitter, and TikTok, making it essential for European firms to 
leverage social media effectively.

Let’s look at H&M again, the Swedish fashion retailer 
provides a stellar example of how to connect with U.S. 
consumers through social media. By creating visually engaging 
content that showcases both its products and values, H&M 
fosters a strong sense of community and engages directly with 
its audience. The brand frequently collaborates with influencers 
and launches interactive campaigns, enhancing its visibility in 
the U.S. market.

European firms should embrace social media as a vehicle to 
amplify their messaging and engage with American consumers. 
Collaborating with influencers who align with the brand’s 
values or launching campaigns that encourage user-generat-
ed content can help build loyalty and strengthen messaging 
efforts.
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 Conclusion 

Crafting effective messaging for the 
U.S. market is crucial for European 
firms seeking to establish a foothold.
 

By navigating cultural nuances, creating emotionally 
resonant narratives, and adapting to regional variations, 
brands can connect with American consumers in meaningful 
ways. Concise, value-driven messaging, amplified through 
social media, can further enhance visibility and engagement 
in this competitive marketplace. As European companies look 
to make their mark in the U.S., thoughtful, tailored messaging 
will be essential for capturing attention and building lasting 
consumer loyalty.
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Ah… so, you’re from Europe. In the U.S., you might hear this, and 
it can be a blessing or a curse. On the bright side, American 
consumers spot a European brand instantly - it’s like built-in 
branding. But watch out, because with recognition comes a new 
set of rules. When European companies enter the U.S. market, 
they focus hard on marketing and building awareness. Good 
move, right? But here’s the catch - if you’re not ready behind the 
scenes, you’re in for a ride. In the U.S., high expectations rule. 
Customer helplines, easy ordering, and a super-smooth return 
process aren’t just nice-to-haves; they’re essentials. American 
consumers expect to be right. Always. Returns, refunds, and com-
plaints? Expect them. And if you’re not prepared? Uh-oh… buckle 
up for some tough social media feedback. Americans are not shy 

about sharing their experiences - especially the bad ones.

Long story short, the American mantra “the customer is always 
right” can be a shock to European brands. So, before you shout 
your message from the rooftops, make sure you’re ready to 

handle it on the ground.

NEXT UP: BREAKING THROUGH BARRIERS 
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For European companies entering the U.S. market, building 
brand recognition is one of the most formidable challenges. 
Competing against well-established local brands requires 
more than just a differentiated product - it demands a robust 
positioning strategy. The challenge goes beyond standing out 
from American competitors; 

European firms must also navigate the 
“foreign” factor, which can either be an 
asset or a liability, depending on how 
the brand positions itself.

The “Foreign” Factor: Advantage or Hindrance? 

The perception of being a foreign brand can evoke mixed 
reactions among American consumers. On the one hand, it can 
enhance a brand’s allure, conjuring images of authenticity, 
craftsmanship, and quality - attributes often associated with 
European products. On the other hand, it can breed skepticism, 
especially if the brand seems out of touch with local culture 
and preferences.

For European firms, the key is to leverage their origins effec-
tively while aligning with U.S. consumer expectations. A study 
published in the Journal of International Marketing suggests 
that brands can mitigate the foreign factor by highlighting 
elements of their heritage that resonate with American values, 
such as quality, sustainability, and innovation.
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European brands have something special - a heritage, a 
story that stretches back generations. Imagine an Italian shoe 
company with a tradition of handcrafted leather or a French 
skincare line boasting centuries-old beauty secrets. This 
heritage becomes their ticket to authenticity, something that 
American consumers value deeply. 

It’s not just about selling a product; 
it’s about inviting people into an 
experience, a lifestyle that feels both 
luxurious and timeless. Think of it as a 
backstage pass to a world of quality 
that people want to be a part of.

Take Oatly, the Swedish oat milk brand, as an example. When 
Oatly entered the U.S. market, it leaned into its Scandinavian 
roots, marketing itself as a quirky, health-conscious, and sus-
tainable alternative to traditional dairy. Its playful and irreverent 
advertising - peppered with offbeat slogans like “It’s like milk, 
but made for humans” - set it apart in an increasingly crowded 
market. Oatly’s alignment with the plant-based and sustain-
ability movements positioned it not just as a dairy alternative, 
but as a lifestyle choice. This clever positioning allowed Oatly 
to quickly gain market share and cultivate a loyal following in 
the U.S.
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Oatly’s entry into the U.S. market marks a transformative approach to plant-based 

dairy alternatives, emphasizing sustainability and health. Founded in Sweden, Oatly 

sought to capture American consumers by promoting its oat-based products as 

delicious, nutritious, and environmentally friendly alternatives to traditional dairy.

The Case 

Launching in the U.S. in 2016, Oatly faced a competitive landscape dominated 

by established brands like Almond Breeze and Silk. The initial strategy revolved 

around differentiating itself through the unique selling proposition of oat milk, 

which is not only creamy and versatile but also boasts a lower environmental 

impact compared to nut-based alternatives. Oatly’s cheeky and irreverent 

branding, coupled with bold marketing campaigns that emphasized transpar-

ency and sustainability, resonated with health-conscious and environmentally 

aware consumers. However, as the market for plant-based products grew, Oatly 

encountered challenges related to scaling production and maintaining supply 

amid rising demand, alongside competition from both established players and 

new entrants.

The Solution 

To enhance its brand positioning, Oatly adopted a multifaceted strategy 

focused on innovation and community engagement. The company invested 

in expanding its production capacity to meet increasing consumer demand 

while ensuring the quality of its products. Oatly also leveraged social media 

and influencer partnerships to amplify its message, creating engaging content 

that highlighted the benefits of oat milk for both health and the planet. By 

participating in sustainability initiatives and promoting its commitment to 

environmentally friendly practices, Oatly fostered a strong connection with 

eco-conscious consumers. Additionally, the brand expanded its product lineup 

to include a variety of oat-based items, such as yogurt and ice cream, catering 

to diverse consumer preferences. This comprehensive approach not only solid-

ified Oatly’s presence in the U.S. market but also positioned it as a leader in 

the plant-based beverage sector, appealing to consumers who prioritize taste, 

health, and sustainability in their purchasing decisions.

CASE STUDY - 18OATLY
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Crafting a Differentiation Strategy 

To break through the noise and overcome entry barriers, 
European companies must craft a differentiation strategy that 
highlights what makes their products unique. This could involve 
emphasizing advanced technology, superior craftsmanship, or 
distinct cultural elements.

Consider SodaStream, the Israeli company known for its 
home carbonation systems. When it entered the U.S. market, 
SodaStream positioned itself as a healthier, eco-friendly al-
ternative to sugary sodas while promoting the environmental 
benefits of reducing single-use plastic bottles. By tapping into 
American consumers’ growing concerns about health and sus-
tainability, SodaStream successfully differentiated itself from 
entrenched soft drink brands, striking a chord with an increas-
ingly eco-conscious market.

 

Building Brand Trust and Credibility 

For any new entrant, especially one 
unfamiliar to American consumers, 
establishing trust and credibility is 
paramount. 

One effective strategy is to leverage partnerships, endorse-
ments, and testimonials from trusted local influencers or 
industry experts.

The French skincare brand Bioderma offers a case in 
point. By collaborating with U.S. dermatologists and skincare 
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SodaStream’s entry into the U.S. market epitomizes a disruptive approach to the 

beverage industry, emphasizing sustainability and consumer empowerment. Founded 

in Israel, SodaStream aimed to revolutionize the way Americans enjoy carbonated 

drinks by offering a home-based solution that promotes convenience and environmen-

tal responsibility.

The Case 

Launching in the U.S. in the early 2000s, SodaStream entered a competitive 

landscape dominated by established beverage giants like Coca-Cola and 

Pepsi. The initial strategy centered around promoting its innovative carbon-

ation systems, which allow consumers to create their own sparkling water 

and flavored beverages at home. By emphasizing the cost-effectiveness and 

customization options of its products, SodaStream positioned itself as a fun 

and eco-friendly alternative to traditional soft drinks. The brand leveraged 

eye-catching marketing campaigns highlighting the environmental impact of 

single-use plastic bottles, resonating with consumers increasingly concerned 

about sustainability. However, despite its unique value proposition, SodaStream 

faced challenges in raising brand awareness and convincing consumers to 

adopt a new way of consuming carbonated beverages.

The Solution 

To strengthen its brand positioning, SodaStream embraced a strategy focused 

on innovation and community engagement. The company expanded its product 

line to include a variety of flavors and limited-edition offerings, catering to 

diverse consumer tastes and preferences. Digital marketing campaigns, 

including collaborations with celebrities and influencers, helped elevate 

the brand’s profile and connect with younger, health-conscious audiences. 

Additionally, SodaStream emphasized its commitment to sustainability by 

promoting its efforts to reduce plastic waste, such as its “SodaStream Refill” 

program that encourages recycling and reusing CO2 canisters. The brand also 

engaged consumers through educational content that showcased the benefits 

of home carbonation, emphasizing the convenience and cost savings. This 

comprehensive approach not only solidified SodaStream’s presence in the U.S. 

market but also positioned it as a leader in the sustainable beverage sector, 

appealing to consumers who prioritize environmental responsibility and per-

sonalization in their purchasing decisions.

