
Chapter 6: Discussion 

After looking at a broad theoretical background in the literature review and 

presenting the results of the primary research in the last chapter, this chapter analyses the 

results obtained during the primary investigation and connects them with the findings of the 

secondary research. The goal of this is to be able to give some valid recommendations to 

Cosmopolitan Cosmetics about the ways to adjust their marketing strategy of Puma 

Fragrances. As to focus on the most important points of the investigation, the research 

objectives are to be recapitulated one by one and the results to each of those objectives are 

to be analysed.  

6.1. Image and Brand Associations of Puma and Puma Fragrances 

One objective of the research of this paper has been to analyze in how far Puma has 

been able to reposition itself in the mind of the consumers. Another goal has been to 

investigate what attributes the target group connects with the umbrella brand, Puma and the 

brand extension, Puma Fragrances and what measures can be taken to optimize the 

interaction between the two. Given that the core associations of a brand contribute to the 

competitive advantage of this brand by differentiating it from the competition, it is very 

important to analyse the attributes the target consumer connects with the brand name. This 

current section aims to examine the survey results related to the attributes of Puma and 

Puma Fragrances and analyses the different responses of the target group.  

Since Puma is an image brand that differentiates itself from the competitors by 

representing a certain kind of lifestyle and given that especially the young target group 

nowadays uses brands as a form of self expression, it is especially important to the brand to 
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maintain the core associations that differentiate themselves from the competition, offer an 

attractive group identity and nurture stronger ties with the consumer than other brands. 

The equity of a brand name completely depends on the associations that the 

consumer connects to the brand name and what the brand means to him. The links that the 

customer connects to the brand are the bases for buying decisions and loyalty to the brand. 

Brand associations can be the foundation to differentiate the brand from its competitors, 

generate a reason to buy the brand, create positive attitudes and feelings, and provide a 

solid base for brand extensions. (Aaker, 1991, p. 111) Therefore, it is of such high 

importance to analyse in how far the target group links the core attributes to the master 

brand and its brand extension. 

In order for companies to ensure success with licensed brands, they have to make 

sure that the licensed property really fits with the product and that the relationship creates 

something new and something credible so as to answer a consumer need. The optimal case 

is that “both sides bring their own strengths to the relationship, the brand extension is 

supported by clear use of each brand's visuals and it extends into categories that are 

different but related.” (“Brand licensing”, 2004, p. 41) In this optimal scenario, the 

consumer does not perceive the brand extension as licensed product, but simply perceives 

the brand as a whole, so that the licensing becomes invisible in that to the consumer they 

appear as two separate and unrelated brands.  

In the fragrance market, the image of a brand with its core facets carries special 

importance in so far that a perfume is a luxury article that influences the mood and emotion 

of the consumer, like hopes, dreams and longings, which often play a key role in the 

purchasing decision. Since fragrances do not have a rational benefit; they create a strictly 



Significance of Brand Extensions in Managing Brand Equity  -3- 
 
 
 

emotional world of experiences, which is influenced by society and consumer trends, by 

predominant values, desires and aspirations as well as by brands and personality. 

The primary research of this paper was based on the hypothesis that there are 

inconsistencies between the core associations of the umbrella brand, Puma and its brand 

extension, Puma Fragrances. Although the results of the investigation confirmed that the 

core associations of the umbrella brand, Puma and its brand extension, Puma Fragrances 

indeed show some inconsistencies, it was discovered that a lot of attributes are actually 

perceived quite similar among the target group. 

The following core associations of the umbrella brand had been identified before the 

investigation and during the primary research it was tested in how far these associations 

were related to the brand and its brand extension in the fragrance market. It was stated that 

Puma is self-confident, a lifestyle brand, authentic, trendy, creative and surprising, wild, 

unique, diversified and entertaining, independent, and spontaneous. The respondents were 

given statements that contained these attributes related to Puma and later on statements that 

contained the same attributes connected to Puma Fragrances.  

