A-PDF Merger DEMO : Purchase from www.A-PDF.com to remove the watermari

KNOWLEDGE MUST BE SHARED - TEAM LUMCHOCHIYEAH

I dedicate this book to my friends:

= Jolly
=  (Cheattan
= Dada,

who have been of great help and mspiration in the making of this book.

I would also like to express my gratitude to a very special bald-maverick, popularly
known as LKT, whose mnovative ideas are the cornerstone of this venture.


http://www.a-pdf.com




[ :np}-righl & 156 by Dhavid AL Aaker

AlLrighits reserved. No part of this book may be reproduced or transmitted in any form or by any
s, edectronie or mechanical, incheding photocopying, recording, or by any information storage
anet] roetrieval svsten, without permission in writing from the Publisher

T Frew Pross
A Diiwision oo Sinwen & Schuster Tne.

12530 Avenie of thie Amiericas
M York, MY LiER0

Primtech s the Unided Sttes of America

]1ri|||!||||'.n|J|l‘||'|l|.'I.'
o1 1B 17 16 15 14 13

Toxt design by Carle Bobre

Library of Congress Cataloging-in-Fublication Data
Aaker, David A.
Buikling strong brands ¢/ David A, Aaker
P om.

15BN 0-02-800151-X

1. Brand nume products— Management, 2. Brand name products—
Valuation—Management, 3. Intangible property—Valuation—
Management, [ Title,

HDGEE. BTAZIE 1996

HSE 2T — e 1W5-8Z35

CIP

CONTENTS

Preface

_ What is a Strong Brand?
The Kodak Story

What Is Brand Equity?

Brand Awareness

Perceived Quality

Brand Loyalty

Brand Associations

Objectives of the Book

Building Strong Brands—Why Is It Hard?

The Saturn Story

Saturn—A Strong Brand?
How Suturm Built a Brand
Challenges Facing Satwrn and General Maotors

. The Brand Identity System

What Is Brand ldentity?

Brand ldentity Traps

Four Brand [dentity Perspectives
The Ldentity Structure
Providing a Value Proposition
Prowviding Credibility

iii

vil

10

-

BRE=SC

37

48
42
61

67

& &

H5
85
103



Tl Bosttoann Lo
A Brand - Customer Relationship

Working with Multiple Braod Ldentities
. Organizational Associations

The Body Shop Story

The Story of Branding in Jupan

The Brand as Organization
Organizational Associations

How Organizational Associations Work

. Brand Personality

The Harley-Davidson Story

Measuring Brand Personality

How a Brand Personality is Created

Why Use Brand Personality?

The Self-Expression Model

The Relationship Basis Model

The Functional Benefit Representation Model
Brand Personality versus User Imagery
Brand Personality as a Sustainable Advantage

. Identity Implementation

The Brand Position

Achieving Brilliance in Execution
Tracking

A Strategic Brand Analysis

The Power of Brand Identity and Position

. Brand Strategies Over Time

The General Electric Story
The Smimoff Story

Why Change Identities, Positions or Executions?

Why Consistency (If Done Well) is Better
Consistency Over Time: Why Is It Hard?
The Search for the Fountain of Youth

. Managing Brand Systems

Toward a System of Brands
Diriver Roles

The Endorser Role
Strutegic Brounds

103
104

107

108
110
114
117
130
137
138
142
145
150
153
1559
168
170
173
175
176
156
1589
1559
201

207

208
211
216
218
224
230

239

243
245

10.

11

Sulibraid Hales
Branding Benelits
Silver Bullets

How Muny Brls?

. Leveraging the Brand

The Healthy Choice Story
The Kingsford Charcoal Story
Line Extensions

Moving the Brand Down
Muoving u Brand Up

Brand Extension Decisions
Creating Runge Brands
Co-Brioding

The Brand Systems Aundit

Measuring Brand Equity
Across Products & Markets

Young & Rubicam’s Brand-Asset Valuator
‘Total Research’s EquiTrend

Interbrand’s Top Brands
Why Measure Brand Equity
Across Products and Markets?

The Brand Equity Ten

Loyalty Measures

Perceived Quality and Leadership Measures
Associations/ Differentiation Measures
Avareness Measures

Market Behavior Measures

Toward a Single Value of Brand Equity
Adapting the Measures to a Brand's Context

Organizing for Brand Building
Brand-Building Imperatives

Adapting the Organization for Brand Building
The Role of the Agency

A Parting Word

Notes
Tnlex
About the Author

245
257
261

269

270
273
275
278
287
291
292
298

303

313

314
316
319
323
326

331
333
337

339

340
342

357
359

367
341



PREFACE

y book Managing Brand Equity, also published by The Free

Press, set forth the perspective that a brand is a strategic asset
that is key to long-term performance and should be so managed. That
book helped to explain what brand equity is and how it contributes
value. A brand equity structure was developed that included the four
dimensions of awareness, perceived quality, lovalty, and associations.
That book also discussed the role of the brand name and its symbols,
explored issues surrounding brand extension decisions, and reviewed
global brand strategies.

Since the time that Managing Brand Equity appeared, I have been
involved, through my research and consulting, in several areas that
were not addressed in any detail in that book. With the encourage-
ment of Bob Wallace, my Free Press publisher, it seemed that a sequel
was in order to explore these new issues.

There are five major themes to Building Strong Brands. First, the
book delves into what brand identity is and how it can be developed.
While a brand image is how a brand is perceived, a brand identity is
aspirational—how the brand would like to be perceived. A common
pitfall when creating brand identities is to focus on product-related
brand characteristics. In this book, brand strategists are encouraged
to break out of that box by considering emotional and self-expressive
henefits, organizational attributes, brand personality, and brand sym-
bols as well. In taking the broader view of the brand, the likelihood of
creating real differentiating value is enhanced.

Vil
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The second Uheme, managing the brad identity, involves develop-
ing a brand position (that part of the identity which is to be actively
communicated) and an execution program, 1t also involves bhalancing
the need to adapt to a changing environment with the power of con-
sistent messages and symbols. There are powerful forces for change
that sometimes should be resisted.

The third theme, centered around the concept of a brand system,
adds a new dimension to the management of brands. A brand
system—consisting of intertwined and overlapping brands and sub-
brands—can create clarity and synergies, or it can generate confusion
and inconsistency. The brand system view leads to an analysis of the
different roles that a brand can play. In particular, a brand or sub-
brand, in addition to driving a business area, can also play a role in
supporting other brands or in providing clarity to customers. Another
set of systems issues involves leveraging the brand via vertical or hori-
zontal brand extensions, creating brands that range over product
classes, and co-branding. The brand systems audit is introduced as a
way to start managing brands as a system.

Fourth, an approach to brand equity measurement across products
and segments is presented. Measurement is of practical interest to
most managers attempting to build and manage multiple markets and
brands, and it also provides a quantitative discipline to the conceptual
branding models.

Fifth, brand-nurturing organizational forms are discussed. Brand
building now needs to deal with brand systems issues and with prob-
lems of coordinating a brand across markets, products, roles and
contexts. These challenges strain conventional organizations, and new
approaches are often needed.

In addition, the Saturn brand-building story illustrates many of the
issues and approaches raised in the book. 1 have become close to the
Saturn project and have grown to believe that it is one of the most im-
pressive examples of brand building in recent vears.

As in Managing Brand Equity, conceptual models and issues in this
book are illustrated with case studies and examples. 1 believe abstract
models need to be placed in illustrative contexts in order to provide
clarity and to stimulate new ways of looking ut hrands and their man-
agement. Further, where possible, academic rescarel is dvawn on to
support hvpotheses of how the process heing disenssed or modeled
really works. Becanse 1do not presame that all readers have read
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PREFACE IX

Managing Brand Equity, some key concepts from that work are re-
pealed, but the overlap involves considerably less than 5 percent of
this hook. References are occasionally made to material covered in
detail in Managing Brand Equity.
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WHAT IS A STRONG BRAND?

What do yvou need to be the best?
Concentration. Discipline. A dream.
—Florence Griffith Joyner, Olympic gold medalist

An orange . . . is an orange . . . is an orange, Unless, or course, that orange hap-
pens to be a Sunkist, a name eighty percent of consumers know and trust.
—Russell L. Hanlin, CEQ, Sunkist Growers




THE KODAK STORY

II‘I the 18705, a photographer’s outfit inclnded not only a large
camera but also a sturdy tripod, glass plates, a hig plate holder, a
dark tent, a nitrate bath, and a water contuiner.! You dicl not bringg just
& camer: to take a picture; you brought the whole lub.

All this was to change, thanks to George Eastman. Eastman
founded a company that has had major worldwide influence almost
since its inception. To initiate and maintain an organization with such
clout, Eastman required a variety of resources, including the intelli-
gence to dEvulup new processes, a gt_‘rt_':d business sense, and a
willingness to take risks. But it is unlikely that Eastman's success could
have been achieved without his strong brand: Kodak.

Kodak, with its block letters and bright yellow background, has
been used for over a hundred vears to erystallize and communicate
the essence of Eastman’s products and organization. The brand {and
the company it represents) survives today primarily because of four
factors: a commitment to quality, the generation of awareness, the {ps-
tering of loyalty, and—most important—the development of a strong
and clear brand identity.

Eastman's commitment to quality was evident even in his first
product introduction. In the late 1870s, he developed a patent for
a “dry” plate that promised to greatly simplify the photographic
process. The Eastman plates soon became known for superior re-
sults, particularly in weak light and with long exposures. A year after
their introduction, however, trouble with a component caused some
plates to lose sensitivity. Eastman’s financially risky insistence on re-
culling the plates reflected his understanding that product quality
was the fastest route to customer satisfaction. It also helped to initi-
ate customer associations between the Kodak brand and quality,
associations that persist today.

For Eastman's company, quality also meant ease of use. Over the
vears Kodak was associated repeatedly with photography products
that produced reliable results without much effort on the consumer's
part. In 1888, Eastman began marketing a camera that made pho-
tography accessible to all, not just to the committed artist. The
camerit, which sold for twenty-five dollars, had none of the Tabora-
tory accessories usually associated with photography of the day: The

[ ]
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novice had only to "pull the cord, turn the key, and press the
button.” For another ten dollars the pictures would be developed
and new film reloaded at a "modern,” efficient facility in Rochester,
New York.

One of Kodak's first ads, run in 1888, served to position the firm for
the next century. It showed a picture of a hand holding a camera, with
a headline written by Eastman: “You press the button, we do the rest”
(see Figure 1-1). The camera delivered on the promise—and many
Kodak products since have carried on in its spirit. The folding Kodak,
introduced in 1890, was easier to carry and preceded the Kodak
Brownie, a simple camera launched at the turn of the century that
became the company’s staple product for almost eighty vears, More
recently, the tradition has continued with the Instamatic {an easy-to-
load camera with Hash cubes), introduced in 1963, and the disposable
Kodak FunSaver (which is returned to photofinishers, who process the
film and recycle the camera), introduced in 1988,

One by-product of such consistent long-term quality and inne-
vation was increased awareness of the Kodak name. Promotions,
advertising, and a ubiquitous logo also did their part to build aware-
ness for Kodak. In 1897, Kodak sponsored an amateur photographic
competition in which twenty-five thousand people participated. In
1904, the company sponsored the Traveling Grand Kodak Exhibition
of forty-one photographs. In 1920, it found scenic spots along high-
ways and erected small “Picture Ahead!” road signs to alert motorists.
The result of such efforts plus ongoing advertising campaigns has
been to increase consumers familiarity with the Kodak name and its
vellow signature logo. Few people can see the Kodak symbols with-
out the positive feelings that accompany the familiar, and one of the
first things that come to mind when the subject of cameras, film, or
family photos is raised is the word Kodak.

Kodak's strong awareness and presence worldwide can also be at-
tributed to an early decision to distribute its products outside the
United States. Only five vears after the Kodak camera was intro-
duced in the United States, a sales office was opened in London, and
it was quickly followed by offices throughout Europe. In 1930,
Kodak had 75 percent of the world market for photographic equip-
ment and about 90 percent of the profit. This dominance has
decreased very litthe over the vears,
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An 1555 Kodak Advertisement

The Kodak Camera

“Vou press the button, -
- - - e do the rest.

The only camera that anybody can use
withoot instructions.  Send for the Primer
free.

A Transparent Film — ®
¥ For Roll Holders.

The announcement s tereby made 'hat the undersigned bave perfected
a process for making ransparent Aex-bie Blms for use in roll holders and
Kodak Cameras.

The new film is as thin, Jight and fleaible as paper and as transparent
as glass. Ib reqoires mo sérippimy, snd 1 is wound on spocis for roll bolders,

Tt will be known as Easivcan' s Tranparens Filw,  Uircutars ardd s
ples will be sent to any address on Teceipl of 4 cents in stamps.

Price $25.00—Loaded for 100 Pictures,

The Eastman Dry Plate and Film Co.

ROCHESTER, N. Y.

Reprinted coaurtesy Eastman Kedak Company.

family (supported primarily by marketing communications and visual

L}

Kodak has a set of associations that provides a distinct image and
the hasis for a loval relationship. The strong Kodak identity, backed
by decades of products and mmkﬁtiafgmnmﬂmu
words: simplicity (supported primarily by product features) and

imagery)-

Aronned the tarn of the century, Kodak introdieed two ehaseters—
the Brownie boy and the Kodak givl—to represent its products. They
created not only a sense that the camers was casy to operate {because
even a child conld use it), but also an association with children and
family. Kodak's early advertisements showed settings that could be
casily recorded on film, especially family scenes with children, dogs,
and friends (see the 1922 advertisement in Figure 1-2). During the
Kodak hour heard on radio in the 1930s, listeners might hear family
photo albums described. A 1967 award-winning Kodak commercial
featured a couple in their sixties cleaning the attic. They find a carton
of old snapshots showing them in their twenties and in the years that
followed—getting married, enjoying their honeymoon, having their
first child, and attending the graduation of their son. The commercial
ends with the woman, now a grandmother, running to grab an Insta-
matic to take a picture of her new grandchild.

Because of repeated marketing efforts like these—supported by an
unmatchable set of quality products—consumers have come to view
Kodak as a family friend who is always around to help enjoy the good
tirnes. This image has been a key factor in cementing customer loyalty
for Kodak.

An indication of Kodak customer loyalty is the brand’s resilience in
the face of misfortune. For example, the Kodak Instant Camera (intro-
duced in 1976 to compete with Polaroid) had captured one-third of the
instant camera market after one vear. However, the company was
forced to discontinue the product in 1986 after a successful patent en-
croachment suit by Polaroid. Kodak's foreed withdrawal of a product
from a market it virtually owned is about as bad as it gets. Many brands
would have been irrevocably tainted by such a calamity. The fact that
Kodak survived this debacle is a tribute to its innate brand strength
and to its handling of a painful situation. Every camera owner was in-
vited to return their Kodak Instant Camera in exchange for either a
Kodak Disk Camera and film, fifty dollars’ worth of other Kodak prod-
ucts, or a share of Kodak stock. Kodak thus used the incident and the
surrounding communication opportunities to reinforce Kodak associ-
ations and to support the Disk Camera.

Contexts change, though, even for Kodak. Its challenge for the next
century is to stretch the Kodak brand name, known for traditional
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Keep the story witha KODAK
Today it's a picture of Grandmother reading to the
children. Tomorrow it may be Bobbie plaving rraffic

policeman or Aunt Edna at the wheel of her new car or
Brother Bill back from college for the week-end or—

There's always another story waiting for vour Kodak.

Free gt yoqr degler’s o ffom os-— At Home with the Kodak.” a well
illastrated lirtle book chat will help in pictore-making 51 your hooss.

Autographic Kodaks §6.50 up

Eastman Kodak Company, Rochester, N. Y.  The Kodak City

Reprinted courtesy Eastran Kodak Company.
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to hecome the company’s priome biesiness area, The Kodak name, with
its tracdition and connection with special times and Bunily seenes, will
necdd tosdapt toan innovative, high-tech image to support products
such as the Photo CD (which will store photographic images digitally
and play them back on a computer) and the CopyPrint (which will in-
stantly provide large copies from a print without a negative). This need
to adapt, faced by a host of strong brands in different markets, is dis-
cussed in detail in Chapter 7.

Another problem faced by Kodak is aggressive price competition in
the film business, coming in part from private-label (or "retail”)
brands. One Kodak response has been to offer three versions of its
film: Royal Gold, a premium film for speecial events; GoldPlus, the
everyday Kodak film; and FunTime, a lower-priced, seasonal brand
targeted at bargain shoppers. The efforts of Kodak and other firms to
maove brands both up and down to react to deteriorating markets will
be covered in Chapter 9.

Today, several studies suggest that Kodak is one of the world’s
strongest brands. In the film category, where the bulk of Kodak's
sales and profits reside, the brand enjoys both a U.S. market share of
around 60 percent and a substantial price premium over Fuji, its
principal rival. In addition, Kodak is aggressively expanding its
presence in the worldwide market, in which it holds a 40 percent
share.

The Kodak story shows how brand equity can be created and
managed. This chapter provides an overview of brand equity and, in
s0 doing, expands on the conceptualization that was first offered in
my book Managing Brand Equity. Although the conceptualization is
the same, new research, case studies, and perspectives have been
added. Chapter 1 also sets the stage {or the key points that will be
made in this book about building strong brands. The chapter’s final
section includes some observations about why it is so difficult to
build strong brands in today’s dynamic, ecompetitive marketplaces.

WHAT IS BRAND EQUITY?

Brand equity is a set of assets (and liabilities) linked to a brand's name
and symbol that adds to (or subtracts from) the value provided by a




product or service to a firm andjor that finn’s customers, The major
asset categories are:

1. Brand name awareness
2. Brand loyalty

3. Perceived quality

4, Brand associations

Several aspects of the definition deserve elaboration. First, brand
equity is a set of assets. Thus, the management of brand equity in-
volves investment to create and enhance these assets. Figure 1-3,
drawn from and discussed in Managing Brand Equity, provides a
compact overview of how brand equity generates value. (Note that
a fifth category of assets, other proprietary assets, is included for
completeness in Figure 1-3. This category is meant to cover assets
such as channel relationships and patents that are attached to the
brand.)

Second, each brand equity asset creates value in a variety of very
different ways (seventeen are actually listed in the figure). In order to
manage brand equity effectively and to make informed decisions
about brand-building activities, it is important to be sensitive to the
ways in which strong brands create value.

Third, brand equity creates value for the customer as well as the
firm. The word customer refers to both end users and those at the in-
frastructure level. Thus, Hilton needs to be concerned with its image
among not only consumers who travel, but also travel agents. And
Coke's image among retailers—particularly its perceived customer
acceptance—can be critical to market success.

Finally, for assets or liabilities to underlie brand equity, they must
be linked to the name and symbol of the brand. If the brand’s name
or symbols should change, some or all of the assets or liabilities could
be affected and even lost, although some might be shifted to the new
name and symbol.

Several observations will be made below about each of the four
principal brand asset categories that will serve to recap, extend, and
update the extensive discussion that appeared in Managing Brand
Equity. The intent is to provide an understanding about exactly how
each category underlies brand equity.

.
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BHRAND AWARLNISS

Awareness refers to the strength of @ brand's presenee in the con-
sumer's e W consumers” minds were oll of mental hillboards—
each one depicting a single brand—then a brand s awareness would
b rellected in the size of its hillboard. Awareness is measored ac-
cording to the dilferent ways in which consumers remember a brand,
ranging from recognition (Have you been exposed to this brand
befisre?) to recall (What brands of this product class can you recall?)
to “top of mind” (the first brand recalled) to dominant (the only hrand
recalled). As psychologists and economists have long understood,
however, recognition and recall are signals of much more than just re-
moembering a brand.

THE BREAND AS A MENTAL BOX

A brand such as Mr. Goodwrench is much like a "box” in someone’s
head. As information about GM service programs is received, a person
will lile it away in the box labeled Mr. Goodwrench. After time passes,
little in the box might be retrievable. The person knows, however, if it is
hieavy or light. He or she also knows in which room it is stored—the
rownn with the positive boxes (that is, objects that have earned positive
lewlings and attitudes) or the one with the negative boxes.

Buani RECOCNITION: FAMILIARITY AND LIKING

Hecognition reflects familiarity gained from past exposure. Recogni-
tion does not necessarily involve mmmhrrm—g—whﬂm—t-he—hmnd WS

encountered before, why it differs from other brands, or even what
the brand's product class is. It is simply remembering that there was
a past exposure to the brand.

Rescarch in psvchology has shown that recognition alone can result
in more positive feelings toward nearly anvthing, whether it be music,
people, words, or hramds. Studies have demonstrated that, even with
nonsense words (like “postryna” vs. “potastin” for example), con-
simers instinetively prefer an item they have previously scen to one
that is new to e Thus, when o brusd choice is made—even when

the decision involves produets Tike computers or advertising agen-
cies—the Tuniliar brand will have an edge.

In o stuady that dvamatically demonstrated the power of a recog-
nized brand name, respondents were asked to taste each of three
samples of peanut butter® One of these samples contained an un-
named superior (preferred in blind taste tests 70 percent of the time)
peanut butter. Another contained an inferior (not preferred in taste
tests) peanut butter labeled with a brand name known to the respond-
ents but neither purchased nor used by them before. Remarkably, 73
percent of the respondents selected the brand-name (inferior) option
as being the best-lasting peanut butter. Thus the fact that a name was
recognized affected what should have been a very objective taste test,
making the peanut butter with a known brand name seem to taste
better.

Economists tell us that consumer affinity for the familiar brand is
not just an instinctive response. When consumers see a brand and re-
member that the:-,r have seen it before {purhaps even several times),
they realize that the company is spending money to support the
brand. Since it is generallv believed that companies will not spend
money on bad I}ruductﬁ, consumers take their recognition as a
“signal” that the brand is good. How a company can use such signal-
ing to its advantage is illustrated by the Intel Inside” program
described in the boxed insert.

The familiarity factor can be especially important to the brand that
has a familiarity handicap with respect to more visible and established
competitors. In such a case, awareness-building may be necessary to
reduce this liability.

BERAND RECALL AND THE GRAVEYARD

A brand {for example, ME’LLIEE} is said to have recall if
Sj.lmm’-h—m-lﬂ.di. 5 (for example, life insurance

companies) is mentioned. Whether or not a customer recalls vour

brand can be the deciding factor in getting on a shopping list or re-
ceiving a chance to hid on a contract.

The relative power of recall (versus recognition) is shown in Figure
1-5, which depicts the "graveyard model” developed by Young and
Rubicae Eovope nnder the guidanee of Jin Willims. In this model,
braneds ina product elass wre plotted on a recognition versus recall
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INTEL INSIDE

Intel makes microprocessors, which are the heart of personal com-
puters. Their successive product generations were called the B0HA, 256,
346, and 486 microprocessors. Unfortunately, Intel did not obtain trade-
mark protection on its numbering system, and thus the 386 and 486
names were available to competitors such as AMD, Chips and Tech-
nulogies, and Cyrix who made their own chips and applied the X586
name to them,

Intel responded in 1991 by encouraging computer firms like I[BM,
Compaq, Gateway, and Dell to put the “Intel Inside” logo in their ads
and on their packages. The enticement was a cooperative advertising al-
lowance from Intel amounting to 3 percent of the companies’ Intel
purchases {5 percent if they used the logo on packaging). An Intel Inside
ad is shown in Figure 1-4.

The campaign, which was initially budgeted at $100 million per year,
worked on several levels, It generated more than ninety thousand pages
of ads in an eighteen-month period, which translated to a potential 10
billion exposures. During that period, the recognition of Intel among
business end users increased from 46 percent to 80 percent, the same
level that Nutrasweet enjoyed among consumers after years of expo-
sure of the Nutrasweet logo. The brand equity of Intel, as measured by
the price discount needed to get a customer to accept a computer with-
out an Intel microprocessor, appeared to be positively affected. During
1992, the first full year of the Intel Inside campaign, Intel’s worldwide
sales rose 63 percent.

Why should the Intel Inside program make a difference to con-
sumers? No reason was provided as to why an [ntel microprocessor was

better L fact, it is likely that many customers did not even know what a
MHCTOPIDCESSOT Wils,

A customer’s logic might have been something like this: Computer
makers, ineluding industry leaders like IBM and Compag, are expend-
ing a lot of money and effort to tell me that Intel makes a part of this
computer. These people are not dumb. Therefore the component must
be an important one, and Intel must be a good supplier. I could do some
research to determine what a microprocessor is and how much better
Intel is than its competitors, or I could just pay a little more and get
Intel, An easy decision—I will simply rely on the reassurance of the Intel
brand name.

Interestingly, the Intel Inside campaign actually originated in Japan,
where Matsushita used it as a way to build high-tech credibility for its
computers. Japan is a country in which the prestige and visibility of cor-
porate names is extremely important. By building up the Intel corporate
name, Matsushita created credibility for itself.

(A postseript: The Pentium chip, which succeeded the 486 in late
1994, was found to make some arithmetic errors under certain condi-
tions. Instead of immediately acknowledging the error and offering to
replace the involved products—few customers may have actually gone
through the bother—Intel claimed the problem was rare and could be

ignored. Intel belatedly did adopt a customer-oriented return policy, but
only after a storm of damaging protest from the press and the public. Be-
cause Intel’s equity was based on awareness and the presumption that a
customer did not have to know what happens “inside,” the incident had
considerable potential for damage. Although initial sales were not af-

graph. For example, the recall and recognition of each of twenty auto-
mohile brands could be measured, and these measurements could be
used to position each brand on the graph. One finding consistent
across dozens of product classes is that brands tend to follow the
curved line shown in the figure. There are two exceptions, each of
which reveals the importance of recall.

One exception is healthy niche brands, which fll helow the line by
cause they are not known to a substantial gronp ol consumers, und
therefore have relatively low overall recoguition. But because they do

fected, recovering from the incident presents a challenge for Intel.)

have high recall among their respective loyal customer groups, their
low recognition is not necessarily an indication of poor performance.
And healthy niche players sometimes have the potential to expand
recognition and thus the scope of their customer base.

The second exception is the graveyard, an area in the upper-left-
hand corner populated by brands with high recognition but low
recall. Being in the graveyard can be deadly: Customers know about
the brand, but it will not come to mind when considering a purchase.,
Breaking ont of the graveyard can actually be hindered by high recog-
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FIGURE 1-5
Recognition Versus Recall: The Graveyard Model
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E\, nition, because there is little reason for people to listen to a story
g ' {however new) about a familiar brand. One point of the graveyard
Q

I model is that high recognition is not necessarily the mark of a strong

| brand—it is associated with weak ones as well.
@ b The dynamics of brands located in the upper-middle or upper-right
part of the figure can be important predictors of future brand health,

Movement toward the graveyard is associated with sliding sales and
[ market share. If, however, the brand is moving away from the grave-
! yard, sales and market share can be expected to increase. Thus the
' graveyard model provides evidence that recall is as important as
|
|
|
i

@&

recognition.

" BRAND NAME DOMINANCE

The ultimate awareness level is brand name dominance where, ina
| recall task, most costomers can only provide the name of a single

=

brand—e.g., A-1 Steak Sance, Kleenes, Xerox, Jell-O. Ironically, this

ultimate suceess can be tragie if the brand name becomes such a

common label for the produet tat it is not legally protectable and is
: | fost. Such a fate ocewrred with Aspivin, Cellophane, Escalator, and
Ll ' Windsurfer.
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Getting consmmers to recognize and recall your hrand thus can
considerably enhance hrand equity. As will be emphasized through-
out this ook, however, simple recall, recognition, and familiarity are

it early in its life, starting with the selection of the name itsell, Beware
of descriptive names such as Windows hecanse they become harder to
distinguish from the generic product and thus harder to protect. only part of the awareness challenge. “Just spell the name right,” the
Sometimes it is helpful and even necessary to create a generic name classic dictum of old-time PR firms, will not suffice as a brand-

o that the brand does not become one. The generic name “copier” ' building strategy. The strongest brands are managed not for general
helped Xerox protect its trademark. Windsurfer belatedly attempted awareness, but for strategic awareness. It is one thing to be remem-

———

In order b avoid losing o trademark, a finm shonld begin protecting - ‘

to create the term “sailboard” to mean the generic product. It is also bered: it is quite another to be remembered for the right reasons (and
important to he rigorous about how the brand name is used. Chrysler to avoid being remembered for the wrong reasons).

states that “Jeep is a registered trademark of Chrysler” and never
allows the use of Jeep to describe a type of product.

PERCEIVED QUALITY

Perceived quality is a brand association that is elevated to the status

RE. . AW
CREATING AWARENESS of a brand asset for several reasons:

Because consumers are bombarded every day by more and more

marketing messages, the challenge of establishing recall and rec-

ognition—and doing so economically—is considerable. Two factors

are likely to be increasingly important as firms struggle with this thiust ot s B lrioss:

Ehﬂll{’“ge" . » perceived quality is linked to and often drives other aspects of how
First, given the resources required to create healthy awareness a brand is perceived.

levels, a broad sales base is usually an enormous asset. It is expensive |

and often impossible to support brands with relatively small unit sales

and a life measured in vears instead of decades. For this reason, cor- . PERCEIVED QUALITY DRIVES FINANCIAL PERFORMANCE

« among all brand associations, only perceived quality has been
shown to drive financial performance,
» perceived quality is often a major (if not the principal) strategic

porate brands such as General Electric, Hewlett-Packard, Honda, or
Siemens have an advantage when it comes to building presence and
awareness, hecause multiple businesses support the brand name.
Firms are thus attempting to reduce the number of their brands in
order to provide focus to brand-building efforts. (More on this subject
and on the value of spreading brands over different businesses follows

There is a pervasive thirst to show that investments in brand equity
will pay off. Although linking financial performance to any intangible
asset (whether it is people, information technology, or brand equity)
is difficult, three studies have demonstrated that perceived quality
does drive financial performance:

in Chapters 8 and 9. s Studies using the PIMS data base (annual data measuring more
Second, in the coming decades, the firms that become skilled than one hundred variables for over 3,000 business units) have
at operating outside the normal media channels—by using event shown that perceived quality is the single most important con-
promotions, sponsorships, publicity, sampling, and other attention- ; tributor to a company’s return on investment (ROI), having more
getting approaches—will be the most successful in building brand impact than market share, R&D, or marketing expenditures.* Per-
awareness. For example, WordPerfect created instant visibility and ceived quality contributes to profitability in part by enhancing
credibility in Europe for its word processing software by sponsoring prices and market share. The relationship holds for Kmart as well
one of the top three bicycle raving teams. Media coverage of the as Tiffany: Improve perceived quality, and ROI will improve.
team, both during and outside the races, established Word Perfect as * A five-year study of 77 firms in Sweden, conducted by Claes For-
a recornized hrand. A yellow race car spomsored by Kodak similarly nell and his colleagues at the Nutional Qnuality Research Center at
ereated over a billion individual impressions in 19937 - the University of Michigan, revealed that perceived quality was a

4_—_———1
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major driver of customer satistaction, which in turn had a major
impact on ROL®

* A study of 33 publicly traded firms over a four-vear period showed
that perceived quality (as measured by the EquiTrend method,
which is described in Chapter 9) had an impact on stock return, the
ultimate financial measure.® The study looked at American Ex-
press, AT&T, Avon, Citicorp, Coke, Kodak, Ford, Goodyear, IBM,
Kellogg's, and 23 other firms for which the corporate brand drove
a substantial amount of sales and profits. Figure 1-6 portrays the
relative impact of changes in perceived quality and ROI on stock
return. Remarkably, the impact of perceived quality was nearly as
great as that of ROI (an acknowledged influence on stock return),
even when the researchers controlled for advertising expenditures
and awareness levels.

FIGURE 1-6
Stock Market Reaction to Changes in ROI and Perceived Quality
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PERCEIVED QUALITY AS A STRATECIC THRUST

Perceived quality is a key strategic variuble for many firms. Total qual-
ity managemoent {TQM) or one of its relatives has been conteal to

Y}
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many firms for the past decade, and perceived quality is usually the
encd goal o TOM programs.

Many lirms explicitly consider quality to be one of their primary
values and include it in their mission statement. For example, one of
the guiding principles put forth by IBM's president, Lou Gerstner, is
an “overriding commitment to quality.” In one study in which 250
business managers were asked to identify the sustainable competitive
advantage of their firms, perceived quality was the most frequently
named asset.”

Perceived quality is often the key positioning dimension for corpo-
rate brands (such as Toshiba or Ford) and other brands that range over
product classes (such as Weight Watchers, Kraft. and store brands
such as Safeway Select). Because these brands span product classes,
they are less likely to be driven by functional benefits, and perceived
quality is likely to play a larger role.

Further, for many brands perceived quality defines the competitive
milien and their own position within that milieu. Some brands are
price brands, and others are prestige or premium brands. Within
those categories, the perceived quality position is often the defining
point of differentiation.

PERCEIVED QUALITY A5 A MEASURE OF “BRAND GOODNESS”

Perceived quality is usually at the heart of what customers are
buying, and in that sense, it is a bottom-line measure of the impact of
a brand identity. More interesting, though, perceived quality reflects
a measure of “goodness” that spreads over all elements of the brand
like a thick syrup. Even when the brand identity is defined by func-
tional benefits, most studies will show that perceptions about those
benefits are closely related to perceived quality. When perceived
quality improves, so generally do other elements of customers’ per-
ception of the brand.

CREATING PERCEPTIONS OF QUALITY

Achieving perceptions of quality is usually impossible unless the
quality clim has substunce, Generating high quality requires an
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understanding of what quuility means to enstomer segments, as well as
a supportive culture and a guality improvement process that will
enable the organization to deliver quality products and services. Cre-
ating a quality product or service, however, is only a partial victory;
perceptions must be created as well.

Perceived quality may differ from actual quality for a variety of rea-
sons. First, consumers may be overly influenced by a previous image
of poor quality. Because of this, they may not believe new claims, or
thev may not be willing to take the time to verify them. Suntory Old
Whiskey, Audi automobiles, and Schlitz beer all found that making ex-
cellent products was not enough to erase consumer doubts raised by
previously tarnished quality.® Thus it is critical to protect a brand from
gaining a reputation for shoddy quality from which recovery is diffi-
cult and sometimes impossible.

Second, a company may be achieving quality on a dimension that
consumers do not consider important, When Citibank dramatically
increased back-office efficiency by automating its processing activi-
Hes, the expected impact on customer evaluations was disappointing,
Customers, it turned out, either did not notice the changes or did not
recognize any benefit from them. There is a need to make sure that
investments in quality occur in areas that will resonate with cus-
tomers.

Third, consumers rarely have all the information necessary to make
a rational and objective judgment on quality—and even if they do
have the information, they may lack the time and motivation to
process it. As a result, they rely on one or two cues that they associate
with quality; the kev to influencing perceived quality is understand-
ing and managing these cues properly. Thus, it is important to
understand the little things that consumers use as the basis for
making a judgment of quality. If consumers kick a car’s tires to judge
its sturdiness, then the tires had better be sturdy.

Fourth, because donsumers may not know how best to judge qual-
ity, they may be looking at the wrong cues. For example, jewelry
stores that cater to first-time diamond buyers must educate con-
sumers that quality is not necessarily reflected in price tags or carat
claims. A metaphor or visual image can help consumers see the con-
text in the right way.
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THE BRANID AS A SHHP

A D] cam e likened toaship in a Heet facing an upcoming hattle,
This metaphor provicdes some insight into the brand management prob-
le-as el the cast of characters, The brand manager is the captain of the
ship, who must know where his or her ship is going and keep it on
course. The other brands in the firm, like other ships in a fleet, need to
bu: coordinated to achieve the maximum efectiveness. ( :ompetitors cor-
respond to enemy ships; knowing their location, direction, and strength
is eritical to achieving strategic and tactical success. The perceptions and
motivations of customers are like the winds: It is important to know their
direetion, their strength, and possible changes.

BRAND LOYALTY

Brand loyalty, the third brand asset category, is excluded from many
conceptualizations of brand equity.® There are at least two reu:-;{m.*;,
however, why it is appropriate and useful to include it. First, a

whrand’s value to a firm is largely created by the customer lovalty it
connnands. Second, considering loyalty as an asset encourages and
justifies loyalty-building programs which then help create and en-
hince brand equity, o

LawaLry anD BRAND VALUE

Brand loyalty is a key consideration when placing a value on a
brand that is to be bought or sold, because a highly loval customer
base can be expected to generate a very predictable sales and profit
stresun, In fact, a hrand without a loval customer base usually is vul-
nerable or has value only in its potential to create loyal customers,

Further, the impact of brand loyalty on marketing costs is often
subistantial: It is simply much less costly to retain customers than
bo attract new ones. A common and expensive mistake is to seek
growth by enticing new eustomers to the brand while neglecting ex-
sting ones, The lovalty of existing customers also represents a
substantiol entry barrier o compelitors in part because the cost



of enticing customers o change Toyalties is ollen prohibitively
CRPCnSIve.

All orgmnizations should estimate the value of their existing cus-
tomers. The results are vsually surprising and instroctive. Heducing
defections by just 5 percent generated 85 percent more profits in
one bank's branch systew, 50 percent more in an insurance broker-
age, and 30 percent more in an auto-service chain.'” At MBNA, a
financial services company, it was estimated that a 5 percent increase
in customer retention increased the company’s profits by 60 percent
by the fifth year.!! At Club Med, one lost customer costs the com-
pany at least $2.400 in lost future business.' Credit card companies
have found that newly acquired customers use the card slowly at
first, but that in the second vear the usage grows and the card be-
comes more profitable. A similar trend was found in more than one
hundred companies in two dozen industries.’”® For one industrial dis-
tributor, net sales per account continue to rise into the nineteenth
vear of the relationship.

LOYALTY SEGMENTATION

A focus on lovalty segmentation provides strategic and tactical in-
sights that will assist in building strong brands. A market can usually
he divided into the following groups: noncustomers (those who buy
competitor brands or are not product class users), price switchers
(those who are price-sensitive), the passively loyal {those who buy out
of habit rather than reason), fence sitters (those who are indifferent
between two or more brands), and the committed. The challenge is to
improve the brand's Iuyult}-' pruﬁl:—:: t[ri;::reaf-;{* the number of cus-
tomers who are not price switchers, to strengthen the fence sitters’
and committed’s ties to the brand, and to increase the number who
would pay more (or endure some inconvenience) to use the brand or
service. Two segments in which firms often underinvest are the pas-
sively loyvals and the committed customers.

The passively loyal customer is often neglected or taken for
granted. Active management of this segment does not really involve
identity building; rather, it requires efforts to avoid distribution gaps
or ont=ol-stocks that might precipitate a decision to switch brands, It
also means having the sizes, colors, or fhivors that might be desired,

even thownggh provicling sowide line may seens ceon nnicilly ialliae-
tive, Tl appropriate anabysis of line breadth secds toinclide the
fpact upon e habitual Debavior of the passively loval segiment,

AL e ather extreme are the committed or highly loval costomers,
Firms also tend 1o take this gronp for granted, Yet there may be a sig-
nificant potential to inercase husiness from the very loyal. For
exatmnle, the Toyal Marriott customer might be encouraged to select
Marriof!h even more often with an improved p{:ﬂﬂjiin of business sup-
port serviees such as i machines in rooms. Further, there is a risk
that loyal customers can be enticed away by a competitor if the per-
tormanee of the product or service is not improved. For these reasons,
lirns shonld avoid diverting resources from the loval core to the non-
customers and price switchers.

EsmancinG Lovarry

One approach to enhancing the lovalty of fence sitters and the com-
mitted is to develop or strengthen their relationship with the brand,
Braned awareness, pereeived quality, and an effective, clear brand
ithentity can contribinte to this goal, Increasingly, however, programs
thiat ¢an buile loyalty inore directly are becoming important and even
cutical in many product classes. Included among these are frequent-
Iver programs and customer clubs.

Frewuent-Buyer Programs
Frequent-buyer programs, which were pioneered by airlines {United
Avlines” Mileage Plus, American Airlines’ Advantage, and British Air-
wavs’ Fregquent Traveler programs) are now being adapted by a host of
brands in a variety of product classes, including books (Waldenbooks
Prederved Reader), hotels (Hilton Senior Honors Frequent Traveler
Program), st food (Burger King Frequent Customers Club), parking
(Parken-Fly Reward) i even cars, The GM MasterCard, launched in
92, provides costomers with a rebate on the purchase of a GM car
on bk {fexeluding Saturn) equal to 5 percent of their eredit card pur-
vhases. After the st yvear wd a half, GM had sold 140,000 cars and
trischks to these buvers and had issned more than 12 million cards.

b lrequent-bover progeam provides diveet and tangible reinforce-
mend Tor loval hebavior, Not only do sueh progruns enbance the




vilne proposition of a brand and often its poin ol differentition as
well, they also affivin the commitinent thid the T s mitking to loval
customers, It is clear that their lovalty is not taken for granted,

Customer Clubs

A potentially more intense loyalty level can be precipitated by cus-
tomer clubs, Kids who joined the Nintendo Fun Club {and received
newsletters and access to on-call advisers), for example, were rabid
Nintendo users and the heart of the firm's early success. Claridge
Hotel and Casino has without question increased the intensity of
customer loyalty with its 350 000-member Claridge CompCard
Gold club. The club's members receive discounts, news of upcoming
events, and special offers ranging from monogrammed bathrobes to
door-to-door limo service. Apple Computer users groups provide
support and assistance, as well as the chance lor customers to express
their interest in computers and their loyalty to Apple.

The Casa Buitoni Club plaved a key role in establishing Nestlé’s
Buitoni brand of Italian food in the United Kingdom. Members re-
ceived a regular full-color newsletter with editorials about Tuscany
and Ttaly, information about the lifestyle of Italians, pasta recipes, and
discount vouchers. Membership benefits also included a toll-free line
for cooking advice, chances to win an invitation to visit the original
Casa Buitoni villa in Tuscany, cookery weeckends, opportunities to
sample new products, and numerous suggestions as to how members
could ereate their own events.

Like the frequent-buyer programs, a customer club provides vis-
ible evidence that the firm reallv cares about its clientele. While the
frequent-buyer program is somewhat passive and inclusive, however,
a customer club is potentially more involving, The customer club pro-
vides a vehicle by which the customer can identify with the brand,
express his or her brand perceptions and attitude, and experience the
sharing of a brand relationship with like-minded people.

Database Marketing

A by-product of frequent-buyer programs and clubs, eustomer data
can be used for database marketing targeted at narrow, focused seg-
ments. News about new products and special promotions can be
tailored to those segments most likely to respond. Targeted customers

will feel the i is connecting with them incividoad by, o] e birnud-
customer relationship will hecome stronger,

Fow cxaomple, Beverages & More] is o retadl ohain that offers a huge
selection ol wines, heers, liggoors, and drink complements, Facly ens-
tomer is invited to be aomember of "Clab Bev™ and is given a card that
is used to brack all purchases. In addition to a newsletter and a fre-
guent-buver program, customers receive personal notification of
spoecial purehases, products, or events that are relevant to people with
their purchase profile, In addition to matehing products to customers,
the interaction pattern shows that the store is involved enough to care
ahout the interests of each individual customer,

BRAND ASSOCIATIONS

Managing Brand Equity emphasized that brand equity is supported
in great part by the associations that consumers make with a brand.
These associations might include product attributes, a celebrity
spokesperson, or a particular symbol. Brand associations are driven
by the brand identity-—what the organization wants the brand to
stand for in the customer’s mind. A key to building strong hrands,
then, is to develop and implement a brand identity.

Omne of the goals of this book is to expand the concept of brand
identity. A common pitfall is to foeus on the product attributes and
tangible functional benefits of a brand. Chapter 3, in which brand
identity is formally defined and discussed, encourages strategists to
expand their concept of brand identity by (1) considering emotional
and self-expressive benefits as well as functional benefits, and (2) em-
ploving four brand identity perspectives: the brand-as-product, the
brand-as-organization (covered in detail in Chapter 4), the brand-as-
person (the subject of chapter 5}, and the brand-as-symbol. Chapter
G covers the brand identity implementation process and introduces
strategic brand analysis and brand positioning. Chapter 7 discusses
the delicate problems of managing brand associations over tinfe.

OBJECTIVES OF THE BOOK

There are several objectives motivating this ook, One, just discussed,

is ko ;!yrvetup the concept ol hramd identity: How can you create an

e Fm B Lk N LW



l'{lt'llll'l}' Ut is clear, conmects with the costomes, can e l'|||i'r||'|m'ut{'l_|
o Wit its potential is realized, aod is vich enongh to provide goidiwee
to those implementing it? How do vou nanage it over Lioe in the aee
of a shifting environment and changing competitors and customers?
Chapters 3, 4, 5, 6, and 7 will address these questions.

A second objective is to move bevond the management of a brand
to the management of brand systems. Most organizations need to
manage not only multiple brands but also large varieties of sub-
brands, ingredient brands, brand extensions, co-brands, and branded
services. Further, each brand can take on different roles, which vary
from simply being an endorser (such as Marriott's role in “Fairfield by
Marriott”) to playing a driver role (that is, being the brand that will
drive the purchase decision). Management of brand systems involves
determining the roles that brands play and understanding how they
relate to and impact each other, Chapters 8 and 9 will sort out these
issues,

A third ohjective of the book is to address the critical measurement
issue, How do vou measure brand equity, especially across product
classes and markets? Several major efforts to do just that will be de-
scribed in Chapter 10.

A fourth objective is to consider how to develop organizational
forms and structures that will be effective at building brands. A vari-
ety of approaches will be discussed in Chapter 11.

The overall goal of this book is to help managers build strong
brands. Becanse knowing the terrain is indispensable to traversing it
successtully, it is useful to understand why this task is hard and what
pressures the brand builder must face. Therefore, I now turn to a gen-
eral discussion of why it is hard to build brands.

BUILDING STRONG BRANDS: WHY IS IT HARD?

It is not easy to build brands in today’s environment. The brand
builder who attempts to develop a strong brand is like a golfer play-
ing on a contse with heavy roughs, deep sandtraps, sharp doglegs,
and vast water barriers, It is difficult to score well in such conditions.
The brand builder can be inhibited by substantial pressures and bar-
riers, both internal and external. To be able to develop effective brand
strategies, it is useful to understand these pressures and barriers.
Toward that end, eight different factors (shown in Figure 1-7) that
make it difficult to build brands will be discussed. The first, pressure

to compete on price, divectly allects the mativation 1o build hreads,
The second reason, the proliferation ol competitors, reduces the posi-
tioming oplions availalde and makes implementation less eflectivee.
The: third aned fourth reasons, the faggnentation in media and markets
and the involvement of multiple brands and products, deseribe the
context of building brands today, a context that involves a growing
level of complexity:

The remaining reasons reflect internal pressures that inhibit brand
building. The fifth reason, the temptation to change a sound brand
stralegy, is particularly insidious because it is the management equiv-
alent of shooting yourself in the foot. The sixth and seventh reasons,
the arganizational bias against innovation and the pressure to invest
elsewhere, are special problems facing strong brands. They can be
cansed by arroganee but are more often caused by complacency cou-
pled with pride and/or greed. The final reason is the pressure for
short-term results that pervades organizations. The irony is that
muny of the formidable problems facing brand builders today are

FIGURE 1-7
Why Is It Hard to Build Brands?
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cavised Dy internal forees and biases that are voder e control of the
organizition.

The fact that many brands fail to reach their potential or maintain
their equity is neither surprising nor puzeling when the various pres-
sures against building strong brands are examined. The real curiosity
may be that strong brands exist at all in the face of these pressures,

1. Pressure 10 COMPETE ON PRICE

There are enormous pressures on nearly all firms to engage in price
competition. In industry after industry—from computers to cars to
trozen dinners to airlines to soft drinks—the picture in today’s market
is the same: Price competition is at center stage, driven by the power
of strong retailers, value-sensitive eustomers, reduced category
growth, and overcapacity (often cansed by new entrants and by old
competitors hanging on, sometimes via bankruptey).

In presentations on brand equity, T often ask executives to raise
their hand if their industry is one in which brutal price competition is
not the norm or becoming the norm. OF the thousands of executives
who have attended these presentations, only one person has ever held
up his hand—the director of the Panama Canal! -

Retailers have become stronger vear by veur, and they have used
that strength to put pressure on prices. Whereas a decade ago, infor-
mation was largely controlled by the manufacturer, retailers are now
collecting vast amounts of information and developing models to use
it. As a result, there is an increasing focus on margins and efficient use
of space. Suppliers, particularly those in the third or fourth market-
share position with only modest lovalty levels, are exposed to harsh
pressure to provide price concessions.

A decade ago, private-label brands were largely limited to low-qual-
ity, low-price’ products unsupported by effective packaging or
tnarlcr:'rtiug.f,f siven these characteristics, they enjoyed only temporary
sales spurts during recessionary times. No more. While still offering
so-called price brands, retailers are also increasingly offering private-
label brands at the high end of the business. Such hrunds are
competitive with national hrands in ity soned marketings si it but
have substantial cost advantages—in part becanse the cost of the
bramd managenient tewm, sales foree, and advertising is lower ad can
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be spread over hundreds of product elasses and in part because of
logistical udvantages. The result is more price pressure,

Sules promotion is both a driver and an indicator of the price focus,
In the 18505, about 10 percent of the communication mix was de-
voled to price promotions. Those were the days: Distribution was
simple, retailers were concerned with building new stores rather than
squcezing margins, and markets were growing. Today, more than 75
percent of the advertising/promotion dollars in the United States are
going to promotion,

These market realities imply that the key success factor is low cost,
Orvgmizations must reduce overhead, trim staff, downsize, and cut all
timecessary expenditures. What, then, happens to the people who
support the brand with market research or other brand-building ac-
tivities? They are vulnerahle to the organization's new cost culture,
Also vulnerable are investments in brand eqquity, which come out of
precious margin dollars,

2. PROLIFERATION OF COMPETITORS

Noew, vigorous competitors come from a variety of sources. A host of
food categories have watched Weight Watchers and Healthy Choice
enter their markets through brand extension strategies. In the snack
cilegery, Frito-Lay has seen regional brands expand and Budweiser’s
Fade brand break out of its niche to become a major competitor.,
The soft drink market has been encroached on by new product forms
that provide real alternatives for the customer: bottled water, car-
rl :;;:::I:tl water, fruit-based drinks, and “new age” drinks, among

\ddditional competitors not only contribute to price pressure and
b complexity, but alse make it much harder to gain and hold a
position. They leave fewer holes in the market to exploit and fewer
nplementation vehicles to own. Each brand tends to be positioned
e warrowly, the target iarkets hecome smaller, and the nontar-
et market becomes Lrgen Elforts to market tor a broad segment thus
become more dilficult in e ee of the complex “lwundseape.” Fur-
ther, some new or desperate o mnpetitors way be o wobivided b take
visks or attempt wnasual approaches, The resll can b dostabili-
Aation ol the competitive dymamics. There is also an enbaneed moti-
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vation to copy anything that is snecessful, in part hecase the risks of
copying are offset by the dilliculty of coming up with brilliant new
alternatives.