CASE STUDY - 19SODASTREAM
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Bioderma’s entry into the U.S. market exemplifies a focused approach to skincare, 

emphasizing dermatological science and efficacy. Founded in France, Bioderma sought 

to captivate American consumers by promoting its innovative, skin-friendly products 

that address specific skin concerns while championing a philosophy of skin health.

The Case 

Entering the U.S. market in the early 2010s, Bioderma faced significant com-

petition from established skincare brands like Neutrogena and Cetaphil. The 

initial strategy revolved around introducing its unique micellar water, Sensibio 

H2O, which quickly gained popularity for its gentle yet effective makeup 

removal properties. By highlighting its commitment to dermatological research 

and formulations that cater to sensitive skin, Bioderma positioned itself as a 

trusted choice among skincare enthusiasts. The brand’s marketing campaigns 

focused on educating consumers about the importance of proper skin care, but 

it faced challenges in building brand recognition in a crowded market, where 

consumers are often overwhelmed by product choices.

The Solution 

To enhance its brand positioning, Bioderma adopted a multifaceted strategy 

focused on education, community engagement, and clinical credibility. The 

company leveraged partnerships with dermatologists and skincare profession-

als to validate its products’ efficacy, reinforcing consumer trust. Additionally, 

Bioderma utilized social media platforms to create informative content that 

educated consumers about skincare routines and the science behind its 

products. The brand expanded its product line to include a range of solutions for 

various skin types and concerns, catering to a broader audience. Furthermore, 

Bioderma emphasized its commitment to sustainability by adopting eco-friend-

ly packaging and responsible sourcing practices. This comprehensive approach 

not only solidified Bioderma’s presence in the U.S. market but also positioned it 

as a leader in the dermatological skincare sector, appealing to consumers who 

prioritize effective, scientifically backed solutions for their skin health.

CASE STUDY - 20BIODERMA
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professionals, Bioderma positioned its products as clinically 
endorsed and dermatologist-approved, building credibility and 
overcoming potential consumer skepticism. This approach is 
backed by research from the American Marketing Association, 
which shows that endorsements from trusted sources can sig-
nificantly enhance brand credibility in the eyes of consumers.

The Role of Digital Marketing 

In today’s digital-first environment, a 
strong online presence is crucial for 
breaking through market entry barriers.

 
European brands can capitalize on digital marketing to build 

awareness, engage directly with consumers, and foster brand 
loyalty. Social media platforms, influencer partnerships, and 
targeted online advertising are essential tools for establishing 
a foothold in the U.S. market.

Look at HelloFresh, the German meal kit delivery service, as 
an example. Upon entering the U.S., HelloFresh deployed a com-
prehensive digital marketing strategy, complete with targeted 
social media campaigns, collaborations with food influencers, 
and engaging content. This approach not only built brand 
awareness but also allowed HelloFresh to connect with a broad 
consumer base, ultimately securing its position as a leader in 
the meal kit industry.
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HelloFresh’s entry into the U.S. market represents a transformative approach to meal 

preparation, emphasizing convenience and quality. Founded in Germany, HelloFresh 

sought to captivate American consumers by offering a subscription-based service that 

delivers fresh ingredients and easy-to-follow recipes directly to their doorsteps.

The Case 

Launching in the U.S. in 2011, HelloFresh faced a competitive landscape 

dominated by traditional grocery stores, fast-food delivery and emerging meal 

kit services. The initial strategy revolved around promoting its unique value 

proposition: saving consumers time while providing the tools to cook healthy, 

delicious meals at home. By focusing on high-quality, seasonal ingredients and 

diverse recipes, HelloFresh positioned itself as a solution for busy families and 

professionals looking to simplify meal planning. The brand leveraged targeted 

marketing campaigns to emphasize the convenience and culinary experience 

of cooking at home, but it faced challenges in differentiating itself in a rapidly 

growing market where many players offered similar services.

The Solution 

To strengthen its brand positioning, HelloFresh adopted a multifaceted strategy 

centered on innovation and customer engagement. The company expanded its 

menu offerings to include a wide range of dietary options, such as vegetarian, 

low-calorie, and family-friendly meals, catering to diverse consumer prefer-

ences. HelloFresh utilized digital marketing strategies, including influencer 

partnerships and engaging social media content, to connect with tech-savvy 

consumers and showcase the ease of its meal kits. The brand also implement-

ed feedback loops to continuously improve its recipes and services based 

on customer preferences, enhancing satisfaction and loyalty. Additionally, 

HelloFresh emphasized sustainability by incorporating eco-friendly packaging 

and sourcing ingredients responsibly. This comprehensive approach not only 

solidified HelloFresh’s presence in the U.S. market but also positioned it as a 

leader in the meal kit delivery sector, appealing to consumers who prioritize 

convenience, quality, and sustainability in their dining choices.

CASE STUDY - 21HELLOFRESH
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Engaging with Local Culture 

To successfully penetrate the U.S. 
market, European companies must go 
beyond product differentiation - they 
must engage with local culture and 
consumer preferences. 

The U.S. is a diverse market with varying regional tastes, 
values, and trends, which means that a one-size-fits-all 
approach often won’t suffice.

For instance, the Italian gelato brand Gelato di Natura 
adapted its offerings to appeal to American preferences by 
introducing flavors inspired by popular U.S. desserts, such as 
brownie batter and cookie dough. By tailoring its product to 
local tastes while maintaining its Italian roots, the brand struck 
a balance that resonated with American consumers, allowing it 
to stand out in a competitive dessert market.
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Navigating Regulatory and Compliance Challenges 

Another significant barrier European 
firms must overcome when entering 
the U.S. market is navigating the 
complex regulatory and compliance 
landscape. 

The U.S. has stringent rules governing product safety, 
labeling, and advertising, which can be particularly daunting 
for foreign companies.

Take Häagen-Dazs, the German snack brand, as an example. 
When it entered the U.S. market, it had to navigate complex 
food labeling regulations and adjust its packaging accordingly. 
By working closely with local regulatory experts and ensuring 
compliance, Häagen-Dazs successfully established itself as a 
premium ice cream brand, demonstrating the importance of 
diligence when facing regulatory hurdles.
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Häagen-Dazs’ entry into the U.S. market exemplifies a commitment to premium quality 

and indulgence in the ice cream industry. Founded in New York City by Reuben and 

Rose Mattus in 1961, Häagen-Dazs sought to captivate American consumers with 

its rich, creamy ice cream and unique flavor offerings, positioning itself as a luxury 

dessert brand.

The Case 

Launching in the U.S. during the early 1960s, Häagen-Dazs entered a compet-

itive landscape dominated by established ice cream brands like Breyers and 

Baskin-Robbins. The initial strategy revolved around promoting its artisanal 

approach and superior quality, emphasizing the use of high-quality ingredients 

and minimal air in the churning process to create a denser, richer product. 

The brand’s marketing campaigns highlighted its European-inspired identity 

and exotic flavors, such as Dulce de Leche and Green Tea, which set it apart 

from traditional offerings. However, as the market evolved with the rise of 

health-conscious consumers and alternative dessert options, Häagen-Dazs 

faced challenges in maintaining its luxury positioning while adapting to 

shifting consumer preferences.

The Solution 

To enhance its brand positioning, Häagen-Dazs embraced a multifaceted strategy 

focused on innovation and consumer engagement. The company expanded 

its product line to include lower-calorie and dairy-free options, catering to the 

growing demand for healthier alternatives without compromising on taste. 

Digital marketing campaigns, including collaborations with influencers and 

lifestyle bloggers, helped elevate the brand’s profile and connect with a younger 

audience. Häagen-Dazs also emphasized its commitment to sustainability by 

sourcing ingredients responsibly and implementing eco-friendly packaging 

initiatives. Seasonal and limited-edition flavors created excitement and en-

couraged repeat purchases. This comprehensive approach not only solidified 

Häagen-Dazs’ presence in the U.S. market but also reinforced its status as a 

leader in the premium ice cream segment, appealing to consumers who value 

indulgence, quality, and innovation in their dessert choices.

CASE STUDY - 22 HÄAGEN-DAZS 
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Conclusion 

Breaking through market entry barriers is a multifaceted 
challenge for European companies entering the U.S. market. 

By effectively leveraging their heritage, 
crafting a compelling differentiation 
strategy, building trust through 
credible partnerships, engaging 
with local culture, and navigating 
regulatory complexities, European 
firms can establish a strong foothold in 
this lucrative landscape. 

Oatly’s success story highlights how a well-positioned brand 
can turn potential hurdles into opportunities. For European 
companies seeking long-term success, a thoughtful, strategic 
approach to overcoming these barriers will be crucial for sus-
tainable growth in the U.S. market.
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This might surprise you, but social media only grabs about 
15% of marketing budgets. Honestly, I expected that to be 
way higher, given the avalanche of apps and screens. Yet, 
big brands still pour plenty into TV and billboards. But for 
startups and new brands, it’s all about the digital game: 
social media, SEM, and influencer marketing. They’re 
diving headfirst into Instagram, TikTok, and YouTube to 

build that brand buzz.

