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EXECUTIVE SUMMARY 

Chocolates Imperial is the leading Portuguese chocolate manufacturer, with several brands such as 

Regina, Jubileu and Pantagruel, to name a few. Yet, despite its eighty years of history and the constant 

investment in modernization, Imperial has not increased the market share in its home base market 

neither has grown substantially in the international market. 

Most of the observed company actions are related to value creation, such as the investment in new 

production lines, and besides a few PR activities, there are almost no actions related to either value 

innovation or appropriation. 

Therefore, the proposed strategic changes are mostly focused on: value appropriation – by increasing 

the brand awareness in the domestic market and the presence in the fast moving consumer goods 

distribution channels; and in value innovation and creation – by addressing two new markets, the 

customized chocolates and the chocolates for lactose intolerant persons. 

This document presents a brief assessment of the current situation of the company and its changing 

market conditions, summarized in a SWOT analysis. Given this context, several changes in strategy are 

evaluated under the framework of strategic marketing, and chosen based on a balance between value 

innovation and creation, and value appropriation. 

Finally each change in strategy is briefly explained and its expected profits & losses are integrated in a 

balance sheet forecast for a four year period. 
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COMPANY INTRODUCTION 

BRIEF HISTORY 

Founded in 1932 at Vila do Conde, Imperial is the leading Portuguese chocolate manufacturer. Since the 

integration in RAR Group1 (1973) Imperial has developed several brands such as “Bom-Bokas” (1978), 

“Pintarolas” (1980), “Fantasias” (1981) and, in the 50th anniversary, launched “Jubileu” and 

“Pantagruel”. In 2000, Imperial bought the famous Portuguese brand “Regina”. 

In 2007, its 75th anniversary, Imperial opened a new molding and packaging unit. This investment 

equipped the company with the latest generation technologies. In 2010, the company inaugurated a 

new production line, for chocolate fillings, that enabled it to develop and manufacture differentiated 

products, as well as providing production capacity to achieve its national and international expansion 

plans. 

Also focusing on production quality, Imperial has several certifications – ISO 9001, International Food 

Standard (IFS), and Research, Development and Innovation (RDI). 

BUSINESS ACTIVITIES 

The Portuguese market accounts for 81% of Imperial’s sales under the brands Jubileu, Regina, 

Pintarolas, Pantagruel, Fantasias and Allegro. 

Nonetheless, the company has been building and consolidating its international position, through the 

introduction and marketing of its brands in over 40 countries, in Europe, Africa, the Americas and Asia. 

Another important business unit is contract manufacturing. Imperial offers its customers the 

opportunity to subcontract the development and production of their products. In Imperial’s production 

line, it is possible to develop highly specific products to enter into special market segments such as 

sugar-free, kosher or Halal chocolates. 

 

                                                      

1
 More detail in Appendix 1 
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MARKET POSITIONING 

Imperial uses its several brands to cover almost the whole Portuguese chocolate market. Jubileu targets 

the premium segment with high quality and design products, maintaining its prestigious position since 

1982. Jubileu portfolio includes bonbons, tablets and dry fruit chocolate. 

For the mass-market, Imperial’s brand is Regina. Bought in 2000 and rebranded in 2002, Regina is over 

80 years old and enjoys high brand awareness. The problem isn’t so much its value creation recognition, 

as is its ability to appropriate value, and that becomes clear when looking at Regina’s very disappointing 

market share. Regina’s portfolio has several different products such as flavor tablets (orange, pineapple, 

strawberry or passion fruit), Sombrinhas, PingPong and Floc Choc. Regina is the leader in the chocolate 

nuts segment and Sombrinhas and tablets are the second and third players in the impulse purchase 

channel. Imperial also uses the brand Pintarolas for the children segment, where it is the number one in 

the tube shape chocolate. 

For the cooking chocolate segment, Imperial’s brand is Pantagruel. With a 33% market share, Pantagruel 

is the leader brand in its segment. 