3. FRAGMENTING MARKETS AND MEDIA

At one time, being consistent across media and markets was easy.
There were a limited number of media options and only a few national
media vehicles. Mass markets were the norm, and microsegmentation
did not exist. Brand managers now face a very different environment,
one in which it is difficult to achieve the consistency that is needed to
build and maintain strong brands,

The bewildering array of media options today includes interactive
television, advertising on the Internet, direct marketing, and event
sponsorship, and maore are heing invented daily. Coordinating mes-
sages across these media without weakening the brand is a real
challenge, especially when promotional vehicles are included in the
mix. A promotion involving a giveaway or a price reduction that
“rings the bell” (that is, results in a noticeable sales spike), for ex-
ample, may be inconsistent with a brand identity based upon quality
because it signals that the brand needs to lower price to gain sales,
Pressure to include promotions (such as the couponing used by
packaged-goods brands or the cash rebates used by automobile firms)
makes it difficult to keep the brand-building effort on track.

Coordination is all the more difficult because different brand-
support activities are often handled by different organizations and in-
dividuals with varving perspectives and goals. When advertising,
public relations, event sponsorship, promotions, trade shows, event
stores,' direct marketing, package design, corporate identity, and
direct mail for a single brand are handled by separate organizations,
each with direct influence on the brand—and even worse, when the
firm’s interngl organization mirrors this diversity in order to interface
with these various players—conflict and lack of coordination must
be anticipated.

In addition, companies are dividing the population into smaller
and more refined target markets, often reaching them with special-
ized media and distribution channels. It is temptating to develop
different hrand identitics for some or all of these new treet seg-
ments. Developing and managing multiple identities for the same

o,

IR I A DAt be pRig % L3 T -

brand, however, presents problems for botl tse braned and the ens-
toner. Sinee media awdienees invariably overlap, costomers are
likely to be exposcd to more than one identity relating to the same
bl

Consider the problem of a mature Dewar’s Scotch consumer, ac-
custoned to the brand's traditional advertising, who encounters the
firm's aulvertisements geared for vounger Scotch drinkers. Or think of
the potential confusion of a prestige-oriented shopper. accustomed to
secing Saks Fifth Avenue advertisements in fine fashion magazines,
whao one day sees a newspaper advertisement for a Saks discount
outlet. The more numerous and diverse a brand's images are, the
mare difficult it is to coordinate them in support of a strong brand.

4, COMPLEX BRAND STRATEGIES AND RELATIONSHIPS

There was a time, not too long ago, when a brand was a clear, singu-
lir entity, Kraft and Oscar Maver, for example, were brand names that
simply needed to be defined, established, and nurtured. Today. the
situation is far different, There are subbrands (such as Kraft Free
Ningles and Oscar Mayer Zappetites) and brand extensions (such as
krull Miracle Whip). There are ingredient brands (such as Hershev's
chocolate syrup in Pillsbury's Deluxe Chocolate Brownies), endorser
bianels (such as the role of Kellogg's in Kelloge's Rice Krispies), and

corporite hrands (such as General Electric). The Coke logo can be

found on-rdozen products, including Diet Cherry Coke, Caffeine
Freo Dict Coke, and Coke Classic—and it doesn't stop there. In the
procery store, Coke is a product brand; at sporting events, if's a spon-
soring brand; and in the communities where its bottling plants
operide, Coke s a corporate brand,

This complexity makes building and managing brands difficult. In
welelitions to knowing its identity, each brand needs to understand its
role in cach context in which it is involved. Further, the relationships
between brands Gand subbrands) must be clarified bath strategically
wod with respeet to customer perceptions. Chapters 8 and 9 delve
intor these mvrky issues,

Why is this brand complexity emerging? The market fragmentation
winel bzl prodiferation mentioned above have ocenrred becanse a
new mrket or product olten Teads 1o new brand or subbesod, An-
other driving loree is cost: There is o tendeney o use established



brands in different contests and roles hecanse establishing o tolally
new brand is now so expensive. The resulting new levels of complix-
ity often are not anticipated or even acknowledged until there is a
substantial problem.

3. Bias TowArD CHANGING STRATEGIES

There are sometimes overwhelming internal pressures to change a
brand identity and/or its execution while it is still effective, or even
before it achieves its potential. The resulting changes can undercut
brand equity or prevent it from being established. Most strong
brands, such as Marlboro, Volvo, and Motel 6, have one characteris-
tic in common: Each developed a elear identity that went virtually
unchanged for a very long time. The norm is to change, however, and
thus powerful identities supported by clear visual imagery never get
developed. Chapter 7 discusses the benefits of consistency over time
and why it is difficult to achieve.

6. B1As AGATNST INNOVATION

While there may be a bias toward changing a brand identity or its ex-
ecution, a psychic and capital investment in the status quo often
prevents true innovation in products or services. There is an incen-
tive to keep the competitive battleground static; any change not only
would be costly and risky but could cause prior investment to have a
much reduced return (or even make it obsolete). The result is a vul-
nerability to aggressive competitors that may come from outside the
industry with little to lose and none of the inhibitions with which in-
dustry participants are burdened.

Companies managing an established brand can be so pleased by
past and currént success, and so preoceupied with day-to-day prob-
lems, that they become blind to changes in the competitive situation.
By ignoring or minimizing fundamental changes in the market or po-
tential technological breakthroughs, managers leave their brands
vulnerable and risk missing opportunities. A new competitor thus is
often the source and the beneficiary of brue innovation.

Consider Weight Watchers, one of the great hrand success stories
of the 19805, Building on its association with professional weight con-
trol, Weight Watehers ereated a $1.5 billion Dusiness by investing in
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products, packaging, aod advertising with asingle-minded vision. But
i the Bt TO8Gs, consumer interest in weight control was eclipsed by
it hroader concern about a healthy dict. Along camne Healthy Choice
(whose story is told in Chapter 9), a brand designed to address this
new market paradigm. Why didn't this health-oriented innovation
come from Weight Watchers, a company with many resources and a
better knowledge of the market? A major reason was that the Weight
Watchers brand was already a money machine, and the company
ticdhi't want to dilute it by investing in a new and different market
Jrsition.

There are countless examples of strong hrands that neither saw nor
responced to opportunities, then watched competitors innovate and
itk the core of their equity. In Japan, Kirin beer saw four decades
ol () percent share fall abruptly to below 50 percent when Asahi Dry
hecame a hit product. Why wasn't Kirin the innovator instead of
Asahi? It is likely that Kirin, being pleased with the status quo, saw
nu reason to look for major disruptive changes in the beer category.

7. PRESSURE TO INVEST ELSEWHERE: THE S185 OF COMPLACENCY AND
LT W)

A position of great brand strength is also a potential strategic problem,
Becanse it attracts both complacency and greed. When a brand is
strong, there is a temptation to reduce investment in the core busi-
ess areat in order to improve short-term performance or to fund a
new business diversification. There is an often-mistaken belief that
the brand will not be damaged by sharp reductions in support, and
thiat the other investment opportunities are more attractive, Ironically,
Hie diversification that attracts these resources is often flawed because
i acquired business was overvalued, or because the organization’s
ubility to munage a different business area was overestimated,

Nerox may be the prototvpical example of a dominant brand that
lost its position beeanse of an inadequate commitment to the core
bnsiness, I the 19605, Xerox virtually owned the copier industry; its
nirhel share was liteeally TR percent. Barriers to entry included a
domitiint brand mnee, a strome set ol patents, and « huge customer
Bases commmmitted Goa l sing progei amd serviee organization. In-
stead of sticking with its steengths and detemding cither the low end
I allawcking costs or the ligh ewd by developing new teelinologies,




Xerox diverted vesonrces into an “ollice of the lnture” coneept. As a
result, the connpany was Dlindsicded by Savin, Kodak, and Canon,
who entered the indostey with inmovative, superior, and often less ex-
pensive products, While there are many reasons why Xerox lost
position in the 19705, one key explanation is the brand's strong
equity, which engendered complacency and a temptation to look for
greener pastures,

8. SHORT-TERM PRESSURES

Pressures for short-term results undermine investments in brands, es-
pecially in the United States. Sonv founder Akio Morita has opined
that most U.S. corporate managers undulv emphasize quick profits
rather than trv to make products competitive over the long haul.
And the MIT Commission on Productivity, after studving firms in
eight major industrial sectors (including textiles, steel, consumer
electronics, aircraft, and automobiles), concluded that an excessive
precceupation with immediate profit at the expense of longer-term op-
portunities is a major factor responsible for the declining competi-

tiveness of American businesses relative to Japanese and European

firms. '3

There are several reasons why a short-term focus might persist
among U.S, executives. First, there is wide acceptance in the United
States that maximization of stockholder value should be the over-
riding objective of the firm. This acceptance is coupled with a
perception that shareholders are inordinately influenced by quarterly
Eaming:-‘.rparth-' becanse they lack the information and insight to un-
derstand the firm's strategic vision, and partly because they cannot
evaluate I'j.lltlt]'l;'l_‘:il]-l-l'.! assets. As a result, managers are motivated to
make curtent performance look good.

Second, management style itself is dominated by a short-term ori-
entation. Annual budgeting systems usually emphasize short-term
sales, costs, and profits. As a result, brand-building programs are often
sacrificed in order to meet these targets. Planning is too often an ex-
ercise in spreadsheet manipulation of short-term financial data rather
than strategic thinking. In addition, because U.S. firins tend to rotate
managers through the organization, the long term hecomes moch less
important than corvent resulis to caveer paths. Muanagers feel pressure
to perform—to “turn it around”™ quickly and visilily.

Thivd, a short-term foens is created by the peromimee measures
available, Measurements ol intmgible assets such as brand couity, in-
formation technology, or people are elusive at best, The long-term
vithie of activities that will enhanee or erode brand equity, for ex-
ample, is dilficult to convineingly demonstrate, in part because the
marketplace 1s "noisy” and in part because experiments covering
multiple yvears are very expensive. In sharp contrast, short-term per-
formunce measurements are ever more refined, timely, and detailed,
The short-term impact of promotions, for example, can be demon-
strated with scanner data. The resulting situation is a bit like the
drunk who looks for his or her car keys under a street light because
the light is better there than where the kevs were lost.

The net outcome is a sometimes debilitating bias toward short-
term results. This bias translates into a need to demonstrate with hard
sales, share, or cost numbers that expenditures pay off, In that con-
text, it becomes difficult to justify investments in intangible assets
(like brands, people, or information technology) which lack a demon-
strable short-term payoll. As a result, these investments are often
forgone and the organization becomes weak at the core, lacking such
assets when they are needed.

BurLpinG BRANDS: DIFFICULT, FEASIBLE, AND NECESSARY

It is true that building brands is difficult. But it is doable, as is evi-
denced by those who have done so. The next chapter, which is about
Saturn, describes a brand-building success storv in one of the most
hostile contexts that exists: the U.S. automobile market, with excess
capacity, many competitors, a fragmented market, and an increas-
ingly strong price focus. This story demonstrates that it is possible to
buikel, maintain, and manage the four assets that underlie brand
couily—awareness, perceived quality, brand lovalty, and brand
associtomn,

O key to suceessful brand-building is to understand how to de-
virlop i brand identitv—to know what the brand stands for and to
ellectively express that identity. The five chapters that follow the
Saturen story disenss brand identity and its management over time.
The hook ten moves to comsider a brand systems perspective—how
Lo mamage a sel of hrands o generate syonergy instead of destructive

conifiision.




Avother key to beand-building suceess is o managee intermal forees
andd prossuves. The need is 1o recognize orgaizstional biases against
true inmevation and toward diversilication, shoet=-term vesalts, ane G-
gquent changes in brandd identitydeseention and then o conmter those
pressures by dewlnping conceptual models and measurements that
support a brand-building culture and policies. Chapter 10 will cover
measurement, and Chapter 11 will directly address how an organiza-
tion can be structured to deal with the problenis and pressures facing
those who would build and maintain brands.

QUESTIONS TO CONSIDER

1. What is the level of recognition and recall for vour brand? Is it
moving toward or away from the graveyvard? What can be done to
improve awareness” Whalt are others doing?

2. Evaluate the perceived quality for vour brand and for its major
competitor brands. Are vou satisfied with the actual quality
levels? What are the important quality cues? How could the qual-
ity message be better communicated?

3. What are the brand loyalty levels of vour customers by segment?
How could loyalty be enhanced? What are competitors doing to
improve loyalty?

4. How are the major competitors perceived by customers? What
assoctitions is each trving to create? What is the desired image of
vour brand? Is the brand and the communication effort consis-
tent with that image?

5. Are there internal pressures that work against brand building—
pressures agdinst true inmovation and toward short-term results,
divers i.ﬁl:-lttiu'!lll: and frequent changes in brand identity/execution?
Assess each. What organizational device can combat those pres-
surest Is the brand environment hostile? How can brand build-
ing proceed in such a context?

&

BUILDING A BRAND—
THE SATURN STORY'

Saturn is more than a car. It's an idea. It's a whole new way of doing things, of
working with our customers and with one another. It's more of a eultural revo-
lution than a product revolution.

—Richard “Skip” LeFauve, Satum CEO

We came here to create something that had never been built before, And it was
harder than we ever could have suspected. We've been through some tough
times together, These days, 1 feel as if there’s nothing this team couldn't take on.

—Bob Downs, Saturn transmission engineer

The American auto industry was under attack from all directions. That's why T

sune here, It was a chance to turn things around. A chance to help build a car
that would go up against the imports—and best of all, to have a say in the way it
was done, . .. One day . . . there was the president of our union, standing right
next to me, putting bolts in and whistling. . . . In the old days, those ruys made
the rules but never came near the production line.

—Steve Hﬂ.!]uWﬂ}: Saturn technician, Spring Hill

Wi knew from the heginning that if Saturn was to suceesd, we'd have to do
pnerre Bl just sellw good car We'd also have to change the way cars are sold,
the way the people who sell them are perecived, and the way customers feel
wheut the experience of shoppinge for a car

=St Lasser, Satvrn dealer



Tean't s it was padviotisi. veally, that madde nic go to see o Salurm it dhiaye . . .
I just wanntles b lined onat swhad Haesie eanrs were like, | Tl cur was great,
what really impressed me was e people, They didit pressoce yon, but they
were glad to talk, if vou wanted to D was like going toaomuosean, and they were
docents.

—Steve Schucfer, Saturn owner?

n January 7, 1985, the General Motors chairman Roger Smith
Oannuum*ed the creation of the Saturn Corporation, calling it “the
keyv to GM’s long-term competitiveness, survival, and success as a do-
mestic producer.™ The new company’s mission, in part, was to market
compact vehicles “developed and manufactured in the US. that are
world leaders in quality, cost, and customer satisfaction.™ Saturn was
an ambitious undertaking for General Motors, but a critical one given
the ominous inroads that imports had made, especiallv in the compact
arena. The Saturn project was pursued at a time when many felt that
U.S. manufacturers lacked the ability to make world-class compact
cars, and GM itself had aborted several efforts to do so.

After four vears on the market, the verdict was in: Saturn had sue-
ceeded in building from scratch one of the strongest brands in the
United States, suggesting comparisons with the Ford Mustang of the
1960s, the Ford Pinto of the 1970s, and the Ford Taurus of the 1980s.
The first section of this chapter will discuss and support that asser-
tion. What exactly is a strong brand? Did Saturn earn that distinction
during its early vears? Second, the creation of Saturn's brand equity
will be analyzed. What decisions paved the way? What strategies and
programs were behind the brand? Third, the challenges that Saturn
and GM now face will be considered. Building a brand may not be
as difficult as maintaining its momentum tactically and managing it
strategically; in Saturn’s case, success created its own problems and
options.

SATURN: A STRONG BRAND?

A bottom-line measure of the success of the Saturn brand-building
effort is its sales performance. Saturn sold 74,000 cars in 1891,
196,000 cars during 1992, 229,000 in 1993, and 256,000 in 1994, a
result that made it the eighth highest-selling brand out of some two-
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bramds in Satoen’s cluss. Farther, sides wonld live heen subistantially
higher Lad they not been inhibited by production capacity limi-
tations. Satirn was lrequently short of product during this period.

Becanse Suturn sold substantially more ears per dealer than did its
competitors—Saturn had 335 dealers in 1994 versus approximately
800 for Ttonda, 10O for Tovota, and many more for Ford and Chev-
rolet—it can be argued that Saturn was the leading brand in regional
and local markets.

Another hottom-line indicator of the strength of the Saturn brand
is the fact that with a sticker price comparable to the competition, it
successfully eliminated price haggling, dealing, discounts, and re-
bates—an incredible achievement given the times, To appreciate this
achievement, it is useful to provide perspective, In virtually every in-
dustry from airlines to pet food to computers to diapers to hotels,
even strong brands with few competitors (for example, Coke and
Pepsi) have been unable to break out of a price environment charac-
terized by promotions and deals. The automobile industry has long
suffered from pervasive price haggling in the dealership, which has
focused attention on price at the point of decision. Since the mid-
1980s, debilitating, company-sponsored price discounts and rebates
have worsened this situation. In 1992, for example, more than 60
percent of Ford Taurus sales were made with a cash discount or in-
volved heavily discounted Heet sales, Only a few vears earlier,
nobody would have predicted that a major antomobile brand could
have stepped away from this practice. Further, the brand that did
was not European or even an upscale brand—not Lexus, BMW,
Acura, Lincoln, or Cadillac—but a General Motors compact,

Another indicator of the strength of the price and margins assoei-
ated with Saturn comes from the attitude of Saturn dealers. Two
studies found that Saturn was either the most valued franchise in the
industry or second only to Lexus.® This appraisal by dealers would
have been unlikely if Saturn had not achieved above-average margins.

As discussed in Chapter 1 and in Managing Brand Equity, there
are four principal dimensions to brund equity: perceived quality,
brand loyalty, brand awarcness, and brand associations. In the sec-
tions helow, Satwrn’s performance on cach of these dimensions will
be comsidered.
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The ). 1. Power measures of custonwers” response to heir new car
purchase reHect pereeived guality, Satnen was oueth (hehind Lexus,
Infiniti, and Cadillac) in the 1992 ). 1, Power Sales Satislaction Index
(551), which measures reactions to the salesperson, delivery activi-
ties, and initial product condition. Further, Saturn was third in the
1992 J. D. Power Customer Satisfaction Index (CSI), which examines
product quality and dealer service after one vear of ownership. The
two brands that exceeded Saturn on the 1992 CSI, Lexus and Infiniti,

had sticker prices substantially higher than that of Saturn.® Notably, .

Saturn's performance on both of these |. D, Power measures was
maintained in 1993, 1994, and 1993, and, in fact, Saturn moved to
third position on the S$51 in 1994 and, remarkably, to first position
in 1995,

Another measure of perceived quality comes from the resale
market. In 1993, the suggested retail price of a 1991 Saturn averaged
5 percent above the original list price, whereas those of the Honda
Civic averaged 5 percent below the original list price. The resale
prices of 1991 Toyota and Nissun models reflected substantially more
depreciation.’

Market research has demonstrated that Saturns are favorably per-
ceived by car shoppers. During the brand’s first year, showroom
visitors intercepted before they saw the sticker price estimated the
Saturn price would be three to five thousand dollars more than it
actually was." The car itself implies high quality.

LoyaLTy

In-house customer surveys provide direct measures of loyalty. During
1994, 87 percent of Saturn buyers said they would definitely recom-
mend the retailer, a percentage that had steadily climbed from 80
percent after vear one.” The |. D, Power C51 and 551 indices also re-
flect lovalty as well as perceived quality.

A series of anecdotes suggests that some Saturn owners feel intense
lovalty toward their cars. When one dealer attached Polaroid pictures
of buyers to the showroom wall, customers who bought Saturns
before the picture program began insisted that their snapshot he
added to the others, One couple got married in their Satum. Some

owners have volunteered to display their Saturns at car shows, There
is a “Salurn groupies” interest gronp on the Prodigy on-line computer
network. Such ancedotes are reminiscent of the Volkswagen Beetle
phenomenon ol the 19605,

AWARENESS

Saturn was successful at building awareness. Recognition among the
target segment started at under 1 percent, went to 40 percent a few
months after launch, reached 79 percent a vear later, and was nearly
100 percent in the fourth year. Recall had reached 14 percent at the
end of 1992 (just behind Dodge and Pontiac and ahead of Mazda,
Mitsubishi. and Geo), and grew to 17 percent in 1994, approximately
the same as competitor brands, most of which had heen supported hy
advertising for decades.

ASSOCIATIONS

Saturn was even better at creating associations. After one year, the
percentage among the target segment (those intending to buy a
smaller car) reporting agreement that Saturn had fve kev associations
ranged from 30 to 40 percent, and in mid-1993, Saturn exceeded all
Japanese brands on the “friendly” dimension.

By early 1995, the percentage of respondents who agreed that
Saturn cared about its customers and was friendly exceeded 60 per-
cent and was twice that of the average of six competitors in its class
(such us the Honda Civic). Saturm was also strong in having very good
dealers, being a company you like, having safe cars, providing good
vithie and offering an intelligent approach.

Thus a wide range of perspectives and measures support the
proposition that Saturn succeeded in creating a strong brand during
its initial two years and beyond. Tt should be noted that Saturn was
not profitible during those first bwo years and only modestly so there-
ller It can be argued, however, that the indicators discussed above
reflect brand strength better than does profitability, which is influ-
enced by product desien, mannlicturing, wl production capacity. In
particubin, expanding Satarn's cipecily and produet line might dya-
matically increase profitability (move on this later),



HOW SATURN BUILT A BRAND

Flow did Saturn become a strong brand in only a few years? What
were the key decisions, policies, and prograns? Below is a deserip-
tion of seven areas of strategy that were potential contributors, The
j.:l:h'l] is ol oy b deseribee what was done bt also to suggest the logic
behind the strategios: why they were pursued, and how they were in-
tended to contribute to the brand. Although certainly some elements
of the Satirn strategy iy have been eritical, it was the synergy of the
total progrivn—ruather than the power of any single element—that led
to its success,

Tue Mission: A WoRLD-CLAss PropucT

From the beginning, the driving concept behind Saturn was to
ercate & world-class compact car that could match or exceed such
Japanese imports as the Honda Civie and the Toyota Corolla in
quality. The car needed to have the reliability, safety, feel, appear-
ance, skl overall excellence that people expected in the top imports
while: remaining competitive in price. This quality imperative was
one of the defining dimensions of Saturm’s corporate culture and
Brrsuned delentity,

Too olten there is a delusion that brands can be created by adver-
tising without a product or service that really delivers quality and
vitlie—in short, that image is a “problem” of advertising, In reality,
the product drives the image, The Edsel of the 19505 would have
been a symbol of quality today if it had been an excellent product in
that key first vear; some very good Edsel advertising and marketing
wits wasted because of a shoddy product. The Volkswagen Beetle
phenomenon of the 1960s very likely could have been transferred to
the Rabbit in the mid-1970s if it were not for the initial mechanical
problems that plagued the Rabbit during its early vears. These
problems dooned the effort to use advertising and the rabbit sym-
bolisin to transtorm the Beetle cquity to the Rabbit. In fact, VW has
Bivedd in the shiadow of those davs ever sinee.

Saturn dicdd not make the mistake ol the Edsel or the Rabbit: its
product was good Trom the ontset. Reviews in car magazines pro-
vited objective judgments Ut the car was designed and built well,
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andl that there was substance helind the positive feedback from the
customer surveys. The T99 Satwen was called " major step forward”
by Road and Track, and the 1992 Saturn SL was called the “hest
value”™ of any 1992 small car in its price range. The already cited J. D,
Power indices delivered even more persuasive evidence that Saturn
had pulled it off,

One visible example of the Saturn quality emphasis has been the
decision to offer a money-back guarantee. Within the first thirty days
or 1,500 miles, whichever comes first, an original purchaser may
return his or her Saturn for a full refund or for a replacement car. The
guarantee not only reassures the buyer about the purchase decision
but also (because of the substantial economic penalty for poor quality)
provides an internal signal about the quality level that is needed and
expected.

Recalls have given Saturn numerous opportunities to graphically
demonstrate its quality culture. When it was found durin £ ome recall
that defective coolant (antifreeze) might have caused some unrepair-
able damage, the 1,836 involved cars were never resold. During
another recall, u Saturn engineer personally delivered a seat to a cus-
tomer who lived on a remote Alaskan island,

THE TEAM APPROACH: “A DIFFERENT KIND OF COMPANY”

GM's hasic premise was that a world-class compact car and a strong
quality culture could not be created within the confines of an existing
General Motors division. A new company was therefore formed and
given the freedom to create not only a product but a whole new
organization—iree from the restrictive UAW contract and the histori-
cally confrontational relationship between labor and GM manage-
ment, free from the constraints caused by an existing brand family,
and free from the inhibitions of an existing way of doing business.
People who joined Saturn broke ties with their prior GM unit and
olten moved to Spring Hill, Tennessee, where a “green field” manu-
Facturing facility was built. This new organization was integral not
only to ereating the produet but also to the broader challenge of ere-
alingg i bl andd commmmicating its identity. The initial Saturen ad,
shown in Figure 2-1, illustrates the commitment of the first people
by Sigzn o,



FHGURE 2=
The First Satwrn Ad—CGoing Home

Life was good. Work was good. But And it seemed like overni
od. ight
then, the oil dred up. somethin’ happened to the way

people thought about cars. It got
frustrating.

EFX: MUSIC UNDER THROUGHOUT We grew up on the comer of

NARRATOR: Thers was Barney, Billy, Jefierson and Palmer. And if you
Scooter, and me. lived there then, you lived, breathed,

swore at, and by, cars.

Then | decided to go to work for a There were some things | knew |'d
company called Satumn, and build miss. . . But there were certain thir
cars again. But in a brand new way. | wanted to remember.

EFX: MUSIC OUT

Reéprinted with permission of Swtum

The more buck toothed and hole It was the "B0s, And of all the things
riddled the better, We grew up some. we tould be thinking about, we stil
Went away. But we came back to mostly just thought about cars.

huild Mustangs, Corvettes, and GTO's,
Among other things




A group of ninety-nine people drawn from the vanks ol T wnd
management throughiont GM—now reverently called the 799 club™—
was charged with deciding what type of organization wus needed,
After visiting sixty benchmark companies to see how successful or-
ganizations operated, they developed a team/partnering approach,
very unlike anything at General Motors, to design and manufacture
Saturns. This partnering concept was ultimately extended to all el-
ements of the business, from engineering to marketing, dealers, sup-
pliers, and the advertising agency.

THE 1943 RECALL

In June 1993, Saturn decided that a recall was needed on all 350,084 cars
made before April 1993 to ensure that a wire was properly grounded.
The initial negative publicity was gradually replaced by more positive re-
ports. Why? First, the recall was voluntary, not man dated by the
government. Second, it was handled expeditiously: After two weeks 50
percent of the cars had been repaired, in part because of the contact that
retailers had with their car owners. (In contrast, a major recall by a com-
petitor—mandated by the government—was only 33 percent complete
after twelve months.) Third, retailers handled the event positively. One
chartered a bus to a baseball game; when the bus returned, the cars had
heen repaired and washed. Another had a barbecue that customers could
attend while their car was being fixed. A third offered theater tickets,
In all, Saturn’s strong customer relationship was reflected in the way
that the recall was handled. Tracking studies indicated that the Saturn
image on the “takes care of customers” dimension was not affected, andl
that the brand had actually improved on the “good dealer” dimension.

There are now cross-functional teams of people assigned to mod-
ules within Saturn that stimulate change, maintain standards, and
provide the basic organizational structure. A team focus pervades the
organization and provides a sense of empowerment. It is behind the
partnering relationship with the UAW, which is unique within GM.
The extensive training effort (5 percent of all work time) contains a
heavy dose of team-huilding exercises. Objectives and rewards are
based upon team and organizational goals. For example, manufactir-

g people Tave 20 pevcent ol their compensation based upon the
eppaality aned proddoetivity of e plant, This team ovientation is part of
the “different kind of company™ that emerged at Satur,

CREATING PERCEPTIONS BY SELLING THE COMPANY, NOT THE CAR

Having a world-class car was not enough to create a strong brand.
Customer perceptions are what matter, and perceptions do not auto-
matically follow reality. Audi, for example, found that spending a
hillion dollars to create what may have been the best car in its class
was not enough to attract buyers who were skeptical of the Audi
name. The VW Rabhit was a quality car one or two vears too late; the
perception of low quality caused by the model's early problems could
not be overcome,

So, given that Saturn had created a world-class car, how could it
convince people of that fact? The obvious tactic, essentially used by
all car makers, would be simply to tell audiences why the car was so
good, using phrases like “the relentless pursuit of perfection” or “as
finelv tuned under the roof as it is under the hood.” The story would
build upon specifics: safety features, exterior design and finish, fuel
economy, acceleration performance, comfort, road tests, endorse-
ments by car magazines, guarantees, nimble and quick handling, and
so forth. The focus would be on the car, using unrelenting logic and
mind-numbing facts. Saturn certainly would have had plenty of facts
to use if that option had been exercised.

A logical, product-oriented approach would have been almost
surely doomed to fail, in part because others had already been there.
Ford's motto had been "Quality is Job 17 for over a decade. Buick was
the “symbol of quality.” Honda seemed to own the ]. D. Power index.
For at least half a decade, Lee lacocea, former chairman of Chrysler
Corporation, had been saying that Chrysler cars were just as good as
Japanese cars. Saturn advertising along these lines would surely look
like: that of a dozen others brands and thus might not be noticed or be-
lieved. Further, an emphasis on attributes would tend to make price a
focus, wiven the similarity of the quality claims,

The solution was to scll the companv—its values and culture, its
[lnqﬂu}'urm andd its customers—rather than the car The initial adver-
tising showed Satuen coplovees as people with personalities and o
deep emotional commitinent to both guality and the tewmwork




Saturn LAUNCH Day

.

SATURN.

Mo ane alze in the world had done all Seems fo me, that when vou see where
this, not that | know of, not since the yaur part fits into the big picture, it
Model T anyway. Raw materal comes o maans a lot more. It's my percaption
the hack daor and a car comes put af the amyway

other and,

EFX: MUSIC UP & UNDER NARRATOR: It used to be, | saw the

THROUGHOUT product that | was making, but that was

EFX: (TV SET) 78 degrees today. In just one part of a thousand parts that

other news, the frst Satumn car will be went into the makeup of a car.

rolfing off the fine in Spring Hill
MNow we got people watchmg s, same But I'll tedl you, when | go to the end of
are o us, some agains! this building and | see that car sitting

there, I'm gonna feel akigh

A BIFFERENT K1Nooof CoMDPANY
A T LENT King of Cam
“It's gonna be some day, | guess.” There No one would ever ask me what | IFFERENT King 0f Cad
was no way | would eyver see the cars thought. Then | heard about Saturn
that it went into. The way things were buikding a whole new car plant to build
done, | wasn't involved, d MYy Lar, H”d thﬂ figured out a new Gonos be & geeat Yeslin’ to know thar |
way of running things 1oo wins a small part al history

EFX: mLEsIE T



approsch. The commoercial in Figore 2=1, for example. bad workers
deseribing the role of cars in their childhood. Another showed the
sacrifice and risk of moving to a new arca and beginning with anew
company; a third, shown in Figure 2-2, portrayed workers” pride in
seeing the first car come off the line.

A print ad telling the story of a powertrain technician at Saturn
began with a scene of a Spring Hill farmhouse on a misty morning
and the line, “I remember standing here in the middle of nowhere, no
sign of an automobile plant in sight and thinking, "What the heck am
I doing here?” During year two, much of the advertising focused
upon customers and their experience with the car and the Saturn re-
tailer—still a departure from product-oriented advertising. In 1995,
when Saturn told the story of a redesigned car, it was again through
the eves of emplovees and other members of the Saturn family.

In early ads, prospective car buyers were made to feel that Saturn
and its employvees would not design, build, or sell anything less than
a world-class car, simply because of who the people were. The believ-
ability of the ads undoubtedly was transferred to the implicit product
claims. In contrast, a prime problem of most product-oriented car ad-
vertising is the credibility gap spawned by conflicting claims, all of
which cannot be true. The resulting judgment that some ads must be
talse or exaggerated casts a shadow over all. Further, the simple fact
that Saturn chose a very different tack was helpful in breaking
through the clutter of automobile advertising.

The visual imagery of the Spring Hill plant helped to support the
whole concept of a new kind of American company. As a new plant in
the middle of & border state not associated with antomobile manu-
facturing, the Spring Hill facility had the clear potential to start from
scrateh and to do things the right way. The “middle of nowhere” of
the early print ad subtly implied a breath of fresh air. The employees
also provided strong imagery. Think of Pontiac and your mind might
visnalize a car; mention Saturn, however, and the picture is more
likely to be one of people.

Two important name decisions are noteworthy. First, Saturn dis-
tanced itself from GM. Early concept research had made it clear that
cueing the GM name resulted in a substantially lower quality percep-
tion and credibility, whereas cueing a Japanese name {such as Sony]
did the reverse. Further, the whole comeept of Satorn involved a fresh

start af building an organization and a cors linking the elliort 1o GM
wonld beeve nnclervent thi comcepl,

Second, the option of muning maodels (like the Tonda Civie, Pre-
hudle, and Aceord) was resisted. The focus was to be on Saturn the
comnpany aned the product. A model can provide a usetul subbrand
when it distinguishes something very different from the rest of the
brand, like the Mazda Miata or the Ford Taurus. In this case, however,
models would have drawn attention away from the main story,

CREATING A RELATIONSHIF BETWEEN SATURN AND THE CUSTOMER

Most brands, particularly car brands, focus upon such attributes as
safety, economy, handling, or comfort in developing a brand identity.
Such posifioning strategies are often relatively easy to copy or surpass
and thus are weak bases for loyalty. Strong brands usually move
bevond product attributes to a brand identity based upon a brand
personality and a relationship with customers. For example, an im-
portant part of Saturn’s brand identity is its commitment to treat
customers with respect and as a friend. Properly implemented, this
relationship and the brand personality that underlies it have the po-
tential to create an intense, enduring brand loyalty,

Along with the quality imperative and the team orientation, the
Saturn way of treating customers is a defining dimension of its corpo-
rate culture and the basis of many of its characteristics. The retail
experience, for example, follows from this relationship concept. Hag-
gling over price and plaving negotiation games is not compatible with
the Saturn—customer relationship. It seems incredible that nearly fitty
vears after the marketing concepl appeared on the scene, treating the
customer with respect and as a friend was a breakthrough in the
automobile industry, But it was.

T understand the nature of a brand—customer relationship, it is
uscful to consider the metaphor of a brand as a person who has a
personality and interpersonal relationships with customers. For ex-
ample, Volvo personified might be dependable and reliable (with a
European accent) but somowlhat stodey and lacking a sense of humor.
The cnstomner relationship might be characterized by feelings of
being seeure and comfortable. In shorp contrast, Mercedes as a
person might be elegant, soceesstul, and perhaps a bit stuily and
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alool. 1ts enstomer relationship might then he based on the customer
aspiring to belong to the Mereedes group.

Saturn might be personified as voung (at heart), gennine, honest,
friendly, and down-to-earth, and as someone who cares about indi-
viduals (whether they are clients, patients, or customers) and treats
them with respect and as a friend. This person would also be com-
petent and reliable—a person you would respéct and trust. The head
of the Saturn engineering team talks of his company as a person who
is “thoughtful and friendly” and who “won't let you down and won't
outshine you.™® The personified Saturn would not have a foreign
aceent, and would not speak to you condescendingly (as might, say, a
personified Volkswagen who thinks you don't get the Fahrvergniigen
concept), but would speak with respect and as a friend. The concept

THE SATURN “HOMECOMING”

Toward the end of June 1994 some 44,000 Saturn owners were invited to
a “homecoming” at the Saturn plant in Spring Hill, Tennessee (see
Figure 2-3), This “Saturnstock” event was modeled after a festival spon-
sored by Harley-Davidson that had drawn more than 100,000 Harley
hikers to Milwaukee. As with the Harley-Davidson event, many Saturn
owners traveled to Spring Hill in caravans organized by local retailers.
In addition. over 100,000 other “Satwrn-ites” attended picnics and par-
ties organized by local dealers,

The “family get-together” participants at Spring Hill were treated to
entertainment and activities. Six stages featured country music (with
Wynonna Judd and others), rhythm and blues, gospel singers, mimes,
| clowns, and jugglers. The activities included line dancing, barbecues,
craft fairs, mingling with celebrities (like Olympic gold medal skater Dran
Jansen), and in the spirit of Harley-Davidson, a Saturn-logo “tattoo”
parlor (the logo was removable). The centerpiece was the plant tour. In
fact, the whole event was stimulated in part by the many requests from
Saturn owners to visit the plant,

The event captured and reinforced the Saturn charisma. The focus
was on Spring Hill, the plant, and the people; in fact, some 2,300 em-

povees volunteered to be hosts Tor the event.

AT F Rl T RITARF I AT ERTRSR

of Saturn as a person helps to give the brund—customer relationship
mure depth and texture.

According to Saturn retailers, another aspect of the firm's
brand—customer relationship is a sense of customer pride in Saturn as
a U.S. car that has beaten the Japanese firms at their own game, in the
emplovees for their commitment and achievement, and in themselves
for buying an American car. This is different from the product-
centered pride felt by many new car buyers. The purchase and use of
a Saturn goes beyond enjoving the functional characteristics to ex-
pressing a customer’s values and personality. Among the keys to this
pride are the plant at Spring Hill, Tennessee, and the American
emplovees’ intense lovalty to Saturn. Ironically, Saturn never adopted
a slogan like (Chevrolet's) “Heartheat of America” or {Oldsmobile
Aurora’s) "An American Dream.” If it had, the pride might not have
heen as strong, because it would have had less chance to be discov-
ered by and to emanate from within Saturn owners.

Saturn has much in common with other charismatic brands (such
as Apple, Harley, and the VW Beetle) that have developed intense
and loval relationship levels. Each is an underdog to a larger compet-
itor, each has a strong user group with an identity of its own, and each
has users who encourage others to buy.

THE RETAILER STRATEGY

The retailer organization both draws on and contributes to the Saturn
culture and brand identity. In particular, retailers provide a very
different buying experience that reflects the Saturn—customer re-
lationship. Retailers also engage customers in activities which
indicate that Saturn is interested in more than just selling a car.

Automobile customers are used to a high-pressure salesperson
pouncing on them as they arrive at the showroom, and immediately
pressuring them toward a test drive and a purchase decision. The
classic line is, “If I can get this car to you for X dollars, would you
buy?" Focus groups, a dealer-involved team, and simple logic told
Saturn that customers intensely disliked this approach.

Saturn thercfore has chosen to sell its product very differently.
When the eustomer enters e showroom of the retailer (not a dealer),
he or shie is not pressured by a conmissioned salesperson. Rather, the
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sibaricd "sales consultant” is likely to wander over and ask i the
browser has any uestions. Furthes, the consultant is trained not omnly
to answer questions but to explain in detail the design philosophy of
the car and company, as well as point out features, Most important,
the hated price haggling is eliminated; the retail price allows for a
comfortable but not excessive margin (around $1,400 per car), the
customer buys or does not buy, and that is that.

A key ingredient in making no-haggle pricing feasible was the
market area retail network. Early in the development phase, Saturn
retail team members pointed out that competing dealers in close
proximity would have every incentive to reduce prices. Their SUELes-

tion—perhaps self-serving at the time, but brilliant in retrospect—was :
to find retailers who would take responsibility for a broad market area

and to open as many as six dealerships in that area. Thus potential
price competition among adjacent dealers, a driving force behind low
profit margins, was nearly eliminated. The market area retail network,
one of Saturn’s most sustainable advantages, would be virtually
impossible for competitors, locked into existing dealer agreements, to
duplicate,

In addition to the market area concept, Saturn’s system of low-
pressure selling by salaried sales consultants is based upon the total
organization. Its key components include a mix of sales consultants
hired from outside the car industry, a compensation and incentive
system based more on group efforts to satisfy customers than on
individual sales results, a culture that emphasizes treating customers
with respect and as friends, and structural links to the rest of the or-
ganization. At Ford, Chevrolet, and Tovota, in contrast, the whole
organization is set up to push cars through the system. An effort by
these firms to copy the Saturn selling system without overhauling
their organization is unlikely to be successful. And changing the or-
ganization is most difficult.

Nordstrom is an example of a firm that has shaken up the retail
environment in several major markets. Upscale department stores
have attempted to respond by copving the “Nordstrom style” of
doing business. They have been largely unsuccessful, however, be-
cause the elements of their organizations—especially employees
used to another approach—are simply not capable of adapting. Com-
petitors of Saturn would find similar problems if they tried to copy
the Saturn retail style.

TS i 2] s T A R il o B e P R ™ [, - r

SATURN RETAILERS AS BRAND BUILDERS

St retailers have played a key role in supporting the Saturn identity,
Nut only have they implemented a retail experience that leads to a
relaxed, comfortable feeling rather than the tense, pressured and intimi-
dating feeling associated with buying a car, but they have visibly
conntinicated the fact that Saturn is about much more than making and
sellinge cors.

Saturn retailers engage in a host of customer-involving activities that
serve to connect customers to the brand. A monthly event such as a
BB ice eream social or outing is the norm at Saturn retailers. A Saturn
Singles Sovial was organized for single Saturn owners by one retailer,
"Local” homecomings were held by many retailers for those who could
not miki: the Spring Hill event (see the Saturn Homecoming boxed de-
seription). A 100,000-mile ¢lub has been started by a Detroit retailer—
any person whose Saturn has at least 100,000 miles on it becomes a
member and receives a package of “Saturn stuff” and an official member-
ship cortificate,

Saturn retailers have been unusually active in local charities in part
because charitable activities fit naturally with the Saturn way of thinking
sl relating to customers. Some of these projects are particularly visible
bevanse of their scope or continuity over time.

Fur cxample, the twelve Saturn retailers in the New York area have
built twelve huge Saturn “Kid's Kingdoms,” playgrounds that 150 kids
vin use. Each playground cost about $35,000 and involved many volun-
teers, This effort has been promoted by New York's Director of Parks and
Recreation, the governor of New Jersey, and others as one of the best ex-
unples ol a private-public sector partnership,

The: Columbus Saturn dealer has links to the local zoo which include
un unnual “Saturn-day-at-the-zoo” party for Saturn owners {which
uttracts some five thousand people), the Saturn Safari which treats ap-
proxintely thirty thousand children to a zoo experience, sponsorship of
niinerons fund-raising events for the zoo, and the use of zoo animals in
ks wned in the retail setting, (Live tigers huve even visited the show-
PiMOENS.)




A Inrregent Kisp or Comeany, A Divrenest King ol CAR

A slogan can capture the essence of a brand and become an im—
portant part of the brand equity. If a brad is “packaged meaning,” a
slogan can be the ribbon that ties the packuge together and provides
an extra touch. For example, the famous Avis slogan “We're number
2, we try harder” clearly positions the brand with respect to the com-
petition (the leader, Hertz) and captures the thrust of the Avis
strategy. Addressed to the employees as much as the customers, the
slogan helps to crystallize the values and culture of the firm. More-
over, it provides an umbrella construct which organizes and com-
municates ‘?pEClﬁC features and programes that otherwise would I'H-"
disjoined and confused.

The slogan "A different kind of company, a different kind of car”
provides the same kind of function for Saturn and is an important part
of its brand equity. It suggests that unlike other Detroit cars, Saturn
is a world-class product comparable to the best Japanese imports. The
“different company” position captures the unique way in which
Saturn operates and interacts with its customers. However, it also
lends credence to the different-car position by implyving that only a
special car could be made by such a special company. If Saturn had
claimed directly to be a world-class car, it is highly unlikely that it
would have achieved the desired perceptions.

The slogan provides a core meaning, vet allows a host of speclﬁc
features and programs to be mtn]{lm;ed without confusion. A pro-
spective customer may not recall exactly how the company and its car
are different, but the impression of being different remains. The
slogan also provides a center of gravity for the emplovees, suppliers,
and retailers. An important part of the culture, it helps people enforce
norms by saying, “That is not done here. We are different.”

INTEGRATED COMMUNICATION

One practical problem in building and maintaining brand equity is the
development of effective communication that is consistent over dif-
ferent media and over time. The automobile industry has been
characterized by look-alike, product-focused Detroit advertising, a
temptation to use price appeals, dealer advertising that is usually off

stradegy, wned the involvement of o bost ol convmmmication organiza-
ions. The result too often has been inelfective and inconsistent
TS AL

Al Saturn, a very dillerent approach was taken, A West Coast
ageney, Hal Riney, was selected as a “communications partner.” In
order to make sure the message was consistent across media and
theougeh time, Riney was charged with being involved in all the
Saturn conmunication efforts, including brochures, retailer advertis-
ing, anel the design of the retail showroom. The Riney shop was
expericnced with this broader scope: It had created the lile-size story
display for the Bartles & Jaymes wine cooler spokesmen Frank and
Foel, o logo for Mirage Resorts, a package design for Stroh Brewery,
undd 2 seven-minute entertainment film for Alamo Rent-A-Car cus-
tomers to wateh while waiting in line.

Farly on Riney produced “Spring in Spring Hill,” a twenty-six-
minute documentary in which Saturn team members explained the
cxcitement and challenge of being part of their new company. The
pivee captured the emotion and feeling of Saturn. It was shown to
ciplovees, suppliers, the press, and eventually to the general public
ws e indomercial,

Hhnstrative of the integrated communication effort is the work that
Hiney did to ensure that the retailer effort was on strategy. The print
uels designed [or retailers were very different from local automobile
newspiper advertising which usually emphasized price. With a large
picture of the car, considerable white space, and witty headlines,
the series of ads were compatible with the Saturn car and person-
ality, Onee asked, "Gosh, what if we all came back as ears? Riney had
to resist the inclination of retailers to Rl the white space with used-
cur prices or maps showing directions to the nearest showroom,

Perhaps the most telling example of enforced consistency oc-
curred when a group of retailers considered a car giveaway to
generale store tralfic when awareness and interest was at a low
point, Riney insisted that such a promotion would damage the huge
nvestent in brand cquity, especially among customers unfamiliar
with the Saturn concept. When the retailers persisted, Riney de-
stgned a0 promotion that would cobance the equity rather than
dhiage it Winmers would go o Spring Tl and participate in
Bililing their car The focns was theo on Spring Hill and the com-
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Saturn Brand Equity Drivers and Challenges
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mitted employees building quality cars, not on mercenary appeals to
entice people into a showroom.

CREATING BRAND EQuiTy

Figure 24 summarizes how brand equity was created at Saturn. The
figure shows five dimensions of brand equity (the retail system is
added to the four conceptualized in Chapter 1); also shown are the
principal drivers of each dimension. Note that some eighteen differ-
ent decisions and programs are mentioned as drivers, and that the list
is not meant to be comprehensive.

There was no primary driver of the Saturn results. Rather it seems
clear that the synergy and fit of the various pieces combined to create
the brand equity. Four elements of the strategy, however, stand out as
being especially crucial: the ability to design and build a quality car,
the relationship-based brand identity, the decision to focus advertis-
ing on the company and its employees and customers (rather than the
car), and the retail experience (based upon the Saturn culture and the
market area concept). The last three represented a real difference in
automobile brand management.

CHALLENGES FACING SATURN AND GENERAL
MOTORS

A number of questions surface as Saturn moves from creating a brand
to maintaining its strenglh and vitality. Can Saturn keep it going?
What should General Motors do with its market success? It is a hit
like: the car-chasing dog who finally catches one: What does it do
now? There are several issues and problems facing both General
Muotors and Saturn.

Kerrive IT Goineg

One set of issues facing GM involves managing the beast. In some re-
spects, it was actually ecasier to ereate Satuen than it will be to keep it
going and maintain the intensity of its culture. The excitement of in-
venling an aggeressive new strategy and pulling it off provides
considerable motivation and momentum, But what happens when
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compelitors copy or appear to copy some ol the key eustomer relation-
ship aspects, such as no price haggling? Wheno the product gets old
and the heady davs of io hacklog chinge? When the prochict quality
gets surpassed by competitors taking dead aim at Saturn? When
Saturn fails to get priority for GM resourees? 1t will be a real managge-
ment challenge to manage the norms of behavior, communicate
values, and nurture symbols and role models when adversity sets in.

Figure 2—4 also summarizes some of the key operational problems
facing Saturn. An important challenge will be to maintain awareness
levels and associations as the brand matures, The introductory phase
had inherent drama and interest, especially given the decision to talk
about the company instead of the brand. The brand benefited from
publicity, word-of-mouth support, and interest in the advertising mes-
sage. As Saturn matures, there will be a tendency for it to fade into
the clutter of the marketplace. Management will have to fight hard to
keep the brand fresh, interesting, and visible.