But here’s the challenge: the first rule of marketing is 
deciding what “not” to do. Where are you “not” going to 
spend your budget? No easy answer there. In Part II, we’ll 
dig into social media options. Just remember, time’s 

ticking, and eventually, you have to decide and go. 

Tik… tok… tik… tok.

NEXT UP: THE POWER OF SOCIAL MEDIA 

09
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Social Media. 
Tik tok tik tok. 
 
The Power of Social Media for 
Market Entry and Brand Growth 
in the U.S.
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Social media is a pivotal tool for brands looking to enter 
and grow in the U.S. market. It offers a direct line to diverse 
audiences, providing brands with the opportunity to build 
awareness rapidly and engage with consumers authentically. 
Given the highly competitive and dynamic nature of the U.S. 
market, effectively utilizing social media platforms is essential 
for successful brand positioning and growth.

Targeting Diverse Audiences with Precision 

The U.S. market’s vast and diverse 
consumer base requires brands to be 
precise in their targeting efforts. 

Digital marketing allows brands to segment audiences based 
on demographics, location, interests, and behaviors, ensuring 
that campaigns are tailored to resonate with each unique 
group. Whether it’s reaching millennials in metropolitan areas 
through Instagram ads or engaging suburban families via 
Facebook and Google Ads, brands can create specific messages 
that speak directly to the lifestyles and values of these groups.

A successful example of this strategy is Nike’s “You Can’t 
Stop Us” campaign . Nike targeted different audience segments 
with tailored messages - promoting diversity, resilience, and 
athletic spirit. For urban millennials, Nike used Instagram 
Stories and targeted ads highlighting athletes and fitness 
influencers to inspire active lifestyles. For suburban families, 
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they leveraged Facebook Ads showing community sports events 
and family-friendly workouts. By segmenting their audiences 
and customizing their messaging, Nike ensured the campaign 
resonated across multiple demographics, maximizing engage-
ment and impact.

Localizing Campaigns to Fit Regional Differences 

Consumer preferences in the U.S. can 
vary significantly across regions, making 
localization a powerful tool for brands.

 Digital marketing provides the flexibility needed to adapt 
campaigns for different states or cities, adjusting messages 
based on cultural, seasonal, or regional nuances. For example, a 
campaign in Texas might emphasize local pride and community 
values, while one in California could focus on sustainability and 
eco-friendly features, aligning with the state’s environmental 
focus.

McDonald’s “Local Favorites” campaign illustrates the power 
of regional localization. Understanding that U.S. consumers 
value regional flavors and traditions, McDonald’s created 
digital ads tailored to specific locations, such as the McRib for 
Southern markets and Green Chile Double for consumers in 
the Southwest. They used geo-targeted ads on Facebook and 
Google to reach audiences in these specific areas, increasing 
relevance and engagement. This strategy not only attracted 
local customers but also built a stronger brand connection by 
showing that McDonald’s values regional tastes.
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Leveraging E-Commerce Channels for Growth 

As one of the most mature e-commerce 
markets globally, the U.S. offers significant 
opportunities for brands that leverage 
digital marketing channels effectively. 

Platforms like social media ads, Google Shopping, and email 
marketing campaigns are essential for driving traffic to online 
stores and converting visitors into customers. By optimizing 
their digital presence, brands can compete on platforms such 
as Amazon, eBay, and specialized sites like Etsy to capture 
market share.

Glossier, the beauty brand, has excelled at using digital 
marketing to drive its e-commerce growth. Glossier uses 
Instagram and TikTok to showcase product demos and us-
er-generated content, creating an online community that shares 
beauty tips and testimonials. They also employ Facebook and 
Google ads to promote exclusive online offers and drive traffic 
to their e-commerce site. By integrating social media, targeted 
ads, and influencer partnerships, Glossier has successfully 
built an engaged audience and converted them into loyal, 
repeat customers.
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Differentiating in a Crowded Market 

In the highly competitive U.S. market, brands must stand 
out. Digital marketing provides brands with the tools they need 
to build visibility and differentiate themselves through paid 
advertising, influencer partnerships, and engaging content 
strategies. 

By tailoring content to highlight their 
unique selling points, brands can 
effectively communicate their value 
proposition and create a memorable 
presence in the minds of consumers.

Dollar Shave Club’s viral video campaign is a classic 
example of differentiation through digital marketing. To stand 
out in the crowded shaving products market, Dollar Shave 
Club launched a humorous, no-nonsense video ad that quickly 
gained traction on YouTube and social media. The campaign 
highlighted the convenience and affordability of its subscrip-
tion service, setting it apart from traditional razor brands. By 
leveraging the viral potential of digital platforms and crafting 
a message that directly addressed customer pain points with 
humor, Dollar Shave Club successfully broke through the noise 
and established itself as a disruptive force in the industry.
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Engaging Social Media Audiences 

Social media is an influential force in the U.S., driving trends 
and shaping consumer behaviors across industries. Platforms 
like Instagram, TikTok, and YouTube are essential for reaching 
American consumers, particularly younger audiences. 

To succeed, brands need to create 
engaging, shareable content that 
aligns with current trends while 
authentically speaking to these 
communities. 

Collaborations with influencers and content creators can 
help international brands build credibility and expand their 
reach.

Chipotle’s Boorito campaign on TikTok is a prime example of 
engaging social media audiences effectively. During Halloween, 
Chipotle launched a digital campaign encouraging users to 
post their costumes with the hashtag Boorito for a chance to 
win free burritos. The campaign capitalized on TikTok’s viral 
nature and partnered with popular influencers to boost visi-
bility. By tapping into Halloween trends and engaging users 
with a playful challenge, Chipotle not only drove social media 
engagement but also increased foot traffic and online orders, 
demonstrating how brands can turn social media trends into 
marketing success.
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Utilizing Data for Highly Targeted Campaigns 

The U.S. market provides access to a wealth of consumer 
data, enabling brands to create highly targeted and per-
sonalized campaigns. Platforms like Google, Meta (formerly 
Facebook), and LinkedIn offer sophisticated tracking tools that 
help brands analyze user behavior, interests, and demograph-
ics. Brands can use these insights to refine their strategies, 
optimize campaigns in real-time, and maximize their return on 
investment (ROI). 

This data-driven approach is 
particularly valuable in the U.S., 
where marketing budgets are closely 
scrutinized for efficiency and impact.

Amazon’s personalized recommendation system showcases 
the power of using consumer data for targeted marketing. 
Amazon collects extensive data on users’ browsing and purchase 
behaviors, which it then uses to display personalized product 
recommendations through email marketing, Google Ads, and 
on-site suggestions. This strategy increases the likelihood of 
conversions, as customers are shown products tailored to their 
preferences. By continuously analyzing and applying user data, 
Amazon enhances the customer experience while maximizing 
ROI, demonstrating the effectiveness of a data-driven approach 
in digital marketing.
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Maintaining Consumer Engagement and Loyalty 

American consumers expect 
consistent and personalized 
engagement from brands, particularly 
through digital channels.

Digital marketing enables brands to maintain ongoing in-
teractions, ensuring they stay relevant and top-of-mind. Loyalty 
programs integrated into apps, personalized email campaigns, 
and engaging social media content help brands keep customers 
engaged, driving repeat purchases and long-term loyalty.

Starbucks’ Rewards Program is an excellent example of using 
digital marketing to build loyalty. The Starbucks app not only 
allows customers to order ahead but also rewards them with 
points that can be redeemed for free items. The app sends per-
sonalized offers based on customer preferences and purchase 
history, encouraging repeat visits. This digital approach to 
loyalty marketing has been instrumental in building and 
retaining a strong customer base, making Starbucks one of the 
most successful loyalty programs in the industry.
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Innovating with Emerging Technologies 

The U.S. market is highly receptive to 
technology and innovation, making it 
vital for brands to stay ahead of digital 
marketing trends. 

Brands that leverage emerging technologies such as 
augmented reality (AR), artificial intelligence (AI), and in-
teractive advertising formats often capture the attention of 
tech-savvy American consumers who appreciate cutting-edge 
experiences.

IKEA’s Place App is a standout example of using AR tech-
nology to enhance the customer experience. The app allows 
users to virtually place furniture in their own homes using AR, 
giving them a realistic sense of how products will look and fit in 
their space. This interactive and innovative approach not only 
simplifies the decision-making process for customers but also 
sets IKEA apart from competitors. By integrating emerging tech-
nology into their digital marketing strategy, IKEA successfully 
engages tech-savvy consumers and enhances the shopping 
experience.
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In conclusion

In the U.S. market, digital marketing is essential for brands 
aiming to reach diverse audiences, navigate regional varia-
tions, and stay competitive in a dynamic landscape. By using 
targeted strategies, localizing campaigns, leveraging e-com-
merce, and adopting emerging technologies, brands can build 
strong, engaged communities and achieve sustainable growth.

