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Episode 10: Competitors and Sophistication


A buyer’s beliefs are shaped by everything that has been sold to her before you arrive, so knowing the competitors means knowing which promises she has already heard too many times and which ones she has never heard at all. This episode uses Eugene Schwartz’s idea of market sophistication from Breakthrough Advertising, which you know well. In a new market the first simple claim works. When competitors copy it, the claim has to get bigger. When bigger claims stop working, the market needs a mechanism, an explanation of how the product does it. When mechanisms are copied, it needs a newer or more specific mechanism. And at the last stage, buyers have heard everything and respond to identification, to a brand or a voice they feel is theirs. We will place both of your markets on that ladder, name the claims that are worn out, find the ground that is still open, and then look at price and channel, where the difference between a Walmart shelf and a Shopify page changes almost everything.




The men’s aluminum-free market

The men’s natural deodorant market is late on Schwartz’s ladder, somewhere between the fourth and fifth stage. The first claim, aluminum-free, was new around 2015, and it is now printed on every product in the aisle, from Native at Target to Old Spice’s own aluminum-free line at about six to nine dollars. The bigger-claim stage shows up as an hours race. On the Amazon results page for aluminum free deodorant men that our research parsed in October, Native’s listing carried seventy-two hour odor control in its title, with one hundred and nineteen thousand four hundred and twenty ratings, and Dove Men plus Care’s aluminum-free stick carried seventy-two hour protection. Out There’s own site says up to forty-eight hours, without a test panel behind it. When three brands are shouting forty-eight, seventy-two and ninety-six, the number has stopped meaning anything to a buyer.

The mechanism stage arrived with the probiotic, enzyme and odor-neutraliser stories, the magnesium deodorants, the AHA deodorants and the whole-body pitch, and the identification stage is where the biggest spenders now live. Dr. Squatch sells a men’s club identity, with a long-running ad body that opens on a claim that only a few hundred thousand men know this secret, which our research found running on twenty-four current two-pack ads. Bravo Sierra sells a military and outdoor identity. Wild uses athlete ambassadors, including the tennis player Emma Raducanu, whose short has more than four and a half million views. Salt and Stone and Lume sell scent as fashion, naming seasonal sticks in the style of designer perfumes, and one of Salt and Stone’s longest-running ads quotes a buyer saying the deodorant replaced her perfume.




The men’s competitors, one by one

Here are the players closest to Out There, with the numbers our research gathered in early October 2026. Ad counts come from ScrollStash and the Meta Ad Library, and they measure how active a brand is in advertising rather than how much it spends.

Dr. Squatch, now owned by Unilever, is the best-scaling direct brand in the set, with four thousand two hundred and seventy-nine ads in ScrollStash, nine hundred and eight active and eight hundred and seventy-nine new in the previous thirty days, and about two point four million monthly site visits. Its stick costs thirteen dollars, or eleven in a two-pack, and its entry offer on paid social is the deodorant two-pack at twenty-two dollars, with soap bundles at sixty-three to seventy-nine dollars that include a free toiletry bag. It sends most ads straight to product pages and uses special new-customer bundle pages with a free gift.

Salt and Stone is fragrance-led and unisex, with two thousand and ninety-two ads and five hundred and ninety-two active. Its stick costs twenty dollars, and its entry offer is a mini deodorant discovery set at forty dollars, with ads that invite the buyer to try every scent.

Lume sells whole-body deodorant in stick, cream and spray, with one thousand four hundred and forty-nine ads and four hundred and fifty-four active, plus hundreds more on its founder’s page. Its top ad by engagement in AdSpy, with two hundred and two thousand four hundred and seventeen interactions, opens on a buyer saying she uses the deodorant everywhere and it actually works. Lume runs dedicated offer pages on a try subdomain, a starter pack at twenty-five dollars with two free minis, and a seasonal three-pack at thirty-three.

Native, owned by Procter and Gamble, is the mass clean deodorant, at fourteen to fifteen dollars a stick, with a discovery three-pack at thirty-three dollars and sixty cents, and it sends many of its ads to its listings at Target, Walmart and Costco rather than to its own site. That is the model to study for a brand whose main sales are on a retail shelf.

Wild sells refillable cases and refills from about ten dollars and forty cents, with more than two thousand ads across thirteen pages, many of them publisher and creator pages. Bravo Sierra sells a twenty-dollar stick on a military and outdoor identity with sets at thirty-four and fifty-one dollars. Each and Every is fragrance-led at twenty-two dollars, with a build-your-own three-pack at fifty-six. Megababe sells a men’s line at fourteen dollars with duo and trio sets. Corpus sells fragrance-led sticks and sprays at sixteen to twenty-six dollars. Arm and Hammer’s Essentials line and Old Spice’s aluminum-free line sit at drugstore prices, and Old Spice runs creator partner ads, one of which drew about one hundred and sixty-eight thousand interactions. Two brands you named, Harry’s and Ethique, were not in our competitor pulls; Ethique, the New Zealand solid-bar brand, reportedly saw its founder exit in 2024 at a valuation of around one hundred million dollars, and both are worth a pull before any campaign that targets their buyers.