Continuing to communicate the Saturn “different kind ot com-
pany” message will be an important task. Unfortunately, the intro-
ductory phase lacked a strong visual image capturing the company
spirit and commitment. There is no lingering image with the poten-
tial to be a Marlboro country, a lonesome Maytag repairman, a Mich-
elin man, or even a funky Apple logo. (The Saturn logo and name,
inspired by the Saturn rocket, is hardly helpful in this regard). In the
absence of such a visual image, Saturn must find ways to commumi-
cate its philosophy to the market, particularly to newcomers who
were not exposed to or have forgotten the early advertising.

Maintaining perceived quality is perhaps the most crucial chore
facing Saturn. The excitement in the factory will fade, and the team
concept will come under pressure as it has elsewhere. Keeping the
faith either under prolonged success—where the risk of failure is
less intense—or amid downturns and setbacks is not easy. In addi-
tion. quality signals (such as the J. D. Power indices that measure
initial customer satisfaction with the car and the dealer experience)
require constant focus. A host of competitors will be targeting
Saturn's lofty Power index scores, and though it may be unrealistic
to assume that they can be maintained, these high numbers are a

vital quality cue,
Another challenge is to nurbure the pride and the chavisimatic
bramd characteristios Uhat drive the loyalty levels achieved by Saturn.
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Nintendo, Harley-Davidson, Apple, and the Gbled VW Beetle @l sus-
tainead higth lovalty levels over time by maintaining strong personal-
ities wne by providing a sense of group involvement. Some Saturn
retailers have arranged gronp events for owners and have provided
other mechanisms for involvement; however, the Saturn loyalty relies
largely on the concept that the product and the organization are
different. Maintaining this reality, as well as finding ways to express
it, will be: hoth difficult and erucial.

The Saturn retail experience involves a strong culture that will be
challenged. A strong culture, though, works best when there is fre-
quent suceess and reinforcement. When an organization inevitably
poes throngh hard times, it is more difficult to sustain the culture. Fur-
ther, there will be many competing auto dealers who will attempt to
imitate Saturn. Some of these imitators will be Saturn retailers who
vt dleulerships of other brands, and who will thus have firsthand ex-
perience with the Saturn approach. Even unsuccessful copyeats will
ruu!:lmv the positioning of Saturn, making it harder for the brand to
shind out.

Tk SATURN RELATIONSHIP TO GM

A second set of tough issues involves the relationship of General
Matars to Suturn. Should General Motors support Saturn by ageres-
sively updating the design, expanding its production r:ap;witv
linitially limited to 300,000 vehicles), and most critically, adding-u
midsize car to compete with the Honda Accord and Ford Taurus?
Such investments could cost billions (the original Saturn plant and
cur were estimated to cost $5 billion), and GM is a firm with many
cerands on its resources, 1!

I many respects, such decisions seem like no-brainers. After all,
with Saturn, General Motors took on Honda, Tovota, and Nissan and
won, Surveys indicated that more than 70 percent of Saturn’s sales
cune from buyers who otherwise would not have bought GM prod-
wets, undd more than hall’ from customers who would have bought
Imports.'? In the process, Satorm devieloped strengths that are likely
Lo b sustainable with proper management and investment, The n.}h:-
vions conrse, then, is to back the winner and ron with i,

Tl choice, however, is il so sitple for General Motors, Satorn
has been slow to o the profit cormer—in part becanse it s
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competing in an inherently low-margin business area, in part be-
cause its volume is still inadequate, and in part because it is still low
on the experience curve, Although Saturn did enter the black in
1993, a satisfactory return on the total Saturn investment is still a
long way off. With a relatively weak profit picture, it is difficult to
fight for resources and new products within General Motors. In fact,
Saturn sales suffered in 1993 when GM sharply curtailed advertis-
ing, cut plans to add dealers (at that time Saturn had only 285 outlets
serving about 60 percent of the U.S. market), and delayed plans to
provide a face-lift and add passenger air bags.

GM must also consider Chevrolet, which has long been positioned
as the entry-level car for GM. With its car sales falling in the early
1990s, Chevrolet was desperate for new produets and resentful of the
investment that went into Saturn. Chevrolet management naturally
believed that Saturn should have had a Chevrolet nameplate. Al-
though the consensus of more objective observers is that the Saturn
miracle simply would not have happened in that case, Chevrolet—
which needs to be a healthy survivor, especially in the midsize car
area—casts a shadow over Saturn.

Another GM strategy could be to exploit Saturn by transterring its
trailblazing approach to other GM divisions, in keeping with its mis-
sion to “transfer knowledge, technology and experience throughout
General Motors.” Indeed, Oldsmobile’s strategy is to “Saturnize”
itself—in part through the Vision Center, a weeklong training program
for the staff of Oldsmobile and its some 3,000 dealers which is largely
staffed by Saturn employees. Including team-building exercises and
customer-interaction classes, the course (which dealers were required
to attend before they could sell the new Aurora) was designed to
create a Saturn customer culture and teamwork atmosphere. “"Oldsmo-
bile Simplified Pricing,” a practice in which dealers offer a no-haggle,
no-rebate price for a car equipped with the most popular options, is an
effort to incorporate one of the most visible aspects of Saturn, '

Transferring the Saturn magic to Oldsmobile and other GM divi-
sion will not be easy, though, because it is based not on programs but
on the whole organization. The other divisions will have to struggle
to change in the face of long-established systems, rigid and confron-
tational unions, an established dealer structure and culture, and
significant internal resentment of Saturn's suecess.
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ATTACHING THE GM NAME TO SATURN

An endorser such as GM can detract from a brand such as Saturn,
inhihiting it from establishing the level of perceived quality and the
identity erucial for its success. For that reason, it was wise to avoid
initially associating Saturn with GM. Similarly, the Oldsmohile label
is de-emphasized in the Aurora car and advertising so that the
Aurora can establish its own identity free of the Oldsmobile
baggage.

There will be a time when Saturn can lend its equity to GM, how-
ever, thereby becoming a vehicle to help revitalize the parent brand.
Two conditions are necessary. First, Saturn needs to be firmly estab-
lished in its own right as a distinct brand and organization, so that
the negative impact on Saturn of adding GM as an endorser will be
minimal. Second, the other divisions need to actually be truly ca-
pable of delivering Saturn-level quality and customer interaction.
With GM quality improving and the Saturn brand established, that
time may be close.

ASSESSING THE SATURN STORY

The Saturn story is about how a modest GM compact created a
charisma and loyalty normally associated with brands like Harley-
Davidson, the VW Beetle, or the Ford Mustang. Several lessons
stand out. First, key elements of the Saturn brand {such as the retail
buying experience) resonated with customers and were very differ-
ent from those of competitors. There was no question that Saturn
differentiated itself. Second, the Saturn identity was created from
within the organization, by its people, culture, values, structure, and
systems. These deep roots make it difficult for competitors to dupli-
cate the Saturn programs. Third, the success of the Saturn brand was
due: not to any key programs or policies but rather to the total gestalt
formed by a dozen Saturn decisions and practices. It is therefore un-
realistic to measure quantitatively the role that any one element
played in the ultimate performance.

The story is also not only about how GM has ereated a strong brand
under adverse circimstances bat, strungely, abont how to handle sue-
cess. How can Saturn keep maintaining the Satum equity past the



itial thrust, especially: with the eompeting demands for €M
resotvees? And hgw should GM mmgze the stractegic: it of Saturn
with the rest of the GM funily? These tough questions have vet to be
answered.

QUESTIONS TO CONSIDER

1. What elements of the Saturn brand-building effort would you clas-
sify as eritical (if the part were missing, Saturn would not have
pulled it off)” What was the single most important Saturn decision?

2. Develop a drivers-and-challenges model like that in Figure 2—4
for a key brand in your organization. Pick one or two or more of
the challenges and develop a program to address it.

3

THE BRAND
IDENTITY SYSTEM'

Customers must recognize that vou stand for something,
—Heoward Schultz, Starbucks

They langhed when T sat down at the piano—but when [ started to play . . .

—John Caples for International Correspondence School
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person's identity serves to provide direction, purpose, and mean-
Aing for that person. Consider how important the following
questions are: What are my core values? What do I stand for? How do
I want to be perceived? What personality traits do [ want to project?
Whit are the important relationships in my life?

A brand identity similarly provides direction, purpose and mean-
ing for the brand. It is central to a brand’s strategic vision and the
driver of one of the four principal dimensions of brand equity: asso-
ciations, which are the heart and soul of the brand. Nestlé uses the
term brand constitution to reflect the importance and reverence with
which a brand identity should be held. So, what exactly is brand
identity?

Brand identity is a unique set of brand associations
that the brand strategist aspires to create or maintain.,
These associations represent what the brand stands for and
imply a promise to customers from the organization
members.

Brand identity should help establish a relationship be-
tween the brand and the customer by generating a value
proposition involving functional, emotional or self-expressive
benefits.

Brand identity consists of twelve dimensions organized
around four perspectives—the brand-as-product (product
scope, product attributes, quality/value, uses, users, country of
origin), brand-as-orcanization {organizational attributes, local
versus global), brand-as-person (brand personality, brand-
customer relationships), and brand-as-symbol (visual
imagery/metaphors and brand heritage).

Brand identity structure includes a core and extended
identity. The core identity—the central, timeless essence of the
brand—is most likely to remain constant as the brand travels to
new markets and products. The extended identity includes

Hs
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Drened ielentity elements, ovganized into colesive and nedning-
Jul groupings, that provide texture and completeness.

The purpose of this chapter is to eluborate the definition of brand
identity and of related concepts, such as the value proposition and
credibility, that a lrand identity generates. A theme of the chapter is
that there is value in expanding the concept of a brand. Too often a lim-
fted, tactical perspective inhibits strategists from building a strong
brand even when the potential exists. To achieve maximum brand
strength, the scope of a brand identity should be broad rather than
marrow, the thrust should be strategic rather than tactical, and there
should be an internal as well as external focus to brand creation.

BRAND IDENTITY TRAPS

An examination of lour all-too-common identity traps (summarized in
Figure 3-1) demonstrates the value of expanding the concept of a
brand and provides substantial insight into what a brand identity is
inel is not. These four traps represent approaches to creating an iden-
tity that are excessively limiting or tactical and that can lead to inef-
feetive and often dysfunctional brand strategies. After these traps
have been analyzed, a broader identity concept will be developed, its
seope ani structure discussed, and the value proposition and credi-

lility that How from it examined.

Tue BeanD IMAGE TRAP

Kuowledge of the brand image (how customers and others perceive
the: hrand) provides useful and even necessary background informa-
tion when developing a brand identity. In the brand image trap,
however, the patience, resources, or expertise to go bevond the brand
itz is lacking, and the brand image becomes the brand identity
ruther e just one input to be considered. of

The: Braned image trap does not tend to occur when a brand image
is obviously negitive or inappropriate, When there are only subtle
i inadegquacies cansed by custormers’ past brand experiences or
by changes in their needs, however, the use of the brand image as an

identity statement often goes unchallenged.
*
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An insidious problem caused by the brand image trap is that it lets
the customer dictate what you are. In short, it is a customer orien-
tation gone amok, much like the Wiley cartoon where a market

- researcher arrives at a nearly finished Sistine Chapel to say, “Person-

ally, I think it looks OK, Michelangelo, but the focus group says it
needs more mauve. "2 Creating a brand identity is more than finding
put what customers say they want. It must also reflect the soul and
vision of the brand, what it hopes to achieve.

While brand image is usually passive and looks to the past, brand
identity should be active and look to the future, reflecting the associ-
ations that are aspired for the brand. While brand image tends to be
tactical, brand identity should be strategie, reflecting a business strat-
egy that will lead to a sustainable advantage. The brand identity
should also reflect the brand's enduring qualities, even if they are not
salient in the brand image. Like any identity, it represents the basic
characteristics that will persist over time.

A brand identity is to brand strategy what “strategic intent” is to a
business strategy. Strategic intent involves an obsession with winning,
real innovation, stretching the current strategy, and a forward-looking,
dynamic perspective; it is very different from accepting or even
refining past strategy, Similardy, a brand identity should not aceept ex-
isting pereeptions, ot instead shovld be willing to consider ereating
changes,

I ©
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T Bianp PosiTioN TRAP

A brand position is the part of the brand identity and
value proposition that is to be actively communicated to
the target audience and that demonstrates an advantage
over competing brands, -

Thus the brand position guides the current communication pro-
grams and is distinct from the more general brand identity construct.
Some elements of brand identity (such as cleanliness for a restaurant)
nuy not be actively communicated, and other elements (such as a
product class association) will recede in visibility as the brand ma-
tures, Thus there is a distinction between three related constructs;

BHAND IMAGE BRanD IDENTITY BranD Posrmon

How the brand is How strategists want The part of the brand

now perceived the brand to be identity and value
perceived proposition to be

EE!['Hrl}r communicated
to a target andience

The brand position trap occurs when the search for a brand iden-
tity hecomes a search for a brand position, stimulated by a practical
need to provide objectives to those developing the communication
progrims. The goal then becomes an advertising tag line rather than
a brand identity.

This trap inhibits the evolution of a full-fledged brand identity, be-
canse strategists continuously weed out those aspects that they feel
wre not worth communicating. The tendency to focus on product at-
tributes is intensified, and there is often no room to consider brand
persomality, organizational associations, or brand symbols because
they simply do not make the cut when developing a three-word
plirase.

Further, a compact plirase is unlikely to provide much guidance to
brand-Tmilding activities. A brand position does not usually have the
texture and depth needed to gonide the breand-building offort—which
event b sponsor, which packagze is supevior o whisl stove display sup
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ports the brand. There is a necd for a richer, more complete un-
derstanding of what the brand stands for,

TuE EXTERNAL PERSPECTIVE TRAP

From the perspective of most brand strategists, particularly in the
United States and Europe, a brand identity is something that gets
customers to buy the product or service because of how they perceive
the brand. The orientation is entirely external.

The external perspective trap occurs when firms fail to realize the
role that a brand identity can play in helping an organization under-
stand its basic values and purpose. Because an effective identity is
based in part on a disciplined effort to specify the strengths, values,
and vision of the brand, it can provide a vehicle to communicate inter-
nally what the brand is about. It is hard to expect emplovees to make a
vision happen if they do not understand and buy into that vision.

In most organizations, emplovees have a difficult time answering
the question, “What does vour brand stand for?” "Achieving a 10
percent increase in sales” (or profitability)—an all-too-typical re-
sponse—is hardly inspiring. In firms with strong brands, the response
comes faster and with more substance from motivated, even inspired
employees. Saturn executives, pla.nt workers, retailers, and suppliers
all know that Saturn stands for a world-class car and treating cus-
tomers as respected friends. Emplovees in the Kao organization know
that the Kao brand stands for innovation and leadership. Such em-
plovee response and buy-in comes from a strong brand identity.

THE PRODUCT-ATTRIBUTE FIXATION TRAP

The most commaon trap of all is the product-attribute fixation trap, in
which the strategic and tactical management of the brand is focused
solely on product attributes. Based in part on the erroneous assump-
tion that those attributes are the only relevant bases for customer
decisions and competitive dynamics, the product-attribute fixation
trap usually leads to less than optimal strategies and sometimes to
damaging blunders.

A Brand Is More Than a Product

The failure to distinguish between a product and a brand creates the
product-attribute lixation trap. Consider Hobart, which is the pre-
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mium, dominant brand in industrial-grade food preparation equip-
ment (such as mixers, slicers, dishwashers, and refrigerators). Hobart
buses its brand identity and strategy on its product attributes:
high quality, durability, reliability, and a premium price. In reality,
however, the brand also delivers the feeling of buying and using the
best. A baker or cook who has a self-image of being the best wants
first-class equipment in the kitchen. Buying Hobart is one way for
these individuals to express their values, both to themselves and to
others,

Understanding that Hobart is more than a product has significant
implications for pricing, segmentation, and communication strategies.
One is that it is unnecessary and probably undesirable for Hobart to
compete in price-sensitive segments. Rather, the goal should be to
seek out those customers that who are interested in having the best
and to develop communication materials that associate the best with
Hohart.

Figure 3-2 summarizes the distinction between a product and a
brand. The product includes characteristics such as scope (Crest
makes dental hygiene products), attributes (Volvo is safe),
quality/value (Kraft delivers a quality product), and uses (Subaru is
made for the snow). A brand includes these product characteristics
and much more:

* Brand users (the Charlie woman)

* Country of origin {Audi has German craftsmanship)

* Organizational associations (3M is an innovative company)

* Brand personality (Bath and Body Works is a retail brand with
energy and vitality)

* Symbols (The stagecoach represents Wells Fargo Bank)

* Brand—customer relationships (Gateway is a friend)

* Emotional benefits (Saturn users feel pride in driving a U.S. car)

* Self-expressive benefits (a Hobart user uses only the best)

Product-Atiribute Research

The product-attribute fixation trap is often caused in part by a re-

liamee on research focusing on attributes. Such research is popular for
5{?1"['-]‘“] NSNS

* It is often effective, heeause attributes are important to the pur-
chase decision wd the use experience,
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A Brand Is More Than a Product
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* It is relatively easy, since customers are more comfortable talking
about attributes than about less tangible benefits (which might
seem irrational).

* It reassures managers that customers evaluate brands using a logi-
cal model, which means that their decisions are easier to predict

and understand.

With extensive data in hand, the firm may feel that a thorough job
of gauging consumer needs has been done when its research has in
fact been restricted to a list of product attributes. Such information,
even when coupled with relative-importance weights and competi-
tor positions, is likely to be incomplete and may therefore inhibit a
brand from reaching its full potential. This problem is particularly
severe in the worlds of high-tech, industrial products, and durable
goods, where managers are especially fond of the rational customer

model.
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Limitations of Product-Attrilte-Boased Ldentitien

Product attributes as the basis for a brand identity have important
limitations. In particular, they too often:

Fail to Differentiate. A product attribute can be extremely important to
customers, bhut if all hrands are perceived to be adequate on this di-
mension, it does not differentiate the brand. When Procter & Gamble
decided to position Jif peanut butter on a freshness dimension be-
cause: customers said it was the most important attribute and because
Jit had a manufacturing process (involving inert gas) that generated
real freshness superiority, the effort bombed. Research revealed that
customers simply believed all brands were the same on this dimen-
sion; Jif could not convince them that the other brands had s
freshness liability.

Similarly, in the hotel business, cleanliness is always rated as one
of the attributes most important to consumers. Thus it would be
appropriate for cleanliness to be a part of the identity for Hilton. Be-
cause all hotels are expected to be clean, however, it will not be a
differentiator.

Are Easy to Copy. Attribute-oriented benefits are relatively easy to
copy. A brand that relies on the superior performance of a key at-
tribute will eventually get beaten on that attribute, even if it is
continuously improving the product, because the attribute is a fixed
target for competitors. In the words of Regis McKenna, the Silicon
Valley brand guru, you will eventually get “out- spec'd” (that is, a com-
petitor will announce a product with superiar technical specifications)
when the focus is on a product attribute. The result can be a loss of
differentiation or, worse, an inferior position on an attribute that is in-
tegrally associated with the brand, Consider Taster’s Choice, which
surpassed the freeze-dried coffee category innovator, Maxim, by
being superior on the key dimension of taste.

Assume a Rational Customer, Product attribute research and the re-
sulling strategics usually assume that customers obey a rational
decision-making model. The rational model suggests that customers
collect information abont product attributes, adjust the information to
reflect the relative importance of the attvibutes, and then make a rea-
soned judgment. The reality is that custoniers Cxperience mistrust,
conlusion, or impaticnee in most contests, and that they do not (or




cannot) seck out and process objective information about the brands
in the category. In addition, many customers do not care as much
about function as they do about style, status, reassurance, and other
less functional benefits,

Attribute research on trucks, for example, suggests that durability,
safety features, options, and power are the most important attributes.
Yet style, comfort, and being “fun” to drive are more likely to influ-
ence the decisions of consumers who often cannot or will not admit
that such frills are really important to them. Of course, there are other
more indirect research approaches available to explore these hidden
motivations (see chapter 6 in Managing Brand Equity), but the basic
problems with the rational model remain.

Limit Brand Extension Strategies. Strong product-attribute associations,
while potentially providing a source of advantage, can be limiting
with respect to brand extension strategies. The fact that Heinz means
slow-pouring, rich ketchup may limit its role in extension strategies,
whereas the association of Contadina with Ttalians provides more Hex-
ibility. An identity that is based upon intangible associations or brand
personalities provides the brand with more strategic scope.

Reduce Strategic Flexibility. Finally, product-attribute associations
reduce a brand’s ability to respond to changing markets. If a brand
becomes associated with a single product attribute, the ability of that
brand to adjust when the attribute’s relevance declines is inhibited.
In this manner, Weight Watchers' emphasis on professional weight
control limited its ability to respond when Healthy Choice entered its
market with a “healthy eating” identity.

BROADENING THE CONCEPT OF A BRAND

The tour identity traps suggest how a brand identity can become con-
fining and ineffective. In particular, the focus of a brand is too often
restricted to product attributes, existing brand images, brand position,
and the brand’s external role of influencing customers. A key to de-
veloping a strong brand identity is to broaden the brand concept to
include other dimensions and perspectives.

The model in Figure 3-3 provides a hroader perspective on brand
identity planning that can help strategists avoid identity traps. The
heart of the model is the brand identity systen, where the brnd iden-
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tity provides a value proposition to enstomers or credibility to other
brands. The: ultimate goal of the system is a strong brand—customer
relationship,

As shown in the model, brand identity does not have to be drawn
entirely from the brand-as-product perspective, Three additional
perspectives (brand-as-organization, brand-as-person, and brand-
as-symbol) can enhance the understandin g of and create bases of dif-
ferentiation for the brand,

Figure 3-3 includes two other major components: the strategic
brand analysis and the brand identity implementation system, both of
which are discussed in Chapter 6. The implementation system in-
cludes the brand position (the statement of communication ohjectives
drawn from the brand identity and value proposition} as well as an ex-
ecution and tracking component. The strategic brand analysis, which
involves analyses of the customers, competitors, and self, provides the
necessary inputs to the planning model.

BREAKING OUT OF THE TRAPS

A primary point of this chapter—indeed, of this book—is that brand
identity tends to be conceptualized too narrowly. A more complete
view of brand identity can help strategists break out of the traps by
considering the following;

* A brand-as-product perspective that includes user imagery and the
country (or region) of origin

* A brand identity based on the perspectives of the brand as an or-
ganization, a person, and a symbol in addition to a product

* A value proposition that includes emotional and self-expressive
benefits as well as functional benefits

* The ability of a brand to provide credibility as well as a value
proposition

* The internal as well as external role of the brand identity

* Brand characteristics broader than a brand position (active com-
munication objectives) or a core identity

Creating a Frame of Reference

One goal of the strategist should be to ereate a frame of reference to
e used by the costomer and others when theyy think of and evaluate
Hier braned sl its competitors. For eximnple, Wells Furgo uses o stage-
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coach, Marlboro promotes Marlboro conntry, and Satuen highlights
the values of the Saturn cmployee teawmn to ereate a context that Liclps
customers understand what the hrand stands for. One way to think
about a brand identity system is to ask what frame of reference cus-
tomers should use when recalling the brand, processing information
about it, and evaluating it.

FOUR BRAND IDENTITY PERSPECTIVES

As suggested by Figure 3-3, to help ensure that the brand identity has
texture and depth, a firm should consider its brand as: (1) a product,
(2) an organization, (3) a person, and (4) a symbol. The perspectives are
very different. Their goal is to help the strategist consider ditferent
brand elements and patterns that can help clarify, enrich, and differ-
entiate an identity. A more detailed identity will also help guide
implementation decisions.

Not every brand identity needs to employ all or even several of
these perspectives. For some brands, only one will be viable and ap-
propriate. Each brand should, however, consider all of the perspec-
tives and use those that are helpful in articulating what the brand
should stand for in the customer’s mind.

The brand-as-product perspective will be deseribed next. The
brand-as-organization and the brand-as-person views, described in
detail in Chapters 4 and 5, will then be previewed. An analysis of the
brand-as-symbol perspective will follow. The chapter will then turn
to the identity structure, the value proposition, the credibility role,
the brand—customer relationship, and finally the case where a brand
has multiple identities as it travels across products and markets.

THE BRAND AS A PRODUCT: PRODUCT-RELATED ASSOCIATIONS

Although strategists should avoid the product-attribute fixation trap,
product-related associations will almost always be an important part
of a brand identity because they are directly linked to brand choice
decisions and the use experience.

The Product Scope: Associations with Product Class

A core element of a brand's identity is usually its product thrust, which
will affect the type of associations that are desirable and feasible.
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Brand Identity Planning Model
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With what product or produets is the bramd associated? For | agen-
Duzs the answer is ice eream, for Visa it is eredit cards, for Buick it is
automobiles, and for Compa it is computers, A strong link to a prod-
uct class means that the brand will i recalled when the product class
is cued. A dominant brand (such as Al in steak sauce, Kleenex in tis-
sues, and Band-Aid in adhesive bandages) will often be the only brand
recalled.

The goal of linking a brand with a product class is not to gain recall
of a product class when the brand is mentioned. Having people
respond “rental cars” when Hertz is mentioned is not nearly as im-
portant as having Hertz mentioned when a rental car is needed. Thus
A&W, the venerable root beer brand, extended successfully to cream
soda without damaging the ability of A&W to be recalled when root
beer was the cue, and Honda is a name that comes to mind when
either motorcyeles or automaobiles are mentioned.

A key identity issue arises when the scope of a product class is ex-
panded. For many, the HP Jet line is associated with the leading
compulter printers (namely, the Desk]Jet and Laser]et). When the dis-
tinction between printers, scanners, fax machines, and copiers became
blurred, the strong printer association, once a key asset, became a
problem that needed active management. HP needed to alter the Jet
identity so that it applied to a broader product grouping. Thus HP now
has a scanner (ScanJet), fax machines (FaxJet), and even machines that
perform the functions of a fax machine, a copier, and a printer (Office-
Jet). For a more complete discussion of extensions, see Chapter 8 on
leveraging the brand (and chapter 9 in Managing Brand Equity).

Product-Related Attributes

Attributes directly related to the purchase or use of a product can
provide functional benefits and sometimes emotional benefits for cus-
tomers. A product-related attribute can create a value proposition by
offering something extra (like features or services) or by offering
something better,

Brands that offer something better include Norelco, which pro-
vides the closest shave via its lift-and-cut system; the 7-Eleven chain,
which offers more convenience than grocery stores: the Marriott
chain, with its express checkout; and McDonald's, with its unrivaled
worldwide product consistency. Something extra is provided by Cole-
man Meats, whose beef is produced without antibiotics or growth

hormones, ad by Viegin Airdines, whicl, ollers free limousine service
willi i business class licket, As noted alwwve, though, the problem is
that product attributes tend to be the foeus ol identity efforts to the
t-.:u-;u:.'iuu uii'ut!u:r perspectives that can add value and distinetiveness
to the brand.

Quality/Value

The quality element is one product-related attribute important
enongh to consider separately. Is the brand 4 Mercedes, a Buick, ora
Ford? A Neiman Marcus, a Macy's, or a Kmart? For each competitive
areng, perceived quality provides either the price of admission (you
need to deliver a minimum level of quality to survive} or the linchpin
of competition (the brand with the highest quality wins). Many brands
use quality as a core identity element. Gillette, for example, is posi-
tioned in large part by “The Best a Man Can Get,” and Gillette's
Good News is the best of the disposable razor category. Starbucks’
brund identity is based in large part on its reputation for providing the
finest coffee in the world with integrity and consistency.

Value is closely related to quality; it enriches the concept by adding
the price dimension. Rubbermaid, for example, strives tn'prm-ide
value by offering the highest-quality products at reasonable prices.
Wal-Mart is also primarily positioned as a valye retailer.

Associations with Use Occasion

Some brands successfully attempt to own a particular use or applica-
tion, forcing competitors to work around this reality. Gatorade, for
cxample, owns the use context of athletes looking to sustain a high
level of performance. Clorox bleach has become strongly associated
with the whitening of clothing, even though bleach can he used for
cleaning and disinfecting a wide variety of things, Although Miracle
Whip is a versatile salad dressing, its real stren gth is a close associa-
tion with sandwich making, Starbucks coffeehouses provide a familiar,
yet upscale place to relax staffed by friendly employees,

Awsociations with Users

Another tack is to position a hrund by u type of user. Eddie Bauer, for
eximple, oflers comtemporary Gishions for the person with an outdoor
|1'E'1'.'-.'tja,'|r. Gerber focuses on habices, Weight Witchers is associated
with thuse who ure interested in weight control and nutrition, and



Friskics is the food for active cats. A strong user-type posilion can
imply a value proposition and a hrand personality. This dimension
and its relationship to brand personality will be discussed further in
Chapter 5.

Link to a Country or Region

One more strategic option is to associate one’s brand with a country
or region that will add credibility to it. For example, Chanel is seen as
indelibly French, Swatch watches as Swiss, Beck's beer and Mer-
cedes as German, Stolichnaya vodka as Russian, and Molson Ice beer
as from Canada ("where ice was invented”). Champagne similarly
means France, just as Bloomingdale’s means New York. In each case,
the brand's association with a country or region implies that the brand
will provide higher quality, because that country or region has a heri-
tage of making the best within that product class.

A host of studies have explored the country-of-origin effect. One
stud}r showed that the extent of the effect depends on the product
class: For example, Japanese electronic goods are rated higher than
Japanese food, and French fashions are more highly regarded than
French electronic goods.* The country of origin, however, can impart
attributes that travel across categories. Han and Terpstra, in compar-
ing U.S. consumers’ evaluations of automobiles and television sets,
found that American products were considered high in serviceability,
Japanese products were considered only moderate in prestige (de-
spite their dominant ratings in other dimensions), and German
products were high on prestige but low on economy.®

THE BRAND-AS-ORGANIZATION ,ff
|

The brand-as-organization perspective focuses on attributes of the
organization rather than those of the product or service. Such organi-
zational attributes as innovation, a drive for guality, and concern for
the environment are created by the people, culture, values, and pro-
grams of the company. The Saturn brand is a good example of such an
identity, tying together Saturn values (building a world-class economy
car), programs (including the retailer system) and people (who visibly
buy into the values).

Some brand aspects can be described as product attributes in some
contexts and organizational attributes in others. Quality or innovation,

%

for instunce, conld be a product-related atteilaite i3 s based on the
design and features of a specific product olfering, 11 it is based on or-
ganizational ealture, values, wnd progrvns (and thos transcends a
particulr prodiiet model context), however, it would then be an or-
gimizational-related attrilute, In some cases there will be 2 combina-
tion ol the: bwo perspectives,

Owganizational attvibutes are more enduring and more resistant to
competitive elaims than are produet attributes. First, it is much easier
i copy a product than to duplicate an organization with unigque
peaple, values, and programs. Second, organizational attributes usu-
ully apply to a set of product classes, and a competitor in only one
produet elass may find it difficult to compete. Third, because mi'guﬂi-
zutional attributes such as being innovative are hard to evaluate and
conmnumicate, it is ditficult for competitors to demonstrate that they
hisve overcome any perceived gap. Tt is relatively easv to show that
one's printer is luster than that of a competitor; it is hard to show that
ke s organization is more innovative.

Organizational attributes can contribute to a value proposition.
Associations such as a customer focus, environmental concern, tech-
nological commitment, or a local orientation can involve emotional
and self-expressive benefits based on admiration, respect, or simple
liking. They can also provide credibility for the product claims of sub-
brands, just as the Post-it products from 3M were undoubtedly
helped by the 3M reputation for innovation. J

In Chapter 4, the brand-as-organization will be considered in
detail. Additional insight will be provided into what organizational at-
tribiites are and how they work to support a brand.

T Beann-as-PERSON: BRAND PERSONALITY

The brund-as-person perspective suggests a brand identity that is
richer and more interesting than one based on product attributes,
Like a person, a brand can be perceived as being upseale, com petent,
npressive, trustworthy, fun, active, humorous, casual, formal, youth-
ful, or intellectual. For example, Saturm has the personality of a
relinhbe, down=to-carth friend, -

A brinwd personality can ereate a stronger brand in several ways,
Fivst it can help ereate a sell-expressive henefit that hecomes a ve-
hicle for the enstomer to express his or her own personality. For



example, an Apple user might identily himsell or hersell as casual,
anti-corporate, and creativee,

Second, just as human personalities affect relationships between
people, brand personality can be the hasis of a relationship between
the customer and the brand. The friend relationship helps drive the
Saturn identity and program. Similarly, Dell Computer might be a
professional who helps with the tough jobs; Levi Strauss a rugged
outdoor companion; Mercedes-Benz an upscale, admired person;
Word Perfect a competent, caring professional; and Hallmark a warm,
emotional relative.

Third, a brand personality may help communicate a product at-
tribute and thus contribute to a functional benefit. For example, the
Michelin man's strong, energetic personality suggests that Michelin
tires are also strong and energetic. Chapter 5 will discuss the brand
personality in more detail, including different personality types, how
they work to link the brand to the customer, and how they are created.

THE BRAND-AS-SYMBOL

A strong symbol can provide cohesion and structure to an identity and
make it much easier to gain recognition and recall. Its presence can
be a key ingredient of brand development and its absence can be a
substantial handicap. Elevating symbols to the status of being part of
the identity reflects their potential power.

Anything that represents the brand can be a symbol, including pro-
grams such as the Ronald McDonald House for MeDonald's or the
no-haggle pricing policy for Saturn. In Figure 3-3, however, three
tvpes of symbols are highlighted: visual imagery, metaphors and the
brand heritage, / "

Symbols involving visual imagery can be memorable and power-
ful. Consider the Transamerica pyramid, Nike's “swoosh,” the Mc-
Donald’s golden arches, the Kodak vellow, the Coke Classic can or
bottle, the Mercedes-Benz emblem, and the Quaker Oats man. Each
strong visual image captures much of its respective brand's identity
because connections between the svmbol and the identity elements
have been built up over time. It just takes a glance to be reminded
of the brand.

The Saturn brand, in contrast, is handicapped because it lucks a
specific visual image. There is no single cinployee (like Bill Gates for
Microsoft), nser (like Shaguille O'Neal for Reebok), or product design

%
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A strong symbol can be the cornerstone of a brand strategy.

Kroeber-Riel, a German brand strategist, always starts a brand iden-

it:ty an?‘lysis by a:tkinlg, “What visual Image do you want people to
;,:E T-, - your brand in five years?” The resulting image then drives
rything—in some cases, even the product and the name. For the
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THE IDENTITY STRUCTURE

Brand identity, as suggested by Fi 34 ists of ; identi
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nized into enduring patterns of mi:
identity elements. It is therefore
tity, extended identity and patte
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s of meaning,

THE Core IDENTITY

The core identity represents the timeless essence of the Lrand, 1 s

prechaway the lavers of un onion or



FIGURE 3-4
The Identity Structure

EXTENDED
IDENTITY

the leaves of an artichoke. The following are illustrations of core
identities:

* Michelin—advanced-technology tires for the driver who is knowl-
edgeable about tires

* Johnson & Johnson—trust and quality in over-the-counter medicines

* Rubbermaid—value and innovation, plus a heritage of making
practical plastic products for the home

* Saturn—world-class quality; treating customers with respect and
as a friend (see Figure 3-5)

* Black Velvet—soft and smooth; priced a cut above the popularly
priced brands (see Figure 3-8)

The core identity, which is central to both the meaning and sue-
cess of the brand, contains the associations that are most likely to

remain constant as the brand travels to new markets and products.

For example, when Black Velvet expands to new countries, it is
always a value brand (as opposed to a price brand or a super-
premium brand), and it always delivers the “soft and smooth” prod-
uct and message. The rest of the Black Velvet identity, described in
Figure 3-8, is less central.

The core identity for a strong brand should be more resistant to
change than elements of the extended identity. Ivory’s "99%am%
pure” and “it floats” slogans reflect an identity that has lasted for
more than one hundred years. The brand position and thus the com-

mumication strategies may change, and so might the extended iden-
tity, bt the core identity s more Hmeloess,

Ultinately, the core identity follows from the answers to some
tough, introspective guestions,

* What is the soul of the brand?

* What are the fundamental beliefs and values that drive the brand?
* What are the competencies of the organization behind the brand?
* What does the organization behind the brand stand for?

Ome hrand strategist observed that if you get the values and culture
of the organization right, the brand identity takes care of itself. For
many brands, there should be a close correspondence between the
values of the organization and the core identity.

The core identity should include elements that make the brand
hoth unique and valuable. Thus the core identity should usually
contribute to the value proposition and to the brand's basis for cred-
ibility. Sometimes a slogan can capture at least part of the core
ichentity:

* "We're number two; we try harder” suggests that Avis is commit-
ted to delivering the best customer service.

* “The relentless pursuit of perfection” suggests that Lexus cars are
built tor the highest quality standards with respect to workmanship,
hinalling, comfort, and features.

* "melt in your mouth, not in yvour hand” suggests the unique com-
Liration of Havor and convenience provided by Mé&M candies.

Iiven the core identity, however, is usually too multifaceted for a
single slogan, The Saturn identity, for example, had a quality compo-
nent G world-class car) and a relationship component (treating cus-
tomers with respect and as a friend). The slogan “A different kind of
company, a different kind of car” provided an umbrella under which
these two core clements of the identity could be sheltered. However,
by oy mesns did the slogan alone capture the Saturn core identity.

Tur ExXtenpen lDENTITY

Thes extended brand identity inclides elements that provide texture
uned completeness, 1t fills in the picture, adding details that help



portray whad the brand stands for, nportant elements of the brand's
marketing program that have hecome or shonld become visible asso-
ciations can be included. Tn the case of Saturen, the extended ilentity
includes the product itself, the no-pressure feel of the retail experi-
ence, the no-hagele pricing, the “diflerent company’ slogan, and the
brand personality. Each has a role to play as a driver of the brand iden-
tity, but none is as basic a foundation as the core identity.

The core identity usually does not possess enough detail to perform
all of the functions of a brand identity. In particular, a brand identity
should help a company decide which program or communication is
effective and which might be damaging or off target. Even a well-
thought-out and on-target core identity may ultimately be too
ambiguous or incomplete for this task,

For example, the core identity of an insurance company—deliver-
ing “"peace of mind"—resonated with the target segment and
represented what the firm was and could provide. When developing
communication objectives and executions, however, the company re-
alized that any of three communication strategies could depict peace
of mind—strength (which could describe either Prudential or Fortis),
planning ahead for retirement or emergencies (Fireman's Fund), and
personal caring and concern (Allstate, State Farm). An analysis of
competitor profiles, the target market's needs, and the firm’s heritage
all led to the latter strategy, but only after the addition of a personal-
ity element—a concerned friend rather than a rugged protector or a
successful planner—to the brand’s extended identity helped crystal-
lize the direction of the brand.

A brand personality does not often become a part of the core iden-
tity. However, it can be exactly the right vehicle to add needed texture
and completeness by being part of the extended identity. The ex-
tended identity provides the strategist with the permission to add
useful detail to complete the picture.

A reasonable hypothesis is that within a product class, a larger
extended identity means a stronger brand—one that is more memao-
rable, interesting, and connected to your life. A person whom you
find uninteresting and bland and who plays only a small role in vour
life can be described in a few words. An interesting person with
whom you are involved personally or professionally would usually re-
quire a much more complex description. The number of relevant

Brand identity elements will depend on the product elass, of course.
Fows instanee, astrong candy or spirits brand will likely e less com-
plex than that of 4 service compiny such ay Bank of America, because
the: former is likely to have a si mpler product attribute set and prob-
ubly will not involve organizational attributes,

Figures 3-5, 3-6, 3-7, and 3-8 illustrate the above concepts hy
suggesting possible identities for four brands—Satu rm, McDonald's,
Nike, and Black Velvet,

FICURE 3-5
A Saturn Brand Identity

Core Identity
Creality: A world-class car

Relationship: Treat customers with respect and as a friend

Extended Identity
Pruduct Scope: US. subcompact
Hetail Experience: No pressure; informative, friend lv: no-haggle pricing
Slogun: “A different kind of company, o different kind of car™

Fersonality: Thoughtful and friendly, down-to-earth and reliable, but also
youthful, humorous, and lively; thoroughly American

Comnmitted employees
Lowyal nsers
Spwinge 1Tl plant: A symbaol of Saturn's U.S. workforee

Vulue Proposition
Vinetional benefits: A quality economy car: a pleasant buying experience;
exeellent, friendly service backup

Emuotional Ienefits: Pride in a U.S.-made car: friend relationship with Saturn
anned clesalers

Self-vxpressive benefits: Owning a Saturn identifies a person as frugal,
down-to-earth, fun, and young at heart

Relutionsh ip
Customers are treated with respect and as o friend
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FICURE -6
A MeDonald's Bree Lelentity

FICURE 3-T
A Nike Brand ldentity

MeDonald's, which coes abront $26 hillion of husiness in seventy-nine countries,
has one of the most successtul global brands. The foeus for MeDonald's has
been on value, in part because customers are value conseious and in part be-
cause it must compete with the aggressive value approach of Pepsico’s Taco
Bell. However, the brand as symbolized by the golden arches has a rich identity
that provides several links to the customer?

Nike s been o drmatico success in the world of sports and fashion. Like many
strong brands, it hus identities that differ by segment: The identity for the fitness
segment (inclnding cross trainers, joggers, and hikers) is different, for example,
than the iclentity for those in competitive sports like tennis and baskethall. In
fact, the Nike identity is modified for subbrands such as the Force baskethall
shoe or the Court Challenge tennis shoe. In most contexts, however, Nike still
hus an overriding identity, whose elements include the following:”

Core Identity

Value offering: McDonald's provides value as defined by the product, special offers,
and the buying experience given the price

Food quality: Consistently hot, good-tasting at any McDonald’s in the world
Service: Fast, aceurate, friendly, and hassle free
Cleanliness: The operations are alwavs spotless on both sides of the counter

User: Families and kids are a focus, but serves a wide clientele

Extended Identity

Comvenience: MeDonald's is the most convenient quick-service restaurant-—it is lo-
cated close to where people live, work, and gather: features efficient, time-saving
service; and serves easy-to-eat food

Froduct scope: Fast food, hamburgers, children's entertainment

Sulibrands: Big Mac, Egg McMuffin, Happy Meals, Extra Vilue Meals and others

Corporate citizenship: Ronald McDonald Children's Charities, Ronald MeDonald
FHonse

firumed personality: Family oriented, all-American, genuine, wholesome, cheerful, fun

Relutiomship: The family/fun associations are inclusive, and McDonald's is part of the
good times

Relationship: The Ronald McDonald Children's Charities engender respect, liking,
and admiration

Logo: Colden arches i

Characters: Romald MeDonald; McDonald's dolls and toys - %

Value Proposition

Functional bengfits: Good-tasting hamburgers, fries, and drinks that provide value;
extras such as playgronnds, prizes, premiums, and games

Emaotional benefits: Kids—fun via excitement of birthday parties, relationship with
Fomahl MeDoald awnd other clarswters, and feeling of special family times:
wdults —warmth via link 1o Gunily evonts and expericuces reinforeed bry the Me-
Provailids comtional abvertising

Core Identity
Product thrust: Sports and fitness
liser profile: Top athletes, plos all those interested in fitness and health
Performance: Performance shoes based on technological superiority
Enfumcing lives: Enhancing peoples’ lives through athletics

Extended Identity

Brusud puevsimality: Exciting, provoeative, spirited, cool, innovative, and ngEressive:
tite heulth and fitness and the pursuit of excellence

Busis for relationship: Hanging out with a rugged, macho person who goes for the best
in clothing, shoes, and everything else

Suldsronucls: Air Jordan and many others

Logr: “Swoush” symbol

Stergare: " Just do it”

Crganizotional ussociations: Connected to and supportive of athletes and their sports;
[T

Evalorsers: Top athletes, including Michael Jordan, Andre Agassi, Deion Sanders,
Clharles Barkley, and John MeEnroe

Heritage: Developed track shoes in Oregon

Value Proposition
Fuanetiomal lenfits: High-technology shoe that will improve performance and provide
oo
Emiodional feseefits; The exhilaration of athletic performance excellence: feeling en-
gggeeh, ctive, wld liealthy
Self-expressive sypndolic Ienefits: Self-exprossion is generated by using a shoe with a
strong persomality associnted with o visibibe athlege

Creddililiny

Mukess perfrmunce shoes aod elothing that are stylish




FIGHRE S-S
A Bluck Velvet Brand Identil Iy

Black Velvet is a brand of Canadian whiskey. The Black Vielvet lady, wearing a
black velvet dress, first appeared in ads in the early 19705, and she has since
become a key symbol for the brand (see Chapter 7). The Black Velvet lady is
- credited by Heublein as being largely responsible for the brand’s share growth
in the United States from 3.6 % in 1971 to 8.9 % in 1980 (when the category
doubled to 21 million cases) and to 10.3 % in 1993 (during a time when overall
category volume dropped to 16 million cases). Black Velvet has a substantial
presence in Sweden and Hungary and is on a sharp growth track in many other

countries.
Core Identity
Froduct atiribute: Soft and smooth
Price/quality: A cut above popular price (not among the highest-priced
brands)
Extended Tdentity
Froduct scope: A spirits brand, not just a Canadian altermative
LocaliCGlobal: An imported brand

Symbol: The Black Velvet lady with the black velvet dress; also the bottle
with its black label

Fersonality: Classy and elegant but friendly and approachable

Taste: Lacks the bite of Scotch and other spirit drinks

Users: A broad age spectrum (not restricted to older males)
Value Proposition

Functional benefits: Soft and smooth taste at a value price

Emotional benefits: Feeling relaxed, rewarded. and sensual

Self-Expressive benefits: Serving a brand with a touch of class

COHESIVE, MEANINGFUL IDENTITY ELEMENT GROUPINGS

Core and extended identities organize the identity elements as to their
role in representing the essence of a brand. The brand identity el-
ements can also be organized into cohesive and meanin gtul groupings
(or mental networks), usually around the core identity components.

- ar.

Strong, efleetive brands will have colwesive aned interpretable group-
ings of identity elements, In contrast, weaker brands will have an
iddentity based on fewer clements, and those elements will appear dis-
jointed or even inconsistent.

An important aspect of brand identity structure, then. is how the
elements fit together. Are there meaningful patternst Are the el-
ements of the identity grouped cohesively? Or are the elements a set
of seemingly random associations that are possibly inconsistent?

Consider McDonald's for example. At least three such cohesive
groupings can be identified, each supported by a host of identity
elements, The kids/fun/family associations are supported by and con-
sistent with Ronald McDonald, McDonald's birthday-party experi-
ences, McDonaldland games, Happy Meals, and MeDonald's dolls
and toys. A set of social involvement associations includes Ronald
MacDonald House. Finally, there is a set of functional associations or-
ganized around the concepts of service, value, and meals. The “golden
arches” provide a linking function as well as representing the whole
identity;

A useful exercise is to draw a mental network of identity elements
with links between them, perhaps usin g heavy lines for strong links
and light or dotted lines for weak links. The role of the core identity
and the pattern of linked elements then become apparent, as Figure
3-8 illustrates for the case of McDonald's.

Wells Fargo Bank could have a grouping around bankin £ that would
include its automated tellers, high service level, reliability, and finan-
cial strength. Another grouping could be around the bank’s stagecoach
symbal, which associates Wells Fargo with the old West. individual-
ism, courage, a commitment to deliver, and safekeeping of funds. The
stagecoach, by also representing reliability and service, would he
linked to the banking associations.

The concept of a whole, or gestalt, as developed by Gestalt psy-
chologists (beginning with Max Wertheimer in 1912), can help illus-
trate the power of a meaningful pattern of associations. The gestaltists
emphasize that human beings do not usually perceive things in terms
of their separate attribtes but, rather, look for an overall picture or
pattern. In Figure 310, the four separate lines in punel A become a
Hag in panel Band a letter in panel Cl—images that have meaning and
are mneh casier to understand and reeall tan random lines.® In



FIGURE 1-9

A Mental Network
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Gestult psvehology, this phenomenon §s often strmmed up by the
phrase “The whole is greater than the sum of its parts.” This applies
s well to brand identity.

FICURE 3-10
Lok for Paticrs

A. Random lines B. A flag C. The letter E

PROVIDING A VALUE PROPOSITION

The bottom line is that unless the role of a brand is simply to support
other brands by providing eredibility, the brand identity needs to
prowvidde a value proposition to the customer. What is a value Propo-
silion ™

A brand’s value proposition is a statement of the func-
tiemal. emotional, and self-expressive benefits delivered by the
Irand that provide value to the customer. An effective value
propuosition should lead to a brand—customer relationship and
ilrive purchase decisions,

The central concepts of functional, emotional, and self-expressive
benelits wre explained below.

Fuscrionan, Besermns

The most visible and common basis for a value proposition is a func-
tonal Benefit-—that s, a benefit Based on a produet attribute that
provides functional wility to the customer. Such o benefit will nsually




relute divectly to the functions performed by the produet or service
for the costomer. For laser printers, functional benefits might he
their speed. resolution, quality, paper cupacity, or luck of downtime.
Other examples are as Tollows:

* Volvo is a safe, durable car because of its weight and design.
* Quaker Ouats provides 4 hot, nutritious hreakfast cereal.

* A BMW car handles well, even on ice.

* Huggics deliver comfort and fit, so leaks are reduced.

* Gutorade helps replace fluids when one is engaged in sports.
* A 7-Eleven store means convenience.

* Coke provides refreshment and taste.

* Nordstrom delivers customer service.

Functional benefits, especially those based upon attributes, have
direct links to customer decisions and use experiences. If a brand can
dominate a key functional benefit, it can dominate a category. Crest,
for cxample, led the toothpaste category for decades with a cavity-
reduecing claim supported by the endorsement of the American
Dental Association {originally obtained in the 1950s). Competitors
were forced to position their brands along inferior dimensions such
as fresh breath and white teeth.