The key to success lies in 
understanding the complexity of the 
market and utilizing digital marketing 
tools effectively to capture and 
maintain consumer attention.
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My love-hate relationship with Starbucks is a perfect 
example of how a brand changes to stay relevant. As a 
coffee lover, I’ve watched Starbucks evolve over the years. 
Back in the day, I loved it—strong coffee, cozy vibe, that 
welcoming “home away from home” feel, no matter where 

you were.

Fast-forward to my last visit (it’s been a while), and things 
felt… different. I walked in craving a good coffee but ended 
up waiting 15 minutes while app orders were churned out. 
One by one, customers rushed in, grabbed their coffee, 
and left without a glance at the interior. Starbucks had 
fully adapted to the grab-and-go world. Great for their 
business model, I suppose—not so much for my coffee 
moment. Then again, I’d probably take a good Italian 

espresso any day.

NEXT UP: LONG-TERM SUCCESS THROUGH 
STRATEGIC POSITIONING  

10
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Success through 
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Mastering Product Positioning      
for Long-Term Success in the      
U.S. Market 
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In today’s fast-evolving marketplace, 
product positioning isn’t just a stepping 
stone for market entry - it’s a critical 
determinant of long-term success. 

For European firms looking to make their mark in the U.S., the 
ability to adapt their positioning strategies to meet the shifting 
needs and preferences of American consumers is essential. 
Those that excel at strategic positioning will cultivate stronger, 
more sustainable brands that resonate deeply with their target 
audiences.

 The Importance of Continuous Adaptation 

Strategic positioning is not a one-time 
effort; it demands continuous 
reassessment and adaptation. 

The U.S. market is characterized by dynamic consumer 
behavior, driven by factors such as economic conditions, cultural 
shifts, and technological advancements. As Michael Johnson 
notes in Branding in Five and a Half Steps, successful brands 
stay vigilant, continuously refining their narratives and offerings 
to remain relevant in a constantly changing environment.
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A prime example of this adaptability is fashion retailer Zara. 
Zara’s unique model prioritizes rapid inventory turnover and re-
sponsiveness to consumer trends, launching new designs every 
few weeks instead of relying solely on seasonal collections. This 
allows Zara to remain agile, constantly refreshing its product 
line to meet evolving consumer demands, and reinforcing its 
brand positioning as a trendsetter in fast fashion.

Building Emotional Connections 

Establishing strong emotional 
connections with consumers is a 
cornerstone of effective positioning. 

Brands that successfully evoke emotional responses are 
more likely to inspire loyalty and advocacy. For European firms 
entering the U.S., storytelling that resonates with the values, 
aspirations, and lifestyles of their audience is key to forging 
these connections.

Lego, the Danish toy company, is a textbook example of 
emotional brand engagement. In the U.S., Lego has positioned 
itself not merely as a toy manufacturer, but as a brand that 
fosters creativity, imagination, and family bonding. Its sustain-
ability initiatives and commitment to innovation only deepen 
its connection with socially conscious consumers, illustrating 
how a brand can transcend products to create meaningful 
experiences.
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Zara’s entry into the U.S. market highlights a disruptive approach to fast fashion, 

characterized by rapid production and trend responsiveness. Founded in Spain in 1974, 

Zara sought to captivate American consumers by offering stylish, affordable clothing 

that reflects the latest fashion trends without compromising on quality.

The Case 

Launching in the U.S. in 1989, Zara entered a competitive retail landscape 

dominated by established brands like Gap and H&M. The initial strategy 

revolved around its unique business model, which prioritized vertical inte-

gration, allowing Zara to control its supply chain from design to production to 

retail. This enabled the brand to introduce new collections at an unprecedented 

pace, often bringing runway trends to stores within weeks. By emphasizing its 

commitment to quality and stylish design at accessible prices, Zara positioned 

itself as a go-to destination for fashion-forward consumers. However, as the U.S. 

market evolved with the rise of e-commerce and changing shopping habits, 

Zara faced challenges in maintaining customer loyalty and adapting to the 

digital landscape.

The Solution 

To strengthen its brand positioning, Zara embraced a multifaceted strategy 

focused on digital transformation and sustainability. The company invested 

in enhancing its online presence, developing a robust e-commerce platform 

that provides a seamless shopping experience for consumers. By utilizing data 

analytics to understand consumer preferences and trends, Zara improved its 

inventory management and reduced waste, reinforcing its reputation for timely 

fashion. Additionally, the brand launched sustainability initiatives, such as 

eco-friendly collections and a recycling program for used clothing, appealing 

to environmentally conscious consumers. Zara also emphasized customer 

engagement through social media campaigns and interactive marketing strat-

egies, fostering a community of loyal followers. This comprehensive approach 

not only solidified Zara’s presence in the U.S. market but also positioned it as 

a leader in the fast-fashion segment, adept at navigating the complexities of 

modern retail while maintaining its commitment to style and quality.

CASE STUDY - 23ZARA
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Lego’s entry into the U.S. market exemplifies a unique blend of creativity and educa-

tional play, appealing to both children and adults alike. Founded in Denmark in 1932, 

Lego sought to captivate American consumers by promoting its iconic building blocks 

as tools for imagination and learning.

The Case 

Entering the U.S. market in the 1960s, Lego faced significant competition from 

established toy brands like Hasbro and Mattel. The initial strategy revolved 

around introducing its colorful plastic bricks as a versatile play solution that 

encourages creativity and problem-solving skills. By emphasizing the brand’s 

commitment to quality and safety, Lego positioned itself as a trusted choice 

for parents. The introduction of themed sets, such as those based on popular 

movies and franchises, further broadened its appeal, allowing children to 

engage in imaginative play through familiar narratives. However, as the market 

evolved with the rise of digital entertainment, Lego faced challenges in main-

taining relevance amidst increasing competition from video games and other 

high-tech toys.

The Solution 

To enhance its brand positioning, Lego adopted a multifaceted strategy focused 

on innovation and community engagement. The company expanded its product 

offerings to include a wider range of themes and age-appropriate sets, such as 

Lego Duplo for younger children and complex architecture kits for older builders. 

Emphasizing the importance of hands-on play, Lego developed interactive 

experiences like Legoland theme parks and Lego Discovery Centers, fostering 

a deeper connection with consumers. Additionally, the brand embraced digital 

transformation by launching online platforms and mobile apps that allow 

users to engage with Lego in new ways, such as virtual building and gaming 

experiences. Lego also prioritized sustainability by pledging to use sustainable 

materials in its products and packaging by 2030, appealing to environmentally 

conscious consumers. This comprehensive approach not only solidified Lego’s 

presence in the U.S. market but also positioned it as a leader in the toy industry, 

successfully blending creativity, education, and sustainability in a rapidly 

changing landscape.

CASE STUDY - 24LEGO
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Aligning with Market Trends 

For European firms to thrive in 
the competitive U.S. landscape,         
staying attuned to emerging market 
trends is crucial. 

This not only involves recognizing current trends but also 
anticipating future shifts. The Nielsen Global Consumer 
Confidence Survey underscores that U.S. consumers are in-
creasingly drawn to brands that align with their values, espe-
cially around sustainability and health.

European food and beverage companies, for example, have 
capitalized on the growing demand for plant-based alterna-
tives. Again, Oatly, the Swedish oat milk brand, has positioned 
itself as a leader in sustainable, health-conscious options. By 
tapping into the trend toward plant-based diets and ethical 
consumption, Oatly has built a loyal following in the U.S. market, 
with messaging that emphasizes transparency, sustainability, 
and wellness.

Crafting a Compelling Brand Narrative 

A compelling brand narrative is vital for 
establishing a strong market presence. 
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European firms must create stories that highlight their 
unique selling propositions while resonating with American 
consumers. The narrative should reflect the brand’s heritage, 
values, and vision, creating a distinct identity that sets it apart 
from competitors.

Volkswagen’s iconic “Think Small” campaign from the 1960s 
is a masterclass in storytelling. By positioning the Beetle as a 
practical, affordable alternative to the large American cars of 
the time, Volkswagen appealed to consumers seeking simplic-
ity and authenticity. Today, the brand continues to evolve its 
narrative by aligning with sustainability and innovation, main-
taining its relevance in an increasingly eco-conscious market.

Leveraging Digital Marketing and Data Analytics 

In the digital age, the use of data 
analytics and digital marketing is 
essential for effective positioning. 
European firms entering the U.S. 
market must harness advanced 
analytics tools to gain deep insights 
into consumer behavior and trends.

 This data-driven approach allows companies to refine their 
marketing strategies, tailor their messaging, and enhance 
consumer engagement.



142 Mastering the Marketing Entry in the United States

Spotify, the Swedish music streaming giant, exemplifies 
the power of data-driven positioning. By leveraging user data 
to create personalized playlists and recommendations, Spotify 
has transformed the user experience, solidifying its position 
as a leader in the streaming industry. The company’s ability to 
adapt its offerings based on real-time consumer insights has 
been instrumental in its rapid growth and continued success 
in the U.S.

 

The Role of Brand Advocacy 

Brand advocacy is a key component of 
long-term success.