Taking the valid percentage of responses, it turns out that the majority of the 

attributes were perceived relatively homogenously amongst the target population, as much 

for the umbrella brand as for its brand extension. Six out of ten statements had a difference 

of less than five percent, comparing the valid responses that agreed that the attributes fit to 

the brand with the valid responses that did not agree to the brand extension. Three out of 

the ten statements had a difference between five and ten percent among the valid responses 

for the brand and its licensee, and there was only one attribute that showed a difference of 
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29 percent between the percentage of agreement to the umbrella brand and to its brand 

extension.  

To the first category, for instance, belonged the claim that Puma and Puma 

Fragrances are authentic and true to themselves, with a difference of only two percent 

between the two statements. The declaration that Puma is a brand for trendsetters, and 

Puma Fragrances is hip and trendy, only demonstrated a difference of three percent, as did 

the statements that Puma and Puma Fragrances are creative and surprising, that Puma and 

Puma Fragrances are spontaneous, and that they are wild. The statement that Puma is 

diversified and entertaining was perceived with a four percent difference to the statement 

that its brand extension, Puma Fragrances is diversified and entertaining.  

The second category of attributes, which showed a difference between umbrella 

brand and brand extension of five to ten percent, included the statements about Puma being 

a lifestyle brand and Puma Fragrances being a lifestyle perfume, as much as the claim that 

Puma is independent and Puma Fragrances conveys independence, and the declaration that 

Puma and Puma Fragrances are unique and differentiate themselves from other brand and 

perfumes. 

Only the one attribute that Puma is a self-confident brand, and that Puma Fragrances 

is used by self-confident people, was perceived very distinctively by the target population, 

with a difference of 29 percent in the valid responses between the umbrella brand and the 

brand extension. 

The next aspect that has to be considered is the question of whether generally more 

people agreed that the core associations were connected to the umbrella brand, Puma or to 

its brand extension, Puma Fragrances. If only the valid percentage of responses is taken as a 
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reference, the target population connected six out of the ten attributes more to the umbrella 

brand than to the brand extension, while it linked four statements out of the ten closer to 

Puma Fragrances than to the umbrella brand, Puma. This means that, although one might 

have thought before the research that all the core attributes would be linked rather to the 

umbrella brand than to its brand extension, the survey results show that almost half of the 

attributes were linked more closely to Puma Fragrances than to the master brand, Puma.  

This piece of information can be interpreted in so far that the brand extension, Puma 

Fragrances reinforces the brand image of the master brand Puma because the target group 

connects some of Puma’s core associations more closely to the brand extension than 

actually to the master brand, which implies that Puma Fragrances strengthens the brand 

image of Puma by supporting these key relations.  

The statements that Puma is a self-confident brand, as well as a lifestyle brand that it 

is creative and surprising, as much as independent and spontaneous, were linked more 

closely to the umbrella brand, Puma than to its brand extension, Puma Fragrances. Yet, for 

instance, more respondents agreed on the statement that Puma Fragrances is hip and trendy 

than on the claim that Puma is a brand for trendsetters. The same circumstance could be 

identified with the declaration that Puma Fragrances is diversified and entertaining, which 

more respondents approved of compared to the statement that the umbrella brand, Puma is 

diversified and entertaining. The claim that Puma Fragrances is unique and differentiates 

itself from others, together with the attribute of wildness, was another association that the 

respondents rather linked to the brand extension, Puma Fragrances than to its umbrella 

brand, Puma fashion. 
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As was mentioned in the first part of this paper, in the literature review, brand 

extensions play a very important role in building and maintaining brand equity, because 

they can contribute to the success of the umbrella brand and reinforce the brand name, but 

on the other hand, can easily damage the brand name as well. In a perfect case scenario, the 

umbrella brand supports the success of the brand extension and vice versa, but there can 

also be cases in which the extension has negative effects on the overall brand image 

because the attributes of the brand extension do not match the attributes of the umbrella 

brand, optimally. 

The results of the survey have shown that the danger that the brand extension, Puma 

Fragrances hurts the overall brand image of the master brand Puma does not exist because, 

in nine out of ten attributes, the differences in the agreement of the attributes connected to 

the umbrella brand and its brand extension was less than ten percent. Furthermore, the 

target population actually connected four out of ten attributes, rather with the brand 

extension than with the umbrella brand, which shows that actually the perfect case scenario 

can be found, in which the brand extension is not only carried by the master brand’s image, 

but where the brand extension, in fact, reinforces the brand image of the umbrella brand by 

strengthening the key attributes of the umbrella brand.  