The challenge is to select functional benefits that will “ring the bell”
wilh customers and that will support a strong position relative to com-
petitors. The latter task involves not only creating a product or service
thut delivers but also communicating that capability to customers,
Communication, of course, is always a nontrivial task; sometimes, it
mnay be extremely difficult.

Limitations of Functional Benefits

As noted in the discussion of the product-attribute fixation trap, prod-
uct attributes and functional benefits have limitations—they often fail
to differentiate, can be easy to copy, assume a rational decision-maker,
can reduce strategic flexibility, and inhibit brand extensions. One way
to overcome these limitations, already explored, is to expand the
brand identity perspective beyond product attributes by considering
the brand-as-organization, person, and symbol. Another is to expand
the value proposition to include emotional and self-expressive ben-
ehits as well as functional benefits.

e - —_—

EMorionar, BENeris

When the purchase or nse of i particular hrand gives the customer a
positive feeling, that hrand is providing un emotional benefit. The
strongest hrand identities often include emotional benefits. Thus a
customer can fecl any of the following:

* Sale in a Volvo

* Excited in a BMW or while watching MTV
Energetic and vibrant when drinking Coke

In control of the aging process with Oil of Olay
Important when at Nordstrom

* Warm when buying or reading a Hallmark card
* Strong and rugged when wearing Levi's

Evian is simply water, which has fairly uninteresting functional
benefits, In its advertising (shown in Figure 3-11), however, the
brand is overlaid with a substantial emotional benefit. Through the
slogan “Another day, another chance to feel healthy™ and the visual
inagery, Evian associates itself not only with working out (a common
nse oceasion for the brand) but with the satisfied feeling that comes
from a workout.

Emaotional benefits add richness and depth to the experience of
owning and using the brand. Without the memories that Sun-Maid
raising evoke, that brand would border on commadity status. The fa-
miliar red package, though, links many users to happy days of helping
Mom in the kitchen {or to an idealized childhood, for some who wish
that they had such experiences). The result can be a different use ex-
perience—one with feelings—and a stronger brand,

To discover what emotional benefits are or could be associated
with a brand, the focus of research needs to be on feelings. How do
customers feel when they are buying or using the brand? What feel-
ings are engendered by the achievement of a functional beneft?
Muost functional benefits will have a corresponding feeling or set of
ﬁ.'-:-liug:i.

Fusing Functional and Emotional Benefits

The strongest brand identities have bhoth finctional and emotional
benelits. A study by Stuart Agres supports this assertion.' A laboratory




FIGURE 3-11
An ad with emotional benefits

- T T

AMOTHEL DaT,

“Amarnie CH amce To _F:.t'!.

Haatrwiy, i

Feproduced with permdssion,

experiment involving shampoo showed that the addition of emotional
benefits (" You will look and feel terrific”) to functional benefits (" Your
hair will be thick and full of body™) enhanced the appeal. A follow-up
study found that 47 TV commercials that included an emotional ben-

efit had a substantially higher effectiveness score (using a standardized
commercial laboratory testing procedure) than 121 commercials that
had only a functional benefit.

Seott Talgo of the St. James Group talks of fusing functional and
emotional benefits in order to create a composite. For example,
Quaker Oats could combine the functional benefit of a nutritious,
warm breakfast with the feelings that accompany serving {or being
served) such a breakfast to create a fused “nurturing” brand image.
Similarly, Rice-A-Roni’s “the San Francisco treat” slogan combines
the functional benefit of adding flavor to rice with the excitement
and romantic feelings associated with San Francisco.

SELF-EXPRESSIVE BENEFITS

Russell Belk, a prominent consumer behavior researcher, once wrote,
“That we are what we have is perhaps the most basic and powerful
fact of consumer behavior.”"' What Belk meant was that brands and
products can become symbaols of a person’s self-concept. A brand can
thus provide a sell-expressive benefit by providing a way for a person
to communicate his or her self-image.

Of course, each person has multiple roles—for example, a woman
may be a wife, mother, writer, tennis player, music buff, and hiker. For
each role, the person will have an associated self-concept and a need
to express that self-concept. The purchase and use of brands is one
wary to fulfill this need for self-expression. For instance, a person may
define himself or herself as any of the following:

* Adventurous and daring by owning Rossignol powder skis
* Hip by buying fashions from the Gap

* Sophisticated by using Ralph Lauren perfume

* Successful and powerful by driving a Lincoln

* Frugal and unpretentions by shopping at Kmart

* Competent by using Microsoft Office

* A nurturing parent by serving Quaker Oats hot cereal

Nike has substantial sell-expressive benefits associated with its
brand. The advertisement in Figure 3-12 shows the “Just do it” con-
cepl. As a Nike user, vou express yourself by performing to vour
capability,



FIGURE 3-12
A Nike Ad

PRLE MRANTY TRESNTITY SYSTEM 1)

When a brand provides a self-expressive benefit, the connection
hetween the brand and the customer is likely to be heightened. For
example, consider the difference between using Oil of Olay (which
has been shown to heighten one's self-concept of being gentle and
mature, but also exotic and mysterions) and Jergens or Vaseline In-
tensive Care Lotion, which don’t provide such benefits.

IE it [EI'."!: g-::lr.rr.l. then just ds it

Self-Expressive Versus Emotional Benefits

a gn:-:ld time,

Sometimes there is a close relationship between emotional and self-
expressive benefits. For example, there is only a subtle difference
between feeling rugged when wearing Levi's jeans or expressing the
strong, rugged side of yoursell by wearing them. The differences
between the two perspectives, however, can be important. Proving
one's suceess by driving a Lincoln might be significant, whereas “feel-
ing important” may be too mild an emotion to surface in a brand iden-
tity analysis or in its execution. Thus it is helpful to consider self-
expressive benefits separately.

In general, in comparison to emotional benefits, self-expressive
benefits focus on the following:
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* Self rather than feelings

* Public settings and products (for instance, wine and cars) rather
than private ones (such as books and TV shows)

* Aspiration and the future rather than memories of the past

* The permanent (something linked to the person’s personality)
rather than the transitory

* The act of using the product (wearing a cooking apron confirms
onesell as a gourmet cook) rather than a consequence of using the
product (feeling proud and satisfied because of the appearance of a
well-appointed meal)

The self-expressive benefit of a brand—and its background in psy-
chology and consumer behavior research—is discussed in detail in
Chapter 5, where the self-expression model is developed. In that
discussion, a distinction is drawn between actual self-concept
thow people actually perceive themselves) and ideal self-concept
(how |‘u'i:|:||i1' would like to be |1.:-n-:=i\.-r:|]_
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A brand’s price is also related to the henefits that the hrand provides
(see Figure 3-13). A price that is too high relative to the benefits will
undercut the product or service's value proposition, as brands are not
evaluated independent of price. A brand that is seen as overpriced by
customers will not be rewarded even if there are clear and meaning-
ful benefits.

FIGURE 3-13
The Value Proposition

Functional Emotional Self-Expressive Relative
Benaefits Benefits Benefits Price
Y
VALUE PROPOSITION

Price, however, is a complex construct. While a higher price can
reduce the value proposition, it can also signal higher quality. As part
of brand identity, price can define the competitive set—such as
whether the brand is upscale (BMW 700 or Nordstrom), middle
market (Tovota Camry or Macy’s), or downscale (Honda Civic or
Kmart). Within a brand’s competitive set, a high relative price sigr-
nals a higher-quality er premium position, and a low relative price
signals a lower-quality or value position.

The issue really is whether the value propaesition is driven by ben-
efits or by price. The goal of identity ereation and management is
usually to focus on benefits rather than price. If price is an important
part of the identity, however, the challenge is to make sure that the
benefits are anchored by elements other than price. One approach is
to note explicitly that the brand, although compurable or superior to
others in its set, has a lower price. (The Oldsmobile Aurora, for ex-
ample, is as good as premium imports but is less expensive.) The
price is then evaluated in the context of the competitive set.

PR Ee FEICRANAR RAT TN R B 0 0 1TiNE e

PROVIDING CREDIBILITY

A brand does not always necd to drive the purchase decision; some-
times it plays an endorser role. For instance, Nike. Chevrolet,
Kellogy's, and Sony play endorser roles for Nike Air Jordan, Chevro-
let Lumina, Kellogg's Corn Flakes, and Sony Walkman. In each case,
the endorser brand’s primary role is to provide credibility for the
subbrand rather than a value proposition. Chapter 4 will diseuss the
function of organizational attributes such as innovation and trust in
providing credibility. In Chapter 8 the various brand roles, including
endorser roles, will be presented,

THE BOTTOM LINE: A BRAND-CUSTOMER
RELATIONSHIP

A brand-customer relationship can be based upon a value proposi-
tion. For example, a customer may be loyal to Maytag because it
delivers, at a fair price, the functional benefit of reliability and the
emotional benefit of feeling secure and confident. Or the relationship
may need to emanate directly from the brand identity, especially
when the value proposition does not effectively capture the relation-
ship. The Saturn brand-customer relationship (based on treating
customers with respect and as a friend), for example, is not captured
well by the ear’s functional, emotional, or self-expressive benefits.

Many brand—customer relationships emerge when the brand is
considered as an organization or as a person, rather than as a prod-
uct. For example, organizational associations (such as concern for
consumers or for the environment) might translate into a respect or
liking that forms the basis for a relationship. A likable personality
such as that of the Pillsbury Doughboy also could underlie a rela-
tionship. Relationships between a brand and customers can be based
on a host of positive feelings (such as admiration, friendship, having
fin, and being a part of the same community) that cannot be accu-
rately conceptualized in terms of value propositions. Chapters 4 and
3 will claborate on these perspectives,

Sometimes the brand-customer conneetions can be strong, For ex-
ample, consider Stew Leonard's ligh-energy, family dairy/grocery
store: in Conmecticnt. One of its costomers hid a Stew Leonard shop-
ping bage placed in ber casker. The refationship between the woman



and the store was such an important part ol her life that she souglit o
comtinue it in death.

WORKING WITH MULTIPLE BRAND IDENTITIES

In some cases, a brand identity is so persuasive and universal that it will
work in all markets. For example, British Airways expects its “World's
Favorite Airline” tag line to work throughout the world. Coca-Cola also
has long used a core identity across segments and countries. To the
extent that an identity can be common across markets, economies of
scale will result, and inconsistencies (which can be costly and even de-
bilitating) can be avoided. In most cases, however, a brand identity will
need to be adapted to different market or product contexts.

For example, Hewlett-Packard needs to adapt the identity of the
HF name to fit diverse markets, including engineers who buy test
equipment and workstations, business professionals who buy mini-
computers and laser printers, and consumers who buy the Omnibook
subnotebook computer. The Levi's identity needs to be adapted to
Europe and Japan (where it is seen as “them” rather than “us,” and
upscale rather than utilitarian), Nike needs to refine its identity to dis-
tinguish between the sports and fitness sides of its business.

Courtyard by Marriott draws on the core identity of the Marriott
name for associations of consisteney, dependability, and friendliness.
For business travelers, the Courtyard brand adds identity elements
drawn from the slogan “Designed by business travelers for business
travelers.” For the leisure traveler. Courtyard offers a set of associa-
tions around a value theme. For both segments, the Courtyard name
defines a set of hotel attributes that help manage expectations.

When multiple identities are needed, the goal should be to have a
common set of associations (as suggested by Figure 3-14), some of
which will be in the core identity. The identity for each market would
then be embellished, but in a way that is consistent with the common
identity elements. Thus Levi Strauss might develop a core urban-hip
user imagery that plays in most countries. In the United States,
though, the gold-miner heritage and rugged brand personality would
be more prominent, whereas in Europe the brand personality would
be more upscale and less blue-collar.

The non-overlapping associations should aveid being inconsistent.
One approach that eosures consistency is to have the same identity,
but emphasize different elements in eael market: 11 o ket g
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brane  personality will De in the Torelront, while in another the
product attributes will be more prominent, When there are real dif-
ferences, the goal should be to make them as consistent as possible
without undercutting their impact and effectiveness,

FICGURE 3-14
Multipde Iedentities

Identity #1 Identity #2

COMMON
ASSOCIATIONS

TOWARD UNDERSTANDING BRAND IDENTITY

The understanding and management of brand identity are keys to
building strong brands and thus creating brand equity. This chapter
has presented an overview of brand identity—in other words, what a
hrand stands for. A brand identity potentially consists of twelve ele-
ments organized around four perspectives: the brand-as-produet,
brand-as-organization, brand-as-person, and brand-as-symbol. The
identity structure includes a core and extended identity and a system
of cohesive, meaningful groupings of the identity elements.

The brand identity concept will be elaborated in the next two chap-
ters. Chapter 4 will cover organizational attributes and their role in
providing credibility as well as a value proposition; Chapter 5 will dis-
cuss brand personality. In Chapter 6, the balance of Figure 3—1 will be
presented: the brand position, the execution or the communication
program, the tracking of the results, and the strategic brand analysis
that in practice starts the process.

QUESTIONS TO CONSIDER

L, Consider your key brands from the perspeetive of a product, an
organization, and a person. From each perspective, which ole-
ments could e wsed as part of the D identitg? Consider cach
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of the: twelve bz identity ditnensions: product scope, progduct
attributes, quality/value, uses, users, conntry of origin, organi-
zational attributes, local versus global, brand  personal ity,
brand—customer relationships, visual ingery/metaphors, and
brand heritage.

- For each brand, what is the brand identity? Identify the core

identity and extended identity. What are the groupings of identity
elements?” What patterns are found? How are the groups linked
to the brand and to each other?

. For each brand, what are the key functional benefits? What are

the emotional benefits? Self-expressive benefits? Relationships
with customers?

4

ORGANIZATTONAL
- ASSOCIATTONS

Corporate brands will be the only successful area of new brand building in the

future . ., as technology increasingly functions as the great leveler, consumers

increasingly depend much less on their evaluation of a single product.
—5Stephen King of JW Thompson, UK

Companies have to wake up to the fact that they are more than a product on a
shelf. They're behavior as well.
—Robert Haas of Levi Strauss



THE BODY SHOP STORY!

III 1976, The Bady Shop, an intervational mannbcturer and retailer
of skin and hair care products that breaks all the rules, began life
in Brighton, Englad, when Anita Roddiek opened her first store,
Muost cosmetic brands have identities based on glamorous user
fmagery and powerful funetional, emotional, and self-expressive
benefits supported by dramatic packaging and heavy advertising. In
sharp contrast, The Body Shop sold its products with a hype-free
presentation, reflecting values that set it apart from its competitors.
The firm's “profits with principle” philosophy continues to provide a
drimatic source of differentiation.

The Boddy Shop's unique approach to product development is
biiscd in part on history. People throughout the world have been using
nalurally based products to care for their skin and hair for centuries;
why not capture some of this knowledge, refine it, and make it avail-
able to others? The Body Shop followed this thinking in developing
such products as its Honey and Oatmeal Serub Mask, Cucumber
Cleansing Milk, Seaweed and Birch Shampoo, and Cocoa Butter
Boudy Lotion.

The use of ingredients from less industrialized countries not only
provides a basis for unique product ideas but also generates much-
needed jobs and resources to improve lives in these countries. For
exumple, the Brazil Nut Conditioner and Rainforest Bath Beads are
made with Brazilian nut oil processed by the Kayapo Indians of the
Amazon rain forest. In Nepal, The Body Shop obtains paper made
from water hyacinth. The resulting relationships—based on the Body
Shop principle of “Trade, Not Aid"—help create livelihoods for eco-
nomically stressed communities, mostly in what The Body Shop calls
the “majority world” (known to others as the Third World).

The Body Shop's involvement in the majority world extends
bevond trade. In 1989, for example, The Body Shop collected a mil-
liom signatures on petitions to “Stop the Burning” in the Amazon rain
forest, where fires were being set to elear vast areas for development,
The Body Shop's mission is not merely to sell cosmeties, but to ereate
a ;..thl nal coreily,

As The Body Shop and its products have evolved. its antiglitz, anti-
waste, natueal-ingredicent philosophy has remained visible, Producty
are still developed without the wse of animaul testing, Simple, practi-
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cal packages (Teaturing velillable plastic bottles with simple Labels) are
reminiseent ol te imghonorous, no-tail-lins Volkswagen Beetle of the
1860s. No-hype salespeople, inlormative brochures, and The Body
Shop's innovative Product Information Manual provide customers
with information about the company’s products and causes.

Ferhaps the most differentiating characteristic of The Body Shop
is its pursuit of social and environmental change. A passion for social
causes pervades the culture of the firm, and The Body Shop “walks its
talk” with a host of visible, meaningful efforts that include opposing
animal testing, helping economically stressed communities, cam-
paigning to help save the rain forest, and promoting recveling. The
Body Shop is also an advocate for endangered species (the Animals in
Danger line of children’s soaps and bath products promote awareness
of this issue) and a participant in exploring alternative energy re-
sources (its goal is to supply its own energy needs with wind power).
The Body Shop charter reminds employees that “goals and values are
as important as our products and profits” and that “The Body Shop
has soul—don't lose it.”

The Body Shop identity influences employvees as well as custom-
ers. Founder Anita Roddick believes that employees, like customers,
are "hyped out” and need a sense of purpose that is more ennobling
and involving than mere organizational profits. The charisma of The
Body Shop's corporate mission provides that purpose. Employees,
who are considered part of an extended family, are informed about
products and environmental issues through instruetional courses and
newsletters, and they play an active role that ranges from educating
others to participating in demonstrations.

This singular, dedicated posture provides a point of real differenti-
ation that stimulates lovalty and commitment from customers. The
Body Shop's customers are likely to be concerned with the world
around them and to seek more involvement. Participating in The
Body Shop is one way for customers to gain this involvement—and,
in so doing, to express themselves, The acts of shopping at the store,
interacting with the salespeople, using the refillable containers, and
supporting the environmental positions all help provide a bond with
the organiation. The bond stems Trom a common belief that busi-
ness should do morve than make money, ereate decent jobs, and sell
good produets, Rather it should help address major social problems
by not only donating mouey but leveraging its resources to illumi-



nade andd call attention to the issoes. In Gwet, Roddick's intent is Lo
provide customers with o sense of “excitement il passion,”

FICUNRE 4-1
Bonly Shop Visual

i, IEMHST ANIMAL TESTING

AGAINST THE
ANIMAI. NEXT

N COTMETIC PROBUCT Al

Reprinted with permission of The Body Shop.

The Body Shop is a good example of a brand for which the identity
is largely based on organizational associations, particularly those
involving values and programs. Many Japanese firms also have iden-
tities that draw heavily on organizational associations.

THE STORY OF BRANDING IN JAPAN?

Japanese hinus, in general, look at brand strategy very differently than
firms in other nations, First, they are preoccupicd, even obsessed,
wilh their image. Second, they often put their mame on a wide varicty
of proclucts, making their carporate hrand the nltimate range brand
(the general nane for a braed that ranges over product elusses). Fi-
nully they wre concerned with the internal impact of the brand

iclentity on craployees and prospectivee employees, as well as the ex-
termal innpact on customers and prospective customers,

IMAGE (OBSESRION

Japamese lirms care intensely about liow people view them, and the
identity dimensions on which they focus are remarkably similar
ucross firms. Their highest priorities are innovativeness, being suc-
cesstul, and sovial responsibility (that is, being good corporate citizens
andd being sensitive to the environment). A reputation for quality is
less of a coneern, but only because it is not regarded as a differentia-
tor; all firms in Japan are expected to deliver quality.

Innocativeness. For many Japanese firms, a reputation for innovation
is crucial in terms of providing credibility for new products. The goal
is to have an expectation in the marke tpld{,ﬂ—dt‘ﬂﬂll}.‘, the distribution
chain as well as end consumers—that any new product the firm in-
troduces will have a worthwhile advantage. Such perceptions also
generate a sense of excitement and accomplishment for the firm, thus
enhancing its prestige. The Japanese consumer is thought to admire
firms that have the technological capability, imagination, and initia-
tive to advance the state of the art.

For example, in 1986 Asahi Breweries was considered a tired, per-
ennial also-ran, the maker of a third-place beer that was sliding into
fourth, However, the introduction of Asahi Dry in 1987 caused the
brand’s share to hounce from roughly 9 percent (where it had langu-
ished for decades) to well over 20 percent—largely at the expense of
Kirin, the industry leader. Asahi Dry completely changed the image
of the company to that of a young, exciting, innovative industry
leawler. This new image affected not only the gain in market share but
ulso the intensity of brand loyalty, Asahi Dry was able to fight off a
host of imitators, in part because Japanese customers rewarded the
successful innovator by buying the “authentic drv beer.”

Mimy Japaese firms carefully avoid me-too products because of
the impact on perecived innovativeness. For example, Kao Corpora-
tiom G soup company much like Procter & Gamble) strives to ensure
that any new product includes a teclmological advancement that sup-
ports e brand's innovitive identity, Kao even pat its name on a line
of teelmologivally sdvaneed Hloppy dises, which was a market suceess
even though high-tech product was fur from kao's taditiona] donadn
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of soup and skin care, The eredibility of the Kao mone (and the Tage,
stccesshil company it represented) supported the new produet, and
the nature of the produet helped, the innovativeness image of Kaoe,

The old image of Jagmmese fioms being guick to copy but not very
oo at innovation is certainly incorveet today, Japanese firms, in fact,
foens on developing core competencies that lead to innovativeness,
Their R&D organizations (comparable to Bell Labs or the Xerox think
tunk) will tend to he more visible than would those of U.S. firms. The
woal is to develop credible innovativeness signals in addition to actu-
ally supporting innovation. Along these lines, Canon has developed
centers that focus on not only R&D but also creativity.

Suecens and Leadership. Japanese firms believe that customers want to
do business with successful, well-known firms, not only to be reas-
surcd about likely praduct quality but also to associate themselves
with the prestige of a suceessful firm. People in Japan want to be as-
sociated with e best, There are numerous cases in Japan of brands
doing well in test markets only when a corporate brand was used to
endorse the produet, because the prestige and credibility of a large
corporiation was a necessary ingredient,

Cood Citizenship. Japanese firms are interested in proving they are
wood vitizens by being responsive to the environment and supporting
thie wrts ane other civie programs and causes. They understand that it
is not cnongh to be “green;” they must also make sure that others
undderstand and know about the firm's values. Hitachi, for example, ran
u lonr-color, cight-page insert in Fortune explaining what it was doing
to help preserve the environment. This series served to position Hi-
tichi with respect b environmental issues, and it also provided insight
into the company’s values and programs, Customners are likely to feel
closer to a corporation that they respect and that shares their own
vitlies.

Stretehing the Mind. Jupancse firms are aggressive at personalizing
their organizations by locusing on issues and values that are far afield
fromn the product and services involved, For example, in 1992 Mazda
run a0 Len-page insert in Time in which a dozen essayists and pho-
togrnphiers set forth their own individual views on the meaning
ol lile,

What kind of a company would introduee such a basic philo-
sophical question and ask others (both essayists and readers) to
participate in a meaninglul way? Perliaps Mazda hoped customers
would supply the answer: a finn with broader interests and concerns
than simply making and selling cars, one whose leaders have an intel-
lectual bent. Mazda may have felt a market segment would respect,
admire, and bond with such an organization becanse of a similarity in
interests, beliefs, and self-image. Of course, quantifying such an
impact is difficult,

Relationship Marketing. Relationship marketing is a hot topic in Ameri-
can business. To the U.S. firm, a relationship is based on getting close
to customers, understanding their problems, and developing respon-
sive programs. It is ironic that the Japanese, by focusing on org-
anizational values instead of specifications and action programs,
may understand the nature of customer relationships better than
Americans.

AN INTERNAL FoCus

In Japan, corporate brand-building efforts often are aimed primarily
toward current and prospective employees. An impact on customers
is seen as almost a bonus, and certainly not as the only benefit. Japa-
nese firms consider it vital that employees feel pride in their firm
because of its values, purpose, past success, and future goals. They
believe that workers who feel this pride will then be more effective
and motivated and will buy into the group activities and culture that
are at the heart of the Japanese management style. Corporate adver-
tising in Japan is thus largely justified on the basis of its internal
impact. In contrast, employees in the United States and Europe are
rarely considered to be an important audience for a corporate adver-
tising effort.

Stimulating Strategic and Organizational Change. In Japan, firms often
engage in corporate identity (Cl) programs, the goal of which is to
ohtuain a consensus among a broad cross-section of employees as to
what the corporate identity should be. The process not only results in
w corporate identity for which there is “huy-in” among employees but
it also i withes s vehicle o stimlate el T ancl renewal within the
organiztion. For exanple, in 1955 a browd set ol groups within Asahi



Broweries diseussed the identity and vision of the fivm. The resalt
wits i new attitude tat made Asabi Dry aod other programs feasible.
Oner tangible sigo of the new Asahi was a decision to change the firm's
rising-sun logo, which was more than a century old.

Tur PEavASIVE CORPORATE BRAND

I Jaapan, fivms put their names everywhere; Mitsubishi alone puts its
name on literally tens of thousands of brands. The parent name thus
hescomies elastic, meaning very different things in different contexts.
The common core, though, is that behind each subbrand is a large,
successiul firnm that is capable of being a leader in product and sales
whierover it competes,

Firms such as Sony, Honda, Canon, Mitsubishi, and Toshiba fur-
ther this message by investing in name-exposure activities, These
corporate names are found in lights in most of the leading cities in
the world. In one particularly compelling instance, a huge Toshiba
nean sign overlooks (and dominates) a crowded Thai village. Ag-
gressive sponsorship of events such as the Olympics also helps make
the names of large Japanese firms a common part of the environ-
ment,

Suntory makes whiskey, but it also has its name on beer and even
soft drinks, and only through great willpower did it keep its name
off its chain of fast-food restaurants (which serve American-style
hamhurgers, pizza, and fried chicken). There is also a Suntory art
museum, an elegant and important Suntory auditorium in Tokyo, and
a host of prestigious firm-sponsored events. Thus the Suntory name
is indeed a valuable commaodity in Japan, one that is driven by more
than its products.

THE PERMANENCE OF THE CORPOBATE BRAND FAMILY

In Japan the corporation and its structure of products has a real per-
manence, because businesses are rarely sold. Thus it is easier for a
Japanese firm to invest in a corporate brand, secure in knowing that a
mijor cliange in ity business scope is unlikely. In contrast, U.S. corpo-
rations such us GE, General Mills, and Xerox make only a temporary
comnmmitinent to the Gunily of products and brands within their portfo-
lios. Their willingness to by and sell businesses, thereby changing
their corporile identity, makes it more ditficult to juﬁtlﬁ_{ investing in
LLS. corporate hrands,

THE BRAND AS ORGANIEZATION

Brands in nearly all product classes are struggling to find points of
distinction in the lace of deteriorating murket contexts. Powerful
retailers and customers are focusing on price in an era of belt-
tightening. A price emphasis is further fostered by aggressive or
desperate competitors and hy defensive plavers unwilling to cede
market position. Produet innovations are quickly copied or attract
only small niches. How can brands differentiate themselves and
maintain an advantage?

One answer is to base the brand identity in part on the organization
behind the brand. The basic premise is that it takes an organization
with a particular set of values, culture, people, programs, and assets/
skills to deliver a product or service. These organizational charac-
teristics can provide a basis for differentiation, a value proposition,
and a customer relationship, as the stories of Saturn (described in
Chapter 2) and The Body Shop illustrate.

Values and Culture

Saturn's organizational values of treating the customer with respect
and as a friend provide the basis for a relationship. Most customers
sense these values and developed attitudes and perceptions accord-
inglyv. The Saturn commitment to building a world-class economy car,
another organizational characteristic, is also visible enough to affect
customers perceptions of the car. Similarly, The Body Shop's con-
cern about such causes as the rain forests, animal testing, package re-
eyeling, and Third World economic development also draw the
admiration and respect of customers.

People

The people at Saturn and The Body Shop, as encountered by custom-
ers either in person or through ads, are seen to be committed to the
values and culture of the organization. They provide a credibility that
could not be obtained by simple announcements of product attributes
and corporate programs.

Programs

The: Boedy Shop engages in visible activism tat provides substance to
its vadues and culture and u way for customers to participate either
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actively or viearionsly. Saturn's many customer-involving  retail
prugml’nx aned its invitation o all owners to come to .‘fiprim.: HHll for a
summer celebration rellect the values and culture of an organization
concerned with much more than selling cars.

Aszets and Skills

The Body Shop's access to Third World ingredient sources makes its
interest and involvement in those countries’ problems more credible.
Saturn developed a manufacturing plant in Spring Hill from scratch
in order to deliver a “different kind of car.” Saturn also has a unique
retail operation that visibly reflects its customer-friendly philosophy.

Organizational Versus Product Associations

Viewing the brand as organization generates organizational associ-
ations that can be attached to the brand as part of the brand identity.
For example, Saturn is viewed as an organization that is committed to
world-class quality. This perception is qualitatively different from the
view that the Saturn car is a superior product; it instead reflects the
organization's values, programs, and assets and skills. The implication
is that an organizational commitment to quality will result in or sup-
port a claim of product quality, but it is nevertheless a different focus.
Thus, just as a brand can have associations with respect to attributes,
users, symbols, use contexts, country or region, and brand personality,
it can also have organizational associations.

THE CORPORATE BRAND

A corporate brand such as Sony, GE, or Siemens does not neces saﬁl:,r_
need to have organizational associations as an important element of
its identity. Rather, the brand-as-product perspective could dominate
its identity. For example, Sony might mean quality consumer elec-
tronics, and GE Jet Engines might mean efficient engines.

For a corporate brand, however, organizational associations are usu-
ally important for two reasons. First, a corporate brand does represent
an organization with a CEO and people employed in design, pro-
duetion, und comsumier contact. Thus it is natural to focus on organi-
zational values, coaployees, prograns, and assets of the organization.

Second, the corporation is almost always involved with many prod-
uet clusses, each ol which will usually have a set of product brands.
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Sicmens, for exanple, has its mone on 100,000 products heing mar-
keted in 100 countries, Organizional associations such as innovation
or ality provide a common denominator that can be applied over
these products. The result is substantial economies of scale in
building organizational associations. There is also the risk, however,
that one visible product could tarnish the corporate name by deliver-
ing poor performance.

A corporate brand that is applied to many products also provides
econumies of scale and scope in creating visibility and awareness,
since the cost involved is spread over multiple products and cat-
egorics. Further, the name is exposed wherever these products are
udvertised or sold. Multiple products therefore translate directly into
more cxposure for the brand name.

ORCANIZATIONAL ASSOCIATIONS NEED NoT REFLECT A CORPORATION

Organizational associations are not at all limited to corporate brands,
The issue really is whether the organizational associations are an im-
portant part of the brand identity.

Somectimes, in fact, brands that can productively focus on organiza-
tional associations should not use the corporate brand. Hidden Valley
sitlived dlevssings would suffer greatly under the Clorox brand umbrella
hecause the parent corporation is tied to bleach, which is incompat-
ible- with a food product. (Hidden Valley labels list HVR Company as
the manufacturer.) Similarly, LEggs hosiery would not gain from an
ussociation with its parent company, Sara Lee. Hidden Valley and
Ly, however, could still involve organizational associations in their
brand identity. As described in Chapter 2, Saturn has emphasized
such associations in its brand positioning even while distancing itself
from General Motors.

The: visibility of organizational associations can vary greatly. For
many product brands (such as Tide or M&Ms), the focus is on product
attributes or user imagery, and the organization is invisible. The brand
is really an abstract entity rather than a reflection of an organization.
For others (such as Saturn and many service firms), organizational as-
sociations are ollen part of the core identity,

Ovgganizational associations difler from but can be influenced by
product associations, as will be discussed in Chapter 8. Fven the
mature of the products involved will matter. For example, a firm
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making hig-scereen TVs will he perceived as being more innovative
and high-tech than one making audio equipiment.

ORGANIZATIONAL ASSOCIATIONS

Most brand identities provide value propositions that are tied to a
priclict benefit, a use occasion, or a user group. These associations
are uswally product-class specific and involve tangible attributes,
often with sharp visual imagery. In contrast, associations driven by the
vilues/eulture, people, programs, and assets/skills of the organization
are qualitatively different. Less tangible, more subjective, and less
tied to o product class, these associations have the potential to play a
signilicant but different role in generating and supporting value
propositions and customer relationships.

Sometimes associations, such as being community-minded, are
uniguely attached to an organization. Other characteristics, such as
perceived quality, could be viewed as produet attributes (the product
has quality designed in) which provide functional benefits (the cus-
tomer benefits from superior quality) or as organizational attributes
{the organization behind the brand has quality and quality programs
as priorities). Which perspective dominates will depend on the source
of the association links.

A host of organizational associations are available to managers. In
ovcler to provide an understanding of the way these associations work,
a representative few of the most prevalent and useful will be dis-
cussed below:

* Society/community orientation
* Perceived quality

* |nnovation

* Concern for customers

* Presence and success

* Local vs. global

SocIETY/ CoMMUNTTY ORIENTATION

Some organizations are simply “good citizens” and prove it in many
ways including envirommental sensitivity, sponsorship ol worthwhile
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charitios, interest and involvement in their communities, and even
how they treat cmployees, Orvganizational associations are alinost in-
dispensable in developing society/community-oriented associations,
For exannple, Ben & Jerry's is a funky, Vermont-based, socially re-
sponsible ice cream firm with programs and policies that include the
following:

» Civing 7.5% of its profits to social and environmental causes

* Creating a spin-off firm called Community Products, which mar-
kets produets such as Rain Forest Crunch ice cream (using Brazil-
i nuts) that promote environmental awareness and provide
dolliars for social causes

* aying top executives only seven times as much as the lowest-paid
worker (this practice, not uncommon in Japan but highly unusual
in the United States, was eventually relaxed in an effort to attract
un outside CEQ)

* llegistering voters at a Ben & Jerry's outlet, and giving away ice
cream cones as an inducement

* listablishing a Harlem franchise that employs twelve homeless
workers and donates 75 percent of its profits to a local shelter

Ben & Jerry's, which started in 1978, now challenges Hiagen-Dazs
with sules in the hundreds of millions. It is difficult to estimate, of
conrse, how much of its success is due to superior products and mar-
keting, and how much is due to customers’ affinity for the firm's
values and programs, but it can be argued that the cost of pursuing
worthy causes is fully compensated by the publicity generated by the
programs and awards. (The announcement of Rain Forest Crunch ice
cream drew forty media members to a press conference.) Certainly,
the organizational associations have enhanced customer lovalty, al-
though it is very difficult to say how much.

Lasvi Strauss earns respect for the way it treats emplovees and  for
its support of community institutions like the University of California
uniel the Oukland A's baseball team. Saturn retailers are simi- larly ad-
mired for their involvement with zoos, playgrounds, and other local
ehurities. There are undonubtedly customers who forge  aricher re-
Lationship with such froms simply out of respect and admiration.

Going “green” is another way of being o good eitizen, This trait
can be associated with envirommmentully sensitive ingredients or



recyelable puekaging, but a green image rooted in corporate vilues
can be maore difficult to copy, more visible, and more credible. Tt can
be difficult, however, 1o know what the green route is—there may not
be o consensus s to the “greenness™ of a package, for example, More-
over, many elfeetive green activities (such as reducing toxic emissions
from plants) are not visible. Thus one challenge is to create brand
value from what can be a huge investment.

Prayerffs

As noted above, the question is whether doing good pays off in the

market. Certainly being a “good citizen” may generate feelings of re-

spect, adiration, and liking that can help the brand by contributing
tr customer relationships, Consider the annual McHappy Days cele-
bration/party in Lyon, France, which attracts some 100,000 people
anl vises money to send inedical teams to ref ugee camps in Cambo-
dia s Thailand. In the view of the McDonald’s franchise pwner and
spousor, the event gencrates a special feeling toward MeDonald's in

Lyon. A 1994 survey of nearly 2,000 US, adults provided some sub-

stantiating evidence that doing good pavs off, even conside ring the

tendency for people to exaggerate actions that reflect positively on
their character?

* When choosing between products of equal price and quality, 78
percent of the respondents said they would buy from a firm that
contributed to medical research, education, and similar causes
rather than one that did not,

* Two-thirds said they would switch brands to a manufacturer that
supported a cause they deemed worthwhile,

In another U.S. survey, 83 percent of respondents said that they prefer
buying environmentally sale products.? Yet another found that 23 per-
cent of American shoppers claimed to make purchases based on a
company’s environmental profile and programs.

“Cause” programs cun add interest and visibility to a brand,
Ronald McDonald House, a program (see Figure 4-2) that provides
homelike accommaodations for families of seriously ill children, has
contribmted to the Mehonald's identity in this way. Consumers in
focus gronps tend 1o perk up when Ronald MeDonald House be-
eomes the topic for diseussion. By proveking not omly admiration and
respeet bt also interest, the Romald MeDonald House ilustrates
how w social program can wdd vilality to a muture brand,
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Finally, it appears that lirms with hetter records for social respon-
sibility get rewarded in the stock market. Althoueh the evidence
(from dozens of studies) is mixed, the consensus seems to be that a
positive reputation in this area does not hurt and in some contexts
helps the stock return. More unambiguous is the fact that a negative
incident will have less impact on a firm with a good reputation. A
classic case is the way Johnson & Johnson's reputation undoubtedly
helped the firm regain the confidence of customers and investors after
the Tylenol poisoning incident.

Have a Program

To capitalize on the interest in social responsibility, programs and
actions must be translated into perceptions that help the organization
to stand out from the erowd, To do this, a firm must obey the funda-
mentals of branding;

* Have a focus. In its pro bono work around the world, DDB Need-
ham focuses on water—in particular, on the availability of water
and the problems of pollution. It has participated in world con-
ferences and helped develop communication programs. Other
firms have focused on education, the inner city, an arts program,
parks, AIDS research, or bicyeling trails and events. A focus en-
hances both impact and visibility.

* Be consistent over time. With any branding effort, consistency over
a long time period results in cumulative benefit to the firm.
Brands with consistent involvement in a specific charity are likely
to gain enhanced impact and visibility. Reebok, for example, has
been associated with human rights for many vears; among other
things, it has sponsored Amnesty International’s “Human Rights
Now™ world concert tour. This long-term involvement is likelv to
have much more impact on customer perceptions of Reebok than
would a scattered charity-of-the-month program.

* Link the program to the brand. One way to strengthen the pro-
gram/brand link is to participate in programs that are related to the
firm's business. Thus Herman Miller, a furniture maker, reduces
waste in its woodworking and encourages well-managed, sustain-
able lorests. The Calilornia Casualty Tnsurance Company, which
services teacher organizations, sponsors edocation progruns.
Kok provides cameris, Bl and other couipment to 1p parents
puit together T Kits for thesir ehildven (o be ased in case of i ab-
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duction). This program provides a natural link to Kodak and cam.
eras Hiat donating money toa symphony would lack.

o B Braded. A progeam that is bramded is all the more effective. Liz
Claiborne's campaign against violence toward women is called
Warnen's Work. The Coors program to fight breast cancer, termed
High Priority, has its own logo. A brand, of course, is a powerful
deviee to erystullize the meaning and enhance the impact of a
prograns,

PrncEveEn Quatiy

Perceived quality is a key consideration in nearly every consumer
choice context. Quality ean be communicated directly by showing,
through demonstration or argument, that a brand's product attributes
iwre superionr fooa {;nmlxrtitur’s_ Visual quality cues can be emploved to
signatl quiadity more indireetly. An alternative, as was shown in the dis-
enssion of Saturn in Chapter 2, is to discuss quality as a part of a firm's
values, culture, people, and programs.

When orgmizational associations are used to make the quality
cluim, the focus is on the firm rather than on the products. Thus the
"M Mark of Excellence” is a corporate-wide effort spanning all
Ceneral Maotors brands and reflecting an organizational commitment
to apadity, 1 is also backed by programs such as Mr. Goodwrench and
several visible total-quality programs that provide substance and
eredibility

Many linns are committed to quality or to being “the best™ at what
they dis. For exaunple, Johnson & Johnson, consistently rated as one of
e ot achinived corporations in the annual Fortune magazine survey,
luas eprality anl trust as its core identity. Nestlé uses the "Makes the
very boest b line for its corporate campaign, which is derived from its
more Euniliar “makes the very best chocolate” consumer slogan.®

Hatooid Brevicls

Many retail chains, from supermarkets to clothing stores to automo-
il supply fivms, market products under the name of their chain or
wnder i b that is closely associated with the chain, Because such
store Drnods wsially sy achost of produets, they are really positioned
with vespeet Lo guality, Many of these brands are value brands, with
weceptadde quality butarelatively low price. Inereasingly, however,
store hrands are being developed that wee actuadly positioned as pre-



it brands with top quality, Their vidue propositions thus are de-
fined with respect to the best hirnds in the product elass.,

These retail brands often rely on packaging cues and customer trial
to establish perceived quality and hrand lovalty. Organizational as-
sociations, however, could also be a good vehicle to communicate
quality both credibly and distinctively. Organizational associations are
sensible because, after all, the retail chain is an organization. Further,
any organizational associations used to enhance store brands will
likely also help develop store lovalty.

Loblaw’s, a large Canadian supermarket chain, used organizational
associations to create the upscale President’s Choice brands. The
brand name indicated that the products were the personal choice of
the very visible president of the Loblaw chain, who presumably would
not put the President’s Choice name on an unworthy product. The
president himself communicated facts about the organization and its
commitment to quality that helped create a quality position for the
President’s Choice line. He also personally developed links to the cus-
tomers by being visible in stores and creating a cookbook for
customers,

The Tesco supermarket chain in England is another example of the
use of organizational associations to create a quality position. Tesco
ran a set of ads starring the comedian Dudley Moore as a buyer who
was charged with finding a source for superior chickens. His search
found him chasing loose “range” chickens in a forest in Bordeaux,
being arrested for poaching salmon in Seotland, and being chased by
large, costumed chicken characters in Chile. In the process, Moore
stumbled onto sources of Italian grapes, Scottish Salmon, and Chi-
lean Cabernet. His humorous exploits suggested the organization’s
willingness to go to great lengths to achieve top quality for its pre-
mium line of Tesco brands.

INNOVATION

As noted earlier, innovation is perhaps the key corporate brand associ-
ation for Japanese firms. It is also important to Western firms,
especially for those competing in a product class in which technology
and innovation are important to the customer. For example, Oral B in
dental equipment, Gillette in razors, AT&T in connnunication equip-
ment, Intel in microprocessors, and Lexus in antomobiles all base
their competitive strategy gn being the best technologically, Rubber-
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maicl, swnother fixture on the Fortume Tist of most adiived CUrpOTH-
tions, provides value through inaovadion. tnmovation is one of three
cornerstones of the General Mills brand steategy, as well as a driving
foree at SM. The developers of such products as Scotch tupe, Post-it
procducts, and Scotchguard protector. 3M derives more than 25 per-
ecnt ol its sales from products less than four vears old. Figure 4-3
llustrates the 3M identity,

ILis difficult to have a product or service that is demonstrably the
best at any given time. There is always someone who can outspec
vou (to nse Regis MeKenna's term), and even if this has not hap-
pened yet, there are always some segments that are uninformed or
uneonvineed. Having strength on an intangible dimension like inno-
vativeness provides an advantage that is more durable in such a
market. For example, many buy Hewlett- Packard products because
ol 11”5 reputation as a technologically advanced firm, even if the
prochuct in question may not be the most advanced.

A reputation for innovativeness can also provide eredibility in
mutking new product claims, especially when such claims really make
u difference to customers. The innovative firm will be given the
benefit of the doubt because it has a track record of breakthroughs
that support meaningful product claims.

Many firms—especially established, “tradition-rich” leaders like
GL, Koduk, AT&T, or Coke—face the problem of being seen as a bit
oldd-fushioned and boring, Being innovative can be a vehicle to appear
more modern and up-to-date. A firm that makes products containing
the: most advanced features and capabilities will be seen as more
conlemporary.

CONCERN FOR CUSTOMERS

Mimy organizations, from Nordstrom to Lexus, enshrine a drive to
ulwarys place the customer first as a core value. If a firm can credibly
conmnmicate such a philosophy, customers not only gain confidence
in the products and serviees but also feel that someone cares for them.
LU is Lot easier to like someone who likes VIILL

Several corporate brands have nude this concept of friendship one
ol the defining clements of their corporate brand identity, Gateway
Camnpmter bas actug Tine—"You have a friend in the business”—that
distingnishes it from competitors who foens on price aned features,
The friend metaplion is very powerlul beease it implios that e
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Innovation as a Corporate Thrust
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brand will deliver what the customer wants: honesty, caring, depend-
ubility, wnd respect. In the next chapter, the brand-as-person
metaphor will be explored, and the concept of a friend relitionship
between the hrand and customers will be discussed further:

THFE ROLE OF THE CEO

Some organizations are blessed with a charismatic leader—perhaps the
vorporithe CHO=—wlio cun both represent and express the organizational
wssoeiations ellectively. Anita Rodidick plays this role for The Body Shop.
Sueh i person can often make eorporate announcements more news-

worthy amd thos can gain inexpensive exposure. For example, the
stitonincement ol o new Microsoft produet becomes major news when
Bl Cinbes s inwited to make a speech or appear on a national news pro-
L,

Personalizing the corporation by putting its founder/leader out front
bl to eveate s relationship with the customer, Sam Walton, the highly
visthle leader of Wal*Maut, was perceived as a very appealing, even lov-
uble person. The relationship of customers with Wal*Mart was in part a
relationship with San Walton. In fact, in terms of representing Wal*Mart
luath internally snd externally, the spirit of Sam Walton has remained
very mch a factor even after his death,

PHRESENCE AND SUCCESS

The visibility and presence of the organization behind a brand can
ereate an inage of size, substance, and competence. Recall the dis-
vussion in Clhapter 1 on the power of simple brand recognition—it
even aflected taste tests. Dealing with an organization that has the re-
sonrees o back up its products and a long history of doing business is
reassovingg, especially in higli-tech markets.

Visible suecess, as indicated by sales and/or sales growth, also pro-
vides customers with the reassurance of knowing that other customers
lave selected the brand. This comtort-in-nmbers argument was
behind the old Gand now somewlat anaclironistic) eapression, “You
can't gget lived Tor huying 1BM,” Larticularly in Japan, o backeround of
Nucvess beinggs with it prestige, eredibility, and the implication that the
orguinization must e good at what it doges,



An image of substunce can also affect persuasion. In one study,
Goldberg and Hartwick manipulated the corporate reputation of a
firm that was introducing a beer in Canada.” The firm was described
in terms of its years in business, sales, the number of people em-
ployed, and corporate citizenship activities, but not with respect to
its product expertise. In addition, the firm was described to some
subjects in the study as being older and larger, while to others it was
described as vounger and smaller. An advertisement from another
market was then shown in which a comparative taste test was de-
scribed—the test results presented were extreme (the new product
was superior to one hundred alternatives) for some experimental
groups, and less so for others. The respondents were then asked to
evaluate the advertisement claims and the product. The study
showed that extreme claims created skepticism for the younger,
smaller firm but were accepted for the larger, older firm.

Event sponsorships are a unique vehicle for the organization to
develop a presence and a sense of substance. As noted in Chapter 1,
WordPerfect was an unknown, also-ran software company in Europe
until it became the sponsor of one of the continent’s top bicycle
racing teams. WordPerfect acquired not only exposure (because
television covered the leading teams extensively) but also much
of the team’s visibility and prestige. PowerBar had similar success
with its sponsorship of bike races and so-called ironman competi-
tions.

Locarl YVERsUs GLOBAL

A brand often needs to make a fundamental identity choice: Should it
(1) be a global brand, with the accompanving prestige and credibility,
or (2) try to connect with the local market? In many markets there are
brands following each strategy option.

Groing Local

One strategic option is to be perceived as a local brand from a local
company. Lone Star beer, for instance, draws upon the fact that a par-
ticular market segment identifies with its Texas heritage. Buying and
drinking Lone Star can thus be a way to express that pride and at-
tachment, and Lone Star promotions designed with a local Havor can
reinforee such users” Texas identity,

There is almost always a niche for the loeal competitor. BellSouth,
Pacilic Telesis, and ULS. West are vegionad telecommmmication com-
prinies that eompete with AT&T, MCL and Cellolar One, A dil-
fesentintion path for the former firms is to cmplasize their regional
ht‘l'llilli.f.l' tor cnstomers in hupes of creating a hond, A snimrnmrlwt
chain attempting to establish a high-end private hrand against global
brinels is uniguely situated to go local, It can engage in local United
Wiy festival promotions or give a percentage of saved receipts to
schiools for computers, thereby indicating where its ties and loyalties
(nnlike those of its competitors) lie,

Lises of the local route, though, is not necessarily restricted to local
lirtns, Some of the most successful ULS. brands in Europe are ac-
vepled as part of the loeal eulture and are not viewed as being
foreign. For exaunple, although Holiday Inn is obviously a U.S. firm,
iy ol its European hotels appear to be loeal inns and are often ac-
cepled as such, particularly in Germany. Heinz is considered by the
Fauglish to be “their” brand, even though it is a U.S. brand with a
Coerman name. GM's Opel is also very localized, again especially in
Carrmany.

"The go-local approach need not be overt. There was a very Ameri-
e element in Saturn's message, but customers needed to pick this
up o their own, Unlike with Chevrolet, there was no "Heartbeat of
America” b line to make the point visible and explicit. The most suc-
eesslul local brands do not have to tell anvone that they are local;
ruther, people need only observe the brands’ attitude, actions, and
womelimes their aceent.

Ther go-local strategy provides a link to customers. At the extreme,
It com sugeest that the brand is part of the neighborhood and stands
st the carpethagger (from the big city or from a foreign country)
whio does not care about or understand the local culture, At least
weven country-of-origin studies have found a home-country bias—for
Instane, that "Made in the U.S.A." in general contributes more to
bramel evalwation in the United States than elsewhere ® Han and Terp-
strn suggest that pride/patriotism and product serviceability are
wimony the reasons for the hias®

A local linkage is especially effective if an element of the global
‘ nllt1'||l'tit::|".'-; nirketing program is insensitive or does not resonate
with {or even ollends) local sensibilities. A serious effort to go local
van ilso result in a botter understunding ol the needs and attitudes of



the locality, which in turn can lead to product refinements and more
effective brand identity implementation efforts.