CURRENT STATUS OF BUSINESS 

Through Imperial’s Income Statement, it is clear the significant and constant growth in sales since 2009, 

approximately 15.2%, due to constant technology improvements and the investment in foreign markets.  

The operational costs are about 88% of the sales in 2011, decreasing its weight from 95% last year, 

majorly due to reductions in advertising costs. With the combination of both, increase in sales and 

improvements in Imperial cost structure, earnings before interests and taxes were about 1.5M€ in 2011, 

a growth of about 30% from 2010.  
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Belonging to a group with nearly 987M€ in consolidated revenues in 2011 and approximately 51M€ of 

EBITDA, the company has been partially funded by the RAR Holding, having currently the lowest value 

since 2009. The other ways of financing the activity are through bank loans (decrease weight in total 

liabilities in 2011) and suppliers (more 1M€ when compared with 2010).  

 

 

 

  

Income Statement 2010 % 2011 %

Sales 20,645 100% 21,459 100%

National 17,131 83% 17,408 81%

International 3,514 17% 4,051 19%

CoGS 10,169 49% 10,484 49%

Gross Margin 10,476 51% 10,975 51%

Labor 2,944 14% 3,079 14%

Advertisment/Publicity 2,283 11% 1,985 9%

Other Costs 3,101 15% 3,375 16%

EBITDA 2,148 10% 2,536 12%

Depreciations 1,072 5% 1,029 5%

EBIT 1,076 5% 1,507 7%

Balance Sheet 2010 % 2011 %

Assets 21,362 100% 22,780 100%

Equity 8,926 42% 9,280 41%

Liabilities 12,436 58% 13,500 59%

41%

10%

28%

21%

Distribution of Liabilities (2010)

Bank Loans

Loans (from Group Companies)

Other Liabilities

Suppliers

38%

7%

28%

27%

Distribution of Liabilities (2011)

Bank Loans

Loans (from Group Companies)

Other Liabilities

Suppliers
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MARKET CONDITIONS 

ECONOMY 

Like almost all Food&Beverage sectors, the chocolate industry is suffering from reduction of 

consumption due to international crises. Last year, the price of raw materials (cocoa) fell to 2008 levels. 

 

Source: ICCO – International Cocoa Organization, www.icco.org 

 

Regarding the chocolate consumption in 2007, in Kg per person, Portuguese consumers only ate 1,29 Kg.  

The chocolate market is worth around €315 million, according to last available data (2009) from 

Associação dos Industriais de Chocolates e Confeitaria.  

Not surprisingly, the top chocolate consumer countries per capita are Ireland, Switzerland, United 

Kingdom, Belgium and Norway. In the top 25 countries only six (Australia, United States of America, 

Canada, Brazil, Japan and China) are not European. 
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Source: CAOBISCO – Association of chocolate, biscuit and confectionery industries of EU, www.caobisco.com 

 

TRENDS IN CHOCOLATE CONSUMER MARKET 

There are a number of trends within the chocolate industry that are driving consumption2. During the 

recession, there was a shift away from premium items, but as the economy recovers, sales of premium 

items have taken the lead again. Producers tend to offer a broad product portfolio, to ensure fast and 

sustainable growth. Among recent trends, the following seem to be dominant: 

• Craft chocolate making  

• Exotic flavors 

• Raw cocoa products 

• Vegan/Lactose intolerant/Coeliacs chocolates 

• Wine-themed chocolate products  

• Flagship Stores 

• Alternative distribution channels 

                                                      

2
 Chocolate Candy Market in the U.S.: Trends and Opportunities in Premium, Gourmet and Mass Market Products, Packaged 

Facts, a division of MarketResearch.com, 01.Sep.2010 
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COMPETITION 

Worldwide, Kraft Foods (USA) is the biggest confectionery company with net sales reaching $19.965 

Million in 2011. The remaining top 5 are Mars Inc. (USA), Nestlé SA (Switzerland), Ferrero Group (Italy) 

and Hershey Foods Corp (USA)3. In Portugal, Imperial is the main chocolate manufacturer but is not the 

market leader. High-end international chocolate makers are Lindt & Spruengli (Switzerland), Godiva 

(Belgium), Leonidas (Belgium) and Neuhaus (Belgium). 

