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Abrapa, the Brazilian Association of Cotton Producers bringing together 99% of cotton farms in Brazil, has launched a campaign to motivate the use of cotton in Brazil. It is not an isolated action or campaign just to promote the Brazilian cotton but the kick off of a series of integrated actions covering the whole cotton market chain from the producer to the consumer. It is a huge program that intends to educate the Brazilian consumer the main benefits of cotton, how to evaluate, find and wear cotton in all occasions. 
Abrapa intends to increase by 10% the use of cotton among Brazilian consumers from a current estimation of around 40% to 55%. Conceived with a modern strategic direction towards sustainability and young consumer lifestyle and values, several cotton attributes are being promoted with innovative communication tools available in the digital era, which are heavily based on digital media in social networks such as Facebook and Instagram. There was also a great launch runway at the São Paulo Fashion Week in October 2016, the most important runway in Latin America. This initiative was funded by the IBA (the Brazilian Cotton Institute), being an important source of financial resources for the cotton chain development coming from Brazil x US dispute over US cotton subsidies. 
There is a long journey for the Brazilian Association and many learning points to be incorporated due to a very different context when compared to US where the Cotton Inc. organization can sustain cotton usage close to 65% of consumer retailing purchases. The Brazilian economic downturn in the last 4 years makes the challenge even harder due to the low competitiveness of the Brazilian textile industry in general. The main questions to be answered here are: Considering the structural and contextual reality of the Brazilian market, how can Abrapa be effective at designing and implementing actions to improve the Brazilian domestic cotton market? Also, how can Abrapa develop a program that can be self-sustained and grow independently of IBA resources? 
1. The Organizations Involved: ABRAPA and IBA
It was through the initiative of the former President of Abrapa (João Jacobsen) that the idea of the Campaign “Sou de algodão”, already discussed inside Abrapa marketing committee members, was elaborated and launched. The campaign had the financial support from IBA (the Brazilian Cotton Institute). It is important to detail the history and role of these two organizations to better understand the program and its opportunities and future challenges.
ABRAPA
Abrapa - Brazilian Association of Cotton Producers - was created on April 7, 1999 with the purpose of guaranteeing and increasing the profitability of the sector through the union and organization of its agents seeking strategic sustainability, acting politically, socially and economically with public and private sectors, and fomenting the expansion and production improvement.

By practicing result-based management, the Association is committed to make the Brazilian cotton increasingly well known and competitive both nationally and internationally. In a work of continuous improvement, three aspects have gained prominence over the years: quality, traceability and sustainability.

Being the legitimate representative of the sector, it is also the voice that speaks for cotton farmers in Brazil and worldwide. In order to better fulfill this role, it is constituted by 10 state associations: Abapa (Bahia); Acopar (Paraná); Agopa (Goiás); Amapa (Maranhão); Amipa (Minas Gerais); Ampa (Mato Grosso); Ampasul (Mato Grosso do Sul); Apipa (Piauí); Appa (São Paulo) and Apratins (Tocantins). Today, Abrapa accounts for 99% of the total planted area, 99% of production and 100% of cotton exports in Brazil.​

Abrapa is managed by the General Assembly of Representatives, elected at each harvest by the Board of Directors and Fiscal Council, which work in biannual management.

The Board of Directors is supported by working groups that develop strategic actions focused on specific interest areas of the producer and the cotton chain. The working groups are: Trading and Profitability, Technology, Marketing, Sustainability, Institutional Relations and Quality.

Some initiatives of Abrapa inside its working groups should be highlighted: 

Regarding sustainability, the cotton sector under the leadership of Abrapa is among the most active in the cause of sustainability in Brazil. The association focuses its efforts on several fronts. It maintains a national sustainable cotton production program, operates a benchmarking agreement with Better Cotton Initiative (BCI), encourages regional initiatives related to good socio-environmental practices, and supports sustainable government programs.