Especially the two statements, that Puma Fragrances is hip and trendy, and that it is 

unique and differentiates itself from others, which a higher valid percentage of respondents 

connected to the brand extension than to its umbrella brand, are two claims that sit at the 

heart of the core associations of the master brand Puma and which are very important in so 

far as they make up part of the competitive advantage of Puma against its competitors. The 

fact that more respondents approved that these attributes were linked to the brand extension 
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than to its master brand exemplifies the claim that the brand extension contributes to 

strengthen the image and the core associations of the umbrella brand, Puma and therefore 

contributes to reinforce the competitive advantage of Puma over its competition.  

The fact that the statement that Puma Fragrances fits the umbrella brand was highly 

agreed on also indicates that, although there might be some inconsistencies in the core 

associations of Puma and Puma Fragrances, the brand extension is generally in harmony 

with its umbrella brand and does not have any kind of negative impact on the image of the 

umbrella brand, Puma.  

In contrast to the results of the previous paragraph, the piece of information that 

shows that 81 percent of all valid responses agreed that Puma Fragrances is cheaper than 

the rest of the brand, is a reason to be alerted and options should be found in order to 

upgrade the image of the perfume because, the fact that Puma Fragrances is perceived as 

cheaper than the umbrella brand could have a negative influence on the master’s brand 

image eventually.  

Another aspect that deserves attention is the attribute of self confidence since it was 

the only attribute that showed a significant difference of 29 percent in between the 

responses. The statement that Puma is self-confident was the strongest-linked attribute to 

the umbrella brand among all other associations, while the statement that Puma Fragrances 

is used by self-confident people only 61 percent of the target population approved of, 

putting it on the second last rank among the other attributes. A recommendation on how to 

optimise the relation of Puma Fragrances to the attribute of self confidence will be given in 

the conclusion chapter. After discussing the image and attributes of Puma and Puma 

Fragrances, the next section of analysing the results obtained about the popularity of Puma.  
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6.2. Puma Popularity 

As has been stated in the research objectives of the methodology chapter, a further 

goal of this investigation was to find out how the target population judges the popularity of 

the brand in order to see at which stage of the brand life cycle the brand is placed by its 

consumers. Although the stage of the brand life cycle is usually derived from brand sales, 

the approach to deduce the stage of the life cycle, based on the responses of the target 

population, is valid in so far that members of the target group are the ones determining the 

sales. This way, considering the response of the target population, not only the current point 

of the life cycle can be established, but also future outlooks can be derived from the 

responses, for instance how long the brand will be able to maintain its position at the 

current point of the life cycle. Since the product life cycle approach of brand architecture 

and brand concept image strategy are both based on the concept of a brand lifecycle, this 

aspect carries important information in order to adapt the marketing strategy of the brand 

and/or its extension.  

As already presented in the survey results, the target group that was interviewed for 

the research of this paper had to judge the popularity of the umbrella brand, Puma and 

assign only one of five statements to Puma concerning its popularity. The main results are 

briefly recapitulated in order to link them to the two theories of the life cycle approach of 

brand architecture and the strategic brand concept management.  

The results showed that 16.67 percent of all respondents believed that Puma is still 

gaining popularity at the moment and is on the way to approaching its peak level of 

popularity. With 45.65 percent the majority of all respondents believing that Puma finds 

itself at this moment at the peak of its popularity and will probably stay there for a little bit 
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longer, 23.91 percent believed that, although Puma at the moment is at the peak of its 

popularity, it will not be able to remain for much longer. Only 10.14 percent of the 

questioned target population thought that Puma has already left the peak of its popularity 

behind and is declining at the moment, as well as 3.62 percent that believed that Puma was 

never popular and never will be. 

