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MAX
Where we are now 

What are the gaps that prevents us from reaching the goal ?

Newest Lay's product line to differentiate itself 
from other Lay's core products 

Become the go-to choice of snacks among young
consumers 

A successful key player in the competitive
snack market with unique value proposition

Viewed as a distinctive brand that actively
engage with Thai young customers 

Relaunched in 2023 as "MAX reborn" to
clearly communicate with the youth

cohort as an independent product line

Refined the visual and packaging to be
more eye-catching

Where we want to be

Although Lay's Max has a specific target segment, there are still gaps in successfully reaching them

GAP

Company analysis 
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MAXTarget customers value both functional and emotional values of potato chips in their purchase decision
with 2 main occasions: Me-time and We-time

Customer Insight

Age: 20 years old  

Occupation: University Student

Profile

Mr. Nick

Purchasing Channels

For Convenient

For Price/Large
Quantity purchased

Share together with
friends and family

Eat alone as a
craving satisfaction

Satisfaction in hunger between meals 

Enjoys the texture and tastes

Dealing with emotions (Anxiety, stress, etc.)

Snacking Occasions

'Me-time'

'We-time'

Snacking Reasons

Location: Bangkok

55%

45%

Source: Case Booklet, Mintel, Team Analysis
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MAX

Indecisive when choosing snacks
due to the variety of products 

Want to try new flavors products
but don't trust it yet

Don't have the brand that they
see value alignment 

Purchasing Factors

Pain Points 

Brand  value alignment

Emotional Connection
with the brand identity

Price and quality

Product reviews from
friends, and KOLs

Decision Process when purching Lay's Max

Do I know what Lay's Max is?
1

I don't know what is special about Lay's Max 

Awareness

Does Lay's Max offers texture and flavor I am looking for?
2 Trust

Lay's Max is still not  trustworthy to buy when compared to other
Lay's products because I don't resonate emotionally with it

3

Should I Buy Lay's Max?

Conversion

It is still not a go-to product when buying for me-time or for we-time

4

Do I want to repurchase Lay's Max? 

Retention

I don't think the product or other value-added factors worth itMr. Nick

Target customers are not satisfied with current Lay's Max offerings throughout conversion funnels

Customer Insight

Source: Case booklet, Focused Group Interview, Team Analysis
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MAX

Flavors
perception

Same as Lay's
Original 

(Comfort zone)
Original 

(Comfort zone)
Lay's less oily

version 
SOUR CREAM CHILLY CRAB Spicy

Texture
perception

Lay's Rock Extra thin and crisp wavy Lay's Pringle Mash potatoes all like Lay's all like Lay's 

Brand perception Lay's Lay's Lay's Lay's stack Pringles Lay's copycat Japanese Lay's

MAX Rock

 

Cannibalization effect
from product positioning  

By analyzing the product offerings, there are cannibalization between Lay's core products and Lay's Max

Market Analysis

There are overlaps in the
core product flavors 

Majority of the target
customers don't value

the differentiation

Most of the Lay's
product have the same

brand perception 

1 2 3

Source: Marketteer, Lay's Thailand, Focus Group Interview, Team Analysis

Product positioning from customer's perspective

Key Complications 
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MAX

To successfully become the top of mind among the young generation in a long run 

How can Lay's MAX successfully raise awareness and
sustainably foster a strong emotional connection with

young generation through a consumer-centric
approach?

How can we leverage the limited-time flavors to
sustainably retain Thai youth through "Do us a flavor"

branded campaign?

MAX THE BRAND
Lay's Max needs to reevaluate its approach and become
customer-centric by clearly communicating its message,

positioning itself as a close friend, enhancing online
presence, gaining trust through influencers, and resonating

with the young generation.

MAX THE GLAND
Lay's MAX invites customer creativity via a social media
challenge, refines flavors on MasterChef Thailand, and

finalizes the winner through pop-up store voting, reinforcing
our customer-centric innovation.