Regarding quality and traceability, the SBRHVI program focuses quality, standardizing the instrumental classification of cotton and computerizing access to classification data, matching our processes to the world's largest cotton producers. ​

Concerning marketing, the initiative is related today to the “Sou de Algodão” program. It was discussed for several years and, finally in 2016, Abrapa launched the campaign with the financial support from IBA. 
IBA – Brazilian Cotton Institute 
In 2010, the governments of Brazil and the United States agreed on the creation of a fund with resources from the Commodity Credit Corporation, an agency belonging to the US government, as a partial solution to the cotton dispute at the World Trade Organization - WTO (WT/DS267) between these two governments on subsidies granted by the US government to their producers.
Thus it was created the Brazilian Cotton Institute - IBA, a non-profit civil association founded in June 2010 to manage these resources with the objective of promoting development and strengthening of Brazilian cotton industry, observing the best management practices, governance and transparency.
The IBA aims to become a reference entity for the cotton sector, acting strategically in the development of the following activities related to cotton growing:
· control, mitigation and eradication of pests and diseases;
· application of post-harvest technology;
· purchase and use of capital goods;
· improve infrastructure;
· promotion of cotton use;
· adoption of cultivars;
· compliance with labor laws;
· training of workers and employers;
· socio-environmental sustainability;
· market intelligence services;
· management and conservation of natural resources;
· application of technologies to improve cotton quality;
· application of methods for the improvement of grading and classification services;
· extension services related to the activities above;
· international cooperation of the activities above relating to the cotton sector of Sub-Saharan African countries, MERCOSUR member countries or associate countries in Haiti, or any other developing countries;
The Brazilian Association of Cotton Producers - ABRAPA, the Federal Public Administration and the executive director of the IBA can propose projects.
In 2016, Abrapa prepared the campaign “Sou de Algodão” and submitted for IBA funding, which was approved. 
This important resource destined to the campaign launch (close to US$ 1 million dollars) was used to fund the initiative. However, it is important to mention that IBA has several other demands and not necessarily it will have budget for the coming years. Due to the need of a long-term view for a program of this type, the discussion over funding will certainly be in the agenda for Abrapa maintaining its program, as it will be further discussed in the case. 