In the domestic market, Imperial competes in the mass-market with international manufacturers such 

as Kraft Foods and Mars. In the high-end market, Jubileu has the competition of small Portuguese 

manufacturers such as Arcádia and international player Lindt. 

SWOT ANALYSIS 

Taken the organization environment described above, the situation was summarized in the SWOT 

analysis presented in the following table. 

STRENGTHS WEAKNESSES 

Industrial group (finance, supplies) 

Manufacturing ability of quality products 

Diversified product portfolio 

Brand awareness in Portugal (Regina) 

Low domestic and int’l market share 

Low brand recognition in int’l market 

Presence in domestic distribution channels 

Outdated product image 

OPPORTUNITIES THREATS 

Leverage in existing brands (domestic) 

New products for niche markets 

International expansion 

Market power of MNE 

Market power of distribution channels 

Forward integration (own label) 

Economic cycle downturn 

 

                                                      

3
 Sources: Candy Industry magazine January 2012, Top 5 research. 
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Although Imperial’s brands have a strong historical background in Portugal, generally they have low 

value appropriation today, eventually constrained by the market power of the global players, such as 

Kraft, Nestlé and others. Moreover, the current economic recession in the domestic market and the 

small fraction of international sales, prompt for a change in strategy. 

On the positive side, and following the chocolate market trends, there are opportunities in developing 

products for specific consumers – vegan, lactose intolerant, coeliac – and in associating chocolate with 

other premium products such as wine, where Portugal has a strong export experience. 
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CHANGE IN MARKETING STRATEGY 

Given the current situation of the company, and its dependence on domestic market in the present 

context of recession, “Fábrica de Chocolates Imperial” should target its growth to new customers and 

new markets, incorporating some of the new market trends identified earlier. 

This document proposes a change of the marketing strategy to provide a growth path to Imperial, by 

improving: 

 The diversification of its product portfolio; 

 The presence in the distribution channels; 

 The investment in brand activation and promotion; 

 The balance between domestic and international sales. 

VALUE CURVE 

To better identify potential sources for value innovation, a Value Curve was drawn to capture the 

current state in the market place. In order to simplify the analysis, competitors were grouped in Mass-

Market Brands – such as Mars, Cadbury and Nestlé – and in Premium Brands – such as Lindt, Godiva and 

Ferrero Rocher. 
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The chosen areas for improvement are: 

 Brand Awareness – by investing in brand activation, through a seasonal flagship store and in a 

partnership with a premium fashion brand; 

 Distribution Channel Presence – by investing in the domestic fast moving consumer goods 

retail channels and in the International distribution, namely with the chocolate and wine 

combination; 

 Product Customization – by offering customized products for both end consumers and 

companies; 

 Niche Markets – by investing in products for lactose intolerant consumers. 

STRATEGIC CHANGES 

To better frame each strategic change, the several options are presented in the form of a market 

options matrix, considering the market (customers) and product dimensions. 
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From the chart above one can observe that the strategic changes are divided in 3 quadrants: 

 Increase the market penetration in the traditional markets (blue arrows); 

 Develop new markets with existing products (orange arrows); 

 Develop new products to address unexploited markets (green arrows). 

These strategic changes are balanced among their source of value to the company: 

 Value Innovation – The creation of personalized products can be seen as a substitute for 

corporate gifts and giveaways, as well as the creation of chocolates for lactose intolerant 

persons where an existing product is adapted for a new customer segment; 

 Value Creation – The investment in two new products – the personalized and the lactose 

intolerant chocolates – are a source of value creation, where the company will have to invest in 

R&D to later capture this value; 

 Value Appropriation – The creation of a sales force to address the corporate market, the 

investments in brand activation and promotion – flagship store and fashion corner – together 

with more investment in the domestic and international distribution channels, pose a serious 

commitment towards value appropriation.  