4.6M incremental urban youth who trust Lay's Max

Executive Summary

Objective

Key Question

Impact

Strategy 

18.4M Costs

454% ROI [Adjusted for cannibalization]

84M NPV [20% Discounted]

7.2M Accumulated Loyal customers obtained

34.5M Costs

522% ROI [Adjusted for cannibalizatoin]

174M NPV [20% Discounted]



MAXLay's Max can be customer-centric by developing its product and communication

Overview

Product

Price

Place

Communication

Customers do not see the flavor that they resonate with

Customers can afford Lay's Max at its price point

Customers can access through various channels available

Customers do not see personalized media

Factors Customer-Centric Customer-Centric

Source: Team Analysis
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Does Young Generation see Lay's Max 
Customer-Centric?



MAXLay's Max can be customer-centric by developing its product and communication

Overview

Product

Price

Place

Communication

Customers do not see the flavor that they resonate with

Customers can afford Lay's Max at its price point

Customers can access through various channels available

Customers do not see personalized media

Factors Customer-Centric Customer-Centric

Source: Team Analysis
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MAXCommunication should be addressed urgently to enhance identity of Lay's Max

Overview

Urgent

Not Urgent

High ImpactLow Impact

What to Do First? Implication

Addressing communication would help
strengthen Lay's Max brand identity

Since Lay's Max is a new brand, it is urgent
to establish its identity 

Follow-Up Question

How Can Lay's Max Communicate in
Customer-Centric Approach?

Source: Team Analysis
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MAX

MAX Who Should Lay's Max Be How Should Lay's Max Act Who Should Be The Referer

Implication

Nick

Current Lay's Max engagement is not adequate to build a strong emotional relation with Gen Z

Gen Z Persona

 

does not see how to connect with Lay's Max   

sees Lax's Max engagement from Lay's online channels 

aware of new brands & products mostly from his favorite influencers

love to see brands share useful information than overly focusing on sales

Source: Team Analysis, Focused Group Interview
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MAX

MAX

Current Lay's Max engagement is not adequate to build a strong emotional relation with Gen Z

Gen Z Persona

 

does not see how to connect with Lay's Max   

sees Lax's Max engagement from Lay's online channels 

aware of new brands & products mostly from his favorite influencers

love to see brands share useful information than overly focusing on sales

Who Should Lay's Max Be How Should Lay's Max Act Who Should Be The Referer

Implication

Nick

Source: Team Analysis, Focused Group Interview
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MAX

Current Customer Perception Toward Lay's Max

What Lay's Max is missing includes separated official accounts that tailor content for and
referers to introduce it to Gen Z

Ken

There are three main factors that can help Lay's Max strengthen its emotional connection with Gen Z

Who Should Lay's Max Be

Nick's Supportive Friend

is outgoing and fun to be with

is available and easy to contact

is trusted by Nick's best friends

always show support to Nick

Think Lay's Max resonates

Currently can only see Lay's Max
from Lay's official

See only well-known celebrities as
representation

Want to see more useful insights 

Source: Team Analysis, Focused Group Interview
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MAX

Action

Creating official
accounts would
help Lay's Max

create a
connection with

Gen Z

Lay's Max should create its official account on each social media platform to clearly differentiate itself

How Should Lay's Max Act

says online presence of the brands is crucial for connection 

Customers still see Lay's Max similar to Lay's because
they are using the same official accounts to promoteNick

Source: Lay's, Team Analysis, Focused Group Interview
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Providing Gen Z
with useful

insights would
strengthen

relationship

Value

Exciting

Content

Entertainment and Fun
Daring

Updated and Beneficial
Interesting

Gen Z thinks that they trust brands provide information that
is useful and aligned with their valuesNick

Lay's Max can strengthen emotional connection by engaging Gen Z with useful, fun, and interesting content

How Should Lay's Max Act

thinks that online presence of brands should be more than just promoting products

Action

Source: Lay's, Team Analysis, Focused Group Interview
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MAX

Must-Watch Upcoming Series
 in August on Netflix

MAX

With highly-targeted content, Lay's max will be able to gain awareness and trusts among urban youth 

How Should Lay's Max Act

Recommend Secret Restaurants 
in Ban Thad Thong 2023

MAX

Source: Team Analysis
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MAXClose friends play a significant role on Gen Z's perception

Who Should Be The Referer

can relate because of shared values

is accessible to connect

is authentic to him

Why Nick Trusts His Close Friends

Nick

Nick's Best Friend

Who Nick Trusts?