2. The Need for Brazilian Cotton Market Development 
In the Brazilian market, the use of cotton in fabrics is of about 54%, considering only formal market of clothes. In other words, it means that about half of the fashion production uses cotton, mixed or not, with synthetics. Also, this percentage tends to reduce if one considers informal market (and imported goods). If total market is considered, specialists estimate that the number would be close to 40%. 
In 2015, Abrapa observed that the global trend of cotton use reduction was taking place in the local market and the fashion industry was little by little replacing cotton for synthetic fibers. Thus it started to work with Markestrat Research Center to get the diagnosis of the market and develop an Incentive Plan for Cotton Use in order to encourage the textile industry to adopt a higher content of cotton.
Aiming to build the diagnosis, several sources of data were used, for example, surveys previously conducted by Abrapa and annual report from other associations related to fashion market such as ABIT (Brazilian Association of Textile Industry). Several companies from each link of the cotton chain were interviewed to understand how the market was dealing with cotton and why it was using synthetics rather than intensifying the use of cotton. 
Below it can be seen the company’s logo from retailing to clothing makers, weaving and knitting companies as well as spinning firms and finally important influencers such as fashion designers and consultants. 
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The diagnosis showed that, as in other countries worldwide, cotton was losing share for several reasons in Brazil. On one hand, the cotton industry (spinning) approached the fabric industries (knitting and weaving) with low range of products and offered them with commodity approach on a transactional basis. On the other hand, the synthetic fiber industry approached them with a partnership and relational basis, developing and creating new fibers and fabrics together with those fabric industries. In other words, relational business approach used by synthetics suppliers, when considering transaction commodity orientation coming from spinning companies, was helping to reduce cotton content. 
Besides technical reasons, on the consumer side, the preference for other fibers had other reasons for specific segments uncovered by the interviews during the research phase: for women’s fashion the synthetic fabrics, or cotton fabrics with high percentage of synthetics fit better, are more flexible and have lower cost; underwear and socks with high percentage of elastane and synthetics fit better and are more comfortable; bedding, dining and bath products with synthetic fabrics have lower cost; synthetic sportswear technology advanced to allow skin breathing and perspiration. Particularly in men’s segment, there’s a forecast for reduction of cotton use, mainly because of the change of mindset about synthetics and the advances in technology in underwear and sportswear segments. 
Some quotes evidenced the reasons why companies are not using more cotton: “When we purchase a product, all we see is price and it is inevitable since about 70% of our suppliers are Chinese.” (Purchaser from an important Retailer in Brazil); “When we prospect our suppliers, we search for those who meet our stylists’ demands. 10% of the spinning suppliers cooperate and the other 90% try to push their products as commodities. The quality of the fiber is not the problem. The point is that the Brazilian market is poor in textile yarn suppliers and plain fabrics. Low investment, low skilled labor, technological backwardness.” (Supply Director, Clothing Manufacturer). “Our customers don’t know the difference and don’t look at the product tag. We manufacture similar products and they think they are made of cotton.” (Underwear production supervisor).
A combination of secondary industry data with primary data gathered from retailers and consumers was performed permitting some strategic discussions over segmentation and targeting. The table below shows estimates of current market size and cotton content for 2014 and estimates for 2019 
Table 1 – Attractiveness of Segments
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In table 1, from the Incentive Plan for Cotton Use, women’s fashion represents the biggest challenge since the preference for synthetic fabrics is higher than in other segments mainly due to flexibility and characteristics of the fabric that brings fluidity and conformation.
Some segments still have high percentage of cotton such as home-wear and kids/Teen’s wear with 83% of cotton, men’s wear with 64% and socks and accessories with 61%. The common point in these segments for cotton preference is softness and comfort. Denim represents the biggest cotton user in Brazil. With an average of 78% of cotton in fabric, there is a forecast for growth mainly in plain denim. The best denim products in the market are 98% to 100% cotton, and the attribute associated with cotton in this segment is resistance and durability. 
Therefore, it should be mentioned that these general figures on cotton usage in Brazil are probably 10% to 15% overestimated due to two important aspects. First, it only considers formal market and this particular industry in Brazil has a high degree of informality making estimates less accurate. Secondly, the data used is based in 2014, two years before the Brazilian economy recession of 2015 and 2016. Thus the challenge for increasing cotton usage to higher figures is much greater.
3. Benchmarks 
The study also evaluated other successful initiatives and took them for benchmarking. Cotton Incorporated (www.cottoninc.com) is an American initiative that increased cotton use from 35% to 60% in almost 60 years through several actions. One of them is a 24-hour cotton fashion show that brought awareness and was mentioned on Guinness Book. Its website with rich and relevant content for the big audience covers since cotton production, quality and sustainability information to where cotton can be found. On the consumer focused website from Cotton Incorporated (www.thefabricofourlives.com), with links to the retail web pages of partner brands that use and promote cotton in their products, Cotton Inc. reaches everyone in contact with cotton via website and social media. They have educated consumers throughout the years by using tips and articles to convince them to choose cotton for all occasions.
“The Other White Meat”, another American initiative is a campaign that promotes the consumption of pork and dispels its reputation as a fatty protein. Through their website (www.porkbeinspired.com), “The Other White Meat” educates and informs consumer to use pork in the preparations with recipes and how-to-use-pork tips with different cuts and nutrition facts on their blog, inspiring and informing the big audience through their pages on the social media. The campaign is a successful initiative and in 2000 it was recognized for being the fifth most memorable promotional taglines in history of contemporary advertisement by a study conducted by Northwestern University.
Similar to the American pork initiative, ABCS (Brazilian Association of Pig Farmers) associated with the biggest local supermarket chain GPA (Pão de Açucar Group) in order to promote the consumption of pork and got the main brands together to announce the extension of the pork promotion period due to the success of the “1st National Pork Week”, which had a raise of 77% in volume of sales.
4. Strategic Drivers for the Campaign
With the diagnosis and benchmarking cases analyzing what or who influences consumer, the Plan defined that the campaign should, firstly, get support from these influencers that communicate and move the market, and then, start building the demand from the market to the industry. So, the first actions would be focused on fashion influencers, fashion stylists, personal stylists, fashion bloggers and celebrities associated with the fashion market.