NEW OBJECTIVES 

The different actions described above are forecasted to contribute to achieve a sales growth of 60% in 4 

years, or 12.5% CAGR (from 21M€ in 2011) and to improve the balance between domestic and 

international sales to roughly 25/75 (from 20/80 in 2011). 

NATIONAL STRATEGY 

From a positioning stance, the idea is to invest strongly in brand activation on a premium segment, with 

Jubileu, and a “masstige” segment with Regina. In addition, there’s an opportunity in the corporate 

market that is yet to be addressed.  
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PREMIUM MARKET: JUBILEU 

After analyzing some market trends and some experiences performed by market leaders such as 

Neuhaus and Lindt, the concept is to associate Jubileu with a well-established luxury brand.  

Carolina Herrera (CH) suits all purposes, both brand activation and positioning, as well as a source of 

new business. The concept to be developed follows under the umbrella of “A taste of Carolina 

Herrera”, by Jubileu. 

CH is visited both by women and men with high income and sensitive to the values that Jubileu lives by, 

thus with a very appealing willingness to pay. The goal is to leverage on an influencer buyer – the 

aspirational consumer and the luxury client – to facilitate an automatic positioning of Jubileu, at a 

fraction of the cost of a full communication campaign. 

There will be an in-store corner of Jubileu in Carolina Herrera’s Lisbon flagship store, as well as in the 

brand’s other selling points, such as El Corte Inglés and Lisbon airport. 

The same strategy will be followed in the Portuguese language markets where Jubileu is present, 

namely Brazil, Mozambique and Angola. These consumers, more than the European ones, are more 

aspiration driven and, in these locations, this association with luxury may have a powerful effect in sales 

in the other distribution channels. 

Jubileu would also partner with CH in a loyalty program where post sales service would be given “with 

taste”. Jubileu will display its premium portfolio and establish a premium customer database. This can 

drive business to and from CH locations, near most banks and offices that want to be perceived as high-

end, will also drive business to other Imperial businesses, specially the corporate chocolates segment, 

addressed later in this document. 

Associating with a luxury brand, like Lindt has done with Rolex, will allow Jubileu to trade up and aim at 

more profitable customers. Being present in this specific channel, also avoids direct competition with 

other brands, which is not possible in regular channels. 

Although sales at CH, per se, may not drive significant revenues, the association will generate brand 

awareness that can translate into sales in the regular channels. 
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MASSTIGE MARKET: REGINA 

Despite the awareness of Regina in Portugal, the values associated with the brand are outdated and 

Imperial is not able to appropriate a significant part of the value. Regina is seen as an old brand and 

even a disappearing one. A low presence in the fast moving consumer goods distribution channels and a 

bad allocation of resources in what concerns advertising help explaining Regina’s awareness problems. 

Imperial spends roughly two million Euros in advertising each year but brand awareness remains low. 

Because the promotion budget at Imperial is low, the focus will be on experience, word-of-mouth and 

Public Relations, instead of regular advertising. 

The main investment will be in a flagship store located in a Lisbon upscale neighbourhood. Instead of a 

permanent store, the solution is to have a seasonal venue located in a central location, such as 

Miradouro de S. Pedro de Alcântara. This should be a place to introduce the new Regina chocolates, 

associating them with new values: cool, extravagant, fun. These values are sufficiently broad to include 

a wide range of ages, from children to parents. Promotion has, thus, to be based on a concept that is 

equally broad and convincing. 

Because this is a temporary store, it has to have strong and quick impact. The concept is based on a 

recreation of Tim Burton’s “Charlie and the Chocolate Factory” and it will be opened from October to 

December. It will be a place to integrate different chocolate experiences, taste Regina and, of course, 

buy Regina. Although sales at the flagship store are important, once again, the expectation is that the 

real value will come from brand activation. Throughout these three months, the theme based on 

“Charlie and the Chocolate Factory” will be ubiquitous in all Regina’s points of sale. 

