
‘Once and forever, we have decided to side with the many,’ wrote 
Ingvar Kamprad in ‘The world is full of opportunities’, an internal 
guide for IKEA employees. From early in its life its founder wanted 
IKEA, in effect, to democratise the pleasure of well-designed 
home furnishings.

The Democratiser opens up access to what’s important in the 
world to everyone. It sees in its category something that for too long 
has been restricted to a privileged few, and which – historically by 
radically reducing the price point – it makes surprisingly accessible 
to a much broader group, previously shut out through no fault of 
their own. It has, as a promise, roots deep in cultures that regard 
themselves as democracies (America’s ‘liberty and justice for all’ in 
the Pledge of Allegiance is echoed in President Herbert Hoover’s 1928 
election promise of ‘a chicken in every pot and a car in every garage’). 
And in business we see it most prominently in what have been 
historically seen as high-cost categories, like fashion for Zara, for 
instance, or flying for Malaysia’s low-cost Air Asia, whose tagline 
is ‘Now everyone can fly’.

At the heart of this Democratiser narrative are typically three 
key elements:

• A fierce belief that the benefits of this category are 
genuinely important

• A frustration or indignation that those benefits are not available 
to everyone, but unfairly restricted just to a few

• A different business model – or, increasingly, technological 
breakthrough – that has radically reduced the access cost, 
and therefore opened up that access to everyone

Over the past five years the Democratiser has arguably become 
the most common of all the challenger narratives. The acceleration 
of technological breakthrough creates the potential for lower-cost 
alternatives, and the Web gives a challenger the ability to go directly 
to the consumer without the succession of mark-ups that characterise 
the traditional retail supply chain. Neil Blumenthal, co-founder of 
Warby Parker, is very clear on what they are challenging in their 
industry, for instance:

“We’re challenging the status quo – we’re offering a US$500 product 
at US$95, we’re offering our own brand, we’re vertically integrated. 
We’re actually cutting out retailers by going direct to consumers, 
so in that respect we’re challenging the big retail chains out there. 
I think we’re also challenging some of the massive companies that 
really control the industry. One such is Luxottica. Luxottica does 
about US$8bn a year in revenue. They license all of the major fashion 
brands. They’ve acquired a lot of the retail chains of scale, and they 
own the second largest vision insurance plan in the country. So, 
when you see particular players in an industry amass that much 
power, it’s our assumption that something’s got to give, and usually 
that’s the consumer.”

The last five years has seen an evolution in the nature and focus 
of the more influential Democratisers, old and new: ‘For the many’ 
has now come to mean inclusive in ways beyond affordability alone. 
Fenty Beauty, for example, is challenging the beauty industry, which 
historically catered to the light-skinned, by offering products for 
every woman of every skin type and race. Such was the impact of 
the ‘40 shades of foundation’ range when it launched in September 
2017 that the ‘Fenty 40’ has now become the benchmark that other 
established players like Revlon are having to imitate.

Democratiser

An Overview



Democratisers in other categories are also recognising that 
affordability is no longer the only inhibitor, particularly as other 
low-price competitors follow them into the category: to stay ahead 
of the competition, and stay true to their desire to democratise, 
they need to now tackle other equally important barriers. Tele2 
is a Swedish telco founded in 1993 that has since expanded into 
eight other European countries; historically a Democratiser on 
value, around which it had built a consistent challenger message 
and energetic internal culture, it has more recently come to rethink 
what it means to be a Democratiser in communications today. Viktor 
Wallström, EVP of Communications and Sustainability, is clear on 
the shift Tele2 needs to make here as a Democratiser:

“Historically, Tele2 came in as a challenger within the telecoms 
industry to challenge high prices and make telecoms accessible 
to the masses. Then it was basically about price – we went in, 
we lowered prices and we made it accessible for everyone.

“Today it’s a little more complicated. In the telco landscape there 
are now many price fighters on the market. So, what we try to do is 
continue to democratise, but do it on a number of other dimensions 
as well. Simplicity is one of them – making sure it’s easy to be a Tele2 
customer, with no hurdle in becoming a customer and accessing 
connectivity. And a different aspect now is that we are enthusiasts 
of connectivity, and that’s what we provide, but we also see that there 
is a dark side to the connected life, mainly around children and their 
online presence. So what we try to do is have a number of activities 
to work against – child sexual abuse imagery, for example, which 
we block in all our markets.”

For today’s Democratisers, then, price alone will rarely offer a 
sustainable competitive advantage. They will need to have a more 
rounded understanding of the barriers that exclude ‘the many’ from 
the benefits of the category, and how to offer simple solutions that 
overcome them.

A Summary of this Narrative

y
Core Strategic Thought: 
A challenger that takes something previously only available 
to the few, and makes it accessible to the many.

y
What is it challenging? 
A restrictive elitism – that something important should be available 
only to the privileged or wealthy.

y
Why does its consumer respond to it? 
The brand has given them access to a world and its benefits they 
hadn’t thought accessible to them.




