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Product launch Medium difficulty
Food & beverage Interviewer-led case

This case covers the launch of a snack product in low-cost, discount retailers.

The case covers all elements of the case interview scorecard, but focuses particularly strongly on

candidates’ creativity and judgement & insight.

The case requires candidates to cover a lot of ground in a short space of time; it tests a candidate’s

ability to reach challenging insights quickly.
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“Sharing snack” is an industry term for a single, large bag of snacks, typically > 100g in weight, and

”

designed to be consumed by many people. It contrasts with “standard” bags (e.g. 40g), and “multi packs

comprising several standard bags.

Which sharing snack product should ETI Snacks launch and distribute in fixed-price retailers?
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Additional information

If asked, please share that:

The client wants to launch a single sharing snack product into fixed-price retailers — this could be a
new product, or an existing brand the client sells elsewhere or a re-launch of retired brand

The client has no sharing snacks product in fixed-price retailers today. It does however sell other
forms of snack product (e.g. multi-packs) in such retailers

The client’s ultimate objective is profit growth. Although it has no specific target to hit

The client is able to make new investments but would favour viable options that require lower
investment

Retired brands are typically discontinued because they were not performing well at major
supermarkets, even if there was strong brand awareness

ETI Snacks have both local brands in the UK and multiple.other.brands across the globe
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Question 1 (Structuring)

How would you structure an approach to solve this question?

Guidance for interviewer

Highly insightful candidates will hit upon the potential cannibalisation risks, i.e. the tension between
the goals of selling attractive products into fixed-price discounters and maintaining strong
relationships with major supermarkets and also cannibalisation within fixed-price retailers (as ETI
already has other kinds of packaging selling in this channel)

If a candidate does not hit upon this, however, flag it as a concern for the client before moving on
from the structuring segment of the interview. Flag also that in some areas we’ve committed not to

price significantly below supermarkets on key branded items

size,

n other
i. Do any of our sharing snacks brands have existing brand recognition with customers from
fixed-price retailers?
b. Alternatives
i.  Existing ETI brand in UK
i. Retired brand relaunched
iii. International brand launched in UK
iv. Acquisition of another UK brand
Risk of cannibalisation

a. Cannibalisation vs major supermarkets
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i. How would major supermarkets perceive uie 1aurici 01 dii staring srdck 101 1Xeu-priced
retailers under an existing brand?
i. How high is the risk that this new sharing snack could cannibalise sales from
supermarkets?
b. Cannibalisation within fixed-price retailers
i.  Would the new sharing offering cannibalise existing sales of our products at fixed-priced
retailers?
ii. If so, what would be the expected impact on revenues?
4. Profitability
a. What is the level of investment required?
b. What are the expected additional sales (accounting for potential cannibalisation)

c. What is the cost to produce and market this new product?
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Question 2 (Numeracy)

Before we assess the products in detail, we'd like to quickly size the market for sharing snacks in fixed-
price retailers.

Please estimate the annual market size for sharing snacks at fixed-price retailers in the UK.

Guidance for interviewer

Please provide the following information to candidates if asked:
e Population of the UK is ~65m

e Fixed-price retailers can be assumed to sell all items for £1

ar] x [price]

such

(2]
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iv. Of these, we assume only 20% have a preference to buy sharing snack products. This gives
us 1.2m in the target population
b. We’ll assume the average target shopper buys 2 packs of such snacks per month. Multiplying
this up per year (2 x 12 x 1.2) gives us 28.8m units sold per year
c. At 28.8m units, this also gives us a market size of c.£29m, based on a £1 price point.
3. The market size of £29m is not enormous, but big enough to be interesting. We’'d also expect this

grow, given the continued success of discount retailers in the market
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Question 3 (Creativity)

Let’s now think about how we should prioritise the selection of a product to sell in fixed-price retailers.
We have requested data about which snacks are currently sold in fixed-price retailers, and how many
units are sold for each of them. Our goal is to identify the product attributes that are likely to result in high

sales, to help us identify which product to sell.