Because the target is the mass market with prestige positioning, the outbound messages will use 

ambassadors to influence consumers and guarantee PR. 

DEVELOPING THE CORPORATE MARKET 

The corporate market is an opportunity that Imperial hasn’t yet addressed. The value proposition is to 

customize the company’s product portfolio to meet corporate clients’ demands for gifts and giveaways. 

 



 

  Pág. 16 

Clients will have two options: 

 Premium offer – Top quality Jubileu chocolates with packaging customization to address high-

end gifts; 

 Standard offer – Using Regina brand, corporate clients can associate their own logos and 

corporate image in the chocolate itself. Quality is delivered by Regina, creativity by the 

corporate client. 

This may become a valuable segment for Imperial if it enters the shopping list of a significant number of 

large companies and SMEs. Most of the investment will be concentrated in a regional sales force, to 

reach a minimum of 20 corporate clients in the first year, and a B2B website where customers can place 

their orders online, ensuring a low cost operation to compensate the low volume on this channel. 

This offer will also be available to retail clients that wish to buy “special” personalized chocolate, under 

the same principle: two available brands – Jubileu and Regina – where creativity is decided by the client. 

For this purpose, the website will be adapted to play a B2C role for the individual customers. 

DISTRIBUTION CHANNEL OPTIMIZATION 

As Pantagruel already holds a market share higher than 30 percent in the culinary chocolate market, the 

focus should be on the mass market chocolate brands – Regina and Jubileu –, that have a disappointing 

domestic market share, with less than 5 percent.  

A field survey of the current distribution channels for mass market shows that Regina and Jubileu have 

very different but equally limited exposure in the major mass-market Portuguese distribution chains, 

Continente and Pingo Doce. 

Shelve space for Regina in Continente, for instance, is half of Nestlé’s, one of its main competitors. The 

same is true for Jubileu, when compared to Lindt. In both cases, Regina and Jubileu are priced at a 

discount, comparing to their competitors’ prices. The shelf placement of Imperial’s brands is next to the 

direct competitors brands, which displays another potential weakness in packaging and branding, where 

both Regina and Jubileu compare poorly with competitors, being inconspicuous to the consumer. 
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In Pingo Doce, as the chocolate assortment is significantly reduced, Jubileu faces a more favorable 

shelve placement, exhibiting a similar facing when compared to Lindt’s.  

It is urgent that Imperial strengthens its presence in the traditional mass-market distributor, such as 

Sonae, and Jerónimo Martins, but also explores new channels, namely general food retail, bakeries 

(pastelarias/confeitarias), souvenir retail, vending machine retail, gas station and convenience store 

retail, to take advantage of impulse purchases, for both brands – Regina and Jubileu.  

In addition, a new strategy should be implemented in what concerns shelve positioning in hypermarkets 

and smaller stores, to establish points of difference from competitors, since packaging is a problem 

because, per se, does not distinguish either Jubileu or Regina, from its direct competitors. 

A natural and economic extension of the traditional distribution channel would be to setup an online 

channel. As this new channel might improve sales without the cost of the wholesaler, it could cause 

channel conflicts. Therefore, the online presence will be oriented for Corporate and Personalized sales. 

INTERNATIONAL STRATEGY  

Given the excessive revenue dependence on the domestic market – over 80% in 2011 – and the 

economic outlook for the Portuguese market, Imperial should strengthen its international presence, by 

increasing the international revenues to 8M€ by 2015. Imperial would take advantage of a differentiated 

strategy for foreign markets, reaching out to global niche markets, leveraging already existing 

distribution channels to increase brand awareness and potentiate international market sales. 

“THE WINE CONNECTION” 

One of the possible changes in strategy is to explore the market trend association of chocolate with 

wine, leveraging already established distribution channels for Portuguese wines. 