Source: Team Analysis, Focused Group Interview
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MAXMicro-influencers are similar to close friends, and Lay's Max could leverage

Who Should Be The Referer

Why Nick perceives micro-influencers as his close friends?

thinks can relate with micro-influencers most

feel micro-influencers are accesible

feel micro-influencers are authentic with their contents

view micro-influencers more tailor to his needs

Nick

Nick's Best Friend

Influencer

Source: Team Analysis, Focused Group Interview, Shopltk
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MAXLay's Max should use micro-influencers that resonate with target customers values 

Who Should Be The Referer

Followers: range from 10-100K

Target Group: Gen Z

Characteristics: Passionate and Engaging

Content:  Any that resonates fun

Criteria Lay's Max

Gen Z

Empowering

Entertaining

MAX

Nick's Best Friend

Influencer

Source: Team Analysis, Influencer Marketing Hub
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MAXInfluencers should generate their content so that it is tailored to customers while Lay's Max should set the
overall message to ensure value alignment

Micro-Influencer

How It Works
Responsibility

Influencer

Lay's Max

How

Match key message with tailored
content

Example: Porshe Saran Channel

Target Young Adult

Entertaining Content

Related Content

Who Should Be The Referer

Key Message

Content

Provide key message for influencer to
develop

Source: Team Analysis, Youtube
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MAX

KOLs
14.6M

Paid Ads.
2.4M

Content
1.2M

Acquired Urban Youth
Unacquire Urban Youth

0% 25% 50% 75% 100%
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Key KPIs

Lay's Max is expected to gain 4.6M Urban Youth trust using 18.4 THB within 1 year

18.4 M

0.2M

0.5M

0.7M

1.0M

1.4M

1.7M

2.1M

2.5M

3.0M

3.4M

4.0M

4.5M

7.7. M
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o
u
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4.6M  Urban Youth trusted in Lay's
Max in 1 year

34.5% MoM Avg. Growth 

59.2% Urban Youth Acquired in Aug-24

10% awareness actually raised from total reach

54.4% Urbanization Rate (National statistics) 

18.3 M THB Total Cost

78% in KOLs Marketing

22% in Brand Communication 

Key Assumptions

Total CostsUrban Youth Trust established from Strategy

20K Budget/KOLs Contents/Months

10K Budget/Social Media Content

Avg. KOLs Contents/Month

15 19

Impact - Max the brand 

Source: Statista, National Statistic, Euromonitor
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MAX
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Incremental RVN. Adjusted for
Cannibalization [Base Case]

 Even with the worse case scenario of cannabilization rate, ROI is still 386% positive

ROI & NPV - Cannibalization Scenario Analysis

Best Base WorseScenarios

Cannabilization Rate 10% 20% 30%

Incre. RVN 103M108M133M

NPV 71M84M96M

ROI (%) 386%454%522%

Key Assumptions

Key KPIs

Impact - Max the brand

84M NPV of RVN in 1 year [Base Case Cannibalization Rate]

32.2 % MoM Avg. Growth 

108M Incremental RVN in 1 year

454% ROI [Base Case]

522% in best case

Customer Spending

39 THB~ Avg. Spending/Month

2 Bag~ Purchased/Month

Sales Performance

3% Conversion rate

40% Retention Rate [2/3 of Lay's
Retention Rate

NPV

20% Discount Rate

18.4 M investment [From strategy
Total Cost]

ROI

Source: Statista, National Statistic, Euromonitor, Lay's
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MAX

Lay's MAX is currently being product-centric Do us a Flavor

Why should Lay's MAX become customer-centric through
'Do us a flavor' Campaign

Lay's Max could communicate its customer-centric approach using "Do us a Flavor" campaign
Do Us a Flavor

the current flavor offerings don't
resonate with customers
non-customers not interested in trying
out Lay's MAX

Customer Insights Social Media Challenge
Content creators submit short videos of
their desired flavor of Lay's MAX

MasterChef Competition
Contestants cook flavored powder for Lay's
MAX using dehydration techniques

Lay's MAX Pop-up Store
Winning flavor gets to be featured in the
store which will be voted by customers

Nation-wide Roll Out
Most popular vote flavor will be mass
produced after FDA has been approved

over 3.8 million submissions
Y-o-Y sales increased by 12%
Mentions about Lay's online increased by 4700%