 European firms that prioritize customer engagement and 
satisfaction can cultivate loyal advocates who champion 
their brand. Word-of-mouth marketing, powered by satisfied 
customers, can significantly influence brand perception and 
market positioning.

Airbnb, though a U.S.-based company, offers a prime 
example of how a brand can build a community of advocates. 
By focusing on creating memorable, personalized experiences, 
Airbnb has fostered a passionate community that shares their 
positive stories, contributing to the brand’s global success. 
European firms should adopt similar strategies, ensuring that 
their customers feel connected to the brand, which in turn fuels 
organic brand promotion.
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Spotify’s entry into the U.S. market represents a revolutionary approach to music 

consumption, emphasizing accessibility and personalization. Founded in Sweden in 

2006, Spotify aimed to captivate American listeners by offering a vast library of music 

and podcasts available at their fingertips, transforming the way people experience 

audio content.

The Case 

Launching in the U.S. in 2011, Spotify entered a competitive landscape 
dominated by established players like Apple Music and traditional media 
formats. The initial strategy focused on promoting its freemium model, which 
allows users to access a vast library of songs and playlists for free, supported by 
advertisements. By emphasizing the convenience of streaming over purchasing 
individual tracks, Spotify positioned itself as a go-to solution for music lovers 
seeking variety and flexibility. The platform’s algorithm-driven playlists, such 
as Discover Weekly and Daily Mix, enhanced user engagement by delivering per-
sonalized recommendations based on listening habits. However, as the market 
grew and competition intensified, Spotify faced challenges in converting free 
users to premium subscribers while navigating licensing agreements with 

record labels.

The Solution 

To strengthen its brand positioning, Spotify embraced a multifaceted strategy 
centered on innovation and user engagement. The company continuously 
enhanced its algorithms and user interface, making it easier for listeners to 
discover new music and curate their own playlists. Collaborations with artists 
and exclusive content, including podcasts and live sessions, further enriched 
the platform’s offerings and differentiated it from competitors. Spotify also 
invested heavily in marketing campaigns that highlight its commitment to 
personalization and community, fostering a sense of connection among users. 
Additionally, the brand prioritized partnerships with brands and artists to create 
unique promotional experiences, increasing visibility and attracting new users. 
By emphasizing its dedication to artist support and fair compensation, Spotify 
appealed to both consumers and creators. This comprehensive approach not 
only solidified Spotify’s presence in the U.S. market but also positioned it as a 
leader in the streaming industry, redefining how audiences engage with music 
and audio content in the digital age.

CASE STUDY - 25SPOTIFY
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Conclusion. 
For now. 
But that’s not it.

Product positioning is a multifaceted and 
ongoing effort, extending far beyond the initial 
market entry phase. For European firms seeking to 
establish a lasting presence in the U.S., adapting 
to shifting consumer preferences, building 
emotional connections, and crafting compelling 
narratives are critical strategies. By continu-
ously refining their positioning, leveraging data 
analytics, and fostering brand advocacy, these 
companies can lay the groundwork for sustained 
growth and success. Positioning is also more 
than a marketing tactic - it’s the lens through 
which all other strategies are viewed. As European 
firms navigate the complexities of the U.S. 
market, mastering the art of strategic positioning 
will empower them to secure a strong foothold 
and build lasting relationships with American 
consumers. 
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Entering the U.S. market 
is a bold endeavor that 
demands:

Adaptability, 

Emotional engagement, 

A clear alignment with 
consumer values.

For European firms, the journey rewards those who commit 
to ongoing positioning efforts, not only capturing attention but 
inspiring loyalty that transforms market entry into sustainable 
success. As shown by successful brands, thriving in the U.S. 
market hinges on an agile approach to positioning—one that 
evolves with shifting consumer preferences and leverages 
the power of digital tools and brand advocacy. By crafting a 
resonant brand narrative and remaining attuned to market 
dynamics, companies can forge meaningful connections, 
turning customer engagement into lasting brand strength. For 
European firms with an eye on long-term growth, these strate-
gies provide a roadmap to build a brand that not only stands 
out but endures in one of the world’s most competitive markets.
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In this section we delve into essential tools crafted to equip 
marketers with everything they need for a successful entry into 
the U.S. market. 

This section offers a practical Cheat Sheet for navigating the 

unique challenges of the U.S. landscape, providing quick insights and 

tips on how to effectively position your brand.

Essential Tools 
for U.S. 
Market Entry
 
Mastering Product Positioning      
for Long-Term Success in the      
U.S. Market 

CHEAT SHEET
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We’ll also introduce a range of Marketing Research Tools designed 

to help you pinpoint trends, understand consumer behavior, and map 

out competitive landscapes. These tools are invaluable for identifying 

shifts in consumer preferences and adapting your strategy to stay 

relevant.

To deepen your audience connection, we’ll cover Tools to Research 

and Understand Your Audience, showcasing methods for gaining 

actionable insights that drive effective positioning. Insight-driven 

decisions are key to creating messaging that resonates and fosters 

loyalty among U.S. consumers.

THE CONSEQUENCES OF POOR POSITIONING

We’ll then highlight the Consequences of Poor Positioning, illustrat-

ing why getting it right is essential for brand resonance and long-term 

growth. This section underscores how misaligned positioning can 

impact everything from brand perception to profitability, providing 

cautionary insights for new entrants.

5 LEGAL STEPS TO SUCCESSFULLY LAUNCHING YOUR BRAND

Finally, our Five Legal Steps to Successfully Launching Your Brand 

will guide you through the regulatory landscape, covering essential 

compliance steps. This ensures your brand’s entry is not only smooth 

but legally sound, setting a strong foundation for sustainable growth.

TOOLKIT MARKET RESEARCH

TOOLKIT AUDIENCE RESEARCH
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Launching a brand in the U.S. market is a complex endeavor that requires precision, strategy, and a 

deep understanding of both consumer behavior and regulatory landscapes. Here are ten essential 

steps to ensure your brand not only enters but thrives in this vast and competitive arena:

Conduct Rigorous Market Research 
A thorough examination of U.S. market dynamics is critical. Identify key 
trends, assess competitive landscapes, and analyze consumer behavior. Only 
by understanding these factors can you determine whether your product 
meets an unmet need or fills a niche.

Pinpoint Your Target Demographic 
Success begins with knowing your customer. Define the socio-economic 
profile, purchasing behavior, and lifestyle of your ideal audience. This granu-
larity enables a more targeted, resonant approach to your marketing efforts.

Localize Your Product 
Adapting to the U.S. market involves more than translation; it requires 
tailoring your product to fit cultural preferences, regulatory standards, and 
market expectations. Factors such as packaging design, product features, 

and consumer preferences cannot be ignored.

Navigate the Legal Landscape 
Compliance is non-negotiable. From intellectual property protections to 
federal and state regulations, ensuring your brand is legally safeguarded 
will save you from costly missteps. Trademark registration and adherence to 

consumer safety standards are paramount.
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10 ESSENTIAL STEPS

CHEAT SHEET

Building a Thriving Brand

Breaking Into 
the U.S. Market
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Craft a Distinctive Value Proposition 
The U.S. market is saturated with choices. What sets your brand apart? A 
strong, compelling value proposition that articulates your unique benefits is 
the foundation of effective positioning. Ensure it speaks directly to the needs 

and desires of U.S. consumers.

Strategic Brand Positioning 
Your brand must carve out a clear space in the market. Decide where you 
stand on the price-quality spectrum. Are you premium or mass-market? 
Understanding where your brand fits in consumers’ minds - and ensuring 

that position is both aspirational and accessible - is essential.

Select the Right Distribution Channels 
Distribution is a decisive factor in U.S. market success. Will your product be 
available through e-commerce, brick-and-mortar stores, or both? Align your 
distribution strategy with your brand’s positioning to maximize accessibility 

and visibility.

Design a Sophisticated Marketing Strategy 
A blend of traditional and digital tactics is crucial. Leverage everything from 
performance marketing and social media to PR campaigns and influencer 
partnerships. U.S. consumers are discerning, so your messaging must be 

sharp, clear, and reflective of your brand’s identity.

Establish a Robust Digital Footprint 
Your website is your storefront, and it must be tailored to the U.S. audience 
with localized content, seamless navigation, and mobile optimization. A 
well-executed online presence, bolstered by strategic SEO and customer 

engagement, is the linchpin of modern brand growth.

Measure, Adapt, and Evolve 
The U.S. market is dynamic, and your brand must be as well. Use analytics 
to monitor consumer feedback, sales performance, and competitive shifts. 
Agility is key - adjust your strategies based on data, ensuring continuous 
alignment with market demands and opportunities.
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Your Market 
Research Toolkit: 
Essential Tools for Understanding  
Your Market 

When launching a new product or service, 
understanding your market is critical.

 
From knowing what’s happening in your industry to identi-

fying your target customers and keeping tabs on competitors, 
informed decision-making can be the difference between 
success and stagnation. Luckily, a range of market research 
tools is available, each designed to tackle different aspects of 
market analysis. 

Let’s explore how these tools can help you gain the insights 
you need for a successful launch.