CGoing Global

The other identity option, of course, is to go global. The fact that
brands like Budweiser and Kirin are national in scope—or that
Nestlé, Kodak, Ford, AT&T, and Nissan are truly global—provides
the prestige and reassurance of a brand that has a larger audience and
mission. Even for products such as detergents, it is better to be
backed by a major company such as Kao (the Japanese soap com-
pany), than to be an orphan brand (that is, one not tied to a range
brand or corporate brand).

A global brand signals longevity. resources to invest in the brand,
and a commitment to the brand’s future. A global firm will be pre-
sumed to be advanced technologically, able not only to invest in Ré&D
but also to draw on the advancements in the countries in which it
competes. AT&T is presumed, for example, to be at the forefront of
telecommunications technology because of its ability to compete both
nationally and across the world.

A global brand also has considerable prestige because of its ability
to compete successfully in different markets. Suntory, for example,
carefully positioned Midori (a melon liqueur) as a global brand when
marketing it in Japan, correctly predicting that a perceived Japanese
source would be a handicap. The global brand is often the established
market leader; further, it can put forth a personality of being worldly
and cosmopolitan, characteristics that can be very important for some
product categories.

We next turn to how organizational associations work to provide
value by considering their internal and external impact.

HOW ORGANIZATIONAL ASSOCIATIONS WORK

The brand-as-organization perspective is summarized in Figure 4—4.
This perspective draws upon the visibility of the organization, as well
as its culture and values, people, programs, and assets/skills, to iden-
tify organizational associations that might become an important part
of the brand identity. The end benefit for the brand is to provide:

* A value proposition or customer relationship based on the organi-
zationul ussociations

FICGURE 4
How Organizatiomal Associations Provide Value

THE ORGANIZATION
« Cultura/values
* Peopla
+ Programs
» Assats/skills
+ Visibility

T LT

ORGANIZATIONAL ASSOCIATIONS
+ Environmentally sensitive = Concern for customers

= Community orientation * Presence/success

+ Perceived quality * Local vs. global

+ Innovative

L o b
Value Credibility Internal Culture
Froposition » Expert = Clarity
or Customer = Trustworthy * Buy-in
= Liked

Relationship

o Credibility to other brands
* A vohicle to clarify and crystallize the organizational culture anc
vitlues inside the organization

Provining A VALUE PropOSITION OR CUSTOMER RELATIONSHIP

Orgnizational associations created by Saturn, The Body Shop, Kac
Soap, andd others can contribute directly to a value proposition be

- canse the associations are valued by customers. In particular, organi
- zalional associations can provide functional benefits. An organization

with a reputation for having a product-guality culture provides value
fu the form of higher delivered guality and a guarantee against un
plessant nsiage expericnecs, A concern tor custonmers, such as that at
tribwitedd to WordPerfect, can reassure customers that the product wil
e supaprontesd.

Fanotional henefits can be stimualated by organizational assoc
ations. Feelings of vespect and admiration, for example, can be con



nected to an organization beeanse of its programs and values. The ex-
perience of buying a Saturn can result in a relaxed, comfortable
feeling, and many Saturn owners ulso feel pride in buying an Ameri-
can car. McDonald’s charity involvement can stimulate feelings of af-
fection and respect,

Organizational associations can also provide self-expressive hen-
efits. Linking oneself (perhaps via a loan) with a bank that is a major
sponsor of the local symphony could reinforce one's self-concept of
loving the arts. Associating with the value-conscious Wal*Mart cul-
ture could support a self-concept of being frugal and practical. And
patronizing The Body Shop is one way to express a commitment to
social causes,

Most benefits in a value proposition can provide the basis for a cus-
tomer relationship. In addition, relationship associations such as a
sense of friendship (perhaps related to a customer-focused culture)
exist at Saturn and elsewhere. The personal relationship concept will
be revisited in the brand personality chapter which follows.

PrROVIDING CREDIBILITY

A key way in which organizational associations work, particularly in
the context of the corporate brand, is by providing credibility to
brands being endorsed.'” The corporate brand is often used to endorse
a product brand as part of a dual brand strategy, as in the case of the
Ford Taurus, Nike Air Jordans, Campbell's Healthy Request, Chevron
FastPay, or General Mills Cheerios. Each brings different associations
to the dual brand (see Figure 4-5). The natural role of the product
brand is to generate brand-as-product associations, whereas the cor-
porate brand’s natural role is to provide organizational associations
that add credibility to the product claims. The corporate brand is like
the flag bearer in front of the army, bestowing credibility on the army
forces but depending on the army itself to fight the battle. Chapter 8
will explore these different brand roles more carefully.

The Credible Organization: Expert, Trustworthy, Liked

Attitude research in psychology has shown that believahility and per-
suasive power is enhanced when a spokesperson is perecived as being
export, trustworthy, and well-liked, These same characteristios should
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FIGURE 4-5
Relutive Roles of Corporate aned Product Brands

CORPOBATE BRAND FRODUCT BRAND
Brand Exumple: Ford Taurus
TYPE OF ASSOCIATIONS: Organizational Functional benefits
Axsociation Example: "Quality is Job 17 Well designed
l'r.-i-H-tH.'r FuNcTion Provide credibility Frovide value
OF ASSOCIATIONS: Proposition

I relevant when evaluating whether a claim made by an organization
Is ereddible. To what extent is the organization seen as expert or trust-
worthy, und to what extent is it liked?

An expert organization is seen as especially competent at making
unil selling its produets. Thus the visible Ré&D facility at Canon indi-
eates technological expertise, which makes product claims for a new
cinnera more credible. Indicators that Ford delivers quality cars pro-
vidle similar credibility to its new offerings.

A trustworthy organization will be trusted and believed when it
mukes claims. An organization viewed as trustworthy would be per-
veived as honest in its communication and dealings with customers,
dependable, and sensitive to consumer needs. Some firms, such as
Hewlett-Packard and Levi Strauss, are trusted because their policies
toward societal problems and/or their employees are interpreted as a
generil commitment to “doing the right thing.” That sense of trust-
worthiness carries over to eommunication about product capabilities.
Trust, frequently a part of the core identity of a corporate brand (for
examnple, Johnson & Johnson), provides a strong basis for a relation-
.'d||||:| hetween an organization and its customers.

An organization conld he liked becanse of admiration for the firm’s
contributions to the conmunity, or the organization could be re-
pirded us Tun beeanse of the activities in which it participates.
Swateh, for example, by hunging a ginnt wateh on a tall bank in



Frankhart or by sponsoring an oflbeal contest, ereates an orgmiztion
one {in the target market) has o like, Motbife shares some of the
feelings people have toward Snoopy becanse of its nse of the Peanuts
characters. There is less of an inclination to disugree or argue with
someone you like well, and the same tendency can be hypothesized
to exist when a brand is the "someone” in question. The message of
a liked brand will tend to be accepted, whereas the claims of a dis-
liked brand will be viewed with skepticism.

Impact of Organizational Associations on Credibility: Some Evidence

Kevin Keller and I conducted an experiment to explore the impact of
corporate image on customer acceptance of a corporate brand exten-
sion (that is, a new product outside the current range of a firm's
products).!! Four different corporate images (innovative, environmen-
tally conscious, community minded, or neutral) were created for
corporations given neutral names (e.g., Meridian); the settings were
baked goods, personal care products, dairy products, and over-the-
counter drugs.

A major finding was that an innovative corporate image was a
powerful asset, in part because of its impact on the brand extension.
Innovativeness was the only corporate image dimension to enhance
the perceived fit of the corporate brand extension and the evaluation
of the product attributes. The implication is that an innovative corpo-
rale image gives a firm license to stretch the brand name further. An
innovative corporate image also had the largest impact on the per-
ceived quality of the extension, a finding that occurred across several
positioning strategies attached to the extension.

Mareover, an innovative corporate image had a substantial positive
impact on corporate credibility, making the firm appear to be more
expert (with respect to designing and making the product), more at-
tractive (likable, prestigious), and more trustworthy. Thus respondents
seemed to be attracted to the innovative profile beyond simply re-
specting the firm’s ahility to innovate,

The image of being either environmentally sensitive or community
minded made only a modest difference, much less substantial and ex-
tensive than the innovativeness dimension. Both images did enhanee
the attractivencss and trustworthiness dimensions ol corporate credi-
bility. In addition, the environmentally sensitive corporation gener-

ated asmall impact on the perecived expertise of e corporation and
on the perecived guality of the corporate brand extension. This,
however, was partially because this lirm was seen as somewhat inno-
vative due to its environmental leanings.

INTERNAL IMPACT

There is little doubt that it is important for employees to buy into
organizational values and programs. Over the years, both current busi-
ness practices and social science research into em plovee motivation
have supported this basic premise. Consider the current acceptance
of group or team efforts, empowerment, and the flat organization; all
require clear organizational values and goals, and employees moti-
vated to accomplish them.

A brand identity that includes organizational associations is more
likely to represent the basic goals, values, and strategies of the organi-
zation. Thus it can play a key role in articulating these elements to
eniployees, retailers, and others who must buy into the goals and
values and implement the strategies. An identity with organizational
associations is more likely to provide internal guidance on some basic
questions, such as the following:

* What is the purpose of the organization? Why does the company
exist? What does it stand for? Are there any broader concerns and
issues involved besides making products and profits?

* What are the values and culture of the organization? What is im-
portant? What is the relative importance of being environmentally
sensitive, having the highest quality, being innovative, having a
concern for customers, being successful or connecting locally?
What is the organization really good at doing?

* What is the vision for the future? What will be the values, culture,
and goals then?

WiteN 10 UsE ORGANIZATIONAL ASSOCIATIONS

Proactively using organizational associations can add cost and com-
plexity. The worst seenario is that they could add little value and
suececd in diverting resourees and focus from what otherwise would
be w strong product brund. When should organizational associations



be used? A strong role is appropriate when the brand involves an or-
ganization that has people, a cullure, programs, and values that have
substance and will do the following;

» create a value proposition that will be meaningful to customers and
differentiate the brand

* promote customer relationships based on the feelings engendered
by the organizational associations

* help a variety of products, thereby efficiently providing all of them
with an identity umbrella

» provide employees of an organization with a sense of purpose and
meaning that motivates them

If these conditions hold, the corporate brand should be a source of
strength to the businesses it touches, and it should be treated as such.

ORCANIZATIONAL ASSOCIATIONS AS A SUSTAINABLE ADVANTAGE

An organization is usually more enduring, complex, and permanent
than a particular product line. A perception of an organization is
therefore more difficult for competitors to combat than specific brand
attributes, which can be easily surpassed. Thus organizational associ-
ations can be a major source of a firm’s sustainable advantage.

QUESTIONS TO CONSIDER

1. What is the soul of the organization? What are its values? What
should they be in the future?

2. Are there organizational associations that will provide either a
value proposition, a relationship, or eredibility? Consider commu-
nity/ societal commitment, perceived quality (as an organizational
characteristic), innovation, customer concern, success/leadership,
and a global versus local focus.

3. Exactly how will the organizational associations be developed,
and how will they provide value to the firm?

5
BRAND PERSONALITY'

A brund that captures your mind gains behavior. A brand that captures your
bt ggains commitment.

—Scott Talgo, brand strategist

What other brand name do you see tattooed on people?
—Bob Dron, Harley-Davidson dealer, Oakland, California



THLE HARLEY-DAVIDSON 5TORY

ne measure of hrand lovalty is the percentage of customers who

tattoo a brand's symbol on their body. By that measure, Harley-
Davidson has the highest loyalty of any brand in the world. In fact,
the most popular tattoo in the United States is the Harley-Davidson
symbol,

Many Harley owners, even those who do not have tattoos, see
Harlev-Davidson as an important part of their lives and identities.
Owver 250,000 of them belong to one of roughly eight hundred chap-
ters of the Harley Owners Group (H.O.G.). The H.0.G. members
receive a bimonthly newsletter and attend weekly or monthly
meetings, as well as motoreyele outings sponsored by dealerships. A
“Ladies of Harley” subgroup caters to the 10 percent of Harley
owners who are women. Approximately forty-two state rallies are held
each vear in addition to a series of major national club rallies that
includes a Spring Bike Week in Daytona Beach and a summer gather-
ing in Sturgis, South Dakota, that draws tens of thousands. In June
1993, more than 20,000 H.O.G. members (plus another 80,000
Harley-Davidson enthusiasts of all kinds} went to Milwaukee to cele-
brate the firm's ninetieth anniversary.

Harley-Davidson is much more than a motorevele; it is an experi-
ence, an attitude, a lifestvle, and a vehicle to express who one is. One
Harley visual image, that of a bike alone on the open road somewhere
in the vastness of America, clearly expresses rugeed individuality and
personal freedom. Another is of a powerful machine accelerating
along a winding road. Still another is of a relaxed group of down-to-
earth bikers who share beliels, values, and experiences, One rider
describes riding as “a singular experience . . . being out in the air, in
the open . . . the different scents . . . a special experience . . . leaning
into turns . . . [I] love that feeling of nimbleness and freedom.™ One
theme here is that the Harley experience is ageless and timeless; you
don't have to be a teenager to experience a Harley-Davidson.

Two Oregon researchers (who bought Harleys and studied the
ownership experience as participant observers) have uncovered three
core values of Harley owners.® The dominant value is personal free-
dom, which includes hoth freedom from confinement {as opposed to
riding in aocar or staving at home) and freedom from mainstream

cvalues and social stroctures, The Thrley-Davidson cagle logo is one
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sytbol of this freedom, Others e the biker elothing and saddlehags,
which wre reminiscent of the Wild West Tolk hero, This aspect of the
Harley spirit is captured in the ad shown in Figure 5-1.

FICGURE 5=
Ad Typifying Harley-Davidson Lifestyle
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Sunree: Nlarley-Duvidson. Photo By Jon Mason,

A second valne is patriotism and the Harley-Davidson American
hevitage, Harley is visibly American, a hrand that fought off the Japa-
nese competition. At rallies the Awmerican Hag and pro-UsA MEessages
whound. AL the extrome, some Iarley hikers engage in forms of
Japan-lashing (Japnese eveles are termed “rice grinelers”), and some
seem Lo feel that viding o Harlev-Duvidson metoreyele is a stronger
expression of patriotism Uan is obeying the law.



The third value is being macho, inspired in part by the outlaw
bikers in The Wild Ones, the uned Marlon Breaodo pictuaree of te
1950s. Expressions of manliness abomnd; o popokae Dlarley T-shirt
proclaims “Real Men Wear Black,” Harley-Davidsons are the biggest,
heaviest, loudest and thus the most macho motoreveles on the road.
There is an abundance of black leather, heavy boots, chrome, weap-
onry, and other signals of maleness at Harley rallies. The imagery also
involves heavy beards, long hair, cowboy boots, and, of course, the
tattoo.

While Harley-Davidson has maintained a consistent brand person-
ality based largely on the macho, American, and Western folk hero
associations, it has been successful at broadening its user imagery by
drawing on the freedom value. The modern user mav simply be a re-
spectable outdoors person who enjovs traveling wherever the road
leads. In recent advertising, Harlev users are shown on the open road
and in front of remote cabins, with the riders living the kind of laid-
back, relaxed life most only dream about. The Harley motto— “Live
to ride, ride to live"—appeals to many nonmacho potential buyers in
mundane jobs.

One of the unique aspects of Harley-Davidson is the involvement
of the firm’s personnel and dealers with customers and their experi-
ences. The H.O.G. activities are all sponsored or supported by Harley
executives, emplovees, and dealers, who become part of the action.
For example, Harley managers—from the CEO to the chief engineer
on down—participated in rides from U.S. cities to the 1993 Milwau-
kee rally. As a result of this involvement, H.O.G. members generate a
personal bond with the Harley-Davidson organization. And Harley
people get to know their irm's customers intimately. They see the
Harley experience firsthand, including what features are clicking,
how the bikes are being modified, and what suggestions H.O.G.
members have. At rallies, a town hall meeting provides an opportu-
nity for members to communicate their thoughts.

Owmners of Japanese motoreyeles generally have a very different
perspective toward life and their bikes. They tend to talk about the
features of the bike rather than the riding experience. In fact, Japanese
bikes are engineering marvels. They are quict, smooth, capable of
higher speeds than Harleys, and full of sueh features as digital instro-
ments, rear speakers, reverse gean, Gns, and even air conditioners,
Their owuers tend to look down their noses at the wachronistic design

anvel moisy, throaty voar of Hardeys, Toa Hardey-Davidson owner, how-
ever, the sound, feel, and look of his or her hike s part of the
experience. Even the infamons Harley vibations are treasured by afi-
ciomados, The owner ol a Japanese motorevele focuses on functional
benedits, whercas the Harley-Davidson owner is much more con-
cerned with emotional and self-expressive benefits.
Harley-Davidson is un extremely healthy company; it sells nearly
FOO.000 hikes a year (which is as many as it can make). Amazingly,
only a decade ago this same company was facing death at the hands
of Japanese firms, who were delivering a better product with a lower
vost structure, There was a real concern at one time that the United
States would no longer have a serious motoreyele manufacturer,
However, Harley-Davidson coupled a serious quality improvement
progriaum with its strong brand-enhancing activities to come hack.

Harley-Davidson customers can also express themselves by wear-
ing Harley clothing. The Harley MotorClothing division is pa-rt of an
uccessories business that exceeded $200 million in sales in 1993 mar-
keting jackets, boots, gloves, and other accessories and licensing such
items as bathing suits (with “Harley” studded across the front) and
silk underwear,

The: concept of a Harley-Davidson brand personalitv—a macho,
America-loving, freedom-seeking person who is willing to break out
frown confining societal norms of dress and behavior—provides a
metaphor that helps to explain the Harley phenomenon. The experi-
ence of riding a Harley, or even the association that comes from wear-
ing Harley clothing, is a way for some to express a part of their own
personality. It can also create feelings of freedom, independence, and
power that provide emotional benefits. For others, having a relation-
ship with an organization and a product with a strong personality is
salislying and rewarding, as is bonding with a group that shares the
sinme vilues and lifestyle,

Brann PERSONALITIES

A brand personality can be defined as the set of human character-
istics associated with o given brand.® Thus it includes such
characteristios as gender age, and sociocconomic cluss, as well as
suel elassic uman personuity traits us warimth, concern, and senti-
mientality,



For example, Virginia Slims tends (o be feminine in comparison to
the masculine Marlboro, Apple is considered young while TBM tends
to be seen as older {in part because it has been arond longer). Alter
Eight mints tend to be upper-class, while Buttertinger tends to be
blue-collar. Guess is considered sophisticated in contrast to the
rugged Wrangler. Nike is considered athletic, while LA Gear tends to
be perceived as more fashionable. American Express is pretentious
relative to Discovery Card, which is more down-to-earth,

Brand personality, like human personality, is both distinctive and
enduring. For example, one analysis found Coke to be considered real
and authentic whereas Pepsi was young, spirited, and exciting and Dr.
Pepper was nonconforming, unigue, and fun.® Further, the personal-
ities of all three brands had endured over time, sometimes in spite of
efforts to augment or change them.

The brand personality concept has considerable face validity (brand
strategists and researchers are comfortable with it). Bespondents in
qualitative and quantitative research studies are routinely asked to
profile the personalities of brands. Their responses come easily and
generally are interpretable and consistent across people. Differences
between groups (such as users and nonusers) are often reasonable and

provide useful insights. Frequently, for example, users will perceive a
brand to have a strong personality, whereas nonusers may not: Oral B
may be regarded as a serious, competent brand by the former, whereas
the latter may regard it as being bland.

Further, customers often interact with brands as if they were
people, especially when the brands are attached to such meaningful
products as clothes or cars. Even if they do not give their possessions
a personal nickname (as many do their cars), it is not uncommon to
hear people talk of objects as if they were human: “Sometimes my
computer feels better after I let it rest awhile,” or “Sometimes I think
my car breaks down just to irritate me.™

MEASURING BRAND PERSONALITY

The same vocabulary used to describe a person can be used to de-
scribe a brand personality, In particular, a brand can be deseribed
by demographics (age, gender, social cluss, and race), lifestyle (ac-
tivities, interests, and opinions) or human personality traits (such as
extroversion, agrecableness, wd dependability),
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A recent study developed ad tested the Brand Persomality Seale
(IS e compact set ol traits edessigned to both ieasure and .‘-ili'llt.!fllj't:
bennel personalitg® The development of the BPS involved more than
OO0 LLS, respondents, GO well-known brands with distinet person-
lities, wodd FLE personality traits, Five pursonality factors (termed the
Big Five) —Sincerity, Excitement, Competence, Sophistication, and
Higeedness—emerged even when the sample was subdivided h:l,f age
o gender and when subsets of the brands were used. The Big Five
eaplain nearly all (93 pereent) of the observed differences between
e bienads, Fignre 5-2 deseribes the Big Five in terms of an extended
sel ol traits in order to provide an understanding of their scope and
1 II'IIIII A,

As Fignre 5-2 illustrates, the Big Five describe the personalities
ol mamy strong hrands well. Campbell's, Hallmark, and Kodak are
very high on Sincerity, and Levi's, Marlboro, and Nike are high on
Higgredness, for example. Like a person, however, 2 brand can have
weomplex personality that ranges across the Big Five. Levi's, for ex-
wnple, is relatively high (in the top 20 percent of the brands ::l'l.l.d.iﬁdj
e Sineerity, Excitement, and Competence as well as being the top-
vatedd e on Ruggedness. MeDonald's rates high on both Sin-
eority wd Competence, And Hallmark, perhaps hecause of the di-
versity ol its geecting cards, is not only extremely high on Sincerity
I:-ulllnm- of the highest brands on Excitement and Competence as
well.

lach of the Big Five factors have been divided into facets to pro-
vl texture and deseriptive insight regarding the nature and structure

ehthe Big Five, The fitteen facets are given descriptive names in
beoven B 20 This, Sineerity breaks down to Down-To-Earth, Honest
W hilesimne, and Cheerful, while Excitement contains t]:I_E Facet;
brabngg, Spirited, Liaginative, and Up-To-Date. Again, brands can
upnpersonality Gwets; thus Benetton scores well on Up-To-Date and
o, whereis Absolut is high on Up-To-Date and Imaginative,

P Bilteen Bwets suggest strategic options. A strong Sincerity
b el for example can emphasize Cheerful (sentimental, friendly
wehwarm) instead of Honest (sineere, real, and ethical) qualities. Dr
w brane Biiggh i Competence can stress Tntelligent (technical corpo-
ble, ] sevions) eather than Successiil {Ilv.'u]{-r. {'I}Flfil{:_":;!t and
tlential) cluwmeteristios, Tneach case, the personality ﬂhiwtiv;: and
i mplementation steategy would be very difforent,



FICGLUTHE -2
A Brand Personality Scale (BPS): The Big Five

Sincerity (Camphell's, Hallmark, Kodak)
Dowen-To- Earth: family-oriented, small-town, conventional, blue-collar,
all-American
Hemest: sincere, real, ethical, thoughtful, caring
Whilesome: original, genuine, ageless, classic, old-fashioned

Cheerful: sentimental, friendly, warm, happy

Exvitement (Porsche, Absolut, Benetton)
Daring: trendy, exciting, off-beat, flashy, provocative

Spirited: cool, young, lively, outgoing, adventurous,
Imaginative: unique, humorous, surprising, artistic, fun

Up-To-Date: independent, contemporary, innovative, aggressive
Competence (Amex, CNN, IBM)
Reliable: hardworking, secure, efficient, trustworthy, careful
Intelligent: technical, corporate, serious
Sucressful: leader, confident, influential
Sophistication {Lexus, Mercedes, Revion)
Upper Class: glamorous, good-looking, pretentious, sophisticated
Chitrining: feminine, smooth, sexy, gentle
Rugeedness (Levi's, Marlboro, Nike)
Chetelowrsy: maseuline, Western, active, athletic

Touyhi: rugged, strong, no-nonsense

The BPS study also measured the degree of positive or negative at-
titucle toward each brand in comparison to other brands in the product
category. Of interest was the fact that personality variables were sig-
nificantly related to attitude, with the specific relationship varying by
hrand. Excitement and Competence were related to positive attitudes
for Apple and American Express. Rugeedness was apositive driver for
Lewvi's undd a negative one for MeDuooald's. Respondents who regarded

Mercedes or Porsche as sophisticated were more likely to have a posi-
tive attituce toward the braned. Overall, however, the personality traits,
maost associated with positive attitudes were primarily from the
Sincerity fuctor, (e.2,, real, sincere, genuine, original) and the Compe-
tence factor (e.g., reliable, leader),

The potential of the Sincerity factor may explain in part why several
brands have turned to genuineness or authenticity as a core identity.
Chevrolet developed the ad theme “Genuine Chevrolet” when its re-
search found a reservoir of goodwill based on the Chevy heritage of the
18505 and 1960s.° Jockey underwear uses a “Genuine Jockey™ i:usiﬂnn
to draw on its heritage and help fight private-label competitors. Other
examples include the “one and only” Wonderbra from Sara Lee Foun-
dations and Docker’s Authentics. One motivation for going “genuine”
is to draw on a strong brand heritage and capture the reassurance and
emotional links that such a heritage provides, In general, Sincerity is
often used by heritage brands such as Kodak and Coke.

Excitement is another personality trait that has worked in several
contexts such as cars, athletic equipment, cosmetics, and even coffee.
The fact that Folgers had a personality of being exciting and smart
looking and Maxwell House had a nondescript, weak personality was
credited with some significant sales shifts from Maxwell House to
Folgers in the early 1990s.

HOW A BRAND PERSONALITY IS CREATED

Just as the perceived personality of a person is affected by nearly
everyvthing associated with that person—including his or her
neighborhood, friends, activities, clothes, and manner of interact-
Ing—so too is a brand personality. Figure 5-3 suggests the breadth of
factors, both related and unrelated to the product, affecting percep-
tions of a brand personality,

Product-related characteristics can be primary drivers of a brand
personality. Even the product elass can affect the personality. A bank
or insurance company, for example, will tend to assume a stereotyp-
ical "hanker”™ personality (competent, serious, masculine, older. and
upper-class). An athletic shoe like Nike or Rechok might tend to be
ruped, outdoorsy, and adventurons, as well as young and lively. A
puckuyge or feature can also influence the brand personality, just as



FICGURE 5-3

Brand Persvnality Drivers
PRODUCT-RELATED NON-PRODUCT-RELATED
CHARACTERISTICS CHARACTERISTICS
Product category (Bank) User imagery (Levi's 501)
Package (Gateway computers) Sponsorships (Swatch)
Price (Tiffany) Symbol {(Marlboro Country)
Attributes (Coors Light) Age {Kodak)
Ad style {Obsession)
Country of origin {Audi)
Company image (The Body Shop)

CEO (Bill Gates of Microsoft)
Celebrity endorsers (Jell-0)

the white hox with black splotches (reminiscent of Holstein cows)
provides a down-to-earth personality for Gateway Computer,

Product attributes often affect the brand personality. If a brand is
“light” (such as Coors Lite, Weight Watchers, or Drever’s Light) the
brand personality might be described as being slender and athletic.
A high-priced brand such as Tiffany might be considered wealthy,
stylish, and perhaps a bit snobbish. As will be discussed, the brand
personality can also reinforce and represent an attribute. For in-
stunce, if Weight Watchers is given a slender, active personality
(perhaps reinforced by using Lynn Redgrave in an active pose as
a symbol), a customer will find it easier to remember and believe
that Weight Watchers products have low-calorie, weight-control
attributes.

Non-product-related characteristics that can also affect a brand
personality include advertising style, country of origin, company
image, CEQ identification, and celebrity endorsers. AT&T s "Reach
out and touch someone” slogan and Calvin Klein's Obsession adver-
tising both helped define a strong personality for the brands, A
German brand like Audi might capture some perceived character-
istics of German people (such as heing precise, serious, and hard-
working), und the company image ol The Body Shop might suggest a
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sociul activist working lard to stimolate elange, The personality of o
visible CEO sueh as Cliarles Schwaly or Microsoft's Bill Gates can
also transtor t the bramed, as can that of o coelebrity endorser such as
Bill Cosby for Jell-O. Four othier non-product-related brand person-
ulity drivers—user imagery, sponsors hips, age, and symbols—will be
disenssed next,

{lner Imagery

User imagery can be based on either typical users (people you see
nsing the brand) or idealized users (as portraved in advertising and
vlsewhere), User mnagery can be a powerful driver of brand person-
ality, in purt because the user is already a person and thus the
dilliculty of conceptualizing the brand personality is reduced. For ex-
mmple, Charlie has 4 feminine, strongly independent brand person-
ality driven by its user imagery. The upscale personality of Mercedes
mul the sexy, sophisticated personality of Calvin Klein are similarly
wlluenced by user imagery.

."i;.lmm:rwhl'p!

Vetivities such as events sponsored by the brand will influence its
persomlity. Swatch, for example, reinforces its offbeat (even outra-
geous), youthful personality with targeted sponsorships that have
included the Freestyle Ski World Cup in Breckenridge, the First
Eiteviational Breakdancing Championship, Andrew Logan's “Alter-
mativee Miss World Show” in London, street painting in Paris, and the
Mussenm of Unnatural History™ tour through Europe. Hiagen-Dazs
he-lpud ereate a prestigious, upscale personality with its sponsorship
ol several opera performances under the theme “Dedicated to Pleas-
ure, Decicated to the Arts.”

Age

How long a brand has been on the market can affect its personality.
Thus, newer entrants such as Apple, MCI, and Saturn tend to have
voriger brand personalities than brands such as IBM, AT&T, and
Cheveolet, and it is all too common for @ major or dominant brand to
b seen as stodiy and old-Fashioned, a brand for older people, Active
management of the brand to connter such pressure is discussed in
Chapter 7.



Symibol

A symbol can be a powerful influence on beand personality becanse it
can be controlled and can have extremely strong associations. Apple’s
bitten apple, the Maurlboro cowhoy, the Michelin man, and the Maytag
repairman all help to create and reinforce a personality for their
brands.

In the early 1980s, IBM had an image problem—it was a business
computer from a stuffy corporation, not a brand with which an indi-
vidual buying his or her first computer would necessarily be
comfortable, IBM attacked this problem by using the Charlie Chaplin
character to lighten up its personality and to reinforce the user-
friendly attribute of its PC Junior personal computers. The Chaplin
character was initially effective, but it unfortunately was discarded
after it came to be associated with the PC Junior product, which was a
failure. Thus IBM still struggles with an image problem to this day.

A similar problem faced MetLife in the 1980s. It wanted to appear
friendly and caring but instead was perceived to have the personality
of a life insurance company: faceless, bureaucratic, and cold. The
firm's solution was to attach the Peanuts characters to the brand
through consistent and heavy advertising over a long time period.
Figure 5-4 provides an example of that advertising. The characters
serve to soften and lighten the prototypical life insurance image and to
differentiate MetLife from its competitors.

The Peanuts characters were borrowed by MetLife, as was Bart
Simpson by Butterfinger (see the insert). Other cartoon-character
symbols that have helped create brand personalities are owned by the
brand, however, making the task of linking the symbol to the brand
much easier. These include the Jolly Green Giant, the Keebler elves,
and Charlie the Tuna.

Unlike real people, cartoon-character symbols rarely generate un-
favorable surprises, and they do not age. The Fillshbury Doughboy, for
example, is likable and will reflect the desired attributes, such as
freshness, in exactly the same way for as long as the company desires.
In addition, the character can be revised as needed; for example, the
doughboy has gotten thinner, more active, and more enthusiastic over
the years.

A key attribute of cartoon symbols like the Pillshury Doughboy is
that they can make assertions without stimulating counterarguments
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from the audience (such us "Is that cake healthy for my child?"). For
sturters, it would make no sense to argue with a fictional r:h.-ita:_'ter,
who will not talk back. Further, the character is simply too likable to
be u target of discontent or anger,



THE BUTTERFINCGER STORY

Butterfinger was a rather tired candy bar brand in 1959 when RJR Na-
bisco decided to sell it to Nestlé, Although the candy bar was perceived
as being outdated and without personality, it did have a license to use the
Bart Simpson character. Nestlé used the irreverent, mischievous person-
ality of Bart to create a new personality for the brand,

The advertising presented the ongoing adventure of Bart versus a
bully, a school principal, and Homer (Bart's father), all of whom were
trying unsuccesstully to “lay a finger” on Bart's Butterfinger. Promotions
involving the Bart Simpson character have supported the personality and
the Bart connection, In addition, a link with snowbearding and music
tours has strengthened the bar's relationship with the 12-to-24-year-old
target market. In a Hat category, sales of Butterfinger in supermarkets
were up 14 percent in 1980, 36 percent in 1991, and 15.3 percent in 1992,

WHY USE BRAND PERSONALITY?

The brand personality construct can help brand strategists by enrich-
ing their understanding of people’s perceptions of and attitudes
toward the brand, contributing to a differentiating brand identity,
guiding the communication effort, and creating brand equity.

EXRICHING UNDERSTANDING

The brand personality metaphor can help a manager gain an in-depth
understanding of consumer perceptions of and attitudes toward the
brand. By asking people to describe a brand personality, feelings and
relationships can be identified that often provide more insight than is
gained by asking about attribute perceptions. The arrogant and
powerful personality ascribed by some to Microsoft, for example, pro-
vides insight into the nature of the relationship between Microsoft and
its customers.

CONTRIBUTING TO A DIFFERENTIATING IDENTITY

Strategically, a hrand personality, as part of a core or extended iden-
tity, can serve as the foundation for meaningtul dilferentiation, es-

peeidly in contexts where brands wee shinilar with respeet 1o procluct
attribmtes, In faet, it cun deline not only the brand bat the product-
class context and experience. With its stagecoach symbol and
associations with the Old West, Wells Fargo Bank is largely defined
by its bz personality. In contrast, its competitor First Interstate is
pereeived i ters of bank attributes. Advertising agencies such as
Young & Hubicam and Ogilvy & Mather routinely include a brand
personality statement as part of their brand positioning strategy.

When Canon, a maker of high-end cameras, came out with a per-
formanee cinera that could be used in action contexts, it needed to
ercate excitement and energy for the new product. Moreover, it
needed to differentiate the product not only from competitors but
Fronn the rest of Canon. The solution was a subbrand, the Rebel, with
welistinet brand personality: independent {even a bit wild and off-the-
wall), forceful, and colorful. Tennis player Andre Agassi, who captured
the: persomality of the Rebel, was chosen as an endorser, as Figure 5-5
thustrates,

CGuining THE CoMmunicaTion EFFORT

Tucticully, the brand personality concept and vocabulary communi-
cales the brand identity with richness and texture to those who must
inmplement the identity-building effort. Practical decisions need to be
male about not only advertising but packaging, promotions, which
events to associate with, and the style of personal interactions
be-twawm the customer and the brand. If the brand is specified only in
terms ol uttribute associations, little guidance is provided; to say that
Prince tennis rackets possess high quality and an oversized head does
nol give much direction. To say that Prince as a person is a demand-
Ing professional, however, conveys much more. A brand personality
stitement provides depth and texture that make it easier to keep the
communication effort on target,

Crearning Buanp Eguiy

The ways a brand personality can ereate brand equity are summa-
rizedd by the three models shown in Figure 5-6. These models will
b elesseribed in the following sections. The chapter will close by eon-
trusting brand personality with its close relative, user imagery.



FIGURE 5-5
Andre Agassi Endorsing Canon Camera
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FIGURE h-6
Brand Personality Creates Brand Equity

BRAND PERSONALITY:
HOW IT CREATES BRAND EQUITY

o
Sell-Expression Relationship
Model Basis Model

THE SELF-EXPRESSION MODEL

Functional Benefit
Representation
Model

The premise of the self-expression model is that for certain groups of
customers, some brands become vehicles to express a part of their
sell-identity. This self-identity can be their actual identity or an
ideal self to which they might aspire. People express their own or
idealized identity in a variety of ways, such as job choice, friends,
attitudes, opinions, activities, and lifestyles. Brands that people
like, admire, discuss, buy, and use also provide a vehicle for self-
CRPression.

A brand can be used for expression even if it lacks a strong person-
ality. A person can express frugality by buying a cheap brand, even
one with a weak personality. Attaching even a fuzzy personality to a
brand, however, us ually provides insight into how that brand is being

used for self-expression. If the brand has a strong personality, such as
' y-Davidson's, the personality can be hypothesized to play a key
in the self-expression process,
~ Binee the work of William James in the nineteenth century, social
seientists have examined ways in which people use goods and posses-
‘&lons not only to satisfy functional needs but to provide meaning and
orgnization to their lives. Grant McCracken, a consumer anthropolo-
ist, notes that a brand's personality is part of its cultural meaning.'
He argues that consumers look for products and brands whose
enltural meanings coreespond to the person they are or want to
hecomes—in other words, thal tlu:*j-.-' use these brand meanings to con-
struet and sustain their social sell



MeCrcken also notes that cultural mennings cliange over time. In
a study of beer consimption, he fowwd tiat Tor college men, beer
drinking is wssociatod with maleness ad competition, and bends that
provide those meanings are preferred. However, some men who de-
velop new patterns of masculinity after eollege come to prefer other
brands. Professional men, for example, tend to drink beer in a more
sedate atmosphere where European beers (such as Beck's or Tuborg)
are likely to be a good match for their more controlled, u pscale social
selves,

The purchase and use of a branded product—whether it is Apple,
Betty Crocker, or Nike—provides a vehicle for eXpressing a person-
ality and lifestyle. Some people may find themselves uncomfortable
when an activity is pursued or a brand is used that is not true to their
actual or ideal self, In contrast, an activity or brand that “fits” can
create comfort and satisfaction and can make people feel more ful-
filled.

As a person, the Apple Macintosh is perceived by many as friendly,
unpretentious, irreverent, and willing to go against the grain. This
personality has developed partially because the Mac is an easy-to-use,
intuitive computer that even greets its users, but also because of the
brand’s user imagery, the activities of user groups, and the Mac
symbol (a rainbow-colored apple with a bite out of it} and advertising,
A particularly strong personality statement was made by the famous
Chiat-Day 1984 television ad which introduced the Mac; it showed
a woman destroying a huge television screen on which a B g
Brother—like figure spoke to a huge, zombielike crowd of people (rep-
resenting conventional wisdom and the IBM world). The use of an
Apple, for some, expresses a personal identity of being non-corporate
and creative.

Betty Crocker as a person is a traditional, small-town, all-American
maother who cares about cooking and about her family, The familiar
symbaol of the Betty Crocker face provides a strong visual image, For
many, Betty Crocker reminds them of childhood memories of Mom
baking in the kitehen, or sometimes of an idealized childhood they
waonld like to have had. The use of Betty Crocker thus expresses the
hinne/motherfnrturing side of some of its users.

Nike: as a poerson is spivited, stylish, determined to exeel and into
health aned Gitness, The Brand is voery aspirational (in the sense that
wearing Nike represents what the users aspire to be like ruther than

their corrent sell-image), with o personality influenced by such en-
torsers s Michael Jordan, Andve Agassi, and Bo Jackson and by
welvertisingg suelvas the “Tost doit” campaign, For some people, wear-
fge thaee Nikes brand can be a personal statement of who they would
Bikes tor I,

STOLICHNAYA VERSUS ABSOLUT

Twir brands have competed for decades in the upscale vodka market:
Stolichiiaya and Absolut. Despite many similarities between them (such
us higgle uality, purity, und upscale image), they have created very differ-
enl D] peersomalitios,

Stolichnaya vodka as a person is experienced, self-assured, and sue-
cesshul in g traditional career such as law or banking. He is male, drives
w Lo, and has no compulsion to follow the latest trends. He recognizes
opuanlity:

The: Absolot person, in contrast, is younger, more contemporary, and
ashienr. Also w mule, he is more likely to go to trendy bars and work in a
erealive oceupation such as advertising or the arts,

I el cose, the brand personality has become the glue that holds to-
gether the identity and communication effort.

How tiE BranD HELPS TO EXPRESS A PERSONALITY

A bzl can help people express their personality in several ways that
viry in terms of the intensity and the process. These ways are dis-
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Frelings Engendered by the Brand Personality

There can be a set of feelings and emotions attached to a brand per-
sonality, just as there are to a person. Some hrands (such as MCIT) can
b aggeressive aned pushy, while others (such as Kodak and Campbell’s
Soup) can be warin and empathetic. Such use of a brand can cause
feclings wnd cmotions to emerge. Feelings might exist when using
a Harley-Davidson or Apple, for example, that wouold not emerge
whien vsing o Yanalve o Dell These feelings can be a part of self-
exprossion. A warm person will be most fullilled when a warnn



feeling oceurs: similarly, an agpressive poerson will seek out contexts
where ageression is aceeptod,

One study has suggested that o brand personality can transform the
use experience.!! Respondents were asked to imagine themselves
either taking a break on a mountain after 4 daytime hike or relaxing at
a small evening barbecue with close friends. During the scene, the
beer served was either Coors or Lawenbriu. Coors (with an out-
doorsy, active, healthy personality) created feelings of warmth,
triendliness, and wholesomeness in the mountain setting, but not in
the barbecue setting. In contrast, for Léwenbriu (with an urban,
social personality) the reverse was true.

The Brand as a Badge

A brand could serve as a person’s personal statement even if that
person were on a desert island with no others present. However,
there often is also a potential for brands—particularly those that
are visible or "badge” brands—to have a substantial social impact.
The presence of a brand (or even the attitudes held toward it) can
serve to define a person with respect to others, and when social
identity is involved, what is expressed can be very important to the
individual,

Thus product categories such as autos, cosmetics, and clothes lend
themselves to personality expression because their use occurs in a
social context with relatively high involvement. Individuals evaluat-
ing and interpreting another person’s identity will observe the car
driven and the clothes worn,

The Brand Becomes Part of the Self

The ultimate personality expression oceurs when a brand becomes an
extension or an integral part of the self. Imagine the full-time biker
and his or her Harley; the bike and the person become impossible to
disentangle. For an Apple user who is constantly at his or her key-
board, the computer is part of the person. For a couple who drink
Dewar’s at the end of each day, the Scotch is not so much an ex-
pression of who they are but a part of their lifestyle, personality, and
being. Another person may need to slide on a pair of Levi's 501 jeans
on i lazy Saturday afternoon in order to feel fully as if the weekend
hus arvived. The potential to ereate this oneness with some people
can represent a signilicant opportunity for a brand,

g
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In consumer hehavior literature, Russell Belk suggests that objocts
eun go bevond representing onesell to actually become a part of the
sl Belk mentions collection items, gilts, and family heirlooms as
purtit'nlurly,' strong {".‘-'.;;l,llt|:‘.lll_‘.‘-; of p]'u:lm'ts that become a part of this
“extended sell” He further argues that brands that become a part of
one’s extended self (1) are central to one’s identity, (2) have a deep
emotional attachment to the self, and (3) are somehow “controlled™ by
the individual ™

MuLriPLE PERSONALITIES

In the 19505 and early 1960s, a self-expression model emerged that
wits stimulated in part by motivation research (in-depth interviewing
using clinical psvechoanalytic methods and theories). It hvpothesized
that a person’s personality would match that of the product classes or
besnds he or she used. A series of studies explored this hyvpothesis
empirically by relating a person’s current and/or ideal self image with
the: brandd personality of brands purchased. The general conclusion
wits that although a relationship existed, it was relatively weak or in-
consislent,

There are several methodological explanations for these somewhat
disconraring findings. The most compelling explanation, however, is
that the assumption that a person has a single personality or self-
insige may be erroneous. Indeed, psvehologists and sociologists have
vonceived of multiple-personality systems in which certain parts of a
person's persomality would emerge in different contexts (such as social
vatherings, vacation, and work) and in different social roles {such as
teicnd, colleague, boss, or parent).? For example, a male accountant
may be perceived by colleagues as humorous, creative, and hard-
wotking: by golf partners as relaxed and a good loser; by his children
as absent-minded but a stable, supportive teacher; and by friends as
a read “party animal.” The personality that dominates will depend on
the vole that is being played and the situation in which that role is
beeingg expressed. .

Faech of these multiple personalities needs to be expressed, some
wicre Uheune others, Thos there may be a little Bit of Harley-Davidson in
a ot of mades, o perhiaps ot of Tadey inoa fews A man may be aceu-
rulely deseribed as a meticalons Lowver who dresses neathy and leads
an oeginnized lifestyle, wd Dis ideal self may nol be much different. A



desire to express that it of Tharley that exists within him, though, may
result in the purchase of Harley clothing or even of a hike.

Similarly, it is not realistic to assume that most Apple users are pure
“Apple types.” Rather, it seems more reasonable to consider an Apple
personality as reflecting a part of an individual’s attitudes and lifestyle.
For some people, buying and using an Apple can provide an outlet for
a part of their personality. Competing brands such as IBM and Hew-
lett-Packard can provide an outlet for different personalities, and a
person's choice of computer may depend in part on which brand pro-
vides the strongest and most appropriate expressive value,

To test the premise that people use brands to express their self,
and that this self changes across situations, a laboratory experiment
was conducted in which respondents indicated their preferences for
brands with certain personalities in specific situations. The study
found that brand preferences changed when the situations changed.
For example, preferences were different in the context of a homey
dinner with your family versus an important business dinner meeting
with your boss. The effect was more pronounced among those who
were high on a self-monitoring scale—those particularly aware of
their situations and others in it—altered their behavior accordingly.!®

Like a person, a brand can exemplify different personalities in
different contexts and roles. For example, an Apple computer may be
thought of as friendly, fun, and relaxed at home, but at work this
personality may translate into being unprofessional or even lackadai-
sical. People's feelings toward a brand can thus differ depending on
the context. It is noteworthy that Apple, with a strong brand person-
ality, has been historically very successful in the home and at school
but has struggled in the business environment.

In order to understand the brand’s personality profile, it can be
helpful to look at the brand's use context. Does the brand change per-
sonalities in different use contexts? Will attempting to generalize the
brand’s personality across contexts hide the potential for a strong
personality impact?

BRAND PERSONALITY AND SELF-EXPrESSION NEEDS MUusT FIT

In order to be effective, a brand personality needs to be desirable and
important enough to matter to the person using the hriod. The
person should feel better because of an association with the brand—

more upscile when driving a Lexns, vounger when drinking Pepsi,
pophisticated when wearing Clanel pedume, or laid-back when
einking Miller Lite. A personality that is oll target will not work. For
example, o brand with a reliable, distinguished personality would not
wppeal el to someone who needs to express his or her youth.

Brand persomality effects might be larger for visible, involving
prowlucts like cars and clothes. When the fit between the brand
personality, the context, and the self-expression need is right, how-
ever, any brand personality may facilitate identity expression. An oven
elenner might be given a tough, aggressive, can-do tvpe of personality,
anel its use could play an expressive role as a result. Oscar Mayer,
which shows its hot dogs being eaten by a child in a nostalgic setting,
notes that evervone has a little bit of kid in them., The childlike aspect
of anyone s personality can perhaps be expressed by eating Oscar
Mayer hiot dogs, especially if the setting is appropriate.

THE RELATIONSHIP BASIS MODEL

See people iay never aspire to have the personality of a compe-
tent leader bt wonld like to have a relationship with one, especially if
they need a banker or a lawver. A trustworthy, dependable, conser-
vitlive personality might be boring but might nonetheless reflect
characteristics valned in a financial advisor, a lawn service, or even a
cur—consider the Volvo brand personality. The concept of a relation-
ip between a brand and a person (analogous to that between two
peaple) provides a different perspective on how brand personality
meht work.

To see how the relationship basis model works, consider the per-
somlity Lypaes of people with whom yvou have relationships and the
valure ol those relationships, Some of the types might be as follows:

¢ Dowen-to-carth, family oriented, genuine, old-fashioned (Sincerity),
This might deseribe brands like Lallmark, Kodak, and even Coke.
The relationship might he similar to one that exists with a well-
liked aned respected member of the Gunily,

o Sprivited. goung, up-to-date, ontgoing (Fxcitement), In the soft-
drink category, Pepsi lits this maold more thim Coke. Especially on
ioweckend evening, it might be enjovable o have a friend who has
these personality cluraetevistics,



* Accomplished, influential, competent (Competence). Perhaps Hew-
lett-Packard and the Wall Street Journal might it this profile. Think
of a relationship with a person whom you respect for their ac-
complishments, such as a teacher, minister or business leader:
perhaps that is what a relationship between a business computer
and its customer should be like.

* Pretentious, wealthy, condescending (Sophistication). For some, this
would be BMW, Mercedes, or Lexus (with gold trim) as opposed to
the Mazda Miata or the VW Golf. The relationship could be simi-
lar to one with a powerful boss or a rich relative.

» Athletic and outdoorsy (Ruggedness). Nike (versus LA Gear), Marl-
boro (versus Virginia Slims), and Wells Fargo {versus Bank of
America) are examples. When planning an outing, a friend with out-
doorsy interests would be welcome.

Two elements thus affect an individual’s relationship with a brand.
First, there is the relationship between the brand-as-person and the
customer, which is analogous to the relationship between two people.
Second, there is the brand personality—that is, the type of person the
brand represents. The brand personality provides depth, feelings and
liking to the relationship. Of course, a brand—customer relationship
can also be based on a functional benefit, just as two people can have
a strictly business relationship.

THE BRAND AS A FRIEND

One important relationship for many brands is a friendship link char-
acterized by trust, dependability, understanding, and caring, A friend
is there for you, treats vou with respect, is comfortable, is someone
you like, and is an enjoyable person with whom to spend time. This
type of relationship was a driver for much of the Saturn program as
was discussed in Chapter 2. General Foods, in fact, defines brand
equity as a "liking” or a "friendship” relationship between the cus-
tomer and the brand. WordPerfect, a software company that has
always been a leader in customer service, would rate high on the
friendship dimension.