The campaign has been proven in the US back in 2012

Source: Fritolay.com, Team Analysis
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MAX

Social Media Challenge Cash-Prize

MasterChef selection

This campaign will communicate how Lay's Max is truly customer-centric by allowing customers active participantion
Do Us a Flavor

incentivize content creators, both
big and small to 
generate hype
anyone can participate

Top 10 most liked videos get 
100,000 THB cash prize

selected by Lay's MAX and
MasterChef committee
sponsor an episode of MasterChef

The top 10 most interesting flavors
get selected to be featured in
MasterChef

#LaysYourWays
Unleash your inner MAX 

Tell us which new flavor you
want to see in Lay's MAX in a
way to showcase the concept
"Unleash your Inner MAX"
Influencers will be hired to
initiate the campaign

Source: Team Analysis
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MAX

participants show stong
passion which resonate

with the slogan "Unleash
Your Inner MAX"

Strategic Importance of MasterChef Lay's MAX cooking competition

With MasterChef collaboration, Lay's Max will be able to tap into untapped youth customer segment
Do Us a Flavor

10 menus get selected
from the TikTok Challenge

2 menus selected from MasterChef
to be sold in the pop-up store

Turn food into powder by culinary
techniques (e.g., dryfreeze)

Dedication and Passion

show's deep reach offers
high campaign visibility and

its expert panel brings
credibility to the flavor

selection

Visibility and Credibility

Source: Team Analysis
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MAX

Pop-Up Store Voting System

Using Limited Time Pop-up Store, Lay's Max will be able to gain exposure from youth segment as well as
communicate its clear brand identity

Do Us a Flavor

VS
Mix of 2
flavors

Pepsi

Open for the opportunity for customers
to vote for their desired flavor
Provide lead time for the FDA approval

Customers cast their vote by choosing the flavor
and hammering the machine as hard as possible
Max power = max score

Hammer Arcade Machine

Customers can
participate online 

Online Hammer Arcade

Both offline and online
scores will be accumulated 

Live Score System

Source: Team Analysis
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MAX

Pre-Launch Partnership

Packaging

Lay's MAX new flavor is launched nation-wide after the hype has been created
Do Us a Flavor and Beyond

Influencers are invited to participate in the
new-flavor launch event

your identity based
on the art
do it in a way that
you need to give it
your MAX

Splash Art
"Unleash your MAX" by
creating art that shows 

Hai Di Lao Mala Flavor
Partnership with Hai Di Lao
Hotpot restaurant to develop a
new flavor that resonates with
young generations

Packaging Design Competition
Taking customer-centric to
another level by letting
customers design and vote on
the best packaging design

Source: Team Analysis
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MAX

Pop-up stores
17.5M

KOLs & Content
13.4M

Master Chef
3.2M

FDA
0.2M
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Jan-2
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M
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4

750,000 

500,000 

250,000 

0 

Key KPIs

720K Loyal Customer Obtained in 8 M

60 Omni-channels KOLs contents produced/M

40% Overlapped Reach Adjustement

34.5 M THB Total Cost

Key Assumptions

Total CostsAccumulated Loyal Customers Obtained 

30K Budget/KOLs Contents/Months

10K Budget/Social Media Content

Accu. Visits to Pop-up stores

Urban Youth
Urban Non-Youth

Competition Participants

720K customers will be loyal to Lay's Max within 8 Months, using 34.5M THB in IMC

34.5M

Impact - 'Do Us a Flavor' 

9
8K

 

21
0

K
 

29
7K

 

37
9

K

4
6

5K

54
7K

 

6
25

K
 

70
2K

673K 449K

Source: Statista, National Statistic, Euromonitor

514K

514K Competition Participants

1.19M total visits to pop-up stores

65% Target customers

IMPACTSITUATION ANALYSIS MAX THE BRAND MAX THE GLAND
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Incremental RVN. Adjusted for
Cannibalization [Base Case]

ROI is 455% positive, even with worse case scenario of cannibalization rate

ROI & NPV - Cannibalization Scenario Analysis

Best Base WorseScenarios

Cannabilization Rate 10% 20% 30%

Incre. RVN 215M246M277M

NPV 149M174M199M

ROI (%) 455%520%596%

Key Assumptions

Key KPIs

Impact - 'Do Us a Flavor' 