TOOLKIT MARKET RESEARCH
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Survey tools provide a direct line to your 
audience, allowing you to gather valuable 
insights. SurveyMonkey is an intuitive 
platform for designing surveys, collect-
ing responses, and analyzing results, 
perfect for in-depth customer feedback. 
For smaller-scale surveys or quick 
insights, Google Forms is a free and easy-
to-use alternative. If you’re operating 
at scale and need advanced analytics, 
Qualtrics offers comprehensive tools for 
tracking detailed customer experiences 
and delivering actionable data.

Staying ahead of competitors requires 
understanding their strategies. SEMrush 
and Ahrefs provide insights into com-
petitors’ SEO and advertising strategies, 
including keyword targeting and backlink 
profiles. For a deeper dive into pay-per-
click campaigns, SpyFu allows you to 
uncover the keywords your rivals are 
targeting, helping you outmaneuver them 
in search rankings and ad placements.

Understanding your audience is key 
to tailoring your marketing efforts. 
Google Analytics provides detailed data 
on who’s visiting your website, what 
they’re doing there, and how they’re 
interacting with your content. If social 
media is where your audience resides, 
Facebook Audience Insights taps into 
their behaviors and interests based on 
Facebook’s vast user base. For broader 
insights across the web, Quantcast helps 
you track real-time browsing behaviors 
across millions of sites, giving you a 
more complete view of your audience.

Having a clear view of industry trends is 
crucial for strategic planning. Platforms 
like Statista, IBISWorld, and Mintel 
provide in-depth reports on market 
trends, growth forecasts, and industry 
benchmarks. These insights are invalu-
able when mapping out your market 
entry strategy or adjusting to shifts 
within your sector.

SURVEY & POLLING: 
Direct Feedback from 
Your Audience

COMPETITIVE ANALYSIS: 

Keeping Tabs on the 
Competition 

AUDIENCE ANALYTICS & 
BEHAVIOR: Knowing Who 
Your Customers Are 

INDUSTRY REPORTS 
& DATA: 
The Big Picture



154 Mastering the Marketing Entry in the United States

Social media is a goldmine of consumer 
sentiment and industry buzz. Tools like 
Hootsuite help manage your social media 
presence while also monitoring conver-
sations around your brand and industry. 
For more advanced tracking, Brandwatch 
scours the web to capture mentions and 
analyze sentiment, while Sprout Social 
offers a full suite of social listening and 
competitive intelligence features.

Staying on top of emerging trends can 
give you a competitive edge. Google 
Trends is a free tool that shows what 
topics are trending and what consumers 
are searching for, helping you align 
your marketing strategy with current 
interests. For more specialized consumer 
insights, TrendWatching tracks emerging 
behaviors and innovations, while 
NielsenIQ provides detailed insights 
into purchasing behaviors and media 
consumption patterns.

To dive deeper into how your audience 
interacts with your product, UserTesting 
and Lookback provide real-time 
feedback from actual users navigating 
your website or app. For analyzing qual-
itative data from focus groups and inter-
views, Dovetail streamlines the process, 
allowing you to extract key insights from 
user feedback and improve your product 
experience.

If you need quick insights from a pre-ex-
isting audience, platforms like Toluna 
and YouGov connect you to global panels 
for surveys and public opinion data. 
These tools are ideal for gathering fast 
feedback, allowing you to refine your 
strategies based on real-time consumer 
opinions. If you’re managing customer 
data in-house, HubSpot and Salesforce 
CRM systems offer powerful tools for seg-
menting and analyzing your customer 
base, ensuring personalized engagement 
and better customer relationships.

SOCIAL LISTENING TOOLS: 

Tuning into  
Conversations 

TRENDS & CONSUMER 
INSIGHTS: 

Staying Ahead of the 
Curve 

FOCUS GROUP TOOLS: 

Understanding User 
Experience 

PANEL AND RESEARCH 
COMMUNITIES: 

Fast Feedback from Real 
Consumers 
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Before going to market, testing your product or concept is crucial. Zappi allows you to 
validate product ideas, advertising campaigns, and branding concepts through quick 
consumer feedback. For more budget-friendly, rapid A/B testing, PickFu provides a simple 
way to gather instant feedback on your ideas, helping you make data-driven decisions.

INNOVATION & IDEA TESTING: 

Validating your Concepts 

A Comprehensive Approach                  
To Market Research 

From gathering direct feedback to tracking competitor strat-
egies and keeping up with industry trends, these tools offer a 
comprehensive approach to market research. By utilizing the 
right combination of these platforms, you can gain a 360-
degree view of your market, refine your product offering, and 
launch with confidence. 

Understanding your audience, 
monitoring competitors, and staying 
aligned with market trends are the keys 
to a successful product or service launch 
in today’s competitive landscape.
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Understanding 
Your Audience: 
Marketing Tools to Pinpoint Your 
Target Demographic 

Launching a new product or service 
isn’t just about offering something 
innovative - it’s about ensuring that it 
reaches the right audience. 

To make a meaningful impact, you need to understand your 
target demographic inside and out - what they like, where they 
live, and how they behave online. Fortunately, today’s marketing 
landscape is filled with powerful tools designed to provide the 
insights you need to reach the right people.

TOOLKIT AUDIENCE RESEARCH
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Start with Google Analytics, the cor-
nerstone of digital audience insights. 
This tool goes beyond tracking website 
traffic - it reveals who your visitors are, 
what age group they belong to, their 
gender, geographical location, and even 
their interests. By segmenting this data, 
you can tailor your marketing strategy to 
specific groups, making your campaigns 
more precise and effective. It’s not just 
about reaching more people; it’s about 
reaching the right people.

Similarly, X Analytics provides valuable 
insights into your Twitter audience. 
It gives you a snapshot of who your 
followers are, what topics they care 
about, and how they engage with your 
content. This allows you to fine-tune your 
messaging and Twitter ads, ensuring 
they align with the interests and 
behaviors of your target demographic.

For deeper insights into social media 
behaviors, Facebook Audience Insights 
offers a detailed breakdown of 
Facebook’s vast user base. It allows you 
to understand your followers’ interests, 
time spent online, and even purchasing 
habits. Whether you’re running targeted 
ads or growing your organic presence, 
this tool helps you craft campaigns 
that resonate with potential customers 
based on their social media behaviors 
and preferences.

For visually driven platforms, Instagram 
Insights breaks down the demographics 
of your followers by age, gender, and 
location, while also highlighting which 
posts are generating the most engage-
ment. If Instagram plays a central role in 
your marketing strategy, these insights 
are invaluable for refining your content 
and maximizing your engagement with 
key audience segments.

GOOGLE ANALYTICS: 

Your Window into 
Website Audiences 

X (FORMERLY 
TWITTER) ANALYTICS: 

Understanding Your 
Twitter Followers 

FACEBOOK        
AUDIENCE INSIGHTS: 

Tapping into Social   
Media Intelligence 

INSTAGRAM INSIGHTS: 

Optimizing Visual 
Engagement 
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When it comes to paid advertising, 
Google Ads takes demographic targeting 
to the next level. With options to target by 
age, gender, income, and even parental 
status, you can ensure your ad spend is 
focused on reaching those most likely to 
be interested in your product. Whether 
through search, display, or video ads, 
Google Ads provides unparalleled reach 
with granular targeting options.

Quantcast takes web traffic analysis to 
a new level by utilizing machine learning 
to provide detailed demographic profiles 
of your visitors. It’s an essential tool for 
understanding who is interacting with 
your site and tailoring your content 
to better suit their needs. This level of 
insight helps you optimize not only 
your site’s content but also your overall 
digital marketing efforts.

For businesses looking to organize and 
manage all their data, HubSpot CRM is 
a comprehensive tool that segments 
leads and customers based on demo-
graphics such as location, job title, and 
company size. This makes it easier to 
personalize your outreach and create 
marketing campaigns that resonate 
with specific audience needs, driving 
more effective customer engagement.

If video content is part of your strategy, 
YouTube Analytics offers deep insights 
into your video audience. It reveals who 
is watching, where they’re from, and how 
they’re interacting with your content. 
With YouTube being one of the largest 
platforms globally, understanding these 
metrics is key to optimizing your videos 
and reaching the right viewers.

GOOGLE ADS: 

Precision Targeting       
for Paid Campaigns 

QUANTCAST: 

Analyzing Web Traffic  
with Machine Learning 

HUBSPOT CRM: 

Centralizing          
Customer Data 

YOUTUBE ANALYTICS: 

Decoding Video   
Audience Behavior 
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To dig even deeper into consumer data, 
Acxiom provides a wealth of geographic, 
demographic, and behavioral data, 
helping you build detailed customer 
personas. This tool is particularly useful 
for brands seeking to understand the 
nuances of their audience’s lifestyle and 
purchasing habits, enabling more refined 
and targeted marketing strategies.

For custom audience research, Survata 
allows you to create surveys and gather 
first-party data directly from your 
target demographic. This hands-on 
approach gives you valuable, real-time 
insights into consumer preferences and 
behaviors, ensuring your strategies are 
based on the most relevant data.