The life cycle of a brand or product can generally be divided into four different 

stages, which are labelled distinctive in different kinds of literature, but most commonly 

referred to as the introduction, growth, maturity and decline stage. Looking at the results of 

the investigation, one can see that Puma, at this moment, can be located in the maturity 

stage of its life cycle, since about 70 percent of the population believe that Puma is at the 

peak of its popularity at the moment, while only 17 percent think that it is still growing and 

10 percent that it is already declining. Given that almost twice as many respondents believe 

that Puma will be able to stay at the peak of its popularity a little bit longer than that Puma 

will not be able to remain its position in the market, it can be concluded that the brand is yet 

at the beginning of its maturity stage and not already in the transition to the decline.  

The product life cycle approach, which is presented in more detail in the literature 

review, suggests that during the maturity stage, the product must be repositioned in order to 

secure new market segments. Product features have to be adjusted, communication has to 

be enhanced, wide-ranging distribution has to be provided, and good price deals have to be 

offered to the distribution channels. Yet, since the product life cycle approach does not 

include the brand concept and its implications for the different life cycle stages, the theory 

of strategic brand concept-image management, which provides some very interesting 
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implications for strategies during the maturity stage of an image or symbolic brand, will 

now be discussed in more detail.  

The normative framework developed by Park, Jaworski and McInnis (1986), called 

brand concept management, serves to select, implement, and control a brand image over 

time, depending on whether the brand is functional, symbolic or experiential. The 

framework “consists of a sequential process of selecting, introducing, elaborating, and 

fortifying a brand concept” (Park et al., 1986, p. 135) that varies depending on whether the 

concept of the brand is functional, symbolic or experiential and contingent upon which state 

of the life cycle the brand is located in. The stages of selecting, introducing, elaborating, 

and fortifying can be set equal with the stages of introduction, growth, majority, and 

decline; therefore it can be derived that Puma at the moment is situated at the elaborating 

stage. 

One key positioning strategy for an image brand, which is equal to a brand with a 

symbolic concept, is to sustain associations based on the group or the self-image of the 

brand. Therefore, positioning strategies for image brands, which are at the elaboration 

stage, focus on shielding the target segment through making consumption more difficult for 

customers that do not belong to the target group. A tighter control of the consumption of 

targets, that are not marketed, must be established in order to maintain the exclusivity of the 

brand, by constantly marketing to both targeted and non targeted segments on the demand 

side, while de-marketing from the non-targeted segment on the supply side. Thus the image 

of the brand is communicated in a way that makes the brand desirable, but at the same time 

unattainable for the non-targeted segment. The main objective of market shielding strategy 

is to sustain the brand’s image, which is often difficult due to competitive pressures, yet 
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may be the only way of extending the life of a brand with a symbolic concept. (Park et al., 

1986, pp. 141-143) 

The main task of the elaborating stage is to increase the value of the brand’s image 

so that the brand will be perceived as superior to that of its competitors. Given that the 

market conditions change over time, in so far that the competitive environment may 

become more complex, or the consumer needs may change, it might be necessary during 

this stage to apply specific strategies in order to enhance the value of the brand. (Park et al., 

1986, p. 138) 

In the second chapter that talks about Puma’s strategy, it could be seen that Puma is 

exactly following those implications by emphasising its distinctiveness, individualism, 

spontaneity, internationalism and sporting heritage, while keeping a close eye on the 

distribution channels, so that the products remain desirable and do not become mass 

products, in order to reassure sustainable growth. Although Puma is at the peak of its 

popularity at the moment, and the majority of the target population predicts that it will be 

able to stay there for a little bit longer, the question still arises for Puma about how to stay 

cool and desirable in the future. 

One problem is that the impressive turnaround, and the very steep success increase, 

could lead to oversaturation, which could mean problems, such as remaining at the same 

level of creativeness, distinctiveness and trendiness in the future. The answer of Puma to 

fulfil the high expectations they have established is through developing first-class 

collections, clearly distinguishing themselves from their competitors, relying upon their 

differentiated distribution policy, producing an artificial shortage of the products, and 
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supplying the consumer with entertaining communication. (Kitchens, 2002; “Puma Brand 

Strategy”, n.d.) 

6.3. Consumer Behaviour 

Another objective of this research was to find out in how far significant differences 

between the different segments of the target group could be established and how this 

affected the marketing strategy of Puma and Puma Fragrances.  