The European market represents only 3.4% of Imperial’s sales, although it’s where the majority of 

current chocolate consumers are located. The Portuguese wine export to other European markets is 

mainly through specialty stores. Given the rising Port wine reputation and the numerous excellent and 

prize-winning Portuguese wines in recent years, Imperial should develop a signature line of chocolates, 
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dedicated to wine, in association with wine cellars, in order to build awareness for a Portuguese 

chocolate premium brand, Jubileu, and thus showcase Imperial’s “maitres chocolatiers” art. 

For overseas markets, namely the US market, a partnership with a strong exporter should be set up. One 

option would be with ViniPortugal, the Portuguese Wine Cellar Association dedicated to wine export to 

the US. This Association has already established its own distribution channels through specialized retail 

and Imperial can take advantage of the current market trend of associating wine to chocolate and 

create specialty chocolates under the Jubileu brand, for tackling this market. 

In the Appendix 2, a table illustrates the main foreign markets for Portuguese wines. 

CHOCOLATE FOR LACTOSE INTOLERANT PERSONS 

Lactose intolerant individuals cannot eat milk chocolate. Although having a low prevalence in Western 

Europe (3-8%), it is close to 100% in Southeast Asia, representing approximately two thirds of the 

world’s population. To attract a marginal market share of such a high number of potential new 

customers would severely increase Imperial’s overseas sales and revenues. 

In the following charts the distribution of the lactose tolerant distribution within the world population is 

depicted. 

 

33%

67%

World Population - Lactose tolerance?

Yes

No
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Source: German Association for Lactose Intolerant www.vli-ev.de 

 

To address this untapped market a new chocolate product, for the lactose intolerant should be 

developed, having in mind especially the South Asian Market. Being an innovative product it could be 

marketed at a premium price, through several retail channels – general food, souvenir, gas station and 

convenience stores – and also directed to the European market through specialized retail stores, such as 

dietetic stores. 

Providing an existing product with different specifications to an untapped “niche” market, will provide 

Imperial a Blue Ocean with scarce competition. Because this product needs some R&D investment, 

which will create sales for a new segment, it can be categorized as a value creation strategy. 

PERSONALIZED CHOCOLATE 

Typically chocolate is sold as a standard product – such as chocolate bars, chocolate candies, among 

others – or as an artisan piece of art, especially made-to-order – such as the ones made by Pastry Chefs. 

In the majority of the situations, customization or personalization is made on the packaging. 

http://www.vli-ev.de/
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Although there are a few examples of customization of the chocolate itself, the ones available usually 

offer molding or engraving of a picture or a symbol4, or tablets with custom toppings5. 

The strategic change would be to offer a fully personalized service where the customer could choose 

among the available options a unique piece of chocolate. The options would range from the type of 

chocolate, the fillings, the decoration and the packaging. Imperial has some advantages since it has 

already flavored chocolates – like strawberry, orange, and pineapple – and a business unit of contract 

manufacturing. The higher price of such a product would be balanced by the ability to create unique 

combinations of high value to customers. 

Being a Value Creation action, some investment in R&D would be necessary, as stated in the Business 

Plan. This new product can be an important source of sustainable competitive advantage, due to its 

differentiation among competitors and difficulty to imitate. 

The product would be sold through the same website (on-line store) created for the Corporate 

customers, with worldwide web advertisement on Google, Facebook, and similar sites. 

  

                                                      

4
 As offered by Totally Chocolate (www.totallychocolate.com) 

5
 As offered by Chocomize (www.chocomize.com) 
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SIMPLE BUSINESS PLAN 

In order to assess the impact of these strategies in the company performance, and to measure the 

needs and sources of investment, some simple figures were collected and added to 2011 income 

statement, forecasting the coming 4 years of activity, as shown in the following table (figures in k€).  

 

MAIN ACTIONS 

Regarding national strategies, creating the temporary flagship store in a premium Lisbon location, the 

cost expectation of renting the place, customize it to fit the theme of “Charlie and the Chocolate 

Factory”, promoting the event and educate sales people, will be approximately 1.500K€ and the 

expected increase in sales will be approximately 750K€.    

