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Episode 1: The Whole Map


Kalp, this course is built to make you the person in any meeting who understands the deodorant market better than the people buying from it. You run marketing for two brands that sit in the same aisle and sell to almost opposite people. Out There sells a nine dollar and ninety-eight cent aluminum-free stick and spray, founded by the professional skateboarder Nyjah Huston, mostly to young men standing in a Walmart aisle. Doe Beauty sells a brightening deodorant stick to women whose underarms look darker than the arm beside them and who get bumps after they shave. Both products do the same basic job of controlling odor, and yet the reasons a person picks one up, the place they get stuck, and the idea that finally moves them are very different. Over eleven episodes we will build the full picture: the body, the chemistry, the history, the buyers in their own words, the competitors, and the claims you can and cannot make. This first episode lays out the map so that every later episode has a place to sit.




The size of the category

Start with money, because it tells you who has been shaping the buyer’s beliefs for a century. Market research firms disagree on the size of the global deodorant and antiperspirant category, because each one draws the boundary differently, but they cluster between about twenty-seven and thirty billion dollars for 2024. Fortune Business Insights puts it near twenty-seven billion, IMARC near thirty billion, and Unilever, which owns the largest share of the category, tells its investors that the category is worth about twenty-four billion euros and growing at more than six percent a year. The United States alone is somewhere between five and a half and six billion dollars a year in the most commonly quoted estimates, with Statista putting 2024 at about five point eight billion.

Two companies dominate it. Unilever owns Degree, which it sells as Rexona, Sure and Shield in other countries and which it calls the number one deodorant brand in the world, along with Dove, Axe, and since June 2025 the men’s brand Dr. Squatch, bought from Summit Partners for a reported one and a half billion dollars. Procter and Gamble owns Old Spice, Secret, and Native, the startup it bought in November 2017 for a reported one hundred million dollars in cash after Native had gathered more than a million buyers in two and a half years on a total outside investment of about half a million dollars. Around 2017 those two companies together held more than fifty-five percent of United States deodorant sales. When a buyer walks into the aisle, most of what she or he believes about sweat, smell and safety was put there by one of these two companies or by a startup reacting to them.

Inside that total sits the so-called natural segment, meaning aluminum-free deodorants sold on clean ingredients. Estimates of its size range from about four hundred million dollars to about two billion dollars, depending on what the firm counts as natural, and every estimate agrees it is growing faster than the category as a whole. The two acquisitions tell you more than the estimates do. A big company paid a hundred million for Native in 2017 and another paid around fifteen times that for Dr. Squatch eight years later, which means the incumbents decided the aluminum-free buyer was worth owning outright.




The split between men and women

Deodorant has been sold by sex for most of its history, and the split shapes both of your brands. The first commercial products, around 1888 and 1903, were sold to women, and the advertising that created the modern category was aimed at women’s fear of being judged. Men were sold deodorant later, and the men’s side grew up around sport, scent and masculinity, with Old Spice, Right Guard, Axe and Degree. The free market reports we could verify do not split United States sales by sex reliably, so this course will not quote a percentage. What the shelf shows is clear enough. The men’s side of the aisle sells scent and toughness in blue, black and grey packaging, and the women’s side sells freshness, skin care and, more recently, skin tone, in white and pastel. Out There sits on the men’s and unisex side and leans on scent. Doe sits on the women’s side and leans on skin.




Conventional and natural

The most important technical line in the category runs between an antiperspirant and a deodorant. An antiperspirant is regulated in the United States as an over-the-counter drug, because it changes how a body organ works: its aluminum salts form temporary plugs in the sweat ducts and must reduce sweat by at least twenty percent to make the claim. A deodorant is a cosmetic and does nothing to sweat; it works on smell, either by killing or slowing the bacteria that make odor, by binding the odor molecules, or by covering them with fragrance. Most products on the conventional shelf are both at once, which is why they carry a Drug Facts box. Every natural or aluminum-free product is only a deodorant, so it cannot keep you dry. Episode three covers this in detail, and it matters here because the single largest switch in the category runs from the first kind of product to the second, and almost every complaint about natural deodorant comes out of that switch.




Who Out There targets

Out There launched nationally in March 2026 as a joint venture between Nyjah Huston and Concept Brands, a Los Angeles venture studio. It sells five stick scents, which are Santal Vetiver, Bergamot Wood, Japanese Shiso, Tonka Amber and Pinewood Mint, and four spray scents, every unit at nine dollars and ninety-eight cents, on its own site and at Walmart, where the brand’s store locator listed more than six hundred and thirty Walmart stores in forty-five states in early November 2026. The stick is a soap-based gel with zinc ricinoleate, starches and a radish root ferment. The spray is an alcohol base with triethyl citrate. Both are free of aluminum and baking soda, and both carry fragrance.