Which product attributes should we consider?

Guidance for interviewer

e Be careful not to let the candidate jump to solutions here. We’re interested in attribute types here
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ETI Snacks - 6/10

6/10




® CasebDrill

Question 4 (Judgement & insights)

We’ve gone ahead and gathered some data on successful sharing snack products in fixed-price retailers,

as well as a short-list of potential products ETI could sell into the retailers.

What does Exhibit 1 tell us about the characteristics of successful products in fixed-price
retailers? Which product among our list (Exhibit 2) is most likely to be successful, based on

these criteria?

Guidance for interviewer

e A candidate cannot parse Exhibit 1 in time by running detailed calculations. Instead, they must

quickly eyeball the numbers to isolate the key points that make'a difference: that brand strength and

1: the client
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contenders — each is a strong brand, so comparable to a “3” in the market data on this dimension. Of
the two, Saltazas reflects the highest grammage at this unit cost, so we should select this as our
chosen product. As a fallback, we might consider onion sticks — no big brand offers a product of this

type, but similar products get good sales.
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Exhibit 1. Sales data on sharing snack products 111 nxeu-price retaners

Product Product
(anonymized) type

Product A

Product B

Product C

Product D

Product E

Product F

Product G

Saltazas

Asteroids

Puffs

Shells

Sticks

Puffs

Balls

Melts

Twists

S&V Twists (Brand TBC)

Prawn Shells (Brand TBC)

Onion sticks (Brand TBC)

Melts

Balls

Twist

Shells

Sticks

Weight (g)

210

240

280

230

180

250

190

Cheese

Prawn Cocktail

Pickled Onion
Flamin' Hot
Bacon
Beef
Pickled-Onion
220 Cheese
180 Flamin' Hot
280 Salt & Vinegar
200 Prawn Cocktail
210 Pickled Onion
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Flavour Brand Average units sold
strength* | (weekly)

62,000
44,000
32,000
65,000
10,000
55,000
60,000
4,000
8,000
1,000
0,000

5,000

. somewhat

Major brand product

Major brand product

Available in our factory, but no
brand yet confirmed

Available in our factory, but no
brand yet confirmed

Available in our factory, but no
brand yet confirmed
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Question 5 (Judgment & Insights)

Based on the dynamics of this market, can you think of any reason why we may not want to
launch one of our strongest brands in fixed-price retailers? And, if we decide not to launch one of
our strongest brands, what other options could we consider?

Guidance for interviewer

e A strong candidate should determine from the earlier discussion that our position with major
supermarket chains — our most important distributors — will be weakened by launching our biggest
brands in lower-price competitors

e If a candidate does not identify this issue at first, hints may be required
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Additionally, there are options that might require less investment and may be more interesting for ETI
shacks:

a. Use a ‘retired’ brand, from a snack that we discontinued from major supermarkets in the past
and that might be appealing to fixed-price retailer customers
b. Use one of our strong brand from other countries - aware that making this strong in UK would

not be effortless
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Question 6 (Synthesis)

Let’'s assume we will have a short meeting with ETI Snacks CEO. Based on the information we’ve

reviewed, what’s your overall recommendation to ETI Snacks?

We were asked what type of sharing snack product to launch in fixed-price retailers. Based on the

current analysis, | recommend that ETI Snacks launch a high-grammage snack product making use of a

brand that is currently not in UK brand portfolio, either a 'retired' brand or an international one. This view

is based on the following:

a. Brands are important to product success in fixed-price retailers

b. However, our major snack brands cannot practically be launched in such retailers — due to practical
and contractual constraints between us and major supermarkets

c. Developing or acquiring another brand might require a-high'investment

As a next step, I'd recommend reviewing our portfolio of discontinued and international brands, and

in the eyes of

1 launch
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