174 M NPV of RVN in 1 year [Base Case Cannibalization Rate]

51.1 % MoM Avg. Growth 

246M Incremental RVN in 1 year

520% ROI [Base Case]

596% in best case

Customer Spending

39 THB~ Avg. Spending/Month

2 Bag~ Purchased/Month

Sales Performance

3% Conversion rate

40% Retention Rate [2/3 of Lay's
Retention Rate

NPV

20% Discount Rate

33.5 M investment [From strategy
Total Cost]

ROI

Source: Statista, National Statistic, Euromonitor, Lay's
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MAX

Activity
Implementation Timeline

Sep-23 Oct-23 Nov-23 Dec-23 Jan-23 Feb-23 Mar-23 Apl-23 May-23 Jun-23 Jul-23 Aug-23

Strategy I

KOLs content

Official Social Media

Build Awareness Build Trust

Empowering Youth and Create Emotional Connection

Empowerment Support 'Do us a flavor' Build Community
Drive sales to 'Do us a

flavor'

Boost Ads Boost Ads Boost Ads

Launch Build TrustAwareness Influencers Cooperation 

Customer Feedback Evaluate & Adjust 

With customer-centric approach in every steps, Lay's Max will become top-of-mind of target customers in 1 yr

Build Community'Do us a flavor'

'Do us a flavor'

KOLs content

Social Media

Preparation Promote Competition Master Chef Pop-Up Stores

Nation-wide SalesFDASelect Flavors

Select, Contact, Brief KOLs Promote Create Hype Promote Review the stores Reviews Flavors

Promote Create Hype Promote Review the stores Reviews Flavors

Competition Contact all stakeholdersFinalize Rules Announce winnerOpen for submission

Master Chef Contact all stakeholders Pre-launch Master Chef

Pop-up stores Design Pop-up stores & structuere Find Location Sales @ Pop-up storesPre-launch

Nationwide sales FDA Nation-wide Sales

Implementation Timeline
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1

ALARP

Acceptable

Not Acceptable

Probability

S
ev

er
it

y

Highly
Unlikely

Unlikely Possible Likely Very
Likely

Extensive

Major

Medium

Minor

Low Impact

Risks and Mitigations

Risk: Influencers convey wrong message

Mitigation: Request for influencer's
content to check before uploading

2
Risk: Hire mismatching influencers 

Mitigation:  Ensure that the influencer
targets Gen Z and share similar values

3
Risk: People do not participate the game

Mitigation: Make the environment
friendly and welcoming

4
Risk: Partnership is not attractive

Mitigation: Analyze the current trend so
that it matches with what customers
interest

Risk & Mitigation Action

1

2

3

4
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Accumulated Customers Whose Trust is established - Strategy 1

Appendix

Incremental Revenue without cannibalization 

Incremental Revenue with base-case cannibalization rate
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Scenarios Analysis of Cannibalization Rate vs. NPV and ROI - strategy 1

Appendix

Total Costs, Net Cash Flow, NPV and ROI from strategy 1
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MAXDetailed - Awareness gained from Strategy 1
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Situational Analysis Strategy 1 Strategy 2 Impact

Detailed - Incremental Revenue from strategy 1
Appendix

Detailed - Total Cost of Strategy 1



MAX

Summary [DO us a flavor] - Target customers reached, Participants in flavor competition, visitors at
pop-up stores, and 

Appendix
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MAX
Incremental Revenue without cannibalization 

Incremental Revenue with base-case cannibalization  rate

Scenarios Analysis of Cannibalization Rate vs. NPV and ROI - 'Do us a flavor'

Appendix
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Appendix

Net Cash Flow, NPV and ROI from strategy 1 - Base Case Cannibalization Rate

Detailed - Total people who aware about 'Do us a flavor'
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Appendix

Detailed - Participants in 'Do us a flavor' and reached from participants

Detailed - Incremental Revenue
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Appendix

Urbanization and Youth Distribution in Thailand Urbanization - Linear Regression

ImpactSITUATION ANALYSIS MAX THE BRAND MAX THE GLAND