A friend relationship can involve very different brand personalities.
S'.Hl"." I_l'i-l."llllh' g & II"H ﬂ"{l irl'l'.'l-'r.‘.rf.‘llt. f][lu‘r!-i i .‘iﬂriﬂl is illll_l UM 'H.I
respect, Others are relinble and vnpretentious, Stll others are just

comfortable to be aromd. A focas on the friend relationship rather
thun the bhrand personaity can allow more scope and Hexibility in the
faplementation of the beand identity,

Fred Posner of Ayer Worldwide has observed that people live in a
world characterized by stress, alienation, and clutter.’® Noting that
people cope by developing escape mechanisms and meaningful
liricndships, Posner suggests that brands can provide these roles by
Peingg esither an “aspirational” or a “trusted” associate. Escape can take
the form of aspirational relationships which provide a social lift or
rosting relutionships which provide some expertise or knowledge of
w subject in which a given person is interested. Posner helieves that
either relationship can be the hasis for real differentiation and com-
petitive advantage, He further suggests that the chosen relationship
should be the centerpiece of brand strategy and execution.

odge Neon, like Saturn, wants to be considered a friend, but its
friend relationship is a bit different.’” Aiming at the under-thirty
vrowd, Neon brund strategists have adopted a lighthearted tone rem-
iniseent of the YW Beetle personality. The introductory ads
(illustrated in Figure 5-7) showed a white Dodge Neon facing di-
rectly into the camera with the word “Hi” over the car, as if the car
wits Lalking to the reader. In contrast, the Saturn customer relation-
ship is quite a bit more serious and adult in nature.

Wuar Ir THE BrAND SPOKE TO You?

When considering brand personality, the natural tendency is to con-
iler the brand to be a passive element in the relationship. The focus
i5 upon consumer perceptions, attitudes, and behavior toward the
brinel; attitudes and perceptions of the brand itself are hidden behind
Hie elosed doors of the organization. Yet vour relationship with an-
otheer person is deeply affected by not only who that person is but also
what tat person thinks of you. Similarly, a brand—customer relation-
shiipy will Tiwve an active partner at each end, the brand as well as the
cusliner

M Blickston of Research International has argued that to un-
derstind beand=-cnstomer l'v]u!i:m.r.hi-|1.~i, il is necessary to consider
wluit s brand thinks of you ™ Oue approach to ollaining this infor-
tion is toask what the breand wonld say to von it were a person,
The result can be illiminating. Blackston illustrates this approach



FIGURE =T
A Dodge Neon Ad

Roproducesd with permission of Chrysler Corporation,

with a doctor-patient example. Consider a doctor who is perceived
by all to be professional, caring, capable, and funny—characteristics
that most would like in a doctor. But what if the doctor also felt yvou
were a boring hypochondriae? The resulting negative relationship
would be impossible to predict based only upon perceptions of the
doctor’s personality or external appearance.,

Blackston's approach was used in a research study of a credit card
brand. Customers were divided into two groups based on how they
thought the personified brand would relate to them. For one customer
segment (labeled the “respect” segment), the personified brand was
seen as a dignified, sophisticated, educated world traveler who would
have a definite presence in a restaurant. These customers believed
that the card would make supportive comments to them like the
following:

* "My joby is to help yon get accepted.”
* “You have good laste.”

A second “intimidated” segment, however, deseribcd o very different
redationship with the beand, This group's view of the brand person-
ality was similar to that observied in the respect segment, but had a
viery different spin. The ercdit card was perceived as being sophisti-
cated aned classy but also snobbish and condescending, This segment
helicved that the personified card would make negative comments
such as the following:

1'JII-

* “Are you ready for me, or will vou spend more than vou can aftord:
* “II'vou don't like the conditions, get another card.”

* “I'm so well known and established that I can do what I want.”

* "II'I were going to dinner, I would not include vou in the party.”

These two user segments had remarkably similar perceptions of the
bisundd personality especially with respect to its demographic and so-
cinceonomic characteristics. The two different perceived attitudes of
the: credit card toward the customer, however, reflected two very
dilferent relationships with the brand which in turn resulted in very
different levels of brand ownership and usage.

Contexts in which it is often worthwhile to consider what a brand
might say to a customer include those listed below.

Upscale brands with a snobbish spin. Nearly any prestige or badge
brand risks appearing snobbish to some in the target market.
This risk is often much greater for those on the fringe of or just
bevond the target market. In part, this perceived attitude
restricted the market for Greyv Poupon, advertised as the
mustard of limousine riders. The brand has since tried to
solten this message in order to expand its market and the usage
Talo,

Performance brands talking douwn to customers. Talking down to
customers is a common danger for performance brands. Con-
sicler the VW Fihrvergniigen campaign. The use of the German
word provided some nice associations (especially if one knew
Goerman) bt risked implying that the brand looked down on
those who did not “get” the clever symbol and campaign, A dis-
carded campaign Tor Martel—"1 assume you drink Martel"™—ran
the visk of talking down o all customers who were drinking a
competitor's brand.

FPorver brands flexing their museles. A brand that has power over
e nurketploee, like Microsolt and Toted in the TR or TEM in



the past, has a real advantage as a result of heing the industry
standard. The risk is that |}}' prromobing this achvimtage, the hrand
may be perceived as being arrogant and willing to smother
small, defenseless competitors. One respondent in a focus group
reportedly said that if IBM was a vehicle, it would be a steam-
roller and would park in a handicapped space.

Intimidated brands showing their inferiority. A brand might risk
appearing inferior if it tries too hard to be accepted into a more
prestigious competitive grouping. Thus Sears could attempt to
associate itself with trendier retailers and simply come off as
being pathetic. The humorous thrust of the Sears campaign
from Young & Rubicam, in which a woman goes there for a Die
Hard battery but ends up buying great clothes, helps avoid this
pitfall.

Any active brand relationship, though, needs to be managed.
Sometimes adding a sense of humor or a symbol can help. In one
study for a cigarette brand, the brand personality profile was a so-
phisticated individualist, stylish and corporate but also aging.
Further, there was a segment, most of whom did not use the brand,
who saw it as snobbish. This segment rejected the brand in part be-
cause it felt rejected by the brand. To combat this problem, the
brand kept its upscale imagery but added, with gentle humor, a
sense of irony about its status and prestige to soften the hard edge of
the image.

RELATIONSHIF SEGMENTATION

Research International routinely segments consumers by brand re-
lationship. In a first-phase research effort, fifty to a hundred subjects
are interviewed, usually by phone.*® A series of open-ended questions
are asked, including word associations, brand personalization, charac-
teristics of liked and disliked brands, and a dialogue section (hased on
what the brand would say if it were a person).

The first analysis stage involves scanning the data and forming hy-
potheses about the types of relationships that exist. In the second
stage, respondents are allocated to relationship categories on the basis
of the hypothesized relutionship groupings. In the process, the re-

Lationship typology is refined. The relationships are then formalized
fute specilications, and coders cliassify the respondents into those re-
latiomships. The gronps are then profiled. Often the relationship
groupings correspond to like, dislike, and neutral segments. The “dis-
like:” group for eredit cards, for example, perceived the brand as being
snobbish; the “like” group, in contrast, felt that they were accepted by
the: brand.

Tie BRAND AS AN ACTIVE RELATIONSHIP PARTNER

Susan Fournier of Harvard, who has worked extensively with the
brind-as-relationship concept, notes that brand actions have distinct
implications for both the imputed brand personalities and for the
brand—customer relationship.® This concept is inspired by act fre-
yjneney theory, which posits that key indicators of a person’s person-
ality can be revealed by a systematic observation of trait-relevant
behavior?' It is in behavior that the true personality emerges—in
short, you are what you do.

Just as a person's behavior affects others’ perceptions of his or her
personality, so too does a brand’s actions affect its perceived person-
ality. Consider the brand behaviors and the personality traits shown
in Figure 5-8,

Brand behavior and imputed motivations, in addition to affecting
brand personality, can also directly affect the brand—customer re-
Litionship. A relationship of dependency (where you could not get
along without the product) would be damaged by an out-of-stock
condition, which would temporarily deny access. A friendship
relationship based upon a warm and accessible brand personality
might be changed if the brand were radically repositioned as being
technologically advanced. The reinforcement of a ritual or routine, in
contrast, could strengthen a relationship characterized by familiarity
aned connfort,

Thus brand personality is not just a customer perception to be ma-
nipulited. Hatlier, the attitude and behavior of the brand is important,
The bramdd identity and strategy, althongh seemingly behind the

aenes, should e considered as a part of the relationship. Such a per-
spective enlanees the likelihood that brand programs will be
teveloped that will support the brand identity,



FIGURE 5-8
Brand Behavior and Brand Personality

BranD BEHAVIOR PERSONALITY TRaITS
Frequent changes in position, Flighty, schizophrenie
product forms, symbaols,
advertising, ete.
Frequent deals and coupons Cheap, uncultured
Advertises extensively Outgoing, popular
Strong customer service, easy-to-use Approachable

package, etc.

Continuity of characters, packaging Familiar, comfortable

High price, exclusive distribution, Snobbish, sophisticated
advertises in upscale magazines

Friendly advertising, endorsers Friendly

Association with cultural events, PBS Culturally aware

BRAND RELATIONSHIF QQUALITY

Certainly a goal of brand strategists is to create segments with high
brand lovalty. In the context of the relationship metaphor, the goal is
a high brand relationship quality (BRQ). But what are the dimensions
of BRQT How can it be measured?

Insight into brand relationship quality comes from psychologists
who have studied in some depth the nature of relationships and the
characteristics of ideal relationships. Drawing on this body of work
plus research on the suceess of leadership brands, Susan Fournier has
developed seven dimensions of brand relationship quality.® These di-
mensions are associated with strong relationships between people and
suggest how brand—customer relationships should be conceived,
measured, and managed. The seven dimensions are as follows:

L. Behavioral interdependence. The degree to which the actions of
the relationship partners ave intertwined is indicated by the fre-
queney of, importance of, and involvement in the interaction,

* T'his hrand playvs an important role ooy life,
o | feel like somcthing's missing when | haven't used the brand in
a while,

2. Personal commitment. The partners are committed to each other.
There is a desire to improve or maintain the quality of the re-
lationship over time, and guilt is felt when it is compromised.

* | feel very loyal to this brand.
* | will stay with this brand through good times and bad.

3. Love and passion. Intense emotional bonds between partners,
and the inability to tolerate separation, reflect the love and
passion that exists. In relationships where customers develop
passionate links to brands, substitutes create discomfort.

* Mo other brand can quite take the place of this brand.
* [ would be very upset if I couldn't find this brand.

4, Nostalgic connection. The relationship is based in part on the
memory of good times,

* This brand reminds me of things I've done or places I've been.
* This brand will always remind me of a particular phase of my life.

5. Self-concept connection. The partners share common interests, ac-
tivities, and opinions.

* The brand’s and mv self-image are similar.
* The brand reminds me of who I am.

6. Intimacy. A deep understanding exists between partners. The
customer will achieve intimacy by knowing details about the
brand and its use. One-on-one marketing programs enhance inti-
macy by fostering mutual understanding,

* T know a lot about this brand.
* | know a lot about the COmpany that makes this brand.

7. Partner guality. This dimension reflects the evaluation by one
pirtner of the performance and attitude of the other, including
the evaluation by the consumer of the brand’s attitude toward
hin or her
* | know this brand really appreciates me.

* This brand treats me like a valued costomer,

The fivst three dimensions ean be viewed as being variants of brand
lowudty, The vemaining four, however, inbroduce gquaditatively different
meastres ol elationships. The two statements associated with cach
ditension provide items for a possible measurcment scale.



THE FUNCHONAL BENEFIT
REPRESENTATION MODEL

The self-expression model and the relationship basis model provide
contexts in which brand personality can be the basis for a brand
strategy and a link to the customer. A brand personality ean also play
a more indirect role by being a vehicle for representing and cueing
functional benefits and brand attributes. When it works best, it can
capture the value proposition driving a brand strategy, as the exam-
ples below suggest:

* The Harley-Davidson personality of a rugged, macho, freedom-
seeking person suggests that the product is a powerful, liberating
vehicle. The product attributes would be much less convincing
without the personality behind them.,

* Hallmark as a person is sincere, warm, genuine, and ageless. This
strong personality helps create the impression that a Hallmark card
will reach recipients at an emotional level.

* The Benetton brand personality, which is trendy, provocative, and
imaginative, attects people’'s perceptions of Benetton and its
stores.

THE SYMEOL

When a visual symbol or image exists that can create and cue the
brand personality, the ability of the personality to reinforee hrand at-
tributes will be greater. Consider the following examples:

* The Pillsbury doughboy is a happy chef who loves to bake fresh
bakery goods. The doughbov’s tummy and smile reflects the
“poppin’ fresh” quality of the Pillsbury products.

* The Michelin man’s enthusiastic personality suggests a tire with
strength and energy (see Figure 5-9),

* The Wells Fargo stagecoach reflects an independent, rugged or-
ganization that delivers reliability. This perception may persist even
it competitors actually deliver superior reliability and personalized
service. Because of the stagecoach, Wells Fargo wins the battle for
pereeptions,

* The Energizer vabbit is an upbeat, indefatigable personality who
never s out of energy, just us the battery it symbolizes runs
lomngzesr thiam otheers,

i

A brand personality that represents a hunctional henefit or attrib-
ute way e relatively incllecetive ilit Lwks aovisoal image established
fn e customer’s mind. For example, Pepto-Bismol personificd might
b a kined mother who takes care of you in a soothing, gentle way. If
this metaphor was captured by a familiar visual image, it would be
more likely to stimulate customer perceptions that Pepto-Bismol is
soothing and gentle.

FIGURE 5-4
The Michelin Man

MICHELI

BECAUSE SO MUCH IS RIDING ON YOUR TIRES!

Lised with permission of Michelin North America All rights reserved

CounTRY OR REGION ASSOCIATION

A country or region of origin can add credibility to an identity. Tt can
also generate a strong personality that provides not only a quality cue
bist also an important point of differentiation that can lead to effective
marketing and communication programs.

* Killin's Red, for example, has created a strong Irish personality for
the brand that inspires promotions and provides links to the Irish
traclition of making and enjoying fine brews,

* Juck Daniel’s whiskey has drawn upon its Tennessee background
to ereate a personality that reflects the pace and favor of back-
woods Tennessee coltiree, as Figuee 510 illustrates. The result is
an mathentic” position and an opportimily W develop links to cus-
tomers. For example, Jack Daniel’s bas o Squive elub, the members
of which own a souare inehof Tond in the Teunessee back comtry
aned reecive regnliae veports on their property,



Jaaek Deaniel's Baek Country hnage
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THE POWER OF NATIONAL AND | T— e
CULTURAL STEREOTYPES . : L

- i

Psychologists have demonstrated that national and cultural stereotypes
influence perceptions and evaluations. Applying this logic, Leclerc,
Schmitt, and Dube showed that using French rather than English pro- §
nunciations of a name affected attitudes toward and perceptions of
products such as fragrance, nail polish, glassware, and stuffed toys.®

- =

They suggest that the French stereotype of aesthetic sensitivity, sensory !
pleasure, and sophistication was a driving force behind this result. ]
The bottom line is that it is usually easier to create a personality
that implies a functional benefit than to communicate directly that
such a benefit exists. Further, it is harder to attack a personality than '
a functional benefit, :

BRAND PERSONALITY VERSUS USER IMAGERY

User imagery is defined as the set of human characteristics associated
with the typical user of the brand.* In both academic and practitioner
research, there is a tendency to equate brand personality and user
imagery; researchers often will measure brand personality by asking
questions about the user of the brand. The implicit assumption is that

AT s s s By 0 S By Wliei & ok, we e | il sl Bevriaer Wik

i
N SATURDAYS in Jack Daniel's country are for
old friends, familiar places and good conversation.

Some head off to Mulberry Creek in search of

the two elements are identical and that respondents will find it easier smallmouth bass. Some get together to barbecue.
And a few always seem to gacher ar Clark's

Store. There they'll speak profoundly on any

< ot

to conceptualize vser imagery than brand personality.

For some brands, the differences between user imagery and brand
personality are indeed minor. In most of these cases the brand is tar-
geting a specific user profile, and that well-developed user profile is
the primary driver of brand personality. Dewar’s scotch, for example,
used a famous series of profiles to define simultaneously the user
imagery and brand personality. With brands and subbrands driven by
athletic endorsers, Nike may also have very similar user imagerv and

number of subjects, including the
oldtime way we make whiskey here
in the Tennessee hills. Talking wich
friends abour Jack Daniel's is one fine
way [0 pass an autumn Saturday.
Sipping it with friends, we believe,

Tl

brand personality. is another.
For many brands, however, a significant difference between brand SMOOTH SIPPIN'
and user personality can be important to the hrand strategy. For ex- TENMNESSEE WHISKEY y
ample, the Levi's brand pevsonality is deiven Lorgely by the firm's < i WA Skt o i A8 o st i
hevitage of providing clothes for miners and by the brand attrilytes L T L
(tough, durable, simple) and  use contexts (Western/eowhaoy), Reprucduced with prermdssion of Jnek Duniel Distillery.

I contrast, the Levi's 300 user inueery -——driven Lavpzedy by adver-



tising—tends to be urban, hip, contemporary, and bhoth male and
female.

UsinG Usgr IMAGERY TO BECOME CONTEMPORARY

The Levi's example illustrates a rather common case in which a
younger, contemporary market is out of step with the brand person-
ality. Addressing this problem by changing the heritage-related
brand personality would be difficult and destructive. At best it would
dilute or destroy the existing personality which still has value; at
worst, it would undercut the relationship between the brand and an
important segment.

User imagery provides a vehicle for retaining the brand persomality
and at the same time responding to the target market. The brand
personality still provides a diminished role, perhaps by cueing and re-
inforcing the product attributes. When the user imagery is in-
consistent with the brand personality, a tension can result that is
potentially intrigning and interesting, One might argue that the most
interesting brands have incongruent elements to them—consider Qil
of Olay, which is practical vet exotic, and After Eight Mints, which are
sophisticated vet accessible.

Several questions are raised by the strategy of developing user im-
agery that is distinct from the brand personality. Will the user imagery
come to dominate the relationship, eventually diluting the heritage
brand personality and its related attribute associations (durable work
clothes, in the case of Levi’s)? Is it possible to reinforce the brand
personality while still building the user imagery? These issues will be
revisited in Chapter 7, where the issue of managing brands over time

is addressed.

UseR IMAGERY AND REFERENCE GROUPS

Brands can ereate a value proposition and a basis for a relationship
by focusing on a particular social or reference group through user
imagerv. The possibility of belonging to a user group or obtaining the
approval and acceptance of a group may provide an added emotional
tie for the consnmer. Coertainly, the suceess of Miller Lite's original

“Tastes greatJess filling” campaign resulted in part from inclusion of

customers inan attractive bt aceessible group defined by retived
stan athilines,

When a brand's personality dilTees from its wser imagery, the refer-
ence group can be based on cither or both, Members of the hip-hop
culture embraced such shoe and clothing brands as Timberland,
Car Hart, Ben Duavis, and Dickees. They were attracted by the
brands’ personality, usually related to authenticity, farming, good
value, simple people and simple times. At the same time, a new user
imagery was created—namely, the prototypical hip-hop individual.
Thus a driver for many customers was to be accepted by the group
represented by this user imagery.

Ox CreEATING USER IMACERY

User imagery can be driven by actual users, those who are seen
“around town” using the brand. Of course, actual user profiles may not
be desirable or controllable. When the 1zod alligator symbol spread
beyond the yuppie target segment, or when the hip-hop culture
started wearing the blue-collar Ben Davis lines, the user profile
departed from the target market. Sears has long struggled with
the burden of trying to sell fashionable elothing and accessories in the
face of a middle-America, downscale user imagery. Qil of Olay would
like to emphasize its exotic, upscale, and youthful brand personality
and to de-emphasize the fact that its actual users are older and more
downscale,

Omne way to de-emphasize undesirable actual-user imagery is to
promote idealized or stylized users in advertising or other marketing
efforts linked to the brand. Thus when Miller Lite felt limited by a
user personality of ex-jocks in their thirties or forties, new campaigns
explicitly attempted to change the user personality by making it
younger. Celebrity endorsers can also provide the basis for user
imagery. Nike, for example, used Charles Barkley and Scottie Pippen
to create user imagery for the Nike Force and Flight baskethall shoe
brands.

o BRAND PERSONALITY
AS A SUSTAINABLE ADVANTAGE

ITI SUTTITTRArY, E]I".i.!l[! ]'H"]'Hl:lil:,i.lit!.-' L5E1 I:Il."l!] il h'l:'i_l;'l'ld It'E'I. .!'L[!'FE:]'E.] WH}’E,
First, it can provide a vehicle for customers to express their own iden-
tity. Sell-expression is usoally more vivid when the brand has a strong
personality, becanse itis a personality it is heing expressed, Seeond,



a brand personality metaphor helps suggest the Kind of relationship
that customers have with the brand, a relationship that is modeled
after person-to-person relationships. Third, brand personalities serve
to represent and cue functional benefits and product attributes ef-
fectively.

The important aspect of a brand personality is that it is often a sus-
tainable point of differentiation. Consider the personalities of Harley-
Davidson, Saturn, Hallmark, Tiffany, Ohsession (by Calvin Klein),
Jack Daniel’s, United Airlines, or Mercedes-Benz. In each case, the
brand personality is unique within the product class. As such, it
provides a powerful vehicle to develop an identity, a communications
effort, and in fact a whole marketing program. Further, it is sustainable
because it is very difficult (and usually ineffective) to copy a person-
ality.

Brands that have a personality should consider enhancing it and
making it a point of leverage within the brand identity. Those without
personalities are usually vulnerable, exposed to attacks like stationary
fortresses.

QUESTIONS TO CONSIDER

1. What is vour hrand personality as currently perceived by custom-
ers and other relevant groups? Which of the Big Five are most
descriptive of your brand? Which of the fifteen facets? What is
the nature of the personal relationship between the brand and the
customers? How do the brand’s personality and customer re-
lationship differ from those of competitors?

2. What is your target brand personality in terms of the Big Five
(and the fifteen facets)? How central is it to the brand identity? Is
it part of the core identity? Or is it part of the extended identity,
providing texture and richness to a brand identity statement that
is driven by other dimensions?

3. How does the brand personality work to help the brand? What
models are operating—self-expression, relationship basis, or func-
tional benefit representation?

4. How has the brand personality been created? How will it be man-
aged in the future?

5. Is vour brand personality and user imagery the same? If it is
difTerent, is that a problem? Will it be possible to reinforee hotly
over time if they are differem?

6

IDENTTTY
IMPLEMENTATION

Where absolute superiority is not attainable, vou must produce a relative one at
the decisive point by making skillful use of what vou have.
—Karl von Clausewitz (On War, 1832)

The primary focus of vour brand message must be on how special you are, not
how cheap you are. . . . The goal must be to sell the distinctive quality of the
brand.

—Larry Light, brand strategist



i the prior ieee elipters, conceptualizations of b identity, the
I'-. alue proposition, and beamd=costomer eelationships have been set
forth. ‘The goul has heen o develop a extured, inclusive picture of
whiat the hrand stands for (how strategists would like it to be per-
ceived).

The focus now turns to implementing the identity and value
proposition by developing a three-step brand identity implementa-
tion system as suggested by Figure 6-1. The first step in imple-
mentation is a brand position statement that specifies what part of
the identity is to be actively communicated. The second step is the
exrcnution of the communication program, which includes selection of
the: mwedia to be used and creation of actual advertisements or
programs. Finally, the communication program is monitored during
a tracking stage. Each of these will be discussed in turn,

The chupter then turns to the strategic brand analysis, which sup-
ports the development of the brand identity system and its im-
plementation, and closes with a summary discussion of the potential
power of an identity and position.

THE BRAND POSITION

With an identity in place and a value proposition specified, imple-
mentation begins, Communication objectives need to be established,
anil execution planned and implemented. The place to start is with a
brand position statement—the cornerstone of the communications
program. A brand position is defined as follows:

Brand position is the part of the brand identity and value
proposition that is to be actively communicated to the target
audience and that demonstrates an advantage over competing
brands,

The four salient characteristics of a brand position as reflected by
the phrases “part,” “target audience,” “actively communicated,” and
“demonstrates wdvantage.”

A Parr oF THE ToesTimy/VALur PROTOSITION

When o heand position exists, the beand identity ad value propo-
sition can be developed fully, with texture ad depth. They do not
176
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the brand position takes on that role. For some beands, the hrand
identity and value proposition do combine into a compact statement
that can serve (perhaps with minor adjustments) as the brand po-
sition. In most cases, however, the former are significantly broader
than the latter

To illustrate, elements that are extremely important to the identity
may not play a role in the active communication strategy. For
McDonald’s, cleanliness is certainly one of the important parts of the
culture and identity. It would be unlikely to be a part of the brand po-
sition, however, because it would not differentiate MeDonald's from
its major competitors.

Brand position can be changed without changing the identity or
value proposition of which it is a subset. Saturn, for example, posi-
tioned itself during the first year as a world-class car. In subsequent
years the position focused on a different subset of the brand identity:
the customer relationship based on friendship and respect. The iden-
tity or value proposition did not change—just the focus of the pos-
ition, and thus the communications program.

But how does one choose which elements of the identity to include
in the brand position? Three places to look are at the core identity, at
points of leverage within the identity structure, and at the value
proposition.

Look to the Core Identity

The core identity by definition represents the central, timeless es-
sence of the brand. Thus the most unique and valuable aspects of the
brand are often represented in the core identity. Further, there should
be a cluster of brand elements surrounding each core identity com-
ponent that (in addition to giving it richness and texture) opens up
multiple execution alternatives. Finally, the brand position often
should include the core identity just so communication elements do
not stray from the brand’s essence.

Identify Points of Leverage
A brand position can be based on a point of leverage that is not nec-

essarily in the core identity. The Ronald MeDonald character can, for
example, provide a point of levernge for MeDonald's, He is central

oy the foens one T and Kids, and Leoixoalso the basis for Ronald
SeDomald Hoose, which |1|'m-'ilh‘.'¢ an inderesting message that en-
penders respect and visibility, Thas a possible brand position for
Mo Donald's might well cophasize Ronald MeDonald as follows:

« Vhe restanrant that Konald MeDonald, with his presence and
progeins, makes a fun place for kids and families. (Target—Xkids
wnned thesin pareits)

Sonnetimes a subbrand, feature, or service can provide a point of
levermge, For example, the visible air cushion in the early Nike Air
lue sorvesd Lo represent the advanced-technology aspect of the Nike
il ntity, Subbrands-features, and services that play this role are
v sifeer brllets and are deseribed in detail in Chupter 8 when
the- Ll system concept is introduced.

I e Vielue Proposition: Benefits That Drive Relationships

A cosdomier benefit that is part of the value proposition and a basis of
i b cnstomer relationship can be another prime candidate for a
bl position, Nike, for example, provides a functional benefit of
impraved performanee and a self-expressive benefit based on using
i shioe endorsed by a celebrity athlete. An endorser such as Michael
|staban can provide the basis for a brand position as follows:

* Tl showe that Michael Jordan uses to provide the extra edge of per-
fovmamee, (Lrret—weekend athletes)

Fo TanGeEr AUDIENCE

e L] position should also target a specific audience, which may
e canbset of the brand's target segment. For example, a mountain
Lok o commpainy might define a target audience of serious, highly so-
chistieated ) West Coast bikers, whereas the target segment might be
aanch |;l|j.{l.‘l' JLURELLT RS

There can also be a primary and secondary target andience. Male
diivers of sports sedans might be the primary target audience for
bt Camry, butl women may be an important secondary target
atichienee, The position strategy should thas consider the secondary
it lenee aned, in particnlarn, not anbigonize it in any way.



ACTIVE COMMUNICATION

To say that the brand position is to be actively communicated implies

that there will be specific communication objectives focused on

changing or strengthening the brand image or brand—customer re-
lationship. These objectives, if feasible, should be accompanied by

measurement. For example, if the goal is to create or improve the
“friend” relationship, an agree—disagree scale could be developed
using items such as "Gateway is your friend” and “Gateway will be
there for you.” Such scales could be used both in testing communi-
cation programs and in tracking their impact.

Brand Position and the Brand Image

Brand image reflects current perceptions of a brand. Like brand iden-
tity, brand position is more aspirational, reflecting perceptions that
the strategists want to have associated with the brand. In creating a
brand position, a useful step is to compare the brand identity with the
brand image on different image dimensions.

DiMENSION BranD IDENTITY BRAND IMAGE

(GOAL) (CURRENT REALITY)
Product: Premium beer Premium beer
User: Young (in spirit or body) Middle-aged
Personality: Fun, humorous Fun, humorpus
Functional benefit: Superior flavor Superior flavor
Emotional benefit; Social group acceptance (none)

Comparison of the identity with the image will usually result in one
of three very different communication tasks being reflected in a brand
position statement. Any brand image can be:

* augmented (if a dimension needs to be added or strengthened)—
e.g., add social group acceptance

* reinforced and exploited (if the image associations are consistent
with the identity and are strong)—e.g., reinforce fun and humor-
ous personality

* diffused, softened or deleted (if the image is inconsistent with the
brand identity)— e.g., soften middle-aged-user imagery

Augmenting an Image
A brand image might be too restrictive—that is, it may be geared to
one age group or application, while the identity points the way to
adding other segments or applications. A firm might want to market
to the home as well as the office, or to those requiring style as well as
durability. The brand position might therefore attempt (1) to add as-
sociations to the brand image and (2) to soften restrictive perceptions.
Clinique, for example, has a strong image of being fresh, clean, and
pure, with a white-coat clinical approach to skin care and cosmeties.
The typical user is perceived to be a young woman with oily skin. The
challenge for Clinique is to maintain its current image strengths but to
soften the vouthful image (to make the brand accessible to mature
women) and to reach out beyond the specialized focus on oily,
problem skin to a broader audience. For instance, Clinique would like
to inject elements of elegance into the line, not to compete with the
“elegant” position of competitors but to expand beyvond their strong
clinical position.

Reinforcing an Image

The brand image should not dictate the position (or identity), but
neither should it be ignored. Often, an effective brand position will
reinforee and exploit an image strength. In fact, a decision to create a
new position that does not build on a brand’s strengths is usually dif-
ficult and risky.

Subaru’s greatest asset has been its association with all-wheel drive
(supported by the image of Subaru transporting skiers to the slopes)
unel the performance and safety that all-wheel drive affords. At one
point, an attempt was made to reposition the brand to appeal to a
more general market, where it would compete more directly with the
Honda Accord and Toyota Camry. The (perhaps predictable) result
was that there was no longer a point of difference between Subaru
il its competitors, and the effort failed. Subaru, somewhat damaged,
then returned to a brand position based on its accepted image of su-

periority in making all-wheel-drive cars,

Diffuning an Image
Sonnetimes specifying what a brand is not is us important to the integ-
rity of the conmmumication progrom us specilying what it is. In the



comparison shown above, the beer’s hrmd fmage was of a typically
middle-aged user, while the brand identity included younger drink-
ers. Specifving that the brand is not exclusively tor middle-aged users
suggests visual imagery to avoid as well as imagery to include.

DEMONSTRATE AN ADVANTAGE

Finally, brand position should demonstrate an advantage over com-
petitors. The bottom line is that the position should specify a point of
superiority that is a part of the value proposition. The point of advan-
tage should resonate with customers and be differentiating—that is,
represent something different from what competitors provide.

Resonate with the Cuslomer

A key position objective is to develop a point of advantage that reso-
nates with the customer because of a compelling value proposition or
because of a meaninghul brand—customer relationship. If the point-ol-
advantage appeal is off target, unpersuasive, or inconsequential, the
result will be a weak, vulnerable brand.

Strategists should seek a position that will resonate with the cus-
tomer not only today but for a long time into the future. A brand
strategy will require substantial investments, and the retwrn on these
will be limited if the position is short-lived. In contrast. as Chapter
7 (on managing brands over time} will make clear, there are enor-
mous pavoffs to having a consistent strategy over time, Thus one goal
is to create a brand identity and position that has the potential to
endure.

Differentiate Oneself from Competitors

The brand position also needs to provide a point of difference with re-
spect to competitive offerings. There are several ways to differentiate.
The brand can position itself against a competitor’s functional ben-
efit by claiming to be superior or comparable at a lower price, or it
can claim to provide a different functional benehit. Alternatively, a po-
sition can be based on something other than a functional benefit—an
emotional or self-expressive henefit, an organizational attribute, a
brand personality, or a customer relationship. Adding a brand person-
ality olten provides a key to competitive distinetivencess,

4
i

Muatching Versus Beating Competitors

Thewe is o natural tendeney to beliove that a brand needs to be su-
perior on all dimensions. T fact, though, a more appropriate and fea-
sible goal way be to avoid having an inferior image that is a liability,
Assiine, for example, that Compag's portable computer brand is com-
poetingg inasegment for which the primary dimensions of competition
wee leatures and company support, It may be unwise to attempt to be
peereeived as superior on the company support dimension, where
vommpetitors such as Dell have strong positions; rather, achieving
parily or near-parity might be better strategy. The goal might be to
have enstomers believe that Compagq is close enough to Dell on cus-
tinner support that other considerations can dictate the purchase
Heeision and satistaction with the product.

Foim QUESTIONS

The brand position statement should thus address four sets of ques-
Homs, as suggested by Figure 6-2:

I Which elements of the brand identity and value proposition

should be a part of the position, a part of the active communi-

cution program? Which will resonate with customers, and dif-

leventiate the brand from competitors?

Wha is the primary target audience? Who are secondary target

andiences?

bWt are the communication objectives? Does the current image
e 1o be angmented or strengthened, reinforced and exploited,
o elilfusedd or deleted (that is, what does the brand not stand for)?

L What will be the points of advantage? What will be the points
where parily or near-parity is the best the brand image should
shvive lor?

FrombPrioning IN ACTION

The lollowing are six eximples of position statements drawn from the
work of BMP DB Needhion, a British advertising agency:!

o Miller Lite is o gennine stundard-strength lager from America that
I smwother and casier to drink. (Trret—eighteen- to twenty-four-



FIC.URE 6-2
Brand Position
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year-old, male standard-lager drinkers, particularly those more
interested in personal appearance)

* Alliance & Leicester, a savings and loan, is big, warm, and friendly:
something the ordinary person can identify with and feel secure
about. (Target—existing and potential depositors/investors)

* Alliance & Leicester allows you to arrange a mortgage before
buying a house; it reduces the anxiety, provides reassurance, and
becomes a father figure. (Target—first-time home buyers, age
twenty to forty, who are unconfident or even frightened about the
whole process)

* Hellmann's mayonnaise is a versatile, everyday, idiot-proof (easy to
use in recipes and sandwiches), condiment/ingredient with a range
of uses well beyond salad dressing. (Target—current Hellmann's
users, and nonusers of mayonnaise)

* Clarks Desert Boots are the original (a design originating decades
ago), and yet they reflect contemporary style (like an Armani
suit worn with a T-shirt). (Target—voung men at the forefront of
fashion)

* Krona is the first margarine with a taste and texture indistinguish-
able from butter. (Target—homemakers currently using butter who
arce sensitive to price increases)

Note that there are two positions Tor the bromd Alliance & Leicester,
euch elenrly wimed at very dilferent Loget audiences, The brand per-
somdities, however, do overlap (a reassuring “father figure” overlaps
with “hig, warm, and friendly™). There would be even more overlap
bastween the complete brand identities.

Mk Velvet

Bk Velvet whiskey, the identity of which was introduced in Chap-
ten 23, has the [ollowing positioning statement:

* Black Veelvet is an exceptionally soft and smooth imported whiskey,
nof 1o be known as a Canadian. (Canadian is a type of whiskey.) It
has a nnigque touch of class which provides affordable luxury at a
eul iabove popular-priced whiskeys. (Target—spirits drinkers)

Ther puint of advantage is the soft, smooth taste, which distinguishes
IMuck Velvet from the sharp bite of Scotch whiskeys. The images of
wolluess and smoothness are driven by the product and by the Black
Vielvet Luly, whao is shown in advertisements and posters (see Ehaptfzr
7). The imported position suggests that Black Velvet is a premium
hrund known worldwide, and the “unique touch of class™ plus the
nolt, sinonath taste suggest that it provides personal reward and relax-
ution. Note what Black Velvet is not—a Canadian. The need is to
attret interest among drinkers of Bourbon and Scotch whiskey rather
i being restricted to drinkers of Canadian whiskey.

W IPEASIBLE

e bisned position must be attainable; there is nothing more
wonteful than trying to achieve a position that is out of reach. Strong
tchie brands often fall into this trap when they attempt to break out
ol their niche, Subaru, as noted earlier, had a strong niche based
wpam ity all-wheel-drive technology and Japanese quality associ-
ntloms, bt fdtered when it tried to become a mainstream brand with
wohilferentianted models. A brand position that extends beyond the
varrent brwd image st be supported by an organization that has
the will el ability to ereate a product or services that reflect the
pew ddentity, Then the chiallenge is to convineingly communicate the
vew b position. The Subaru story illustrates the difficulty of both
Lisks.



ACHIEVING BRILLIANCE IN EXECUTION

The most strategically logical position will not be worth implement-
ing if a brilliant execution cannot be found. Too often communicition
is developed—sometimes by committee—that although on target is
heavy-handed and does not break out of the competitive clutter. The
keys to avoiding this mistake are patience and an insistence on
achieving brilliance. It is too easy to compromise and believe that a
commitment to spend money on a brand is enough. It isn't,

I have often been asked, “Should we increase our communication
budget by X million dollars to create a brand?” The answer can he yes
or no, depending on the quality of the execution. One study showed
that the quality of the advertising is five times more imlmrtanrt than the
expenditures, Another showed that Marlboro got dramatically more
impact for its communication budget than did other brands, undoubt-
edly due to its established symbols and personality.2

A brilliantly executed communication program breaks through the
clutter by shocking, entertaining, or involving the audience. At the
same time, it must implement the positioning strategy and connect
that implementation to the brand name. Achieving brilliance is diffi-
cult; indeed, even recognizing when you have achieved it is not easy.
Some guidelines are offered below.

GENERATE ALTERNATIVES

The more alternative executions you generate, the better are vour
chances of creating something brilliant. Alternatives can be in the
form of either multiple creative approaches for the same media ve-
hicle or disparate media avenues,

Cetting a number of creative advertising teams independently in-
volved—even using different agencies if NeCcessary—can gvm::rate
multiple creative options. Coca-Cola has rather aggressively used
multiple agencies to create some great individual ads. The trick is to
have a strategy that guides and coordinates, to be ready to deal with
egos and a reluctance to share credit, and to believe in the concept
enough to actually spend the extra money multiple teams require.

Considering nontraditional media often leads to efioctive come
munication and somctimes to breakthrough results. Brillianee may he

avirllabsle only to those who to look in unconventional arcas such as
the Tollowing:

 Loent sponsorships provide relatively unobtrusive but high-impact
st exposure conpled with positive associations. Spending on
vvent sponsorships in the United States (two-thirds of which in-
virlve] sports events) approached five billion dollars in 1994, Recall
the: impact of the WordPerfect sponsorship of a bike racing team in
Furope, which was mentioned in Chapter 1.

o ¢ Tl anel usage programs provide new ways to generate personal-
el enstomer relationships, The Swatch collector’s club, Nestlé's
Baitoni Club, Harley-Davidson's Harley Owners’ Group (H.O.G.),
ane] the: Apple Macintosh user groups all play a key role in creating
ancd imintaining a loval customer base.

o Diveet response marketing allows customers to bypass retailers and
link divectly to firms via catalogues, infomercials, the Internet or
ol hier s,

o P'ublic relations efforts offer low-cost exposures with enhanced
eredibility. Nintendo developed a new generation of video games
thut was newsworthy enough to get more than 300 million expo-

ares om news and special-interest programs. Silicon Graphices
pent no money on advertising until fall 1994 by relying on a public
relations stafl that got the firm on the cover of Business Week,
nmong other achievements.

o P'ublivity stunts generate visibilitv. Swatch helped introduce a
witteh by hanging a 175-vard-long giant watch from a skyscraper in
Frnnkdort ad Tokyo,

o Pronmotions lave the potential to damage brand equity by focusing
altention on price, but they can also support the brand. Recall the
Saturn promotion in which winners got to visit Spring Hill to see
tesiv car being made,

o Prowduet showws and event stores provide ways to make a unique and
vl ving ]u-r.'-;unu|it}r statement. Examples include Cadbury World
iwhich oflers exposure to the hir;l:lr].' Df{}hnﬂﬂlate, plus Sampiﬂs, to
vranee Lhieon o hall midllion visitors per vear), Apple Computer’s Mae-
Wondd Expo, the GE Houses of the Future, the Coca-Cola Road
Trip teailer, and the Nike Town stores,

o Packaging carvies a wajor part of the identity for many brands.

Faoshluw s President’s Choice Decadent Chocolate Chip Cookie, for



example, has an identity communicated Largely by its rich, appeal-
ing package design. Packaging and display were also key to the
Leggs identity.

SYMBOLS AND METAPHORS

The best strategies will tend to have strong, memorable symbols.
Some may already be in use or are in the heritage of the brand. Others
can be created. Consider the functional benefit associations of Heinz's
“slowest-pouring ketchup” and the Energizer bunny, the emotional
benefit associations of the Pillsbury Doughboy and Allstate's “Good
Hands,” and the self-expressive benefit associations of “Marlboro
country” and the Tiffany box. One of the leading teas in the United
Kingdom has for more than three decades told its taste story with
highly entertaining commercials featuring chimps at a tea party.

A strong metaphor can also leverage communication expenditures.
Apple used the “desktop publishing” metaphor (unfortunately, with-
out owning it} to communicate the user-friendliness and graphics ca-
pability of the Macintosh. Gumout, the gasoline additive from
Pennzoil, uses a medicine metaphor: using Gumout to clean a car’s
fuel system is like taking a decongestant for a cold or flu. When a
metaphor clicks, becoming virtually impossible to get out of one’s
mind, it can not only improve recall but also frame the way custom-
ers look at the product class and its brands.

TESTING

Muost communication efforts can be tested, if imperfectly. Tests can be
conducted in laboratory conditions and in the field. Testing usually
pays even when it appears to be expensive in dollars and time.

In a laboratory test, a potential advertisement, package, event
sponsorship concept, or other communication alternative can be ex-
posed to target audience members to get their reaction. With the
power of modern graphics capabilities, a host of options can be tested
in a very realistic video environment. One testing goal is not only to
determine the positive impact on the identity/position but also to dis-
cover any unforescen negative reactions. For example, the Black
Velvet Lidy could be perceived as unapproachable il she were over-

il

hessed with heavy dizononds, or the Merrill Bayneh bull conld e per-
cerved as risky and uncontrolled instead ol strong and aggressive if
e setbing wits wrong,

A feld test is much more definitive bat also more expensive, and
omly a limited number of options can be tested. An ice cream firm
beted i major inerease in communication expenditures by looking at
e sales of matehed supermarket pairs (one supermarket in each pair
wis i test ity that was exposed to the new communication, and the
other was in an adjacent city). Consistent results gave the company
comlidenee to extend its brand-building strategy.

TRACKING

Il final step shown in Figure 6-1 is tracking. It is highly desirable
1o invest in monitoring the brand position (and perhaps other el-
eameents of the brand identity over time).

Tiacking can be based on quantitative surveys, where structured
sguestions and seales allow an assessment of how customer percep-
Hons lave heen affected by the brand positioning effort. Tracking can
alstn T hased on qualitative research, which systematically elicits
cislomer perceptions through regular focus groups or in-depth inter-
views. A key to qualitative research is to be exposed to a eross-
section of the target audience and to know what to ask. The value of
w rich, textured identity is that it leads to dialogues with customers
that et bevond functional benefits to a deeper understanding of re-
lutionships.

¢ hapter 10 will address the broader subject of tracking brand
ity and measuring it not only over time but over product classes
winel s, 18 will also explore the identity portion of brand equity
uined whiat questions can be tapped to measure it.

A STRATEGIC BRAND ANALYSIS

The development of a brand identity, wvaloe proposition, and a brand
position—statements of what te bimnd should stand for and its prom-
fser to eustomers—is i strategic decision in every sense. Thus a
strutegic perspective is needed. Brands need o be selecting markets



and building assets for the luture, rather than just engaging in tacti-
cal programs that address only the probleos of the moment,

The brand strategy needs to be viewed from three perspectives: a
customer analysis, a competitor analysis, and a sell-unalysis (see
Figure 6-3). The objective of a brand strategy, after all, is to create a
business that resonates with customers, that avoids competitor
strengths and exploits their weaknesses, and that exploits its own
strengths and neutralizes its weaknesses. To create such a business, it

is necessary to understand the viewpoints represented in these three
analyses.

FICURE 6-3
Strategic Brand Analysis
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More specifically, the primary objective of the strategic brand
analysis is to precipitate and improve strategic decisions about the
brand such as the brand identity specification, the product classes
with which it should be associated, its vole within the organization’s
brand system {deseribed in detail in Chapter 8), and the investment

lewed that shoulid support it, Another objective is to identify key stra-
begie: nneerbainties thal will aflect brand strategy. For example, a
strategic uneertainty might be whether a new prodoct tvpe (like fla-
vired e tea, fee beer, or minidisk recorders) will be accepted by the
marketplace and grow or whether it will fade or be relegated to a
piclie market. Strategic uncertainties can help prioritize information
gl heringg andd analysis activities,

CUSTOMER ANALYSIS

A enstomer analysis can productively involve an analysis of customer
(rends, motivations, segmentation structure, and unmet needs,

Trennels

A rood way to start a customer analysis is by examining the dynamics
ol the market. What are the customer trends? This simple question is
powerlul because it often provides insight into changing motivations
wied cimerging segments with strategic importance.

Waorking with the St. James Group, a brand strategy consulting
company, Nestlé has looked at the beverage category and observed
lomr trends: a greater concern for health, a growing preference for
n-;-u;lj-r'-tn-{lrink hl—l"r‘i.‘!"r]gES, movement from hot to cold hi-:v{'rﬂgﬁs. anl
aninereased demand for exotie flavors and variety that reflects both
e and a greater exposure to foreign cultures.® These trends
wiggest position options for Nestlé's Juicy Juice and Perrier.

The analysis of sales volume trends and profitability prospects of
aibmarkets can also provide insights. Which submarkets are growing
wnel which are declining? Why? In coflee, for example, the per capita
aily consumption has fallen from 3.1 cups in 1962 to under 1.7 in
1943, Althongh major supermarket brands such as Maxwell House
Chralt), 1Hlls Brothers (Nestlé) and Folgers (Procter & Gamble) have

allered hecause of this decline, substantial growth and healthy mar-
s luve occurred in .'-;]‘.lt*.ri'.ﬂ't";.-' coffee beans (for use in electric coftee
erinders), gourmet hrands, and coffeehouses.®

Cuslenner Medivations

The goal of enstomer analysis is to detenmine which functional,
erotional, amd sel-expressive benelits will motivate customers to buy
unied use the brand. The analysis methods described in Chapter 6 of



Managing Brand Equity can help strategists detect and understand
these benefits.

(Qualitative research is generally directed at detecting emotional
and self-expressive benefits that might be relevant to the product
class. The need is to get below the surface and probe those areas that
are not as obvious to the customer but are influential in the brand
choice and use experience.

The assessment of functional benefits involves three sets of ques-
tions:

* What functional benefits are relevant to customers?

* What is the relative importance of each functional benefit?

* How can customers be grouped with respect to functional ben-
efits? Can benefit segments be identified?

Typically the strategist will develop a list of dozens of benefits—
sometimes fifty or more. One task then is to reduce this list to a few
major categories (or dimensions) of motivations that summarize how
customers organize information and form attitudes about brands in
the product class under analvsis. In most product classes there are
two, three, or four such dimensions. These can be useful in sorting
out options for brand strategy:.

In the retail oil industry, for example, there are two dimensions:
product benefits (gasoline additives, quality) and the service station
experience (helpfulness, efficiency, facilities). In many service, high-
technology, and durable-goods contexts, there is often a product
dimension, an organization or service dimension, and a price/quality
dimension.

In the spirits industry, there are three dimensions: personal
reward and relaxation (benefits received while alone), self-expressive
benefits (received when the brand is consumed in a social setting),
and the price/guality position. The ostentatious brands focus on self-
expressive benefits and have high price points: the connoisseur
brands focus on personal reward and relaxation and also have high
prices; and the low-price brands focus on the cost-conscious seg-
ment. The balance of the market is positioned on some combination
of these three dimensions.

Another goal should be to seek a motivation that can be leveraged
into a unique advantage for a particular brand. Thus an oil fivn that is
the first to install an ATM or eredit-card payviment systen might gain
an advantage, Being envirommentally sensitive may also provide aoway

for an oil company to dilferentiate itsell], sinee most compaetitors are
focusingg on other customer motivations, TBM discovered a customer
desire to have a subnotehbook computer with a full keyboard; using a
fold-out design termed the Butterfly, IBM supplied that feature,

Sepmentation

How does the market segment? Certain segments may respond dif-
ferently to communication programs and thus may justify different
positioning strategies and perhaps different identities. Thus in the
hotel industry, Hilton will likely want to have different positions for
the business, leisure, and convention segments.

‘There are a limitless number of segmentation schemes to consider.
The most useful, on average, include segmentation by benefits
somght, price sensitivity, brand loyalty, and application. The task is to
consider which segments are the most attractive target for the brand
and most relevant to the brand identity development.

Unmet Needs

Of particular usefulness is a consideration of customer needs that are
il heing met by the existing product offerings. Unmet needs are
strategically important because they can represent opportunities for

* firmis that want to make major moves in the market.