Nobody at the brand has written down a target buyer, and the brand has never run a paid social ad, so what follows is our reading of the product, the price, the shelf and the founder. The core buyer is a man between roughly sixteen and thirty-four who buys his own toiletries at Walmart, picks by smell and price in a few seconds, and grew up on Axe, Old Spice or Degree. Nine ninety-eight is an impulse price, a few dollars above Old Spice’s aluminum-free line and a few dollars below Native and Dr. Squatch, which sit at thirteen to fifteen dollars. The perfume-shelf scent names, the brand pillar it calls Sensory Minimalism, and the fact that all fourteen of the brand’s own early ratings on its site talk about scent tell you the purchase is driven by smell. One early buyer wrote, in capital letters, “I SMELL RICH!”, which is a fair summary of the motive. Nyjah gives the brand an identity in skate and action sports, with five million followers on his own Instagram and about one hundred and sixty-seven thousand on the brand’s, which pulls the buyer younger and gives him a reason to choose this brand over an identical-looking one. Around that core sit three secondary buyers: the man who wants to quit antiperspirant and has tried a natural stick before, the man whose skin burned on a baking soda stick or an alcohol spray, and the woman who buys for her partner. One early buyer put that last case plainly: “My lady likes it so much that she got the spray.”

In the language this course uses, Out There’s main motive is to smell good, rather than just to not smell bad. Its second motive is to get off aluminum without stinking. Its third is to smell good without the burn. Those three motives map to the brand’s three philosophies, which we will test against the science in episode six.




Who Doe targets

Doe Beauty is a lash brand putting out its first body product, the Vanilla and Bergamot Brightening Deodorant, a seventy-five gram stick that is free of aluminum and baking soda and carries niacinamide, kojic acid, phenylethyl resorcinol and, according to its own product page, mandelic acid, with magnesium hydroxide and triethyl citrate doing the odor work. It sold at twenty dollars a stick with a buy two get one free tier at forty dollars, and since the fourth of November it runs a Black Friday ladder starting at buy one get one free for thirty-nine dollars and ninety-five cents.

The Doe buyer is a woman who shaves, waxes or plucks, whose underarm crease reads grey or brown next to the skin of her inner arm, and who keeps her arms down in photos. Our voice corpus of more than ten thousand comments and posts skews young, with a median self-reported age of twenty-two, because Reddit and TikTok skew young. The people who actually bought are older. In the thirty days to late October, women aged twenty-five to fifty-four bought twenty of twenty-two units sold through Meta, the best band was thirty-five to forty-four, and Instagram produced seventeen of the twenty-two purchases. She is disproportionately a woman of colour, Black, South Asian, Filipina, Latina or East Asian, with a distinct second lane of pale-skinned women with dark hair whose shaved armpit looks like a shadow. She is solution-aware and already knows the active ingredients by name: in our corpus she mentions glycolic acid six hundred and twenty-four times, niacinamide one hundred and fifty-six times and kojic acid one hundred and twenty-three times. Her motive is to raise her arms without thinking about it, to wear the sleeveless top, and to stop being asked why her armpits look like that.




The two buyers side by side

It helps to hold the two buyers next to each other on the dimensions a marketer actually uses, because the contrast shows why the same aisle needs two very different kinds of argument.

The first dimension is awareness, and the Out There man is mostly problem-aware and only partly solution-aware: he knows he wants to smell good and that natural deodorant exists, and he does not know why his attempts failed. The Doe woman is fully solution-aware and product-aware: she has a drawer of acids and soaps, names the active ingredients, and has opinions about Dove, Kosas and Medicube. That puts the two markets at different stages of what Eugene Schwartz called sophistication, which episode ten covers in detail. The men’s aluminum-free market is late and crowded with big claims and identities, while the brightening deodorant market is a few years younger and sits at the stage where buyers want a new mechanism rather than a new ingredient.

The second dimension is emotional state, and the man’s dominant feeling is frustration, sometimes embarrassment when a partner or coworker notices, and his register is short and plain, with status words when things go well. The woman’s dominant feeling is insecurity, a word she uses five or six times as often as self-conscious, and her wound is older and more social, often going back to a family member pointing at her arms when she was a child. He wants to smell rich, in the words of the early buyer above; she wants to raise her arms without thinking about it.

The third dimension is proof, and the man judges by smell and by other people’s reactions, and his evidence is immediate: he either smells by lunch or he does not. The woman cannot see pigment change from day to day, so she judges by proxies she can count, such as the inside of her upper arm next to the pit, one pit against the other, a white shirt, or a photo under the same bathroom light weeks apart, and she distrusts every before and after photo she has ever seen online.