Worn-out claims and open ground for Out There

Put the men’s market together and five claims are worn out. Aluminum-free is printed on every product in the natural aisle, and natural and clean are printed on nearly all of them. No baking soda is spreading fast as brands answer the rash complaint. The hours race has inflated past meaning. And smells like a cologne is the scent-led brands’ home ground, which Out There enters as a newcomer.

The open ground is the explanation of the valley. Our competitor census at offers/outthere/research/competitors/cause_census.json counted one thousand two hundred and twenty-eight deduplicated competitor creatives by the cause each one argues. The argument that the wearer cannot judge his own smell, the heart of Out There’s first philosophy, appears in none of them. The full switch-window argument, linking the first weeks to bacteria growing back, appears in one. The burn argument, that the rash came from baking soda or alcohol on a fresh shave, appears in six. A related argument, that fragrance masks odor rather than stopping it, appears in eleven, mostly from Lume and from the smaller brand Mando, and those brands use it to sell their own scent. So the category is selling scents, hours, identities and the act of switching, and almost nobody is explaining why the switch and the scent fail, which is exactly where the men stall.

The other open ground is price. Out There’s nine dollars and ninety-eight cents is the only premium-feeling, scent-led, founder-led aluminum-free stick at close to a drugstore price. That is a powerful position on a shelf and an awkward one online, which brings us to channel.




The Walmart shelf against the Shopify page

Out There lives in two very different shops. On the Walmart shelf, where the brand’s locator listed more than six hundred and thirty stores in early November, a man decides in a few seconds. He sees the packaging, recognises or does not recognise the name, may pop a cap to smell it, and compares the price to the sticks on either side. The marketing book that explains this best is Byron Sharp’s How Brands Grow, which argues that brands grow mainly by being easy to notice and easy to find, what Sharp calls mental and physical availability, rather than by deepening loyalty among a few. In that frame, Nyjah’s face and following do their best work before the shopper reaches the aisle, by making the name familiar, and the scent does its work in the aisle. Ads that send traffic to Walmart, as Native does with its retailer links, need a working Walmart.com listing first, and our research found the brand filter on Walmart.com returning no Out There items, which is an open question for the client.

On the brand’s own Shopify site, the economics run the other way. A single nine ninety-eight stick falls below the nineteen-dollar free shipping line, so a buyer either pays shipping or adds a second unit, and one early buyer said exactly that. Paid social in this category runs on entry offers between twenty-two and thirty-four dollars, because a single ten-dollar order cannot pay for the click. Our Out There research lists five ways competitors solve this: a fixed scent discovery three-pack in the mid twenties, like Native’s, Lume’s and Salt and Stone’s; a stick and spray kit in one scent that clears free shipping, like Dr. Squatch’s two-pack; a free gift at three or four units through the bundle builder Out There already has; subscribe and save on the pack; and ads that send the click to the retailer. The scent pack fits Out There’s first philosophy best, because a man who is choosing on scent can sample several, and the pack gets the order value into the range where paid social can work. One warning sits in our records: scent-led ads lost money for Jack Henry, at a return on ad spend between zero point nine three and one point two one, so a scent pack needs the odor-control argument underneath it rather than scent alone.




The brightening deodorant market

Doe’s market is younger and sits around the third to fourth stage of sophistication. The buyer is solution-aware and names the actives at the shelf, so the bare claim that a deodorant brightens underarms is no longer new to her, and a claim like now with niacinamide is already a me-too. Our Doe research says the headline job is a new mechanism or a new vehicle.

The mass end is led by Dove. Dove Even Tone sells at about six dollars and nineteen cents at Target with niacinamide and a claim of results in three weeks, and in Asia Dove sells a Radiant plus Care serum deodorant with three percent niacinamide. Nivea sells Extra Bright and Extra Whitening lines, some of which contain aluminum, Vaseline sells Ultra Bright, and Rexona sells tone lines in Asia. These products made underarm tone a normal deodorant claim for hundreds of millions of women in South and Southeast Asia long before the American indie brands arrived.