Softness, comfort and durability are good attributes that can easily be associated with cotton and are desired by most consumers in all segments. Considering the consumer’s global trend looking for comfortable, natural, sustainable and durable goods in several segments including fashion, the campaign focuses on the positive attributes of cotton to educate and promote the use of cotton based products.
In order to reverse the decrease in cotton consumption and build awareness on the benefits and versatility of cotton in fashion, the Incentive Plan for Cotton Use defined 3 strategic guidelines to cover all the cotton market chain: promotional guidelines, with actions that will communicate and promote the cotton market chain to the consumer and the industry along cotton market chain; business guidelines, with actions to improve competitiveness of the industry; informational guidelines, with actions to inform and educate the consumer about the benefits and characteristics of cotton associated with their lifestyle, health and comfort.
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These 3 strategic guidelines are divided into 9 initiatives for the growth of cotton use. On the Promotional side, the initiatives will cover social media, public relations and advertising; on the Business side, the initiatives focus on partnership with brands, fashion collections, fashion shows and workshops to encourage business between the companies in the market chain; on the Informational side, the initiatives will be on website, point of sale materials, visual merchandising and actions in retail spots, and actions with Universities.
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Inspiring the consumer with a campaign that brings the mood associated with cotton – softness, lightness, fun, comfort – and sensitizing them to look for these attributes when purchasing a piece of cloth is the starting point. With the purpose to continue influencing consumers to choose cotton and demand for higher percentage of cotton, the campaign should educate them with fashion tips or how-to-care tips, and orient how to find cotton when buying a product or where to find cotton in the marketplace.
By recognizing the importance of the influencers in the fashion market, Abrapa chose to launch the campaign “Sou de Algodão” in October 2016 in an event during Sao Paulo Fashion Week, the most important fashion week in Brazil, with the presence of the main names of fashion market, bloggers, fashion celebrities, press and Fashion Colleges. Alexandre Herchcovitch and Martha Medeiros, famous fashion stylists that use cotton on their pieces, were invited to be the ambassadors of the campaign and several bloggers were invited to endorse and publish the campaign through their Instagram personal pages using the hashtag #soudealgodão. The event was fully covered by the press (digital and printed) and several media actions started after the event.
The campaign “Sou de Algodão” was created by BETC Advertising Agency from Sao Paulo, which has experience in the fashion market worldwide. The name “Sou de Algodão” means “I am made of cotton”, and calls for engagement with the campaign by everyone that consumes or is a potential consumer of cotton. It means that everyone in the chain, since the consumer to the cotton producer, owns the inspirational values of cotton (versatility, softness, fun, naturalness, originality, etc.). BETC launched a very inspirational campaign, a brand and key visuals that translate the positive attributes of cotton, which make tangible the mood the campaign wants to deliver to the audience: something fun, light, natural, soft and original.
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The website www.soudealgodao.com is the main informational hub to connect all the links of the cotton market chain with a blog area that brings information on the campaign for engagement, information on cotton and production sustainability for understanding how Brazilian cotton is grown, respecting all the parameters of a sustainable culture and non-abusive work, and also fashion for tips, curiosities and information. There is also an Instagram page for inspiration  (https://www.instagram.com/soudealgodao/) and a Facebook page for information (https://www.facebook.com/soudealgodao/?fref=ts).
5. The First Results 
The launching of the campaign was worth R$ 3 million (about US$ 1 million) and it was funded by IBA with some initial support from Bayer CropScience.
The project results have to be read in terms of brand promotion including awareness due to the strategic objective to first introduce and explain the program to the consumers, and later to try to estimate how much more cotton will be consumed in the Brazilian market. In total the campaign duration was 7 months and, despite the short time frame, it showed promising results. They are encouraging more relevant steps now into information and business platforms to transform this knowledge into more cotton consumption. 
The Campaign launching had 200 invited people formed mostly by very influential people in the Brazilian fashion world: editors of important fashion magazines, brand managers of important clothing manufactures and retailers. The awareness and the buzz from this event were extremely positive. There were 93 reports or short news in the Brazilian press (digital or printed) generating spontaneous free media space of about R$ 600 thousand (US$ 200 thousand).
In this time frame, the website soudealgodao.com.br had 42 thousand visits. The program conquered 25 thousand followers considering both Facebook and Instagram digital social networks. Several messages (4 posts per week) were posted and the impulse was done for digital media in several sites and social networks. 
Another impressive figure was the number of views of the official launching video with 1.4 million views on platforms such as Youtube and Yahoo with an amazing retention rate of 40% (people who saw it until the end). Several images and links are offered in the attachment section of this case.