The fourth dimension is channel and price, and the Out There man meets the product mostly on a Walmart shelf, where a ten dollar stick is an impulse buy decided by the cap, the scent and the price on the tag, and online the brand has to lift a single ten dollar order into a twenty-to-thirty dollar basket before paid social can pay for itself. The Doe woman meets the product mostly through a short creator video on Instagram that sends her to a Shopify page, and she buys in multiples, with half of the orders after the October restock taking the forty dollar tier. Those two different shops shape almost every decision in the later episodes, from which philosophy to test first to which ad format to fund.




The valley, previewed

Every market has a point where most buyers get stuck, a step in their journey where they stop moving forward, and this course calls it the valley. The valley is where the money is, because whoever explains it gets the buyer who has given up on everyone else.

For Out There’s men the valley has two floors. The first is the switch window, the first one to two weeks after a man stops using antiperspirant, when he smells worse than he ever did and is told by every brand that he is detoxing. This is the single most common moment at which men quit natural deodorant and go back to Degree, and our corpus holds one hundred and eighty-five first-person stories of exactly that path. The second floor is the afternoon, where a man who did switch finds that the scent he chose seems to vanish by lunch. Among men in our coded set, the belief that natural deodorant smells good for a few hours and then fails is held two hundred and forty-eight times against ninety-seven rejections, the widest male margin of any belief we measured.

For Doe’s women the valley is the escalation trap. She starts with lemon, baking soda, scrubs and kojic soap, moves to glycolic acid toner, then to whitening creams, chemical peels or laser, and somewhere around the third to sixth week of each attempt she either sees nothing change or sees the skin burn and darken. She reads both outcomes as proof that nothing works for her or that her darkness is medical, normal, or permanent. The most liked complaint of this kind in our corpus says it in one breath: “i know most people swear by glycolic acid but all it did was make my underarms darker idk what i did wrong”, with three thousand seven hundred and seventy-seven likes.




The aha, previewed

The aha is the counterintuitive truth that moves a buyer past the valley, and it always contradicts a belief she or he already holds. For men there are three. The first is that sweat itself has no smell, and the smell is made over hours by named bacteria acting on odorless molecules, so a deodorant’s real target is the bacteria and the odor molecules rather than the wetness. The second is that the nose stops registering its own scent within an hour or so of putting it on, which means the man who thinks his deodorant wore off by noon is the one person in the room who cannot judge. The third is that the bad first weeks off antiperspirant are bacteria growing back, measured within days in a 2016 study, and that nothing toxic is leaving the body.

For Doe’s women the aha is that the dark colour is the skin’s own response to being irritated again and again, in a thin folded patch of skin that gets shaved, rubbed and coated every day, so every stronger product she put on it could feed the very thing she was trying to fade. The second half of the aha is about time: the only placebo-controlled trial of a brightener in the underarm measured its result after nine weeks of daily use, the published clock for visible change in skin of colour starts at about twelve weeks, and the effect drifts back when the product stops. The one product a woman never forgets to put on is her deodorant, which is the whole reason a deodorant is a sensible place to put those actives. Kalp, you already have one data point on this: on the fourth of November the only Doe ad that moved in the account was a static saying that kojic acid washes off the underarms in the shower, and you put the budget behind that philosophy.




How the rest of the course runs

Episode two goes into the body from first principles: the three kinds of sweat glands, the bacteria, the chemistry of odor, and the gene that means most Koreans barely smell at all. Episode three takes antiperspirant apart and states plainly what the evidence says about aluminum, breast cancer and Alzheimer’s disease. Episode four walks through the switch journey step by step, including the transition period, the baking soda rash and the complaint that natural deodorant stops working. Episodes five and six are the men’s valley and the men’s aha, with the three Out There philosophies held up against the science and each one sorted into what is fact and what is frame. Episodes seven and eight do the same for Doe: why underarms darken, ranked by cause, and then the woman’s journey, valley and aha, with Doe’s three philosophies held up against the evidence. Episode nine lets the buyers speak, with their quotes and sources. Episode ten covers competitors and how sophisticated each market has become. Episode eleven is a rapid run through myths and truths, followed by the product facts and the line between claims you can make and claims that will get you in trouble.

A note on how to listen. When this course quotes a buyer, it says so and gives the source, and the quote is that person’s words, which the course uses as evidence and never as copy. When it gives a number from our own research, the number is a count of posts, ratings or comments mentioning something, which ranks ideas against each other and is not a census of the population. When it gives a number from a study, it tells you how big the study was and what kind of evidence it is, because a nine-person microbiome study and a review of forty-six trials do not deserve the same weight, and you will make better decisions if you always know which one you are standing on.