Black & Decker gained in-depth insights into unmet needs by
forining a panel of fifty do-it-yvourselfers who owned more than six
power tools.® Executives of Black & Decker visited panelists in their
homes and saw firsthand how the tools were used and the problems

* amd [rustrations that were experienced. One of the problems ob-

served was that cordless drills ran out of power before the job was
dime, The solution was a drill with a detachable battery pack that re-
charged in an hour. A sawdust problem prompted a saw and sander
witli a bag that acted as a mini-vacuum. To address safety issues, an
antomtic braking system was built into the saws. These advances
prowided part of the core identity of the Quantum line of midpriced
tools endorsed by Black & Decker.

COMPETITOR ANALYSIS

Competitor analysis looks at the broud image/position and strengths
andd vilnerabilities of the wajor competitors, The need is o assess vl
ooly the current reality, but the future trgectory.



Competitor Brand linage/Position

A fundamental input into identity determination is how customers
perceive competitive brands, especially with respect to benefits pro-
vided, brand—customer relationships, and brand personality. Knowing
hrﬂw competitors are perceived is key to developing a point of dis-
tinction. There are two sources of brand image data—customers and
competitor communications.

Customers are the best source of the current brand image for com-
petitive brands. Brand image information can be accessed by
qualitative research (where customers talk about perceptions) or by
quantitative surveys. In either case, the image may be a function of the
market segment. Brand users, for example, will usually have different
perceptions of a brand than nonusers or users of other brands.

It is also useful to understand how the competitor brands want to
be perceived. Although annual reports and other accounts of stra-
tegic plans can provide some insights, the best source of information
about a competitor’s identity is usually its advertising and advertising
plans. A profile of competitive ads is especially revealing,

Grouping Competitors’ Positions

A careful analysis of all competitors’ positions can often provide useful
insights. Usually there are a few limited positioning strategies used in

the industry; a good exercise therefore is to arrange advertisements

into a “brandscape” of clusters representing firms with similar posi-

I.ir.:_niflg strategies. Any positioning strategy needs to relate to this

existing structure, even if plows new ground.

) When choosing its own positioning strategy, a firm can evaluate the
formidability” (or competitor stren gth) of each cluster and then

decide if it wants to use (or “join”) the strategy represented by one of

the clusters or to try somethin R
‘thing new. A positioning approach should
generally be avoided if: et o

* The number of competitors is large.

* The individual competitors are strong in terms of market share and
distribution clout. (Avoid clusters with dominant firms.)

* Competitors are well-positioned. (Avoid clusters with firms that
have a lock on a position, or at least be prepared to neutralize it in
some: way—perhaps by adding a twist or refinement.)

B eximple, the exercise in the il insueanee industey outlined in
( :IIH.|]-|I"J' 3 revealed that comprelitor steategies were clustered around
thiree metaphors, One was a steength metaphor, with the Rock (Pru-
dential), the Castle (Fortis) and the Pyramid (Transamerica) as ex-
minples, The second was the plan-ahead metaphor, used by Fireman's
Fianed sl others. The third metaphor was the “We care and will be
there Tor you™ theme used by Allstate (Good Hands), State Farm
(Coood Neighlwors), The third grouping contained the fewest firms,
bt they were very strong and established competitors.

€ hangew in Competitor Images

In strategic brand planning, it is important to consider not only the
current images of competing brands but also past changes and pos-
sihle future changes in these images. An examination of the reasons
for such changes can provide useful information about the competi-
tives environment. For example, BMW was a car whose position
vevolved around the “ultimate driving machine”—the ultimate up-
seatle car In 1990, this concept ran into trouble, in part because the
eseesses of the 1980s had tarnished the so-called yuppie lifestvle, As
wresult, BMW introduced less expensive models and “de-yuppified”
its position by stressing value and safety as well as the traditional
BAMW driving experience,

Competitor Strengths and Vulnerabilities

\tiother perspective on competitors comes from examining strengths

wnel weaknesses. Going against a competitor strength with respect to
w value proposition is risky; the brand and its identity, position, and
eveenlion will all need to be exceptional. There is little margin for
erar 1 is casior to attack at points where the opponent’s castle is not
soowell Tortilied.

O particular interest, therefore, are competitors” vulnerabilities.
For exiumple, Arco is pereeived as a low-price gasoline option which
dows nol aceept credit cards and appeals to the price-sensitive seg-
ment. The elements of the Arco organization—incloding its people,
svslems, progeans, and enltuvre—all support a low-cost operation, as
oy ity sonrce ol Alskan erude oil. A resulting valuerability, though,
is the appearsmee and operation of Areo serviee stations, A competitor
whiocun perstde consumers to look at the gas purchase differently—



by considering the station experience, for exam ple—might thus have
an advantage in attracting Arco customers.

SELF-ANALYSIS OF THE BRAND

An important input to the development of a brand identity is a careful
self-analysis of one’s brand and organization, Areas of inquiry include
the following:

* The current brand image

* The brand heritage

* The brand's strengths and weaknesses—what can be delivered
under the brand's name.

* The soul of the brand and the organization

* Links to other brands

In each case, the brand can be viewed from the perspective of the
brand as a product, an organization, a person, and a symbol.

Existing Brand Image

Self-analysis of the current brand image involves asking questions like
the following: How is the firm's brand perceived? What associations
are linked to the brand? How is it differentiated from the competing
brands? How has its image changed over time? Does the image differ
across segments? What benefits do customers feel they are getting?
Does the brand have a personality? What is it? What are the intan-
gible attributes/benefits? Does the brand as an organization have a
presencef If so, what? What visual imagery does the brand evoke?
Again, Chapter 6 of Managing Brand Equity covers approaches to an-
swering these questions.

In assessing the brand image, it is useful to make sure that research
and analysis extend beyond product attributes to other associations
such as use context, user imagery, organizational associations, brand
personality, brand-customer relationships, and emotional and self-
expressive benefits. A common failing is to focus too heavily on prod-
uct attributes and functional benefits,

Brand Heritage

In addition to knowing market perceptions, it is useful to understand
the heritage of the brand. Who were the carly pioneers of the brand?
How did it originate? What was its image when it first started?

Olten, knowledge of what the beaod iest meant can provide an in-
sight as too what the identity shoukl inelude,

A brand heritage analysis can also generate strategice insight about
how to get a brand back on course. A host of brands have gotten into
trouble by straying from their heritage, and returning to it can help
restore the brand strength, Palmolive, for example, found that its her-
Itige—rooted in images of palm trees, olive oil, and the mystery of the
desert—still had a presence in the market and held the key to rejuve-
niting the drifting brand.

Strengths/Weaknesses

In order to be sustainable, a brand identity should be supported by
organizational strengths. Sometimes these strengths need to be de-
veloped. The process starts by determining the strengths and
wuaknesses of the current product or service and the organization
that lies behind it: What are we good at, and in what are we deficient?
There needs to be a separation between what brand identity is de-

HIDDEN VALLEY RANCH DRESSING

Hidden Valley Ranch Dressing traces its heritage to a dude-ranch cook
whose salad dressing was such a hit with his customers that he was pres-
sured into packaging the spices so that people could add them to fresh
buttermilk and enjoy the dressing at home. This packaged ranch
dressing, under the Hidden Valley Ranch name, became a regional
brand and was subsequently bought by Clorex for close to $1 million.
Clorox successfully took it national and later added a bottled version that
now has some eighteen variations.

The Hidden Valley Ranch brand identity is based upon its heritage—
the original ranch dressing, made with fresh, natural ingredients in a
special place. As is illustrated by Figure 64, television advertisements
and the logo portray the lush, green “hidden vallev” and the ranch. The
imgredients and the associations with a unique location provide both
functional benefits and the symbolic satisfaction of serving something out
of the ordivarey, Midden Valley Ranch dressings are seen by consumers
ws coning brom Hl'ﬂ':'i::l !Jl:t:'r, e Biicdleden vaﬂlr}'. In contrast, Eraft
:|t‘-|'!-'.:-.'it1j.;.-1' i 1.Ih|.|i1.H!.-‘ UMD ]‘H'i!iﬂ oo inen |':|l:'lm'!|.r. The Hidden "Ir"a"r}'
branel ety allows Clorox to elurge a price preminm while enjoying a

miarkot shure second only o Kradl,
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sired and what is attainable }l}-' the organization given its resources,
capabilities, and priorities. It is a waste to attempt to develop an iden-
tity that cannot be supported in the marketplace.

Soul of the Brand

What is the soul of the brand and the organization? What is the brand
vision? The dream? Most strong brands have a "soul” (the basic values
of the brand) which provides character and meaning to the business.
Some very basic introspection can be difficult but illuminating.

Links to Other Brands

A brand position decision cannot be made in isolation. Just as a bas-
ketball player’s performance is defined with respect to his or her
specified role on the team—a power forward (who must defend and
rebound the ball well) is evaluated differently from a point guard
(who must pass the ball well and run the offense)}—a brand should

BRAND IDENTITY: PERSPECTIVES OF EMPLOYEES

There is a symbiotic relationship between organizational values and
brand identity. The identity should reflect the values. But if the identity
represents a clear vision that emplovees accept, it will also energize and
guide the organization. Thus a strong identity can help shape organiza-
tional values.

Every organization should have an identity that employees—and
other stakeholders, such as retailers and suppliers—know and care
about. The following two sets of questions represent a test that can be
used as part of the brand strategy analysis:”

* Do employees know what the brand stands for? What do they think is
the brand identity? Is there a clear, shared vision, or is there un-
certainty as to what the brand stands for?

* Do employees care? Do they feel an emotional commitment to the
brand identity? Do they really care?

The answers are usually very revealing. The firms with strong, clear
identitics nearly always get quick responses; their cinployees know what
the bandd is about, and Ilwg.-' care as well, When the r||;:||_:1|;}'}-'m1.1-; cdon't
even know the identity, there is a need to do better,

PP

Bive: well-dlefinesd roles and work within e context of other hrands,
Anidentity thus needs to be evaluated with respect to those role as-
signments.

In Chapter 8, some relationships between brands are explored.
The goal is to create sets of brands that achieve synergy and clarity.
Understanding brand roles is part of the analysis.

STRATEGIC BRAND ANALYSIS PHASES

The strategic brand analysis can be divided logically into several
phases. In the first phase, the brand is analyzed using existing in-
ternal information: past customer research, market and brand sales
dlata and patterns, the historical positioning of the brand, and known
competitor identity strategies. As a part of this phase, those in the
organization who have knowledge about the brand and its market
should perform a thorough brand strategy analysis with the in-
formation at hand. The result should be the identification of identity
options, and perhaps some positioning and execution routes as well,

In the second phase, information can be gathered using a variety of
sources and methods including original customer research. The goal
is to fill information gaps and explore branding options.

In the third phase, the target brand identity, value proposition,
hrand—customer relationship, and brand position are specified. In this
phase, another set of customer studies may be useful for testing and
refinement. These studies may explore implementation tactics as well
us strategy oplions.

THE POWER OF BRAND IDENTITY AND POSITION

A well conceived and implemented brand identity and position can
be a powerful asset to a firm, providing a source of sustainable advan-
tage and a vehicle to help manage the brand. The following sections
detail the specific contributions a brand identity and position can
miake (see also Figure 6-3),

GuinEs anD Ennances Brann STRATFCY

A braned identity and position can do more than help costomers orga-
mize information about the brand: it can also help managers systen-
bizes D] strtegios, The mamager whois intimately Ganiliar with a



FICURE 6-5
How Brand Identity And Position Creates Value

BRAND
IDENTITY &
POSITION

Guides and
Enhances Brand
Strategy

Provides Meaning
and Focus to the
Organization

The Bottom Line— Provides a
Value Proposltion,

Credibility to Other Brands,
and Basis of Relationship /

brand’s identity and postition can quickly and efficiently choose those
actions that are appropriate, Such a manager will also ensure that the
company s advertising agencies and other marketing communication
firms are similarly acquainted with the brand’s identity.

As discussed in Chapter 1, creating and managing brands can be
difficult in part because different organizations are involved. Promo-
tions, packaging, advertising, direct marketing, event sponsorship,
in-store displays, channel management, and customer relations are
often handled by different people. Without a clear, strong identity and
position, it becomes very difficult to maintain a consistent message
across all these different functions.

A brand identity and position can also help managers generate new
and suitable marketing strategies for a brand. For instance, the Mazda
Miata was created to capture the identity of a 1964)s sports car. This
identity provides a clear and colorful basis for brainstorming about
potential marketing steateios and themes for the Miatie Associations

with landling ind peddormanee, for example, would be preferable to
ussociations with advimeed technology and safety. Print advertise-
ments incar and fashion magazines would be more appropriate than
aels in news and business magazines. And as a spokesperson for the
brind, a race-car driver would be more strategically sound than a
farmily man or a young sports hero,

ProviDES EXTENSION OFTIONS

Some brand identities, such as Al Steak Sauce being a distinctive
et condiment, are restrictive. In general, however, enriching the
brund identity with linked associations can generate extension op-
tions. IE, for example, Keebler's was associated only with chocolate-
chip cookies, or even with cookies in general, its leverage potential
would be limited. However, the Keebler’s elf identity (which com-
hines a sense of home-style baking with a touch of magic and fun)
gives the brand more latitude to extend into other baked goods—and
perhaps even into other types of food where homemade magic and

fun might be perceived as a benefit.

IMPROVES BRAND MEMORABILITY

A strong, coherent brand identity and position will be easier to re-
member. The interesting is more memorable than the boring in
hrands as in people. Brands which have no personality will not tend
to be recalled.

Also, an object that is made up of multiple elements that have co-
herence will be easy to recall. The mind is modeled by psychologists
a5 a network with a set of connected nodes. An object can be re-
called by accessing any of the nodes with which it is linked. Thus
McDonald’s may be brought to mind by any of its associations, such
as Big Mac and Ronald McDonald. Because there are so many and
hecause they are tightly linked, it is more likely that MeDonald's will
vome to mind than another brand that has fewer linked nodes,

Finally, we know that consumers remember a product better when
it has a strong symbol. The role of the symbaol will be more powerful
when it is personally meaningful and is associated with a visual image.
I essence, the symbol becomes an easily accessable node in the
mentul network,



ProviDES MEANING AND FOOUS TO THE QORCANIZATION

The impact of a strong identity and position within the organization
is often ignored. When a brand identity and position is clear, it helps
all employees—from customer service representatives to new prod-
uct developers—to gauge their actions in terms of a central strategy.
Thus, at Ford, saying that “Quality is Job 17 reflects a core organiza-
tional value that is communicated internally as well as externally,

In essence, the identity and position is a self-fulfilling prophecy. If
you have a service quality identity, emplovees will realize that service
is a priority inside the organization and expected by those outside. As a
result, they will understand what to emphasize in their jobs and, as im-
portant, they are likely to feel commitment.

Certainly the Saturn brand identity helped the company deliver
what it stood for. Saturn emplovees knew what their brand stood for
and were motivated to make it happen. In contrast, when the identity
is uninspired, confused, or communicated badly, employees are less
likely to have direction or purpose,

A strong brand identity and position can also create a sense of pride
and purpose that motivates employees—and even suppliers and
distribution-channel participants—far beyond short-term financial
performance goals. The Amoco concept of product purity in its gaso-
line, as symbolized by its clear gas and the visual imagery in its
advertisements, helps make its refinery managers aggressively pro-
tective of the process and the output.

THE BorToM LINE: PROVIDES A COMPETITIVE ADVANTAGE

The brand identity planning model developed in Chapter 3 and
shown in Figure 61 suggests that an identity can provide a value
proposition, credibility to other brands and a hasis for customer re-
lationships. [n performing one or more of these functions, a brand
identity and position can provide a competitive advantage.

Further, the richness of a brand identity—its complex network of
meanings—can set a brand apart from competitors and make it diffi-
cult to copy. Suppose, for example, that a new ice cream manufacturer
hoped to steal some established customers from Ben & Jerry's by di-
rectly copying the brand. The challenge would be to copy not only the
product but a set of associations, including the Ben & Jerry's philan-.

thropy concepl, New Engloul eraltsianship, pliviul irreverence, and
good quality. The task thus would be virtually impossible,

CHANGING A BRAND IDENTITY, POSITION, AND EXECUTION

Clearly, a central consideration in developing an identity, a position,
and an execution is knowing when to change what has gone before. In
fact, a brand is only developed from seratch once; most often, the iden-
tity, position, and execution are developed in the context of an existing
brund "package.” The next chapter explores the subject of change.

QUESTIONS TO CONSIDER

1. What emerges from an analysis of one’s customers? One’s compet-
itors? From a self-analysis? What customer trends, motivations,
and unmet needs are significant? Identify a small number of di-
mensions that summarize the customer motivations. Also identify
a small number of dimensions that summarize the competitor
images/identities. If the customer and competitor dimensions are
different, explain. Are there other dimensions not now repre-
sented that could be the basis for a potentially effective iden-
tity/position?

2. What is the core identity? What are the points of leverage in the
brand identity? How does the brand identity differ from the brand
image? What differences ereate problems or liabilities? Can or
should they be changed? What elements of the identity will reso-
nute with customers? Differentiate the brand from competitors?

3. What are alternative brand positioning statements? Evaluate
them according the following questions. Does a brand position:
* Resonate with the customer? Will it endure?

* Differentiate the brand from competitors? Does it represent
somcthing better or different that is valued?

* [eflect and leverage the brand identity?

* Hepresent a strategy that is feasible?

* Bepresent a clear vision? Can people throughout the organi-
zation clearly articulate the brand identity?

* Stimulate brilliant (or at least effective) implementation pro-
grimsr



;

BRAND STRATEGIES
OVER TIME

If I could pray to move, prayvers would move me:
But I am constant as the northern star,
Of whose true-fix'd and resting quality
There is no fellow in the irmament.
—William Shakespeare

For more than fifty vears, Jell-O has presented the same honest face to its con-
sumer. [t's the ability of the Jell-O brand to evoke a scene of family, kids, and fun
that makes it a far bigger product on the shelf.

—Michael Miles, Philip Morris Companies



THE GENERAL ELECTRIC STORY

In 1876, Thomas Edison founded a commercial research laboratory
that would be the forerunner of General Electric. He realized early
on that this laboratory would generate numerous inventions that
would influence society and provide the foundation for a major cor-
poration, The innovation stream was remarkable and relentless: One
explicit goal was to create a minor invention every twelve days, and a
major one every six months. The man who invented the light bulb,
the motion picture, and the gramophone considered this lab to be his
greatest invention.

One of Edison’s early visions was to create a total system that
would deliver the power and convenience of electricity to farms,
households, and factories. He realized that the light bulb would not
work unless electrical generation and distribution systems were de-
veloped. Among his innovations were turbine-driven power plants
and the material and infrastructure technology involved in power dis-
tribution. That system and its parts were labeled by the brand
name—~QGeneral Electric.

In 1896, the familiar GE name and logo were created. Even in its
earliest days, the company was positioned as having a personal rela-
tionship with customers. In early advertisements, the name GE was
prophetically termed the “initials of a friend,” and the promise and
tag line of providing “better living electrically” was already in place,

A 1916 silent movie commercial showed customers using electric
sewing machines, ranges, coffee makers, and toasters in their homes.
Fast forwarding to 1955, a TV commercial featured Ronald and Nancy
Reagan “living better electrically” by using modern appliances. GE
appliances were making life easier and more enjovable, and were pro-
viding self-expressive benefits for those who perceived appliances to
be a symbol of economic success. The same brand position had sur-
vived more than forty vears. An early print ad is shown in Figure 7-1.

In the 1960s Ceneral Electric diversified, It adapted its turbine ex-
pertise (from its electric generator business) to the design and
manufacture of jet engines. In addition, its financial services business,
founded during the Depression to finance home appliances, became
very large. Light bully technology led to products such as CT scan-
ners, which became the basis for a medical electronic-imaging
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business, and the knowledgge of materials that developed from cllorts
to improve the insulation of power cables helped ereate an in-
sulation and plastics business. As a result of this broad diversification,
the coneept of an electricity-focused company no longer fully repre-
sented GE.

A simple change in the slogan helped to chart a new vision: “Better
living through technology” (rather than electricity) became the tag
line. The new slogan enabled General Electric to evolve naturally
toward a contemporary theme that was compatible with its heritage.
Studies, however, showed that the name General Electric was associ-
ated with electricity and was considered relatively old-fashioned and
narrow. A decision was thus made to sharply de-emphasize the Gen-
eral Electric name in favor of GE. The new GE name in block letters
was perceived as high-tech, modern, and broader in scope.

The GE name alone, however, did not provide a strong link with
the company’s notable past. A solution was a variant of the classic
“light bulb” logo, with GE written in script inside the bulb. The new
symhol, representing both evolution and a link with the reliable and
trustworthy General Electric heritage, was far better than starting
over with a new name.

In the 1970s, two new themes—"Progress for people” and "Pro-
gress is our most important product’—emphasized the concept of
progress rather than technology. The term progress provided a more
aggressive and contemporary posture, as well as a greater focus on
CE’s contribution to better living. The basic idea, however, was still
that people would benefit from GE technology. The strategic thrust
of the firm thus was still seen through the eves of the customers.

The increasingly varied businesses of GE created a key branding
issue: To what extent should the GE name be the driver behind the
business, the brand that would define the identity and drive customer
purchase decisions? One option was to allow individual business units
to develop their own identities and let the GE name fade to endorser
status (much like the role Hewlett-Packard and Ford play for the HP

Laser]et and the Ford Taurus). The firm concluded, though, that the
development of separate business brands would be diverting, diffi-
cult, and expensive. Another very different option—to make the GE
corpovate name the lead, driver brand—was selected. The GE iden-
tity would contribute to a wide variety of businesses, each with a
deseriptive name that was altached to GIS inca simple, consistent way:

Gl Acrospuee G Lighting
& b Gl Inlornsation Svstems Gl Appliances
| & ‘ G Medical Systems GE ."u-lutn;"-.'
vl Capital Serviees Gl ]inl‘itll{,'.ﬁ
Gl Trnsportation Systems GE In{imi‘ﬁﬂ & Po
G Eleetrical Disteilwtion Control : =

Svstems

Druring the Late 19705, though, an image study revealed a probl
e ties of diflevent types of people were placed in front ﬂfEres t;m~
dosits, who were asked to select those who best represented the i:-I;mild
i G The pictiures most associated with GE tended to be male
b bt types—aot the image that a firm selling products to h{}ﬂ'tl]'
withers andd the edical imaging industry wanted to see. Thus i
U .'.I-: began o new ad campaign with the slogan, "GE—-—W'E h?i;n
-!Illuugx to Tife.” This campaign, which is still going on fealureg
sctional commercials focusing on the users of GE |:rrndu:1=t:-; Whil
e Lo the trudition of providing better living, the l:{lil]mﬂr{_;iilll*i WE: :
I 1Y mitemporary and included women, A .:-:uh‘:'.qunf imugll :-Ltul;{-"H
X I!Hfil that this new tack did change the image: The GE hrar;d wa!;
“ ,..r|‘1,.-“. :t:.ihtlfi be much more contemporary, although still predomi-
Fewn principles that have guided GE through the years have co
teilited Lo its success. First, only one curpnmté hran;i has been ll.‘.iE-]‘-lt-I-
o |.|r'ln.-.|]ly il products. The corporate brand thus has been tI;e
sy nJ. the customer's link to the brand. Second. a single idea—
Lo ttor living from electricity/technology—has provided a cor
vlontity and @ basis for a relationship with the customer for a 1 .
frane period, Third, the focus has always been on :;uslm;wr henf:l?tg
] I Equ. on the produets, It is the customers who are Iiv.inu: hc.tt :
welenjoving good things in their lives, Fourth, the GE idenﬂtity h:
woen allowed to evolve while still being true to its heritage. Position-

I|;r, and execution, particularly of the company's symbol and slogan
phved i key role in the evolutionary progess. il

THE SMIRNOFF STORY

Viudka, which means “dear litt!le water™ i Russian, traces its roots
buck to the twelfth contiry, The Pierre A, Smis . I

| nofl Compru i
the leading vodka company i the e

ninctecnth century by producing a



consistent product using charcoal liltering and warketing it in color-
ful bottles. The compuny’s appointment in 1886 us the sole purveyor
of vodka to the czar helped to ensure buth prestige and market suc-
cess for the brand. After the 1914 revolution, Vladimir Smirnoff, one
of the founder’s sons, failed in an effort to establish the brand in
Foland and France. Ultimately he sold the business to Heublein, who
subsequently built the brand throughout the world.

Smirnofl, and vodka in general, struggled in the United States until
a South Carolina salesman began marketing the “no taste, no smell”
alternative to whiskey in the 1930s. Smirnoff then began its ascent in
the United States, aided by the popularity of cocktail-stvle drinks
such as the Bloody Mary (tomato juice), screwdriver (orange juice),
bullshot (bouillon), Black Russian (Kahlua and cream), Moscow Mule
(ginger beer), gimlet (lime juice), and the vodka martini (vermouth),
which was made famous—"shaken, not stirred”™—by James Bond in
the long-running movie series,

Although Smirnoff has achieved and held U.S. sales leadership, its
share of the vodka category declined from more than 22 percent in
1974 to 17 percent in 1993, Even worse, during this time frame total
vodka consumption was declining, although not as much as for the
overall spirits category. Also, since the mid-1960s Absolut has carved
out a 7.5 percent share of the vodka market; achieved market leader-
ship on such vital image dimensions as taste, quality, and popu-
larity; achieved a 50 percent unaided recall among category users;
and been sold at a substantial premium. Stolichnaya (known as
“Stoli”}, another premium-priced brand, has gained a 3.3 percent
market share,

Advertising has been an important factor in the vodka market. In
particular, it has played a key role in establishing Smirnoff as the lead-
ing brand in the United States. Smirnoff's advertising, however, has
not been consistent over time. There were fourteen different adver-
tising campaigns between 1953 and 1994 (and ten since 1978), each
with different themes and visual imagery. At least five different brand
personalities were put forth during this period. Some of these
changes represented changed executions of positioning strategies, but
most represented changed positions or identities.

Smirnoff provides an extreme case of changing positions or identi-
ties. As such, it raises a host of issues that will be explored in this
chapter: What is the rationale for ehange? Under what conditions

shouldd chimgge ocenr? How can o timeless, ellective posilioning strat-
ey b created? How can it he recognized? Fimnre T=2 shows ex-
amples of four of the SmimoflUadvertising campaigns, including the
most recent one, and the foll campaign chronology sinee 1953

There were rationales for each of the Smirnoff campaign changes.
The “sell-expression” campaign, for example, was a reaction to the
cultral chinges of the Vietnam and Woodstock era. The “dining”
campaign exploited an opportunity to expand usage. The “quality/
vilue” theme was in direct response to a recession, and the “reigning
vorlka” theme attempted to defend the upscale position threatened by
Abisolut. The “home is where you find it” campaign was on target with
the cocooners, an important emerging segment. The “pure thrill” ap-
proach was created to undercut Absolut, a key competitor with a
stronge visual image.

The question, though, is whether the motivation for each new cam-
paign compensated for giving up advantages of consistency. The
cumulative effect of a steady campaign would have added effective-
ness and efficiency. Because of the endless changes, however, it was
waially unclear what Smirnoff stood for. The Smirnoff identity was
nmddled in terms of its personality, its visual image, its value propo-
sition, and the basis of its relationship with the customer,

Hut even if one assumes that a consistent campaign would have
been more effective, the question remains: Which one?® Should the
livin have stayed with “Smirnoff style” or “Home is where you find it,”
o should it have had a consistent product-centered campaign such as
the “reigning vodka” approach? Which could have achieved great-
ness? The answer is not obvious. Research would help, of course, but
probably would not result in a definitive answer:

It ddoes seem probable that the newest Smirnoff campaign will be
siecessful and will endure, Further, it was designed to work through-
ont the world. Although country managers can develop their own
seenwes, the basic position and execution concept will be the same.
This is a considerable achievement for Smirnoff.

Smirnoflis hardly the only brand to have undergone dramatic and
lrequent changes over time. Nissan, for example, not only changed
s e from Dalson in 19582 but implemented numerous model
elumges before and sinee. An even better illustration is Burger King,
which hetween 1975 and 1994 Lad some seventeen dillferent adver-
tising campaigns and live agencies, The carly campaigns moved from



Smirnoff over the Years

195183 198590

194653 Breafhless. The first Smimoff dogan, “It leaves you breathless,” pesibioned Smirmod with
respect bo dryness, a signal of quality in vedka martinis. The slogan also had an ulterior meaning: a vodka
drinker aveids the risk of having alechol on his or her breath. The ads of the 1940s showed the slogan above
a rartini, while those in the 19505 showed desert scenes with sand, camels, and verv thirsty penple. The
slogan was to endure tor eight campaigns through 1983, a run of more than 30 vears. .

195465  Sophasticated, witty peagte. Smirnoff's first personality campatgn featured unusizal and striking
photos of sophisticated, urbane, and often famous people (such as comedians Grouche Marx and Phil Sil-
vers). The copy was fresh, witty, and intellipent. Owe ad, for example, showed six celebritics—uith Woody
Allen in the front—an a wooden hobby horse having a (Moscow) “mule party” :

[964-65 1|,-'i:ir'||‘.=‘|'_}-.-|i" drinkz. In order to ermabe imterest and Fo |:""':].'-‘i|1'ld FEETL this |-'“51"||11i$'.l introduced new

drinks. Chne ad showed a persan with a host of ingredients plus a bottle of Smirmolt, asking whether the
reader had invented a Smimoff drink lately,

I'JfrET-T-'E Self-expression. The late 1960s—the era of Vietnam and Woodstock—found young people
wanting ko break out of the mold. Smirnoff responded by extending the “varichy” campaign to a lifestyle
campaign that emphasized self-expression, with scenes of young couples relaxing '

197678 i:'l-'!rlﬂé:. The use context |:'|1:,|.|1ﬁ|:'\-|_"| to mcals. Mg chowed Smirnesdf {:“_-i“g used at a Paris cakd g
picnic, and a fincy restaurant {where the wine sat untouched while the Smimoff flowed).

1976-79  Photogenic food. Smimoff was shown in arresting. poster-guality photographs of food. One ad
showed a stack af cheese with a Smirnofi-flled glass on bop

.Ir-"-'hlil "1-'I-'Ir'r'r.l'l' aye A Il'|I'IIIlII.I|:'l|l:'_ .I|f||||||.|_l_|| whinrt=bivedd et sty ¢ aIv AL _.||.:-|'|_L,|, I| Il'. 11
"‘-I‘“l-'.'l"' snnrnalh Style Fentured soenes ol ll'l|l|'='-I'III'.'.|'.i'I|.'II ofl=lent evisbeliied getiviki ST RI=0 11! WL

ont s oled sailbiat, Barbecuing i thie st arid Baving cockbnly whibe sitbing i ten fulses an @ riv

PURE SURPRISE;
(SMIENTE g

1954

MY sivle poes wpeeale. Ads comtinued to show spontaneons and unusual behavior, but now
1 mre upseale and sophisticated

iWuatity. With this campaign, Smimoff responded to a recession in 1981 that made con-
¢ oriented. A typecal ad showed a celebrity {(such as Broadway producer David Merrick)
i l'lrrlt‘hu_"l'! 1||.|.q|i1:. :|:|||-¢| 1.':|.|l.u.':_ wikl the |H£. lime *'There's 'n"l'.l'l"“li'l.. and then there's

s are worth Smimmoff. The message of this campaign was that customers should purchase
Pkt they are proud to serve to guests and friends. Wanm indoor settings were shown, with
aelves, The “If leaves oML bt hiless" logan 'Fm.u“:r' |:|i:-'.a|[r]:-e;l.|r‘:-:i.

g vodka. Reacting to the success of Absolut and others, who had successhully made in-
position, this set of ads stressed the heritage and authenticity of Smimotf vodka. The
LTy, ihc TEIRITE vorlka” was shown behind a fricture afa full cocktatl .g]:u:-\..

WuRlempaorary campaign. Altempting to ereate interest in the brand among vounger
winls shivwed a ghass with witty copy and a red Smirnoff Label.

,; 0l whepe you find it “Cocooning.” or enjoying the warmth and securty of the home, was
"“ of Ehe 19905, This compaipn responded with coey scencs of Families, friends, and lovers

e thiell Prevelaped by the London ofhee of Lowe, these ads shosw scenes with a Smimnot
i “lr Foregromind, The postion of the scene viewed through e botBe shiows wath vivid clanty a fan
1l| iliat cai be l||'-|r|=|I'|'lI|||.r. o hiumaorous, but is alwiave ar g A [PETLEIALT becomes o tusedo-clad
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the “Have it your way” theme (whicl viiphasized the ability of cus-
tomers to special-order their hamburgers) to a foeus on the
flame-broiled cooking method. In 1986, the widely ridiculed “Search
for Herb” campaign was launched to create interest and awareness;
instead, it started a share decline. Six subsequent efforts, including
the MTV-influenced “BK Tee Vee” (with a teen heartthrob screaming
“I love this place!™), did nothing to arrest the fall.

WHY CHANGE IDENTITIES, POSITIONS, OR
EXECUTIONS?

A key issue in managing brands over time is the decision to change an
identity, position, or execution (to be termed identity/execution for the
sake of brevity). Changing any one of the three can be expensive and
potentially damaging. An identity change is more fundamental, but a
change in position and execution can be disruptive as well.

There are, of course, contexts in which the identity, position, or ex-
ecution should be changed—in fact, where the continuation of a
defective or ineffective strategy may be a disaster. The sections below
summarize five principal rationales for change.

RATIONALE 1: THE IDENTITY/EXECUTION WaAS PooRLY CONCEIVED

An ill-conceived or off-target brand identity/execution can usually be
diagnosed early by measures of customer interest, brand perceptions,
brand attitudes, and sales. Disappointing sales and share trends can
be a particularly strong signal.

Sometimes it is obvious that an identity, position, or execution is
defective. The AT&T *i” (for individualized calling) program, for ex-
ample, was expected to provide added value and a basis for a
relationship with its customers, but at best it only generated confu-
sion; it was pulled after less than a year. Several of the Smirnoff
campaigns (such as the “reigning vodka” series) also were considered
to be ineffective and were thus short-lived,

RATIONALE 2: THE IDENTITY/EXECUTION IS OBSOLETE

Even if the brand identity/excention works, markets are not static,
and brands do not exist in a time capsule. Contexts can change. Cus-
tomer tastes and company cultures evolve, teclimology presents new

challenges, and competitors enter and leave the market. Indeed,
there can be findmmental paradiggn shifts in the environment of the
Brand: as o result, an identity/fexecution that has been suceesstul can
become ineflective,

The Kentucky Fried Chicken brand, for instance, experienced
grent suceess with an identity based on Colonel Sanders—a native of
the: old South who cooked fried chicken with his secret formula of
herhs und spices. In the mid-1980s, however, increasingly health-
conseions cnstomers associated Kentucky Fried Chicken with high fat
wied cholesterol content and hegan to patronize restaurants offering

- henlthier alternatives, In 1991 Kentucky Fried Chicken decided to

elumge with the times by adding rotisserie chicken to its menu and
mioving toward value positioning. It also shortened its name to KFC
to avoid the ussociation with {ried food.

Ranionare 3: THE IDENTITY/ EXECUTION APPEALS TO A LIMITED
Manwir

When the brand identity/execution is working well but addresses a
ket that is limited and perhaps shrinking, there may be a need to
ehunge the identity in order to reach a broader market. A brand can be
vepositioned o reach another segment, as Johnson & Johnson showed
when it redefined its baby shampoo as a product for those who need a
wukd shampoo they can use every day. The market also can be ex-
punieled by establishing a new application, a classic example being the
une: ol Arim & Hanuner baking soda to deodorize refrigerators.

Ranvtonare 4: Tue Inextimy/ EXecution Is Not CONTEMPORARY

Fovens o bl icdentity that is still relevant and meaningful may appear
old fashioned and stodgy. In General Electric’s case, electricity
besewmie a dated concept that no longer represented technology and
bnovation. The GE solution was to eliminate electricity from its
it aned sloggm and to express the value proposition differently. In
Wi process, the coneept of electricity systems and their role in
people’s lives {certainly a GF core identity element) was phased out.
Several of te Simirnoll canpaigns—including the “Smirnmoff style”
el —=were efforts to wake the bhrand more contemporary. The final
wection of this chapter will discuss approschios to making an identity

e conlenporary,



Barmomane 5 The Tlopesroey/Expcurion Is Tinen

Another problem with having a single hrand identity/excention over
time is that it may become boring to consumers, even if variants on
the execution are used. As a result, it can fail to attract attention and
ultimately lose its effectiveness. Further, when an identity remains
the same for years, lively ideas for presenting that identity can
become scarce. Competitors with more exciting identities and ways
to communicate them have an advantage, Certainly, providing the
Smirnoff creatives with few constraints resulted in some arresting
advertising,

An identity/execution change can be newsworthy. A company that
successfully repositions its brand is more likely to make headlines,
thus stretching the brand's marketing dollars. Some marketing efforts
that have caught the attention of the general media include Wendy's
“Where's the beet 27 campaign, Pepsi’s controversial television ad-
vertisement featuring the singer Madonna, and Isuzu’s use of a lying
car dealer as a spokesman,

WHY CONSISTENCY (IF DONE WELL) 1S BETTER
THE CoxsisTENCY OPTION

Changes over time are certainly not inevitable. A host of successful
brands have had remarkable histories of a consistent identity/execu-
tion. Consider Ivory soap, one nominee as the brand with the
longest-running brand strafegy. Its core identity since 1881 has been
purity, with the twin slogans "99 */100% pure” and “It floats.”
Perhaps the most visibly consistent strategy is that of Marlboro.
The Marlboro man, introduced in the 19505 and refined in the 1960s,
is still going strong as a symbol throughout the world. With its strong
brand personality (independent, outdoor-lifestyle, free spirited,
rugged, and masculine) and its visual image of the cowboy and Marl-
boro country, Marlboro has become part of marketing folklore,
Blessed with a strong identity and disciplined implementation, Marl-
boro has rarely had a misstep that has taken it away from its stratewy.
One of the most consistent brand steategies for durable conswmer
goods has bheen that of Maytag: its position as “the dependalsility
peoaple” has been anchored by e "loneliest oy o bown cinpign
for abmost three decades (see Figure 7=3 for an example). First aired

i POGT, the canpadgn featored Jesse White, o prominent clareter
ueton, who explained why Maytag was soocclinbde, He punctoated his
wlory willi the tum.:m*-iu-t-iu'{'k achinission lh;ll1 hecause he was the
Mavtag repairman, nobody ever called him (which is why he was so
lostiecly), Sinee its introduction, the campaign’'s central message has
elumged very Tittle, and the actor has changed only once: Gordon
Jumip, who playved the bumbling station manager in the "WEKRP in
Chneinnati™ television series, took over the role in the late 1950s.
Maytag's is the longest-running campaign on television featuring a
veal lile chavacter,

The Mavtage identity leads to a strong functional benefit of quality
sl dependability, as well as emotional benefits (relief from worry and
i renindder, for some, of their childhood homes). The functional ben-
elit, in particalar, is both relevant and important to customers, and it
hurs stuying power—it has not become obsolete because of techno-
logicul climge or consumer trends. In 1993, Mavtag was rated as the
preferved brand of washers, dryers, and dishwashers in the United
Stutes wined Chandi, 1t continues to command a signilicant price pre-
i over competitors in an industry that has intense competition
i severe margin pressures,

A D with o similarly consistent strategy over time is Black
Vielvet Canadian whiskey. The early 1970s saw the introduction of the
Bk Velvel Ludy: o glamorous, beautiful blonde in a black dress pic-
turedd uggainst a black backeround, with the tagline “Feelin® Velvet.,”
Stmilar s with different models have run ever since and have
beseonuer thee essenee of the Black Velvet personality and identity. The
sl ehanged to “The Velvet Touch™ in the mid-1980's, but the cen-
tral ingze remains unchanged (see Figure 7-4). The Black Velvet lady
povicles a strong visual image that supports the “soft and smooth”
core identity and also contributes emotional benefits (a feeling of
bedng, reliuxed, rewarded, and sensual) and self-expressive benefits
[verving i brandd with o touch of elass).

T BENEFITs 0OF CONSISTENCY

Although change is sometimes appropriate and cven necessary, there
b o donbt that the goal should be to ereate an effective identity
whose position and exceation will cadore and not hecome obsolete
welfor tived, The result can be a consistency of meaning and message
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through time that can provide the ownership ol a position, ownership
of an identity symbol, and cost efficiencies, all of which combine to
provide a formidable competitive advantage.

Ownership of a Position

A consistent identity/execution can lead to the virtual ownership of a
position. Competitors are preempted and must therefore pick another
route, often one that is inherently less effective. An effort by a com-
petitor to usurp Mayvtag's position on the dependability dimension,
for example, would not be believed. Worse, the competitor’s commu-
nication efforts might actually be mistaken for those of Maytag by
some, thus giving Maytag free advertising. Similarly, Black Velvet
owns the sensual/smoothness dimension for whiskey, and Marlboro
owns the masculine position for cigarettes. It would be difficult for
competitors to be credible if they attached themselves to similar po-
sitions.

Onenership of Identity Symbol

Brand identity/execution consistency over time provides an opportu-
nity to own an effective identity symbol, which might be a visual
image, slogan, jingle, metaphor, or spokesperson. Such a symbol
makes the brand's identity easier to understand, to remember, and to
link with the brand. The competitive power of the position is thus en-
hanced.

The Maytag repairman and the Black Velvet lady are two ex-
amples of symbols that quickly and simply communicate the brand
position. Others include United Airlines’ theme music (which con-
veys a sense of stature and quality), McDonald’s Ronald McDonald
(who communicates an image of family fun), the Sprint pin-dropping
image (which implies exacting technology), and Marlboro country.
The Marlboro image is so well known that the company can some-
times place hillboards that display only a “Marlboro Country” scene
without the brand name or package. A competitor attempting to use
a similar scene would likely only reinforce the Marlboro identity.
Thus, when an identity symbol is strong, competitors must go an-
other route,

In additiom, when a simple, position-appropriate symbol becomes
closely associated with a eand, the dimgers of consumer boredom are
somewhat reduced. While young hrands need 1o entertain or do

somcthing ontrageons in order lo altraet atlention and become asso-
cinted with o position, suceessfil waturee braods often necd only to
vilvesh existingg associations. Ronald MeDovnakd, for cxample, can be
shown plaving video games or wearing an updated outht,

Cont Efficiencies

A consistent brand strategy supported by a strong identity svmbol can
produce an enormons cost advantage in implementing communica-
tion programs. All brands—especially new ones—are faced with the
probilem of ereating and maintaining awareness, as well as creating
il reinlorcing an image or personality. The task of communicating,
pettimg attention, and changing perceptions becomes less expensive,
thowgh, when it is reduced to cueing a visual image or slogan that is
weell koown and l‘lﬂ.‘iL’-I}-‘ associated with a brand.

Consider the cost hurden if General Electric, a Mavtag competitor,
witnted to convinee customers that it had surpassed Mavtag in terms
ol dependability. Given the equity that Mavtag has amassed on this
dimension, GE would have to buy an exposure intensity much larger
Hin Mavtag employs, plus have an attention-getting message, to even
hope for any impact. Even then, the goal still might not be feasible.
P Fact, it is likely that Maytag’s strong reputation and loyal customer
brser has carryover effects to other appliance characteristics such as
perforimanee,

Now consider Maytag's recent task of adding the dependability di-
mension to its new refrigerator line. Maytag simply had the lonely
repairman make a cameo appearance during the last few seconds of
an il introducing the refrigerator. That compact visual image cost so
litthe aned savicd 80 much. Just a glance at the repairman brought back
b ol viewers pust dependability associations.

A competitor of Marlboro, Ivory, or Black Velvet will have the same
problem encroaching on their position. Consider the power and effi-
vieney of the visual image of Marlboro country, a bar of soap floating
i clear stream, or the Black Velvet lady. 1t is likely that a competi-
tor with no established position or visual imagery would have to
spend five times as muoch (if not ten times or more) to make a signifi-
vant dent,

Further, efforts to ereate a new identity are likely to be wasted in
that they might not vegister o might only be effeetive at ereating an
identity Uil becomes ohsolete, There is no cumubitive effeet, i con-
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trast, an effort to support and reinforce a long-running campaign will
more likely be productive.

A No-Brainer! PRESSURES TO CHANGE IDENTITIES/EXECUTIONS

It really seems lil'ct:: a nﬂ-l_)rainer!_ ]lﬂeing rt:r::nsi?tent over time with re- Brand Manager Mindset Stressgie Misconosptions

spect to a brand’s identity, position, visual imagery, and theme or » I'roblem solver/action orientation = A new identity/execution is ineffective
slogan is clearly a key to strong brands. The logic is compelling and + High asplrations - A new paradigm requires a

the strategy is simple. But why, then, doesn't evervone do it? Why « Idantity/execution owned new identity/execution

are there so few Marlboros, Mavtags, Black Velvets, and Ivorys? by predecessor 'gﬁggﬂfiﬂf identity/execution can be

Why are there so many firms that seem to panic when problems

5 « Customers are bored with a tired or
emerge:

stodgy identity/execution

| PRESSURES RESISTED !

|
¥

CONSISTENT BRAND IDENTITY,
POSITIONS AND EXECUTIONS

CONSISTENCY OVER TIME: WHY IS IT HARD?

As already noted, at least five very legitimate rationales can make a
change in identity, position, or execution appropriate or even neces-
sarv. However, there are substantial forces above and bevond these
rationales that bias managers toward change and away from main-
taining a consistent identity. Awareness of these forces (summarized
in Figure 7-5} can help a firm avoid making ill-advised and prema-
ture changes in a brand identity/execution. One set of forces relates
to psvchological factors that influence managers’ decisions regarding
brands; the second involves strategic misconceptions or false as-
sumptions about the existing brand identity/execution.

BENEFITS OF CONSISTENCY
» Ohwn position

i » Own idantity symbols

+ Cost efficiencias

the dvivers of brand equity. The prime candidate for change is the
bl iddentity, position, or execution. The temptation is to dig in, di-
agnose the pmhlern or trend, and take action—even when the
“netion” conrse may actually end up hurting the brand.

Comsider the Black Velvet brand manager who is asked at the
nnmnl planning meeting how he or she plans to improve the brand’s
flat sules {even though the overall category is declining). A response
of "Well, | thought T would do the same thing as the prior five brand
muanagers have done”™ may represent an optimal strategy that builds
wd protects brand cquity, but it is not impressive or, perhaps more
naportant, el fun, 1 have acdeanatie plan for change that is likely
tos tuen the b aronnd within twelve months™ sonnds both more
professional and more exeiting,

THE MINDSET OF THE MANAGERS

Problem Solver/Action Orienfation

Those in charge of brands—from assistant brand managers to execu-
tive vice presidents—are generally bright, creative people within a
culture that emphasizes finding and solving problems and detecting
and responding to trends in the market. And there are always prob-
lems and new trends to address. Market share, even for the best of
brands in the best of times, will face dips and competitive pressures.
New trends in distribution, customer motivations, and innumerable
other areas are continually emerging,

An aggressive, capable manager often helieves he or she should be
able to improve the situation, and that vsually means clhanging one of




High Aspirations

The problem-solver/action orientation is usually accompanied by as-
pirations to improve the performance of the brund. Managers are
generally not expected to do only as well as last year; the goal is
always to do better, especially in terms of sales and profits. If the
brand is to improve on prior performance, an obvious implication is
that something must be done differently. Changing the identity/
execution is one option.

Chened by Predecessor Identity/Execution

The pressure to change can best be resisted by people who are com-
mitted to the brand vision and its execution. However, the identity
and its execution were likely developed by others (sometimes long
gone), especially if the brand has had a reasonably long run. A new,
transient brand manager will have no pride of ownership and little in-
volvement in the identity/execution. The conclusion that the brand
and its message are not responsive to the current market, and that a
major improvement is possible, is thus personally painless.

STRATECIC MISCONCEPTIONS

A New Identity/Execution Is Ineffective

Sometimes it takes time for an identity/execution to wear in. Cus-
tomers need to get used to the concept, and the execution needs to be
refined. A brand identity is not unlike a TV show that starts slow, de-
velops a growing following, and only after two or three years becomes
a hit. It can take that long for the audience to build, and for the char-
acters to find their niche and become familiar to the audience. During
that time, characters or other elements may be added, deleted, or
modified as the show settles into its style.

Brand identities and their execution ean also require some settling
in. Marlboro, for example, started with a rugged man with a tattoo
who only over time evolved into a cowboy. It took several years for
Marlboro country to emerge. A deecision on the effectiveness of the
embrvonic Marlboro identity might have been premature.

Then there is the “blinders trap,” in which a great identityfexecu-
tion is achioved but is not recognized as such, Greatness is hacder to
judee than one might think, Competent people may differ in their
opinions because they judge the identity/execeution with diflerent us-

sthptions sahont the market. Besearel resalis ITHLY by mnhigumm Ih-
canse several eriteria may be relevant o brand ;u'rihmmuue, and a
given study may not measure all of them,

A New Paradigm Reguires a New Identity/Execution

Managers, by instinet wod training, are always examining the market
for trends. A major challenge is to determine which of these trends
represent a lundamental shift in the market. Will the change in con-
sty Fastes endure and grow, or is it only a fadP? Wine coolers (such
s Clalifornia Coolers) and clear, sweetened carbonated beverages
[sieh aus Clearly Canadian) are examples of fad products that failed to
liver npy Lo their promise. Both they and the "forces™ that drove their
short=lived suceess have faded,

Fiven when a paradigm shift is accurately detected, it is not always
elear that the brand strategy should change. The old strategy, even if
bonnud Lo b inappropriate for a major segment, may still represent a
better strateey than alternatives, For example, when it came under
attuck by Healthy Choice, Weight Watchers could have chosen to stick
lor its professional weight control identity. This “consistency option”
would hive resulted in downsizing to a niche brand, which although
pavinful, might have resulted in a healthier (albeit smaller) business,

Futher, there is an upside to maintaining an existing identity in the
bvee of anew |mrudigrn. Customers lost may refumrm after the g]nw of
the new paradigm recedes and there is a resurgence of the old one. In
weledition, it avoids the risk that the revised identity will fail because it
is too little, too late or because it was executed badly.