6.3.1. Differences among genders 

Concerning the results of the attributes of Puma, it was very noticeable that 

generally the female respondents agreed a lot more that the attributes matched the master 

brand and its brand extension than male respondents did. The same tendency could be 

observed in the question about Puma’s popularity where a lot more female respondents 

believed that Puma is still growing or at the peak of its popularity and will stay there, while 

the male respondents rather believed that Puma is at the peak, but will not be able to remain 

for much longer, or that it is already declining. This difference between the two genders 

probably arises out of Puma’s sports heritage in the German market, which more male than 

female members of the target group still connect with the umbrella brand. 

In reference to the results of the usage of perfume divided into gender, it could also 

be established that the user behaviour among females and males is different. While 43 

percent of the female respondents use perfume daily, only 25 percent of the male 

respondents do so. Yet the same amount of males and females (30 percent) use perfume 

several times a week. In total, 64 percent of the respondents, 73 percent females and 55 

percent males use fragrances several times a week or daily, which leaves only 36 percent of 
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the respondents, 27 percent females and 45 percent males, that use perfume only on special 

occasions, rarely or never. 

Concerning the question about the different criteria of a fragrance that influence the 

purchasing decision, it could be observed that females generally gave more importance to 

the characteristics than males, yet the features of the opinion of a friend, and the 

characteristic of the image, were the only two properties of a fragrance that were more 

important to males than they were to females. This fact is interesting in so far that those two 

attributes are more intangible than the others and are more related to emotional reasons than 

to practical ones.  

All these differences between the two genders are especially important considering 

the development of new concepts and communication. In particular, looking at the strategy 

of Cosmopolitan Cosmetics to launch each year a new twin fragrance of Puma, it has to be 

considered that it is far more difficult to cover the needs of the male target consumers as it 

is the needs of the female target population, launching a twin fragrance because the same 

communication is used for both genders. Therefore, it is of special importance that the 

differences between the male and the female target are emphasized in this study, in order to 

know what kind of aspects have to be focused on and maybe find a way to improve the 

communication in so far that, although the product will have the same communication for 

male and female, all important aspects are included so as to satisfy the distinctive needs of 

both genders.  
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6.3.2. Differences among age groups 

The same way that differences between the two different genders could be observed, 

there were also differences among the two different age groups of 14 to 19 and 20 to 25 

year olds, related to their consumer behaviour. Yet, in respect to the attributes of Puma and 

Puma fragrances, no significant difference among the two different age groups could be 

established. Concerning popularity, it could be observed that the 14 to 19 year olds believe 

that Puma is already at the peak of its popularity and is staying there, or on the way to 

getting there, more than the 20 to 25 year olds, who believe that Puma is at the peak of its 

popularity but will not be able to remain much longer, or that Puma has already passed the 

peak and is declining at the moment.  

In reference to the usage of fragrances, it could be observed that the 20 to 25 year 

olds use perfume more frequently than the group of 14 to 19 year olds. Forty-two percent of 

20 to 25 year olds use perfume daily compared to only 26 percent of 14 to 19 year olds. 

Therefore, 31 percent of the respondents between 14 and 19 years old said that they use 

perfume several times a weak in contrast to only 29 percent of the older sample unit. 

Altogether, 71 percent of the 20 to 25 year olds and 57 percent of the 14 to 19 year olds use 

perfume several times a week or daily and respectively only 29 percent of the older sample 

unit and 43 percent of the younger sample unit use fragrances only on special occasions, 

rarely, or never.  

Concerning the importance of different criteria for the purchasing decision of 

perfume, the answers between the two different age groups were really homogenous, but 

one observation that could be made is that the older age group of 20 to 25 always gave 

more weight to each feature than the 14 to 19 year olds. For the 14 to 19 year olds, the 
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image was slightly more important than the packaging, whereas for the 20 to 25 year olds, 

the designer and brand are a little bit more important than the image.  