Statista provides access to a broad 
range of industry data, offering insights 
into market trends and consumer 
behaviors across sectors. It’s an 
excellent tool for benchmarking your 
target demographic against broader 
industry patterns, helping you make 
informed decisions about where to 
focus your marketing efforts.

For a more granular understanding of 
consumer behavior, Claritas PRIZM 
segments consumers into 68 distinct 
groups based on demographics and 
behaviors. It offers detailed insights into 
their lifestyles, shopping preferences, 
and media consumption, allowing you 
to zero in on the exact type of consumer 
your brand is targeting.

ACXIOM: 

Deep Dive into 
Consumer Behavior 

SURVATA: 

Gathering First-           
Party Data 

STATISTA: 

High-Level Industry & 
Consumer Data 

CLARITAS PRIZM: 

Segmenting Consumers 
by Lifestyle 
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To stay on top of emerging trends, Google 
Trends provides real-time data on what 
people are searching for, broken down by 
region and interest over time. This tool 
is crucial for identifying trending topics 
within your target demographic, allowing 
you to align your marketing strategy with 
current conversations and interests.

For even more tailored insights, Personas 
by Delve uses your customer data to 
create detailed personas, providing 
actionable insights for your marketing 
efforts. By understanding your audience 
at a granular level, you can craft more 
targeted and effective campaigns.

Experian Marketing Services allows you 
to segment your customers based on 
detailed demographic and lifestyle data, 
helping you create highly personalized 
campaigns that resonate with specific 
audience groups. This level of customi-
zation ensures that your messaging hits 
the mark with the right consumers.

For detailed insights into consumer 
purchasing behavior, Nielsen Consumer 
Panel collects data from a representative 
panel of shoppers. This tool helps you un-
derstand not just who your consumers 
are, but what they’re buying and why 
- critical information for refining your 
product offerings and marketing tactics.

GOOGLE TRENDS: 

Tapping into What’s 
Popular 

PERSONAS BY DELVE: 
Building Actionable 
Customer Profiles 

EXPERIAN MARKETING 
SERVICES: Personalizing 
Customer Segments 

NIELSEN CONSUMER PANEL: 

Understanding Purchase 
Behavior 
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The Key To Effective Targeting 

Together, these tools provide a comprehensive view of your 
target demographic, from high-level industry trends to deeply 
personalized consumer insights. 

By leveraging these platforms, you 
can fine-tune your marketing strategy, 
ensuring that your message reaches 
the right people at the right time, 
driving engagement and ultimately, 
brand success.
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The 
Consequences 
of Poor 
Positioning 
Lessons for European Firms        
Entering the U.S. 

Misaligned product positioning can spell disaster for 
European companies venturing into the U.S. market. 
American consumers are known for their strong brand 
loyalty, and when a company fails to meet these 
expectations, it risks swift marginalization. 
The consequences of poor positioning are not only 
financial but can also tarnish a brand’s reputation and erode 
consumer trust - two critical pillars for long-term success.
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The New Coke Fiasco: A Cautionary Tale 

One of the most infamous examples of poor positioning is 
Coca-Cola’s introduction of “New Coke” in the 1980s. In an effort 
to compete with Pepsi, Coca-Cola reformulated its classic recipe, 
assuming that consumers would prefer a sweeter beverage. 
The company grossly underestimated customer loyalty to the 
original formula. The backlash was immediate and intense, 
with consumers expressing outrage over the change. Within 
months, Coca-Cola was forced to reintroduce the original 
formula as “Coca-Cola Classic.”

This debacle underscores the risks of underestimating 
consumer attachment to established brands and the impor-
tance of aligning product positioning with consumer expecta-
tions. A study in the Journal of Brand Management highlights 
how consumers often develop emotional connections with 
brands, and disrupting this bond can result in backlash and 
loss of brand equity.

 

The Importance of Consumer Research 

Thorough market research is crucial to 
avoid the pitfalls of poor positioning.

Companies that skip this step often misinterpret what 
consumers truly value, leading to misaligned offerings. Take 
Pepsi Clear, introduced in the 1990s as a clear cola alternative. 
While the concept was meant to signal purity, consumers 
found the product confusing and unnecessary, perceiving it as 
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little more than a gimmick. The product flopped and was swiftly 
withdrawn from shelves.

For European companies entering the U.S. market, compre-
hensive market research is indispensable for gauging consumer 
preferences and expectations. Surveys, focus groups, and data 
analytics can provide invaluable insights for shaping product 
positioning strategies. Research by McKinsey & Company 
shows that companies prioritizing consumer insights are more 
likely to thrive in new markets.

 

Brand Consistency and Messaging 

Maintaining brand consistency   
across different platforms and 
markets is another cornerstone of 
effective positioning.

 Inconsistent messaging confuses consumers and can 
dilute brand identity. Kraft’s missteps with Vegemite illustrate 
this point. After acquiring the beloved Australian spread, Kraft 
introduced new variations tailored for the U.S. market. However, 
these changes alienated loyal fans, and U.S. consumers - less 
familiar with the product - found the new versions unappealing. 
Kraft had to revert to the original recipe to regain its footing.

This case highlights the importance of balancing brand con-
sistency with adaptability. European firms must ensure that 
their messaging aligns with U.S. consumer expectations while 
staying true to their brand’s core identity. As Al Ries and Jack 
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Trout emphasize in Positioning: The Battle for Your Mind, clarity 
and consistency are key to ensuring consumers understand 
what a brand represents.

Cultural Misunderstandings and Their Impact 

Cultural missteps are another frequent 
cause of poor positioning, often 
resulting from a failure to adapt to local 
customs and preferences. 

A famous example is the Gerber Baby Food incident in Africa, 
where the use of a baby on the packaging led consumers to 
mistakenly believe the product contained baby meat - a cata-
strophic misreading of local cultural cues.

Cultural sensitivity is essential for successful positioning 
in the U.S. market, which is diverse and culturally complex. 
European firms must invest in understanding local consumer 
behavior and values. This can be achieved by hiring local 
marketing experts, conducting cultural workshops, or col-
laborating with influencers familiar with the market. Getting 
the cultural context wrong can have long-lasting effects on a 
brand’s ability to resonate with American consumers.
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The Role of Digital Media: Reputation at Stake 

In today’s digital landscape, the speed 
at which poor positioning can damage 
a brand’s reputation is unprecedented.

 Social media amplifies consumer reactions, and one 
misstep can quickly escalate into a viral backlash. H&M’s 
“Coolest Monkey in the Jungle” hoodie controversy is a prime 
example. The brand’s lack of cultural awareness sparked wide-
spread outrage on social media, leading to calls for boycotts 
and prompting H&M to issue a public apology and overhaul its 
marketing practices.

European firms must recognize the power of social media and 
the risks it presents. A study by Sprout Social found that 70% 
of consumers are more likely to support brands that respond 
promptly and authentically to negative feedback. By prioritizing 
transparent communication and engaging meaningfully with 
customers, brands can mitigate potential damage from mis-
aligned positioning and strengthen consumer relationships.

Learning from Mistakes: Adaptation and Recovery 

While poor positioning can have severe consequences, it 
also offers valuable lessons. Brands that acknowledge their 
missteps and adapt their strategies can often recover and even 
thrive. Gap’s rebranding debacle in 2010 is a case in point. After 
unveiling a new logo, the company faced immediate backlash, 
with consumers feeling the redesign was out of touch with 
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the brand’s heritage. Gap quickly reverted to its original logo, 
showing how listening to consumer feedback can help restore 
brand loyalty.

European companies entering the U.S. market can take note 
of Gap’s approach by establishing robust feedback mecha-
nisms to gather insights from consumers and adjust their 
positioning strategies accordingly. An iterative approach to 
positioning allows brands to remain agile and responsive to 
evolving market dynamics.

Conclusion 

The consequences of poor positioning are far-reaching, par-
ticularly for European companies navigating the complexities 
of the U.S. market. From Coca-Cola’s New Coke debacle to Kraft’s 
Vegemite misstep, the lessons are clear: 

Understanding consumer 
expectations, maintaining brand 
consistency, and being culturally 
aware are critical for success.

 In a market where consumer loyalty is hard-won and easily 
lost, effective positioning is paramount. By learning from past 
mistakes and adopting a research-driven, culturally attuned 
approach, European firms can establish a strong foothold in the 
U.S. and build lasting relationships with American consumers.
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Navigating the 
U.S. Market:  
Five Legal Steps to Successfully 
Launching Your Brand 

When companies set their sights on launching a brand in 
the U.S., they aren’t just entering a vast and competitive 
marketplace - they’re stepping into one of the most 
complex regulatory environments in the world. Without a 
solid legal foundation, even the most innovative product 
or brilliant marketing strategy can face insurmountable 
hurdles. So, what does it take to legally establish a brand 
in the United States? Let’s explore the five critical steps 
every company should consider to ensure a smooth and 
compliant entry into this dynamic market.
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Securing Your Brand’s Identity with Trademarks

Picture this: your brand is poised for a successful U.S. 
debut, with a name and logo that perfectly capture your 
vision. But what if someone else already owns the rights 
to that identity? In the U.S., the “first-to-use” trademark 
system means that the first party to use a mark in 
commerce generally holds the legal rights to it. To protect 
your brand, conducting a comprehensive trademark 
search and registering your name and logo with the U.S. 
Patent and Trademark Office (USPTO) is essential. This not 
only safeguards your brand from potential infringement 
but also provides legal recourse if competitors encroach 
on your intellectual property.