The American indie end is led by acid deodorants. Kosas Chemistry, with mandelic, lactic and shikimic acids, sells at eighteen to twenty dollars. Nécessaire’s gel, with five percent AHA and niacinamide, sells at twenty-two. Saltair, with lactic, mandelic and niacinamide, sells at thirteen to twenty-six. Cyklar, with mandelic and azelaic acid, at twenty. Kaia Naturals’ Takesumi Bright, with niacinamide and alpha arbutin, at twenty-seven dollars at Ulta. Truly Beauty’s brightening serum deodorant sells at about fourteen dollars at Walmart. And the Korean brand Medicube sells a kojic acid brightening deodorant at twenty-two to twenty-five dollars, claiming a change in tone in two to three weeks, and its creator videos on TikTok Shop are the ones whose remakes have sold Doe so far.

Around them sits a ring of dark-spot advertisers selling to the same woman for her underarms, thighs and other areas. Our Doe brief tracked twenty-two advertisers, with four fleets above five hundred ads: Kallistia at nine hundred and seventeen, Earthly Derm at five hundred and eighty-six, GloMelanin at five hundred and forty-seven and Lume at one thousand and twenty-five. Our outside research could not confirm current product pages for Kallistia and Earthly Derm, so treat their ad counts as the evidence of their presence. One adjacent group of advertisers sells blood sugar supplements to the woman who believes her darkness is insulin resistance, which is a reminder that the it is medical door is already being worked by someone. The only market size estimate for brightening deodorant we found, two point one billion dollars in 2025 from a vendor called Market Intelo, comes from a low-quality source and should be treated as a rough signal of growth rather than a number to quote.




Worn-out claims and open ground for Doe

Five claims are worn out in this market. Fast brightening is the first: two, three and four week promises are everywhere, and the buyer’s response is the filter objection, with four hundred and sixty-nine items calling the proof a filter, concealer or ad. The ingredient name on its own is the second: kojic, niacinamide and AHA are on every competitor. Aluminum-free as a reason to buy is the third, since it describes every product in the category. Gentle without proof is the fourth, because this buyer has been burned by products that said gentle. And whitening is the fifth, worn out in a different sense: it is a normal word in the Philippines and South Asia, and in the United States it reads as bleaching and colourism, as Unilever acknowledged in 2020 when it renamed Fair and Lovely to Glow and Lovely and pledged to drop whitening, lightening and fairness from its brands. Doe’s own brand guidelines ban it.

The open ground has three pieces. The first is the contact-time argument from Doe’s third philosophy, that the active needs months of daily time on the skin and the deodorant is the step she never skips; our research found no full-length competitor ad that runs it, and it is the only Doe philosophy with a positive signal in your account so far. The second is the no-sting design, the promise that answers the market’s biggest criterion. In our analysis of two thousand four hundred and ninety-nine competitor reviews, the most important unmet requirement, with the highest gap score, was a deodorant that does not cause any irritation, redness, burning or discomfort, ahead of all-day odor protection in second place and visible, lasting lightening in third. Doe can only claim this after the client supplies its kojic percentage and patch-test data. The third is honesty about the clock: a brand that says plainly that texture comes first, colour takes about three months, and the effect needs the habit, is saying something none of the fast-promise competitors can say.




Doe’s channel, read from your own account

Doe is a direct brand sold through Meta to a Shopify page, and its first six weeks of data already say a lot about channel. In the thirty days to the twenty-seventh of October the account spent two thousand four hundred and thirty-two dollars for twenty-two purchases. Long-text native ads, one hundred and seventy-three of them, spent nine hundred and forty-four dollars, sent eighty-seven percent of that spend to women over fifty-five on Facebook, and produced one purchase. Creator-style video ads spent one thousand and nineteen dollars, sent only twenty-three percent to women over fifty-five, and produced eighteen purchases. Women aged twenty-five to fifty-four bought twenty of the twenty-two units, and Instagram produced seventeen of them. The best single ad, a same-product remake of a TikTok Shop creator video, bought six purchases at twenty-eight dollars each. A diagnosis from mid-October found that our ad sets paid one hundred and nineteen to four hundred and forty-five dollars per thousand impressions while the client’s own campaign on its Doe Lashes page paid thirty-six, mainly because of the campaign setup, the persona page identity and the long-text format steering delivery toward older Facebook readers.

The price ladder tells the rest. Of thirty orders after the restock, fifteen took the buy two get one free tier at forty dollars, four took buy three get two, and four bought a single stick, for an average order of forty-nine dollars and sixty cents. The buyer is younger than the long-text format reaches, she buys on Instagram from short creator video, and she buys in multiples, which fits the reversibility argument that the care has to continue.

In the final episode we run through the myths in both markets at speed, and then set out each brand’s product facts and the line between claims you can make and claims that carry legal or reputational risk.