Looking at the stores where the majority of the respondents mainly buys their 

fragrance products (eau de toilette, eau de perfume, eau de cologne) it is interesting to see 

that 42 percent of all the respondents primarily buy their fragrance products in perfumeries, 

followed by 26 percent in drugstores, 13 percent department stores, 6 percent consumer 

markets, 5 percent duty free and 8 percent buy their fragrance products in none of those 

stores. Yet no significant difference could be found about preference as to where to buy 

fragrances connected to the different age groups or genders.  

An interesting aspect for the distribution policy, though, is that the majority of the 

target group buys their perfume products in perfumeries, because going shopping in a 

perfumery is not only about buying fragrance products, it is about the whole experience 

involved, and since a fragrance is a product with no rational but strictly emotional benefits, 

this shopping experience becomes a lot more important than for other product categories 

like food, office supplies etc. Given that Puma Fragrances is not a prestige perfume, but is 

situated in the bridge market, which can be defined as the market in between the mass 

market and the prestige market, and which does not exist in all countries, but is typical for 

the German market, its distribution is more focused on drugstores and department stores, 

although it is also present in perfumeries. (Cosmopolitan Cosmetics GmbH) 

An interesting question for Cosmopolitan Cosmetics could be to upgrade the 

fragrance and, although Puma Fragrances, due to its heritage in the German market, will 

most likely never belong in the prestige segment, it could improve its status and be 

positioned a little bit higher within the bridge segment and closer to the prestige market. 
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Puma Fragrances strongly depends on the image of the master brand Puma, so one of the 

most important objectives for Puma Fragrance is to reinforce the core associations of the 

umbrella brand as much as possible, in order to remain the image of the brand, because the 

image of the master brand directly influences the image of the brand extension. Yet, in 

order to not be so dependent on the master brand Puma, Puma Fragrances should try to 

differentiate itself from the competition in the perfume market, which can be done, for 

instance, through clever advertising and a unique product development, so that it 

establishes its own name that is not totally conditioned by the actions of the master brand. 

6.4. Future consumption trends 

As has been expanded on in the literature review, the Future Foundation examined 

major structural changes in society that will influence the demands of the consumer over 

the upcoming 10 to 15 years. This is important because the priorities of consumers change 

over time and it is essential to understand this volatility in consumer concerns in order to be 

able to develop appropriate consumer-led strategies. Not all future trends that have been 

discovered are to be recapitalised, but one of the future trends that is especially interesting 

for this investigation is the aspect of an increase in individualism. The study found out that 

fewer and fewer people feel the necessity to fulfil certain social norms.  On the contrary, 

more and more people prefer to stand out of the crowd. For that reason, consumers will 

anticipate their products and services to reflect their own personal tastes and preferences 

more than ever.  

This aspect is especially interesting for Puma and Puma Fragrances in so far that 

one of their main core associations is to express a certain lifestyle and stand for uniqueness 
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and differentiating themselves from others. Thus, it can be seen that the key elements of 

Puma’s image are consistent with the future structural changes in society, which gives a 

reason to believe that Puma and Puma Fragrances will be able to maintain its positioning 

longer or even increase its success.  

Summarizing, it can be said that the hypothesis this investigation was based on, that 

there are inconsistencies between the master brand, Puma and its brand extension, Puma 

Fragrances, could not fully be confirmed, but it could not be contradicted either. 

Differences could definitely be seen in so far that some attributes were connected to the 

umbrella brand and others to its extension, yet, since the amount of attributes that tended to 

be connected to Puma was relatively balanced compared to the attributes linked to Puma 

Fragrances, with a ratio of six to four, it can be concluded that, not only Puma strengthens 

the brand image of Puma Fragrances by transferring its attributes on the brand extension, 

but that Puma Fragrances also reinforces the attributes of Puma. 

No indications have been found which would point towards the idea that Puma 

could be consumed by its rapid success and would not be able to maintain its positioning in 

the future. The fact that the majority of the target population sees Puma at the peak of its 

popularity and believes that it will be able to stay there for a little bit longer, together with 

the information that the core associations of Puma cover the future needs of the consumers, 

leads to the conclusion that Puma is not facing problems of maintaining their brand image 

or their position in the market.  

After discussing the most important aspects of this investigation, the next and final 

chapter will summarize the project and give some indications for future work.  

 