Choosing the Right Business Structure

Once your brand identity is secure, the next step is 
establishing a legal presence in the U.S. The business 
structure you choose will dictate how your company 
operates, from tax liabilities to legal responsibilities. 
Should you form an American Limited Liability Company 
(LLC) to shield personal assets while enjoying tax flexi-
bility? Or opt for a Corporation to attract investors and 
scale rapidly? Each structure offers distinct advantages, 
and making the right choice early on can have long-term 
implications for your business’s growth and operational 
success. Whether you create a new entity or register your 
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foreign company, selecting the right structure is crucial 
for establishing a sound legal and financial foundation.

Navigating Federal and State Regulations

The U.S. regulatory landscape is a patchwork of federal 
and state laws, and navigating these regulations is a 
critical step for market entry. From consumer protection 
to product safety, ensuring compliance with relevant 
regulations is non-negotiable. For instance, if you’re 
in the food and beverage industry, the Food and Drug 
Administration (FDA) mandates strict labeling and quality 
standards. Planning to sell in California? You’ll need to 
comply with Proposition 65, a law requiring businesses to 
inform consumers about potential chemical exposures. 
The U.S. is far from a one-size-fits-all regulatory environ-
ment, and staying compliant means being vigilant about 
both federal rules and state-specific requirements.

 Understanding Employment Laws

If expanding your brand means building a team in the 
U.S., understanding employment law is essential. The 
American workplace is governed by a range of regulations 
designed to protect workers’ rights, with federal laws 
forming the baseline and each state adding its own layer 
of complexity. The Fair Labor Standards Act (FLSA) sets 
the national standard for minimum wage and overtime, 
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while the Equal Employment Opportunity Commission 
(EEOC) enforces laws prohibiting workplace discrimina-
tion. Establishing compliant payroll systems, drafting 
fair contracts, and keeping pace with ever-evolving labor 
laws are critical to avoiding legal pitfalls and ensuring a 
positive, productive workplace.

Tackling Tax Obligations

As your brand grows in the U.S., taxation will become 
an unavoidable aspect of doing business. The U.S. tax 
system, with its complex interplay of federal, state, and 
sometimes local taxes, can be bewildering to newcomers. 
The tax obligations your company faces will depend largely 
on its business structure, and if you’re selling physical 
products, complying with state-specific sales tax regu-
lations is imperative. Since the pivotal South Dakota v. 
Wayfair decision in 2018, even online retailers are required 
to navigate intricate rules regarding sales tax collection. 
Ensuring compliance with tax laws - and determining the 
right jurisdictions to file in - requires careful planning 
and often the guidance of tax professionals.

05STEP
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The Path to a Legally Sound and Successful Brand Launch

Launching a brand in the U.S. isn’t just about appealing 
to consumers - it’s about understanding and navigating the 
legal framework that underpins your operations. Securing 
your trademark, selecting the appropriate business structure, 
adhering to federal and state regulations, ensuring compliance 
with employment laws, and managing your tax obligations are 
foundational steps toward building a successful brand in this 
competitive market. The U.S. presents vast opportunities, but 
those opportunities are reserved for brands that are prepared 
to navigate its legal intricacies. 

By laying the right legal groundwork, 
your brand can thrive, not just 
survive, in this complex and lucrative 
landscape.
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Further Reading
This section includes Further Reading, featuring the high-

lights and new elements for the second edition of Mastering 
the Marketing Entry, which brings updated insights and strat-
egies, addressing the latest shifts in consumer behavior and 
competitive dynamics.

The References section provides a comprehensive list of 
sources, allowing you to dive deeper into specific topics and 
broaden your knowledge base.

Lastly, Case Studies present an overview of the real-world 
examples from diverse industries, illustrating a variety of 
market entry approaches and the valuable lessons they impart. 
More case studies can be found on www.wdk.one. 

Together, these resources create a roadmap for mastering 
your U.S. market entry, equipping you with both theoretical 
grounding and practical examples for success.
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Marketing 
Playbook II
Future Reading & what we have 
not covered yet

While this book has outlined effective strategies 
for European firms entering the U.S. market, ongoing 
research is essential to address emerging challenges 
and evolving opportunities. The shifting landscape of 
global trade, consumer behavior, and technological 
advancement will continue to influence market 
entry dynamics, making adaptability and informed 
decision-making critical for sustained success. 

In the Mastering the Marketing 
Entry II the following sections will 
be worked upon. 
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Impact of Technological Innovation 
and AI on Marketing Strategies 

As technology advances, artificial intelligence (AI) and digital 
tools are redefining how companies engage with consumers 
and enhance their market presence. Future research could delve 
into how European firms can leverage AI-driven personalization, 
data analytics, and automation to strengthen positioning and 
customer interactions in the U.S. market. Understanding these 
technologies’ potential to optimize marketing, streamline 
operations, and predict consumer trends will be essential for 
maintaining a competitive advantage.

How can AI-driven personalization 
enhance customer loyalty and 
engagement for European brands in 
the U.S. market?

Navigating Regulatory Changes 
and Trade Policies 

The U.S. regulatory and trade policy landscape is subject to 
frequent shifts, which can impact market access, operational 
strategies, and competitive positioning for foreign companies. 
Future studies should explore how changes in trade agree-
ments, tariffs, and state-specific regulations affect market 
entry and expansion strategies. Equipping firms with strate-
gies to respond to these regulatory fluctuations will empower 
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them to proactively adjust and mitigate risks, thereby securing 
a stable operational foothold.

What impact do state-specific 
regulations have on the market entry 
strategies of European firms in highly 
regulated U.S. industries?

Exploring Cultural Nuances 
and Demographic Shifts 

The U.S. consumer landscape is constantly evolving, shaped 
by demographic shifts such as the rise of Gen Z, an aging pop-
ulation, and increasing multicultural diversity. Research into 
these demographic and cultural changes can yield insights 
into how to adapt products, services, and marketing strate-
gies to resonate with new and emerging consumer groups. 
Understanding generational values, cultural identities, and 
regional preferences will be critical for European firms looking 
to establish lasting relevance and build strong connections 
with U.S. audiences.

How do generational and 
multicultural values among U.S. 
consumers impact brand loyalty for 
international brands?
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Sustainability and Corporate 
Social Responsibility (CSR) 

With U.S. consumers showing heightened awareness of envi-
ronmental and social issues, sustainability and corporate social 
responsibility (CSR) have become integral to brand perception 
and loyalty. Future research could examine how European firms 
can embed sustainable practices and CSR initiatives into their 
U.S. strategies. Additionally, understanding how these values 
influence purchasing decisions will provide companies with 
a framework for building stronger brand equity and customer 
loyalty in an increasingly conscious market.

How do sustainability and CSR 
initiatives influence purchasing behavior 
among eco-conscious U.S. consumers, 
and how can European firms leverage 
this in their market entry strategy?

Longitudinal Studies on Market 
Adaptation and Performance 

Conducting longitudinal studies that track the performance 
of European firms over time could provide empirical insights 
into the effectiveness of different market entry strategies. By 
analyzing success patterns, identifying best practices, and 
highlighting common pitfalls, these studies could help future 
entrants refine their approaches based on proven success 
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factors and lessons learned. This research could be invaluable 
for both new market entrants and established players looking 
to optimize their long-term U.S. operations.

What are the key success factors 
and common challenges for European 
firms adapting their strategies over a 
5-10 year period in the U.S. market?

In our next book 

Future research into these critical areas will better equip 
European firms with actionable insights for navigating the 
complexities of the U.S. market. By staying informed and 
responsive to evolving dynamics in technology, regulation, 
consumer demographics, and social values, European 
companies can achieve more sustainable, impactful market 
entries. A commitment to understanding and adapting to these 
shifts will be essential for companies striving for long-term 
growth and competitive success in the U.S.

?
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You’ve reached the 
final page—congrats! 
Most people don’t make it this far, so consider yourself in the top 1% of 
readers who actually finish what they start. Big applause from me to you!
Thank you for reading ‘Mastering the Marketing of Market Entry”! I hope 
it’s left you with new ideas, tools, and inspiration to put into action. 

If you have feedback, please share it! If you loved it, let the 
world of marketing and education know. If there’s room for 
improvement, let me know—I’m always looking to make it 
better.

Connect with us on social media using these hashtags:  

#WDKMarketingEntry   #BrandPositioning  

#MarketingPlaybook   #MasteringMarketingEntry  

#PositioningStrategy  

Need extra resources, a downloadable guide, or want to 
book Wilbert Kragten to speak at your event? Visit [www.
wdk.one]. Educators, we’ve got a special deal if you’re 
interested in adding this book to your curriculum—reach 
out to learn more!

And if you enjoyed the read, please consider leaving a 
review on Amazon. Your honest feedback helps us reach 
more readers and improve our content. 
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