The corporate market opportunity costs are divided in two parts: 1) the website creation, which is 

expected to cost initially 25K€, with yearly maintenance of 2.5K€ and 2) the promotion of the new 

Income Statement 2,011 % 2,012 % 2,013 % 2,014 % 2,015 %

Total Sales (National+International) 21,459 100.0% 23,683 100.0% 26,605 100.0% 30,074 100.0% 34,249 100.0%

National Market 18,923 79.9% 20,893 78.5% 23,077 76.7% 25,502 74.5%

Current Sales 17,103 79.7% 17,958 19,754 21,729 23,902

New Strategy Sales 965 1,139 1,348 1,600

Flagship Store 750 863 992 1,141

Corporate Customers 200 260 338 439

Premium market (CH) 15 17 18 20

International Market 4,051 18.9% 4,760 20.1% 5,712 21.5% 6,997 23.3% 8,746 25.5%

CoGS 10,484 48.9% 11,842 50.0% 13,302 50.0% 15,037 50.0% 17,124 50.0%

Gross Margin (Total Sales-CoGS) 10,975 51.1% 11,842 50.0% 13,302 50.0% 15,037 50.0% 17,124 50.0%

Total Cost of New Strategies 

(National+International)
5,720 24.2% 5,215 19.6% 5,215 17.3% 5,215 15.2%

National Strategy Costs 3,035 12.8% 3,013 11.3% 3,013 10.0% 3,013 8.8%

Flagship Store 1,500 1,500 1,500 1,500

Corporate Customers (site) 25 2.5 2.5 2.5

Corporate Customers (Promo) 60 60 60 60

Premium market (CH) 50 50 50 50

Distribution Channel 400 400 400 400

Advertisment/Publicity Costs 1,985 9.3% 1,000 1,000 1,000 1,000

International Strategy Costs 2,685 11.3% 2,203 8.3% 2,203 7.3% 2,203 6.4%

Lactose Intolerant (R&D) 250

Lactose Intolerant (Promo) 150 150 150 150

Personalized Chocolat (R&D) 235 3 3 3

Personalized Chocolat (Promo) 50 50 50 50

Ad/publicity 2,000 2,000 2,000 2,000

Labor 3,079 14.3% 3,079 13.0% 3,079 11.6% 3,079 10.2% 3,079 9.0%

Other Costs 3375 15.7% 3,789 16.0% 4,257 16.0% 4,812 16.0% 5,480 16.0%

EBITDA 2,536 11.8% -747 -3.2% 752 2.8% 1,931 6.4% 3,351 9.8%

Depretiations 1,029 4.8% 1,029 1,029 1,029 1,029

EBIT 1,507 7.0% -1,776 -7.5% -277 -1.0% 902 3.0% 2,322 6.8%
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concept with costs of around 60K€.  In the first year, anticipating a base of 20 companies, the total sales 

will be 200K€ with a growth of 30% every year due to the investments in promotion and the newest of 

the concept. 

The in-store corner of Jubileu in Carolina Herrera’s Lisbon flagship store, is expected to generate a cash-

inflow of 15K€ year with a 10% growth annually. As a point of sale, the costs include mainly the training 

of sales people. 

The international strategies have also clear figures in what concerns costs. The exploration of the 

lactose intolerant market niche will have an initial cost in R&D of 250K€, and promotion cost during the 

implementing years of 150K€.  

To implement the chocolate customization/personalization targeting the global market, costs of 235K€ 

are expected in the first year, which comprise the internet site creation and R&D, and 52.5K€ annually 

thereafter for promotion and web site maintenance.  

FINANCING 

The amount of investment necessary to finance the presented strategies is noteworthy. Given the size 

of the group where Imperial is inserted, these extra costs are expected to be financed in part by the RAR 

Holding. Given the chosen strategies, the costs are approximately 6.000K€ in first year and 5.000K€ in 

the subsequent years, with the company generating positive cash-inflow only in 2014. Therefore it is 

necessary appeal to bank loans as an investment complementation.  