6. Next Steps in the Program and Future Challenges
The campaign will cover the Brazilian industry and several actions are planned to start in 2017 such as partnership with brands and fashion stylists, point of sale actions, projects with Fashion Universities and Colleges, reinforcement of digital media coverage and public relations, improvement of the website content and other initiatives.
The expectations for Abrapa with this program are to increase the percentage of cotton use in all segments of Fashion from about 45% to 65% in 10 years, meaning a growth of over 10% in cotton production in the farms, and to foment the strengthening of the whole cotton industry.
Abrapa brings together 99% of cotton farms in Brazil and standardizes the production throughout its sustainability initiatives. All members of Abrapa are standardized through ABR (Responsible Brazilian Cotton) and 80% of the members are BCI (Better Cotton Initiative). It means that all cotton farms associated with Abrapa grow the crop through sustainable initiatives and labor standards. About 45% of the cotton production is exported to countries such as Vietnam, Indonesia, South Korea, Turkey, China, Malaysia, Pakistan, Thailand, Taiwan and Bangladesh.
Therefore, the project also aims to connect the brand “Sou de Algodão” to the sustainability concept and create a purpose and reason around this concept. Another motivation to add value to the program is the notion that the cotton chain is essential for the Brazilian economy and the strengthening of the chain will bring back companies and jobs. In the attachment section, a “map” of the cotton chain is showed together with important figures regarding financial turnover, jobs and taxes generated.
The campaign “Sou de Algodão” is an initiative of Abrapa that started in October 2016 with other two supporters: IBA (Brazilian Cotton Institute) that regulates and finances cotton research and projects and Bayer CropScience. With partnership with other companies, Abrapa expects to have other supporters engaged with the program to strengthen the campaign. Although the IBA resources are fundamental and Abrapa intends somehow to apply for them, there is a view coming from its affiliated associations that the program “Sou de Algodão” should be self-financed, which means bringing players interested in the cotton chain to finance their initiatives with some criteria. Producers choosing on this investment would come from Abrapa and IBA, but other important private players should also participate investing at least the same amount that IBA invested or even more. Other alternatives of funding are also motivated including retailers or clothing manufacturers. However, a value proposal and interesting actions certainly ought to be developed. 



7. Questions for Discussions
1. Considering the objective of the project for the coming years, what are the interesting actions to be implemented beyond brand awareness to increase the cotton market in Brazil? How can the program take advantage of social digital media revolution?
2. Does the group agree with the use of economic development and sustainability as “brand attributes” for the program? Should Abrapa deal with resistance? How is it possible to overcome this?
3. Due to the funding challenge, how would you suggest Abrapa to transform this into a self-sustained program? Would you envision potential sponsors to this initiative? What kind of Value Proposal can Abrapa (or the project) offer to them? Would you involve clothing retailers or clothing manufacturers?
4. After some years of implementation, how can the group suggest Abrapa to measure the results of the campaign? Remember that data in countries such as in Brazil is scarce due to informal market participation.



8. Attachments 
8.1 Logo, Launching Videos and Key Visuals Campaign
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https://www.youtube.com/watch?v=uT-2ZJz93DA 
https://www.youtube.com/watch?v=RUEUsqh71Vo 
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8.2 Website, Facebook and Instagram pages
Website: 42 thousand visits
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Facebook: 22 thousand followers
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Blog in the Website
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Instagram: 3 thousand followers
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8.3 The Launching Event at the São Paulo Fashion Week: 200 influential people on fashion industry
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8.4 The Press Media on the Launching Event: 93 Reports
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8.5 Influencers posts and their results
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8.5 The Description of the Cotton Chain in Brazil 
[image: ]
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ive Data (values in millions BRL)

Segments Market Size % Cotton Use  Market Size % Growth  Adjusted Mkt
2014 Cotton 2015/19 Size 2019
Women’s 29.825,70 21% 6.263,40 3,03% 6.453,18
Men’s 16.174,70 64% 10.351,81 -0,58% 10.291,77
Socks/Accessories| 4.090,10 61% 2.494,96 5,20% 2.624,70
Kids/Teen’s 18.804,80 83% 15.607,98 9,32% 17.062,65
Denim 17.210,00 78% 13.423,80 7,13% 14.380,92
Home-wear 15.326,10 83% 12.720,66 5,50% 13.420,30
Sportswear 12.546,90 11% 1.380,16 8,93% 1.503,41
Total 113.978,30 54.6% 62.242,77 5,50% 65.736,92
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I N F L U E N C E R S �



INFLUENCER POSTS Followers Interactions Engageemt rate 



Camila Coutinho 1/4 2,058,431 6,319 0.31% 



Niina Secrets 2/4 2,953,597 90,548 3.07% 



Jade Seba 2/4 1,645,813 96,961 5.89% 



Maju Trindade 1/4 3,582,973 191,039 5.33% 



Vini Uehara 2/4 533,973 90,439 16.94% 



Fabiana Justus 2/4 455,891 18,476 4.05% 



Julia Faria 1/4 643,586 18,740 2.91% 



Bruno Gissoni 1/4 3,500,621 21,719 0.62% 



TOTAL 12 15,374,885 534,241 3.47% 
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