For capitalization of investment, both through bank loans and group investment, the NPV was calculated 

with a cost of capital of 10% (figures in k€): 

  

Cost of Capital 10% 10% 10% 10%

NPV 462 -1,776 -252 746 1,744
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CONCLUSION 

Imperial has simultaneously a great dependency and a very low market share on the Portuguese market, 

especially for two main brands, Regina and Jubileu. Long-term sustainability for these two products 

depends on reinforcing domestic market-share and developing business in the geographies where 

Imperial is already present, but also on exploring new markets and opportunities. The goal is to reach 

roughly 75% sales coming from the domestic market and 25% from international markets in four years. 

In the domestic market, the focus will be mainly on brand activation and investment in the distribution 

channels. In what concerns brand activation, for Regina, this will be addressed through a seasonal 

flagship store and a compelling concept that will be replicated in the distribution channels, in order to 

create brand awareness. In Jubileu’s case, the idea is to get a fast “trade up” positioning, associating this 

chocolate brand with luxury. Hence the option to work with a brand as Carolina Herrera, that can 

position Jubileu in the highly profitable mass prestige market. 

Both Regina and Jubileu face a serious problem in the distribution channels. Thus, the strategy will be to 

enforce presence in mass retailers, but also new channels, like bakeries, vending machines and gas 

stations. 

Still in Portugal, corporate gifts and giveaways offer are a new market to be explored, with low 

operational costs and highly attractive margins. 

In international markets, one must explore new opportunities in the distribution channels and niche 

markets still poorly addressed. One of the studied strategies is to generate value by using the well-

established wine distribution channels and hence profiting from Portuguese wines’ premium positioning 

outside Portugal. As to niche markets, Imperial already works some of them, but should consider a more 

significant investment to address lactose-intolerant consumers, especially targeting the Asian markets, 

as lactose intolerant people represent 2/3 of the world’s population, with special relevance in non-

European geographies. 

In a nutshell, Imperial has several possible strategic changes that can add relevant value to its brand, 

either by creation or innovation, either by appropriation, and increase the company value.  
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APPENDIX 1 

In the chart below the organogram of the RAR group is presented, parent company of Imperial. 
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APPENDIX 2 

 

  Volume € 

Country HL %   1.000 €   % €/Lt 

United Kingdom 126,570 6.9% 37,446 € 11.6% 2.96 € 

U.S.A. 92,811 5.1% 22,469 € 7.0% 2.42 € 

Germany 136,744 7.4% 21,691 € 6.7% 1.59 € 

Brazil 74,044 4.0% 19,948 € 6.2% 2.69 € 

Switzerland 62,757 3.4% 14,707 € 4.6% 2.34 € 

Canada 56,653 3.1% 17,745 € 5.5% 3.13 € 

Sweden 40,869 2.2% 10,854 € 3.4% 2.66 € 

Belgium 39,176 2.1% 11,494 € 3.6% 2.93 € 

The Netherlands 37,296 2.0% 12,335 € 3.8% 3.31 € 

Spain 29,870 1.6% 7,271 € 2.3% 2.43 € 

Luxemburg 26,158 1.4% 6,526 € 2.0% 2.49 € 

Norway 25,389 1.4% 4,940 € 1.5% 1.95 € 

Denmark 20,502 1.1% 7,094 € 2.2% 3.46 € 

Poland 20,127 1.1% 4,824 € 1.5% 2.40 € 

China 27,401 1.5% 4,293 € 1.3% 1.57 € 

Macau 17,173 0.9% 4,361 € 1.4% 2.54 € 

Italy 15,228 0.8% 3,985 € 1.2% 2.62 € 

Japan 6,782 0.4% 1,566 € 0.5% 2.31 € 

Finland 6,405 0.3% 1,922 € 0.6% 3.00 € 

 

Source: Anuário Vitivinícola 2010-11, Instituto da Vinha e do Vinho. 