A Superior Identity/Execution Can Be Found

Alimagzers evaluating whether to change identities sometimes over-
Lok thiee faet that much more is known about the existing strategy and
eseenlion than about any proposed alternative, Thus the warts of the
exdsting strategy are clear while problems with the untried proposal
cimnol yet be predicted, often making the proverbial grass seem
greconer alimost anywhere else than where the firm is now. Neverthe-
lesss, altermatives are not necessarily better, and may at best result in
stk shave and preofitability lignres,

A similar pithall is the aspivation teap, in which a brnd team en-
ages i an cndless seaveh for perfection and a deanatic improvement
i performuance when the probability of wehieving cither is actually



very low. 1L can e a compulsive and futile waste of resourees. The
problem is that “genins” identities and excentions are diflicult to
achieve, in part because people capable of generating them are rare,
and the environment that allows such people to thrive is rarer still.

Customers Are Bored with a Tired or Stodgy Identity/Execution

Often it is those managing the brand, not the customers, who are
bored with an identity or execution. The fact is that insiders can get
bored and even irritated with an execution—and when they do, they
assume that customers are as well. Many managers are likely to see
more repetition of their brand's advertising than any target group. In
fact, by the time a consumer first sees a new campaign, those who
work with the brand have probably seen it (or alternative versions of
it) hundreds of times.

Advertising giant Ross Reeves once claimed that if he had the
second-best advertising in a market, he would always win, because
the competition would get bored and change theirs. When asked why
his agency was hilling its Anacin client so much, given that it just kept
running the same commercial, he replied that it was expensive to con-
vince the client managers not to change the advertising.

It boredom is being claimed as a reason for changing strategy, the
brand management team should do the research necessary to see if
consumers reallv are the ones who are bored. And remember that
consumer boredom is not necessarily bad: Brands from Bayer to
Charmin have built a flourishing business by “boring” consumers
with the same consistent message.

It is important to distinguish between the wearing out of a position
or identity and the wearing out of a particular execution. An execution
can be changed without changing the position or identity; T will ex-
plore how brands such as Jell-O have done this later in the chapter.

THE PANIC ATTACK

When change seems necessary, the most difficult thing to do is to
remain calm and analytical. With all of the pressures described above,
the gravitation toward change is difficult to resist, especially when the
market is seeming to demand it and sales are slipping. However, pre-
cipitons action—which can sometimes resemble panie—is often the

opposite of whit is pecded when considering o change to a long-
standlings bead identity.,

The case of Miller Lite raises some important guestions about
change. Miller invented the light-beer category by positioning its
brand uot as a dict drink, but as one that was bhoth great tasting and
less Billing—the poerfect beer for heavy beer drinkers. Miller Lite built
a strong image around male camaraderie (an identity that included
not only masculinity but humor and sports-related fun), primarily
nsing retired athletes as its spokesmen. The intent was to make the
andicnce feel accepted as part of this group. The ad characters shared
private jokes with and never looked down at their viewers. The Miller
Lite: brand—customer relationship was defined in part by this atmos-
phere.

This brand identity, supported by advertising and events, was re-
miarkably successful from the 1970s to the late 1980s, but then its
share started to fall (from roughly 12.5 percent to below 10 percent).
The: ability of Coors Light and Bud Light to attract young beer
tlrinkers—the heart of the heavy-drinker segment—was at least a par-
tial canse of Miller Lite’s change in fortunes; the previously brilliant
nse of middle-aged ex-athletes had become a disadvantage in appeal-
ing to this yvounger segment.

As a result, Miller Lite changed agencies, dumped the classic
Miller Lite campaign {and the identity that went with it), and re-
placed it with a lively, upbeat set of ads centered on the “It's It and
That's That” tag line. The theme was intended to emphasize that
Miller Lite was the first and therefore best light beer. Unfortunately,
the new target audience—most of whom were not drinking when
Miller Lite was first introduced—was not attracted to the campaign.

T'his failure clearly raises questions. What caused the decline of
Miller Lite? If it was the success of competitors in appealing to the
vounger erowd, does that mean that Miller should have followed
tem? 14d Miller Lite panie in turning its back on its long-standing
ilentity? Did it turn its back on its brand equity? Would existing cus-
tomers feel uncomfortable (even annoved or angry) about their
“Tricnd” going toward a dillerent target market? Would they feel
abandoned for a vounger person? Should Miller have simply contin-
need with the old cnnpaign aned aceepted ashare loss? Might the share
loss be made worse by Miller Lite's turning away from its equity?



Pl,-rlmps more to the point, were there altermatives to changing the
identity? Could Miller have moved the campaign so it was more ap-
pealing to a younger audience while still maintaining its essence: the
mauleness, acceptance, and fun settings? Perhaps a younger group
around a volleyball court could have replaced the older ex-athletes in
a bar.

American Express (also known as Amex) is another example. The
“Membership has its privileges” slogan had defined a strong set of up-
scale associations and a distinctive brand personality. However, the
Amex green card eventually suffered a serious loss in business, in part
because its rivals were very aggressive and in part because retailers
considered Amex's charges to be excessive. The Amex response was
to replace the advertising that supported the historic identity with a
campaign from a new agency in which an oversized card was placed
in unusual contexts,

Again, this change in strategy (which was ineffective and short-
lived) raises questions. Did American Express panic? Should the
brand have stuck with building on its equity even if a loss in market
share was created by competitive intensity and a changing market-
place? Did the change actually accelerate the sales decline? In this
case, we do know that American Express pulled the plug on the new
advertising and decided to go back to its prior agency.

Other brands have also somewhat sheepishly returned to slogans
and identities that had been long discarded. KFC's “We do chicken
right” and Seven-Up's “Uncola” are examples of brand identity con-
cepts and slogans that reappeared after a long absence. These cases
and others like them suggest that a core identity and execution are
often harder to improve on than is assumed and that there should be
a heavy burden of proof placed upon alternatives to the status quo.

THE SEARCH FOR THE FOUNTAIN OF YOUTH

The challenge for many brands is to respond to a changing environ-
ment and/or to contemporize a brand identity without walking away
from the existing identity, which is usually the key element of brand
equity. Updating the brand is a particularly acute challenge for heri-
tagre: hrands such as Camphell’s, Kodak, Hallinark, General Elec-
tric, Johin Decre, Hewlett-Packard, Quaker Oats, Chevrolet, Allstate,
Jell-O), und AT&T.

i

Hevitage brands (often the olidest brod o their eespective
categories) ive the "Sincerity” characteristios of heing honest,
authentic, wholesome, trustworthy, riendly, familiar, caring, and
wassuming, Consumer brands of this type usvally elivit emotional re-
sponses from consumers based on their childhood experiences, or
perliaps on an idealized childhood that they would have liked to have
hil. Brands like Hewlett-Packard and GE engender feelings of trust
anel respeet. The identity equity is thus extremely strong and valu-
abli. The problem that these brands all face, though, is that they can
also appear stodgy, old-fashioned, and tired. Most need to somehow
hiome more contemporary, fresh, and energized.

There are two variants on the heritage brand problem. The first
involves consumer brands, such as Jell-O and Levi's, that need to
appeal to the younger generation (kids, teens and early twenties).
Being perceived as old-fashioned can be fatal in some of these
product categories, as competitors with fewer identity constraints
v full speed ahead to reach the MTV generation. The second
variant is typically encountered by firms marketing high-tech prod-
nets or durable goods. These companies, in part simply because they
are older, are often viewed as not being on the cutting edge in a con-
text in which being perceived as a technological laggard is a big
hamdicap.

Changing one’s identity radically, as Miller Lite attempted, is like
learing down an existing house in order to build a new one, There
iare no constraints, such firms fecl; the perfect house can be de-
sigmed. A less expensive alternative, however, is to remodel the old
lomise using what is still serviceable. One way to remodel, simply re-
tlecorating, corresponds to letting the identity evolve. Another way
tes remodel is to add on to the house, expanding a room or adding an-
uther room or wing. This add-on option corresponds to augmenting
the brand identity.

Eviorving ax IDENTITY

Whien a person gradually loses weight or becomes less compulsive
abwoul o IIH"II!}". RT l;ml:r over Bione thiad the [‘II:!.IIJ.',[" hecomes noticeable,
Similarly, o bedd coan gradually evolve to hecome more contemporary
whiles still heinge Buniline Sometinws an evolution can involve only the
extended identity, but sometimes the core identity needs to evolve as



well. There are a host of ways an identity can evolve to become more
contemporary. They include the use of symbols, names, sloguns, and
new products,

Symbols

A symbol ecan be the anchor that keeps a brand seemingly stuck in
the past unless it is updated. Thus over the years the Pillsbury
doughboy has gotten livelier and more active, just as Betty Crocker,
Aunt Jemima, the Virginia Slims and Charlie women, and even the
Morton Salt girl have all changed to become compatible with current
fashions and attributes. The Prudential rock similarly has evolved to
a more ahstract representation in order to signal a more modern ori-
entation. In all cases, the meaning of the symbol has not changed;
indeed, the hope invariably is that the symbol will still represent the
heritage of the brand.

Name

An out-of-date brand name may need to be changed in order to better
reflect the brand's evolving identity. For example, Federal Express
has changed its name to FedEx in part to put less emphasis on “Fed-
eral,” which suggested stability and reliability when the concept of
overnight delivery was new, but which now could seem militaristic
and bureaucratic, and could even cause Federal Express to be con-
fused with the U.S. Postal Service's Express mail.! The FedEx name
is more streamlined and contemporary and, in fact, was already being
used by customers as a “nickname” for Federal Express. The accom-
panying new logo has a larger, bolder, and more contemporary
typeface which, together with the new name, fits better with FedEx's
current identity as an innovative global leader.

Slogans

The General Electric story illustrates the role that slogans can play in
evolving an identity. An effective slogan has the power to capture the
essence of a brand identity, yet it can be changed, replaced, or aug-
mented more easily than a brand name. GE replaced electricity with
technology (and later progress) in its slogans, in each case giving a
slightly more modern perspective on the brand. Finally, the "bring
p:nu-cl things to life” slogan, with its emotional element, was intro-
duced. All of these themes were consistent with the central concept

that G as a corporation develops teehinology-hased innovations that
help people live hetter, AU e swme time, they allowed the corpora-
tion to evolve over time from electricity to a broader focus on
technology and innovation,

New Products

Quaker Oats used new products and a sense of contemporary trends
to update the ultimate in stodgy brands. The company’s hot oatmeal,
anchored by the Quaker man and the famous blue cylindrical pack-
age, had several strengths: an old-fashioned but nurturing personality,
an image of being honest and having healthy ingredients, and links to
positive childhood experiences. However, it was also perceived as
being inconvenient, not too tasty, and even somewhat authoritarian.
To become modern without losing its heritage, Quaker introduced
products such as single-serving, microwavable Oatmeal cups (with
spices and sweeteners to improve the taste) and the new Oat Squares
and Quaker Toasted Oatmeal cereals. These new products both cor-
rected deficiencies and added vitality to the brand.

Another new-produet story is Jigglers from Jell-O. Nearly one
hundred vears old, Jell-O has a strong kid/fun association—with
Jell-O a kid can make a mess, be creative, and have fun. There is also
a mom/family connection (making Jell-O is a special thing moms do
with kids). The problem was that by the late 1980s, Jell-O was not
considered topical by the MTV generation and it had seen its sales
volume cut in half. Jigglers, which allowed users to have a creative
experience making an outrageous hand-held dessert, revitalized the
Jell-O brand while fitting perfectly with the kids/fun/mom equity.
The product was introduced with a promotion (involving little
cutouts used to cut Jigglers into interesting shapes) that got more
than five million responses.

AUGMENTING THE IDENTITY

A second option is to retain an existing identity but to augment it with
additional extended or core identity elements. A limitless variety of
dimensions can be added, such as different attributes or personality
characteristios, new murket segments, new user imagery, product ex-
tensions, and new cmotional benelits, A fow examples will illustrate.



Adding User Imagery

Levi Strauss reached out to the younger generation by using urban,
hip user imagery in its TV commercials, event promotions, and en-
dorsements that is very different from its brand personality based on
miners and ranchers working with their hands in durable denim
jeans. (Recall the discussion of user imagery and brand personality in
Chapter 5). As noted in Chapter 5, the problem now facing the brand
is to make sure that its heritage associations and core identity do not
fade.

After unsuccessfully tryving for many vears to change its corporate
image, DuPont also finally rang the bell by skillfully employing user
imagery. The ads showed a basketball player using an artificial limb
made with DuPont technology. This association, which communi-
cated innovation in a very personal and emotional way, substantially
augmented DuPont’s identity.

Product Extension

Putting one’s brand in another product class augments the identity
by adding not only the product class association but also attributes
that may be relevant to that product class. Contadina, for example,
was a strong canned-foods brand with an authentic [talian heritage
and association. When Nestlé took this brand into fresh refrigerated
pastas and sauces, the result was a revitalized identity and such a
healthy growth vehicle that Nestl¢ is now calling Contadina one of
its strategic brands.

Adding an Emotional Benefit

Taster's Choice has long been associated with offering convenience
and good taste in today’s busy world—in early ads, it was the heroic
brand that allowed a voung wife to fool her husband into thinking that
she had freshly brewed the coffee. In 1990, however, a new identity
dimension was added through a soap-opera series of advertisements
that involved a man and a woman meeting and becoming romantically
attracted. Although the couple still personified the core identity of
Taster's Choice—a convenient, yet full-flavored coffee for busy young
professionals—they did so in a more contemporary way {and with a
sexual tension that an andience of previons decades might have found
downright racy). The result was an association with the cmolions sur-

rounding this emerging relationship, us well as another quality cue.
(The gquadity of “Ester's Choice motivated the conple’s initial interac-
tion, and provided an exense for foether meetings.) Taster's Choice
saw its market share grow more than 3 percent over three Vears, a
rather dramatic success in a stable category.

The Use of Sulibrands

Often the augmentation will need a subbrand to help establish the
new dimension, especially if it involves a new product class or a dis-
tinctively new market. For example, the Canon Rebel endorsed by
Andre Agassi provided youth and energy to a rather mature brand.
"T'he use of subbrands in this context is discussed in the next chapter.

ProviDING LINKS TO THE HERITAGE IDENTITY

When a long-standing brand identity is changed dramatically and/or
forcefully, there is a risk that the heritage identity may fade or be less
inHuential. The question, then, is how to change while still reinfore-
inge the heritage identity.

Symbols

( .wke went to Hollywood's best creative talent to create a diverse set
of commercials that broke the “one sight, one sound™ mold in which
a ciunpaign would use a single creative concept and jingle. The set of
lwinty-eight new commercials provided a contemporary style for
vvery segment: indeed some ads were indistinguishable from MTV
vidleos. To link this strong new identity statement to the heritage of
ke, the commereials also brought back the Coca-Cola bottle icon.
OF conrse, Coke still had the problem of communicating the icon’s
meaning to teens unfamiliar with its long history.

I durables, RCA sought to create a sense of innovation and tech-
nologry, The vehicle was a set of new products—such as a projection-
sereen home theater—and an advertising campaign with the tag line
“Changing entertainment, again,” In order to provide links to the
brand's heritiwge. RCA brought hack Nipper (the dog listening to a
granmophione in e BUA jeon dating from the turm of the century) and
introduced Chipper, a puppy. o represent the new RCA. In one ad
the two dogs are shown watching an entertuiniment system. These




symbols notonly link the brand to its past but also provide a key point
of differentiation.

The Heritage of Innovation _

Collins Radio, an aerospace company, tells an innovation story in the
context of the history and tradition of the firm. The story starts with
the founder, Al Collins, who, as a teen in 1925, developed the only
technology that could communicate with arctic explorers. Ej ght vears
later, Admiral Byrd took Collins’ radio equipment on his historic
expedition to the North Pole. In 1950 Collins Radio pionecred radio
navigation systems, and in 1963 the first space trip relied on Collins’
communication equipment. In ads, each of these innovations has
been couched visually in terms of a commemorative stamp. Empha-
sizing that the firm has a tradition of being at the cutting edge not
only provides a link to the heritage but serves to support an inno-
vative/cutting-edge position.

BuiLpinG on Egurty

The goal for a brand should be to build equity that has value and can
be used through time. Existing brand identity equity therefore should
be used as a base that can be allowed to evolve or be augmented with-
out giving up or undercutting its underlying value. The value of
change always needs to be balanced with the value of consistency and
the power of a hard-earned heritage.

QUESTIONS TO CONSIDER

1. Create a history of brand identities, positions and executions
for your important brands. What is the legacy/heritage of the
brand, as represented by the first positioning efforts? What has
changed? What has been common through time? Have the
changes been effective? Now do the same for the major compe-
titor hrands. Which competitors have the longest-running
position, symbols, and visual imagery? Has that paid off for
themn?

2. Are there binses toward change in the organization Why? How
cunt these bizses be reduced or neatralized P

3. Evaluate the corrent position and its execution. Are they well
eomccived ! Would you call them great? Ellective? Are they still
working, or are they lived? Are they coutemporary? Are they
working for all trget markets?

4. How can the current position and execution be energized and
updated without affeeting their basic thrust? Are there ways to
evolve the brand to keep it contemporary?
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MANAGING BRAND
SYSTEMS

Tl whole is necessarily prior in nature to the part.

—Aristotle

A house of brands is like a family; each needs a role and a relationship to others.
—TJetfrey Sinclair, brand strategist



TOWARD A SYSTEM O) BRANDS

here was a time, not too long ago, when most brands were singu-
Tlar symbols that stood for discrete products or services.
Hewlett-Packard (HP) stood for test equipment, Miller stood for a
specific beer, Cadillac stood for a certain kind of automobile, and
AT&T represented telephone service,

Today the situation is far different. The fragmentation of mass mar-
kets has ereated multiple consumer contexts that often cry for identity
modifications: Older consumers are looking for something different
in a Lexus, for example, than are younger consumers. Companies
sometimes have extended brands into product areas that are not
clearly related. And many firms now have a bewildering combination
of brands involving complex interrelationships.

As a result, companies often find themselves struggling to manage
a number of different brand identities in several different situations
and for a variety of audiences. For example, Hewlett-Packard must
manage not only the HP mother brand in a host of products and
markets, but also a complex set of interrelated brands for printers
(for example, LaserJet, DeskJet, and DesignJet), software (HP Vid]et
Pro), test equipment (TestJet), hardware features {LaserJet's Resolu-
tion Enhancement) and many more contexts. Today's Miller beer
customers need to sort through brands such as Miller Lite, Miller
Genuine Draft, Miller Genuine Draft Lite, and Miller Super Dry.
Cadillac has the Seville STS, Eldorado Touring Coupe, Fleetwood
Sixty Special, Allante, DeVille and Brougham (to say nothing of
branded features like Traction Control, Speed-Sensitive Suspension,
Zebrano wood, the Cabriolet Roof, and dozens more). And AT&T
has some 1,500 brand names to manage and coordinate.

This proliferation of brands and products within a single organiza-
tion raises both concerns and challenges. When is a separate brand
justifiable? How can a set of brands in overlapping contexts work to-
gether to create synergy? How can overlapping brands avoid under-
mining each other? How can the confusion factor be reduced? Brand
complexity also means that a brand will have different roles to play,
roles that need to be coordinated. Thus Pillshbury is a product-line
brand in one context, an endorsing brand in another, and a corpora-
tion in still another s that wise? What are the visks? Finally, existing

240

wned futuee heands, subbeands, steategie brands, and so forth all need
to be courdinated, 'This is not an easy job,

Huanns SYSTEM ORJECTIVES

A key to managing brands in an environment of complexity is to con-
sider them as not only individual performers but members of a
svatenm ol brands that must work to support one another. A brand
Nysten can serve as a launching platform for new products or brands
wiel us o foundation for all brands in the system. But in order for the
codeemn o thrive, it must have a reciprocal relationship with each of
it brands; they must support the system as much as the system sup-
prorts them,

Thinking in terms of a brand system also assists with resource allo-
vution. bhecanse it makes clear that a brand ereates value by helping
ot hrands in addition to generating its own value proposition.
s, u systems perspective adds the question of whether or not the
whole system will benefit from a brand investment.

P goals of the system are qualitatively different from the goals
il tilividual brand identities. The goals of the system include the
Bl limwinge:

v Lyploit commenalities to generate synergy. A set of brands may be
related by brand name (Weight Watchers or Kraft} or a partial name
(such as the Hewlett-Packard Jet series), vet have different iden-
tities hecanse different products or markets are involved. The chal-
lenggee s to exploit commonalities in order to generate synergy in
the- foro of enhaneed brand impact or reduced execution.

o Hoodnee bravul identity damage. Differences between brand identi-
e in different contexts and roles have the potential to undercut a
bl The challenge is to manage the system to avoid such unde-
sirable outeomes.

« Aehivve clarity of product offerings. A system goal should be to
reddiee confusion and achieve clarity among the product offerings.

o baetitate ehange and adapiation. All rands need to adapt and
ehinge in response to external forees. A system can help manage
the provess so that necded changes will occur ina timely and ef-
foees Hves e



o« Allocate resowrees. Fach brand role requires resonrees. Too often a
brand investment decision is based on an insular analysis of the
brand-related business, and therefore neglects the impact a brand
can have on the other brands in the system and fails to adequately

considler future brand roles.

FIGURE 8-1
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BuanD HIERARCHIES

As illustrated in Figure 81, brands within a system usually fall into a
natural hierarchy. Brands at each level in the hierarchy have a par-
ticular role to play in the system, and (as will be explained later in this
chapter, as well as in Chapter 9) brands on one level often have im-
portant relationships with those on other levels.

At the top of the hierarchy is the corporate brand, which identifies
the corperation behind the product or service offering. The General
Mutors corporate brand, for example, represents the organization that
mikes GM automobiles, including the people, programs, systems,
values, and culture. Nestlé and Hewlett-Packard also represent cor-
porations.

A range brand is a brand that ranges over several product classes.
Thus such corporate brands as GM, Nestlé, and H ewlett-Packard are
themselves range brands, In addition, GM's Chevrolet is a brand that
ranges over vans, tracks and cars, Ne stlé's Carnation brand ranges
over instunt hreaklast, evaporated milk, and infant formula, and HF's

Jet brane iame covers such products as Deskjet, Laserjet, Officejet,
FuxJ e, el Design]oet.

Beneath e range brand, i one exists, is the product line brand.
These are the brands associated with the organization’s specific prod-
nets: for example, Chevrolet Lumina, Carnation Instant Breakfast,
and HP LaserJet IV. Basic product brands can be refined through sub-
branding, as with the LaserJet IV SE, Carnation Instant Breakfast
Swiss Chocolate, and Chevrolet Lumina Sports Coupe. A second and
third level of subbrands can additionally refine the product offering.

Finally, the brand can be further delineated by the branding of
product features or of services associated with the product. Thus
Chevrolet can offer the Mr. Goodwrench service system, Carnation
can use NutraSweet, and Laser]et has Resolution Enhancement.

UNDERSTANDING BRAND ROLES

The first step toward managing a brand system is to inventory each
brand in the brand portfolio. Each brand identity should be ganged,
a task that can be done using the framework outlined in Chapters 3,
4, 5 and 6. In this chapter and Chapter 9, the focus will turn from in-
dividual brands to the relationship among brands in a system and the
roles that each brand can play in different contexts. Understanding
these roles and relationships is key to understanding how the system
is structured and how it can be managed effectively.

Figure 8-2 provides an overview of the roles that brands can play in
a system; these roles will be discussed in the balance of this chapter
and in Chapter 9, where brand extensions are covered. The chapter
will also discuss a key issue in developing brand systems: What is the
optimal number of brands? At what point are there so many that the
result is confusion, and communication resources are spread too thin?
|.everaging the brand name in a variety of ways, including employing
lirizontal and vertical extensions and using range brands, category
brunds, and co-brands will be discussed in Chapter 9.

DRIVER ROLES

A driver brand is a brand that drives the purchase decision; its iden-
tity represents what e customer prinmarily expects to receive from
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the purchase. The brand that plays the driver role represents the
value proposition that is central to the purchase decision and use ex-
perience. For example, with the Gillette Sensor razor, customers are
primarily buying the technology and performance represented by the
Sensor name. As a result, the Sensor is the driver brand, and its
name and symbol need to have a strong identity and clear visibility
on the package, on the retail rack, and in the mind of the user. For
Pillsbury Microwave Popeorn, the corporate name (Pillsbury) is the
driver brand because it represents the value proposition offered
(Pillsbury provides quality microwave products) while "Microwave
Popcorn” is just a generic descriptor. In contrast, for General Mills
PopSecret, the “PopSecret” name is the driver brand because it rep-
resents the primary value proposition offered by the product {a secret
formula that delivers superior performance), while General Mills is
just an endorser.

Now consider the BMW 700 series or Lexus 300. For most cus-
tomers. BMW and Lexus are the driver brands becanse they are pri-
marily buying the value proposition represented by BMW or Lexus,
rather than that offered by a particular model. However, for the Ford
Taurus and the Mazda Miata, there may be dual driver brands. The
Taurus and Miata names and images might, for cxample, have more
influence on the purchase decision and on defining the use experi-

ence than do the Ford and Magda names but the Latter may still play
an active role. 1Cmay be important to learn the relative influence of
each brand in such cases: For example, if the brand strategy was to
make Taurus the driver brand but customers were buying the car
based on its Ford identity, this would suggest that the Taurus com-
munication program was inefficient.

Dual driver brands can cause conflicts if the brands belong to dif-
ferent companies. In the Intel Inside campaign (mentioned in Chap-
ter 1), Compaq felt that Intel was becoming the driver and thus
eclipsing the Compaq name. As a result, Compag withdrew from the
Intel Inside program, even though there were substantial costs and
risks in doing so. Compag wanted to make sure that it was the driver
brand with respect to its computers.

The extent to which a brand plays a driver role will influence both
the investment that the brand will need and the nature of the brand
identity. The identity of a brand that has a primary driver role needs
to generate real customer response, or it will not fulfill the key aspect
of its role.

THE ENDORSER ROLE

In the endorser role, a brand provides support and credibility to the
driver brand’s claims. Because the corporate brand usually represents
an organization with people, culture, values and programs, it is well
suited to support a driver brand, and thus it often plays the endorser
role,

For example, General Mills is an endorser for Cheerios, Gillette is
an endorser for Sensor razors, and HP is an endorser for the Laser-
Jet printer series. The primary role for these endorsers is to reassure
the customer that the product will deliver the promised functional
benefits because the company behind the brand is a substantial, suc-
cessful organization that would only be associated with a strong
product. The endorser might have special credibility with respect to
certain areas of expertise (such as Betty Crocker in food products, or
Honda in small engines), or it could have a broad umbrella effect
(such as GE).

This reassurance is of particular importance when the product is
new and untested. Tn fact, an endorser brand can sometimes fade after



it provides this initial support. By acting as an endorser, for example,
Levi's was able to lend eredibility with both retailers and customers
to the Dockers brand when it was first introduced. While the name
Levi's means voung, rugged, urban, male, and denim, however,
Dockers is aimed at the middle-aged man who requires a different fit
and style. There was a real risk that the Levi's user imagery would be
diluted by Dockers and that, conversely, the Levi's image would in-
hibit Dockers from moving into relatively more fashionable clothing.
As Dockers got stronger, it made sense to drop the Levi's endorse-
ment.

The endorser, however, can still play a role later in the brand life
evele. Gillette, the endorser of Sensor, provides credibility that comes
into play when a competitive move challenges the brand. For cus-
tomers actively considering whether to stay with Sensor or change
brands, this moment of evaluation can pivot on the extra substance
provided by the Gillette name. Even so, it is still the driver brand,
Sensor, that must play the major role in winning and keeping cus-
tomers.

For durable and industrial products such as Hewlett-Packard test
equipment, an endorser can signal that a substantial company will
make sure that the brand is supported with service and parts backup.
A customer investing a large amount of money or time in a product
will want to know that resources and commitment are behind the
brand. An endorser brand sends that signal.

A brand can perform both the endorser and driver roles when it si-
multaneously represents the value proposition provided by a product
and the support of an organization. For example, for test equipment
such as the HP Digital Voltmeter, HP (the organization) plays the role
of the endorser and HP (the product) plays the role of the driver. For
GE jet engines, GE is similarly a driver (as a product) and endorser
(as an organization),

Brand-Bridging Strategies

The Levi's Dockers case illustrates brand bridging, where an en-
dorser brand is used at the outset but then is allowed to fade from
_view in favor of the product.! Perhaps there is an image mismatch as
in the Dockers case or maybe the subbrand would have more poten-
tal if not tied to a parent. Cup-A-Soup (Lipton’s), Twinkies (Hostess),
and Intensive Care (Vaseline) are other examples of produets for

THE USE OF ENDORSER BRANDS

Twao UK rescarchers exsunined the top twenty brands of cach of the top
twenty supplicrs of two major grocery chiing in England.® They coded
the brand strategies of the four hundred brands into one of four cat-
cporics. The st two categories (48 percent of the cases) involved a
driver brand and no endorser brand. The remaining two categories (52
percent of the cases) involved an endorser brand role.

* Corporate {or subsidiary or division} dominant (driver) brand names
constituted 16 percent of the cases. Examples included Shell Oil and
Heinz Ketchup.

* Brand dominant names, which use only a single brand name, com-
posed 32 percent of the cases. Procter & Gamble and Mars primarily
use this strategy.

* Endorsed brands, where a driver brand is endorsed by a corporate (or
subsidiary or division) name, made up 14 percent of the cases. Uni-
lever and 3M employ this strategy.

* Dual brands, in which two names were given equal prominence, ex-
isted in 35 percent of the cases. Examples included Cadbury's Dairy
Milk Chocolate and Friskies Gourmet A La Carte.

which the endorser brand was withdrawn or de-emphasized when
the driver brand became strong enough to stand alone.

STRATEGIC BRANDS

Attempting to support and grow all brands is tempting. Such a policy,
however, usually reduces the chances that reallv strong hrands will be
created or maintained. Instead, resources often are expended unpro-
ductively on problem brands. Thus a strategic imperative is to al-
locite resources by classifying brands into divestment candidates,
milkers, and strategic brands,

A divestinent candidate is a brand that faces an unattractive market
with a weak brand position or that does not fit the future vision of the
firin, Tts market may be overcrowded, with squeezed margins and a
flat or declining sales hase, or the brand may lack points of differenti-
wtion and may reguire signilicant investinent in order to ereate a




winning strategy, There may e industry dynamies, such as changes
in distribution, that can be expected to make the brand’s position
even worse. Finally, the brand may not fit the direction the firm wants
to take in the future. In such situations, consideration should be given
to divesting or killing the brand.

A milker is a brand that may be tired but has some real strengths.
It may have a core customer base that will support reasonable mar-
gins. Because the brand can be maintained with minimal support, it
can provide a positive cash flow to fund other brands.

A strategic brand is one that is important to the future performance
of the organization. There are two reasons why a brand may be con-
sidered strategic. First, it may represent a meaningful quantity of
sales and profits in the future. Perhaps it already is a large, dominant
brand (sometimes termed a megabrand) and is projected to maintain
or expand its position, or perhaps it is now a small brand but is pro-
jected to become a major one.

Second, the brand could also be a linchpin of other businesses or of
a future vision of the firm. For example, IBM considers O5/2 a stra-
tegic brand not so much because of its sales potential but because it
represents the future ability to control the operating platform of IBM
computer lines. If another platform (such as Microsoft's Windows 95)
hecomes the standard, 1BM will be much less of a force in the
hardware and applications software businesses. For Oldsmobile, the
Aurora is strategic in part because it represents the renewal of the
Oldsmaobile name. Aurora must succeed if Oldsmobile is to prosper.
The Marriott Honored Guest Award branded program (which pro-
vides incentives for frequent visits) is strategic for Marriott because it
represents a key area of differentiation in the hotel industry of the
future.

The organization needs to commit whatever resources are required
to fulfill a strategic brand’s mission. The point of labeling a brand as
strategic is so that its support does not get compromised when the
sales and profit targets of problem brands are in jeopardy.

SUBBRAND ROLES

A subbrand is a brand that distinguishes a part of the product line
within the brand system. For example, Buick uses the subbrand
Roadhmaster to distinguish a specific model (including its characteris-

tics and its persomality) from another model, such as the Riviera, Both
are Buicks, and both enjoy the ambrella of the Buick name, but each
is a distinet product,

The: subbrand can be a driver or a descriptor hrand. For example,
with General Mills PopSecret, the subbrand has the driver role, while
in the case of Pillshury Microwave Popeorn, the subbrand is a de-
scriptive brand name.

To develop a coherent and effective branding system, it is impor-
tant to know the roles of a subbrand and determine what roles are
involved in each context. A sound subbrand strategy involves several
aspects. First, the subbrand should be consistent with and support the
parent brand’s identity. Second, the subbrand should add value by
fulfilling one or more of the following tasks:

* Describe offerings

* Structure and clarify offerings

* Augment or modify the identity

* Exploit market opportunities

* Fucilitate a horizontal or vertical extension strategy by qualifying
or modifying the parent brand

v subbrand should also be cost justified in that it requires little in-
vestment to establish or the subbrand business is large enough to
provide resources needed for its own development. The first three
sulibrand roles above will be discussed in the sections that follow. The
last role, supporting horizontal and vertical extensions, will be cov-
ered in Chapter 9.

DescrIBE OFFERINGS

A brand fulfilling the descriptor role communicates the product
vlass, a feature, a target segment, or a function of a brand; for this
reason, it usually is not established as a driver brand. In the case
ol Oral-B Tooth and Gum Care Toothpaste and Oral-B Anti-Plague
Rinse, the descriptive brands (“Tooth and Gum Care Tooth-
paste” and “Anti-Plague Rinse”) indicate the function of the product.
Thongh the two Oral-B products are different (and will have differ-
ent associations and value propositions), Oral-B is the driver brand,
donminating the purchase decision and defining the use experience
fir bhoth products,



The advantage of a deseriptive brand is that the subbrand docs net
divert attention from or dilute the driver brand. For example, the
“Low Fat” descriptive name in Hidden Valley Low Fat Dressings does
not detract from the Hidden Valley brand name. The brand benefits
from the advertising and shelf presence of the low fat line. If Hidden
Valley were to give the low fat line its own brand name (as it tried to
do with the “Take Heart” name that was a casualty of the U5, Food
and Drug Administration’s objection to that name’s implied health
claim), the new name could possibly be used to extend the low fat line
into categories other than dressings, but the role of the Hidden Valley
name would be reduced to an endorser brand.

Just because a brand is a descriptor, however, does not mean that it
cannot become a driver brand. Levi's Loose is a brand that describes
its major characteristic and function. But it is also an important brand
in its own right and, in particular, has characteristics and user imagery
that are different than Levi's. Consequently, it is necessary for Loose
to become a driver brand with its own identity,

Consider the following descriptive subbrands:

Purina dog food: Dog Chow, Dog Chow Little Bits, Hi-Pro, Fit &
Trim, Puppy Chow, and Puppy Chow Chewy Morsels. The
extent to which Purina is a driver or endorser varies; it is more
of an endorser for the subbrands Puppy Chow and Dog Chow,
but it plavs a more significant driver role for Hi-Pro and Fit &
Trim. Note that there are two levels of subbrands—for example,
Puppy Chow and Puppy Chow Chewy Morsels, Note also that
the descriptive subbrands describe user benefits (for example,
Fit & Trim) or product attributes (Chewy Morsels).

GE light bulbs: Soft White, 3-way, Reading Lite, Crystal Clear,
Long Life, Energy Choice, Party Bulb (colored bulbs), and Bug
Lite.

Crest toothpaste: Tartar Control Crest, Tartar Control Crest with
Fresh Mint Gel, Crest with Baking Soda, and Sparkle Crest for
Kids.

PertPlus shampoo: Tear-free PertPlus for Kids, Dandruff Control
PertPlus, PertPlus for permed or colored treated hair. Each
product has versions for drv, normal, and oily hair, In this case
the subbrand provides a structure; the customer frst chooses a
stubbrand {such as Dandrall Control) and then sclects a dry,
nornd or oily variant.

GLE micrmeare ovens: GEF Space Saver (mounts ander cabinet),
GE DuadWave (has two levels inside the microwave), and GE
Caronsel (has a spinning lood carousel). The subbrands deseribe
prrocuct featlures.,

Specify Segments

A deseriptive subbrand can specify segments by suggesting that the
products provide the functional and emotional benefits sought by that
segment. A person can then more likely make the appropriate choice.
For example, the names of the Microsoft Office and Microsoft Home
soltware packages delineate between the business and personal com-
puting audience segments.

Prefixes and Suffixes

Companies can create a family of deseriptive brands by using a
common prefix or suffix to relate subbrands. McDonald's is known for
subbranding its products by adding the “Mc” prefix, as with Me-
Chicken Sandwich, Egg McMuffin, and McLean Deluxe. HP has
used the suffix “Jet” in subbranding such products as its Laser]et,
Desk]Jet, and DesignJet printers.

STRUCTURE AND CLARIFY OQPTIONS

When companies create new products or services, they often do so
either to meet the needs of a poorly served niche within their current
market or to reach out to a niche that is as yet unserved by the com-
pany. Unfortunately, the more products a company offers, the more
confused consumers may become. If the brand is seen in settings that
seem inconsistent with its identity, customers will be unclear about
whit the brand stands for. Further, when the brand is introduced into
a new niche to deliver a different set of functional and emotional ben-
efits, it is more likely that a customer’s expectations will not be met
and dissatisfaction will result,

Subbrands provide a way to offer different produets or serve dif-
ferent markets under one brand name while minimizing both
consmmer confusion and brand dilution. A subbrand presents the
customer wille o new option, but it also ereates astructure that pPosi-
tiomes the option with vespect to the brand, The enstomer nonderstands
Ut (1) thee mew produet fits within the brud system and possesses



at least some aspocts of the brand identity, bhut that (2) the new prod-
uct is different on key dimensions from other products in the brand
svstem.

Forte Hotels

Consider the case of the Forte Hotels Group in Britain. Over the
course of several years, Trusthouse Forte acquired a number of hotels
in Britain, which were offered under several overlapping brand
names. As a group, the hotels reflected a wide spectrum of accommo-
dation types, ranging from basic to luxury, As a result, customers
experiencing Forte in one context formed expectations that were not
met in the next context. Some customers were disappointed when ex-
pected amenities were absent, and others were shocked when the
price was far above what they had expected. The net result was both
confusion and dissatisfaction.

In 1989 Forte decided to develop five distinct subbrands, all under
the Forte hotel brand:

* Forte Travellodge—Roadside budget hotels that offer simple,
modern rooms and are conveniently situated along major routes

* Forte Posthouse—Accessible three-star modern hotels offering
comfortable rooms, good restaurants, and meeting facilities at com-
petitive prices

* Forte Crest—High-quality modern business hotels that specialize
in personal service and are mostly situated in major city centers
throughout Europe

* Forte Heritage—A collection of traditional British inns offering a
combination of comfort, personal hospitality, and character

* Forte Grand—A collection of first-class international hotels offer-
ing traditional European standards of comfort, style, and service

In addition, the Forte name was subtly affixed to exclusive hotels in
the portfolio, such as the Hyde Park in London and the George V in
Paris,

This subbranding strategy brought clarity and purpose to a diverse
set of products. Each new brand created an identity with meaning
and personality attached to it; by comparison, the brands that were
replaced were weak and confused. Now expectations, a key element
in service business management, could be managed so that customers
were less likely to be disappointed or confused.

This strategy has also allowed the development of the Forte brand,
which can then support cross-selling and a reservation system, hoth
potentially eritical clemoents in the competitive hotel industry. It may
also play an endorser role: as customers look for eredibility signals and
demand consistency in service within the subbrand groupings.

AUCMENT/MODIFY THE IDENTITY BY CHANGING ASSOCIATIONS

A third role for subbranding is to ereate the associations needed to
compete in an attractive new product market. An analysis of a new
business area often shows that the development of a new brand would
be prohibitively expensive. All too often, though, an existing brand is
inadequate for the new context, as its associations fail to provide the
needed advantage—indeed, they might even be a liability. Further,
stretching the brand into a new context risks diluting the brand's ex-
isting product class or attribute associations,

A practical solution to this dilemma is the use of a subbrand. When
subbranding works well, it can draw from the parent brand the re-
assurance of a familiar name plus other intangibles and personality
dimensions. The subbrand allows greater latitude in adding associa-
tions and reduces the risk of diluting the parent brand. In essence,
there is an internally created co-brand or dual brand.

Support a New Concept or Target

Sure antiperspirant has been marketed by Procter & Gamble to a
dual-gender andience and is an active competitor in the category,
When P&G wanted to use the Sure name to market a deodorant
specifically for males, a subbrand—Sure ProStick—was emploved.
'The ProStick name helped to foster male associations with the new
product without threatening the gender-neutral associations of the
Sure brand. The Sure brand, meanwhile, provided a name that was
established in the category.

Strengthen/Protect Existing Associations

Smucker’s jams have always meant high quality as well as home-
made taste. However, a “100 percent fruit” claim has become a
gpnality cue in this product category, and competitors using this claim
have Become a threat o Smnckers, In part to retain the high-end
position, Smucker's s introdueed o series of juos called Smocker's



Simply Fruit, which it deseribes as “Just about the closest thing to
fresh fruit vou'll ever taste.” Putting out its own 100 percent fruit
product subbrand has augmented the Smucker’s identity, thereby so-
lidifying the brand’s quality position and reducing the ability of
competitors to exploit that market niche.

Soften a Strong Association

A strong brand such as Apple, Harley-Davidson, or Saturn usually
has a clear, well-articulated identity and personality. Ironically, these
strengths can turn into liabilities when the brand wants to extend
into new product areas or new markets. A brand like Kleenex, for ex-
ample, has such a close association with one product class that it has
a reduced abilitv to stretch into other product classes. A subbrand
can help a brand break out of this box.

Consider the case of Apple. From the beginning, an Apple com-
puter’s greatest assets were its fun personality and its user friendli-
ness. The Apple Macintosh was thought to be for the home or school
(where a playful, casual spirit was appropriate), or it was for special-
ized advertising or design situations (where offbeat people needed to
be creative). Even physically, the Macintosh did not look like it would
fit into a business environment. As a result, Apple struggled for a
decade to be taken seriously in the corporate world, which was at that
time more comfortable with the IBM feel and look. A partial solution
for Apple was to create the Mac Quadra line of computers, which
were designed to look more like business computers, The Mac
Quadra associations have softened the strong Apple personality,
making it more acceptable to business settings and applications.

Modifier and Modified Concepts

C. W. Park, Sung Youl Jun, and Allan Shocker provide insight into
how subbranding is interpreted by comparing brands that are modi-
fiers (Kellogg's is the modifier in Kellogg's Corn Flakes) to brands that
are modified (Corn Flakes is modified in Kellogg's Corn Flakes).? (See
the composite terms in Figure 8 =3.) Comparing the brand names
Slim-Fast (which connotes low calorie and convenience) and Godiva
(which connotes good taste, richness, and luxury) in both the modifier
and modified roles, they found that, while characteristics and attitudes
toward both the modified and modifier hrands affected the composite
brand, the characteristics of the modificd brand lad more inluence (in

terins ol both perceived atteibote importanee ad atteibite perlor-
mance ratings) than the claracteristios of the modilier. (Thos an
“apartiment dog” would be perecived firstand foremost as a dog, albeit
a type of dog that would fit into an apartment living.) For Slim-Fast
cake mix by Godiva (where Slitn-Fast was the modified concept). the
low-calorie attribute was rated higher in importance and in perfor-
mance than for the Godiva cake mix by Slim-Fast (where Slim-Fast
wis the modifier); the reverse was found for the attributes richness
and luxury,

FIGURE 8-3
The Role of the Subbrand as Modifier

CoMprosiTE TERM MoDIFIER MoDIFIED CONCEFT
Apartment dog Apartment Dog

Pet rock Fet Rock

Slim-Fast cake mix by Godiva Godiva Slim-Fast cake mix
Godiva cake mix by Slim Fast Slim Fast Godiva cake mix
Healthy Choice from Kellogg's Kellogg's Healthy Choice

Further, they found that the modified brand was the dominant con-
cept in memory and was affected by the composite more than the
modifier brand. {Thus the concept of pet rocks may affect the way
people think of rocks more than the way they think about pets.) The
Slim-Fast by Godiva composite brand enhanced attitudes toward
Slim-Fast diet products (they rated higher on good taste and luxury),
but not attitudes toward the Godiva modifier. When a less appealing
modifier, Slim-Fast by Chunky, was used, the Chunky modifier was
similarly unaftected by the composite. Thus a modifier—and there-
fore an endorser—can be expected to risk less and receive less benefit
from a composite brand.

Expri.oiT MARKET (HPORTUNITIES

A subbramding steategy can allow a firm to engage in strategic oppor-
fpeisen, a0 nenagement shradegy which t'lnji'h:k!il':-ﬂl'!-i detecting anl



responding quickly to opportunities that cinerge in the market.
When an emerging niche is detected, a subbrand tailored for that seg-
ment can be developed—usually with a minimum of investment, If
the segment grows, the subbrand can become the basis for a long-
lasting business; if it has a short life, the subbrand can he allowed to
die without putting the core brand in jeopardy. Strategic oppor-
tunism, supported by a subbranding strategy, provides a way for a
firm to be flexible and quick on its feet when coping with a dynamic
and uncertain environment.

Firms such as Ralston Purina in pet foods, General Mills in cereals,
Ziff Communications in magazines, and Nike in footwear all engage
in branding policies that represent strategic opportunism. While
other pet-food firms support and build their key brands over time,
Ralston looks for trends and gimmicks that will appeal to a niche seg-
ment. Thus it has brands like Deli-Cat, Kitt' N Kaboodle, and Mature,
In cereal, General Mills has introduced brands like Triangles, Oat-
meal Crisp, and Cinnamon Toast in order to appeal to a current taste
or trend. In computer magazines, Ziff has exploited apparent oppor-
tunities by introducing an on-line edition of its PC Magazine as well
as two magazines for the home computer market to go with its stable
of computer publications.

Nike, a company particularly good at strategic opportunism, intro-
duces hundreds of shoes each year for some thirty sports. By applying
its skills in product design and customer research, it identifies seg-
ments and develops responsive subbrands, This strategy is supported
by the development of strong emotional ties forged by both innova-
tive products and athlete endorsements. The new products tend to be
so congruent with the target segment that customers sense that Nike
is reaching out to them. The athlete endorsers provide instant credi-
bility and a brand persenality. Thus in basketball, for example, Nike
has not only Air Jordan (Michael Jordan) but Force (David Robinson
and Charles Barkley) and Flight (Scottie Pippen).

SUPPORT VERTICAL AND HORIZONTAL EXTENSIONS

The role of a subbrand in supporting extensions, both horizontal
(where the brand is used in a different product class) and vertical
(where the brand is extended up or down with respect to guality)

will be discussed in Chapter 8, which focuses on leveraging the
brand name,

BRANDING BENEFITS

A problem facing many brands is that their identity is difficult to com-
municate because it lacks distinctiveness, credibility, or memorability.
The solution may lie in branding features, components, or service
programs that provide customer benefits.

BRANDING A FEATURE

Oral-B has long been at the high end of the toothbrush market as “the
brand more dentists use.” In the early 1990s, though, its position
came under attack from Johnson & Johnson's Reach toothbrush and
two new entrants—Colgate’s Precision and Procter & Gamble's
Crest. A sleepy category quickly became vicious. Oral-B responded
with a new product given a descriptive brand name: the Advantage
Plaque Remover toothbrush. Two key features of its unique design
were themselves branded—the Power Tip bristles at the end of the
brush, and the Action Cup shape that conformed to teeth and gum
contours. Oral-B had alreadv branded the Indicator bristles which
changed color when the brush becomes worn. Figure 8—4 illustrates
the role that the branded features play in the Oral-B position.

When designing a new or improved product, there should be one
or more design features that enable the brand to excel. The task then
usually is to communicate those features. The problem is that, how-
ever important these features are to the product designers, there is
likely a monumental lack of interest among the target audience. Even
when the communication registers, it can sound like typical puffery
and thus lack credibility. A name such as Action Cup provides a way
to crystallize one of several detailed features, making it easier to un-
derstand, accept, and remember.

When AT&T developed improved voice quality, they labeled it
“Your True Voice.” The act of branding this feature was critical to com-
municating it successiully. They then leveraged the True term with
services such as AT& T Teue USA Savings (which oflers a 20 percent
discount il you spend $25 w month on ATET long distance services)



FIGURE 5—4
Ovral-B Branded Features
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and ATET TroeWorld Savings (a prograam that, for a $3 monthly fee,
allows customers to call anyone ina selected conntry at a reduced per
minute rate). Both were created in response to MCI programs
(Friends and Family and Friends Around the World, respectively). The
True USA Savings and related programs are eredited with reversing a
steady decline in market share for AT&T.

The very act of branding a feature gives it credibility and enhances
the ability of that feature to differentiate and add value. A study by
Carpenter, Glazier, and Nakamoto found that the inclusion of a
branded attribute {such as “Alpine Class™ fill for a down jacket, "Au-
thentic Milanese” for pasta, and “Studio Designed” for compact dise
players) dramatically affected customer preference toward premium-
priced brands.® Respondents were able to justify the higher price
because of the branded attributes. Remarkably, the effect occurred
even when the respondents were given information implying that the
attribute was not relevant to their choice.

BrANDING A COMPONENT

An approach similar to branding a new feature is to brand a compo-
nent or ingredient or, more commaonly, to make visible a component
or ingredient that has an established brand name. Thus Kellogg's Pop-
Tarts saw sales sharply increase when it added Smucker’s fruit filling.
Other examples include Ben & Jerry's Heath Bar Crunch Ice Cream,
Nestlé’s Lite Iee Cream Bars with NutraSweet, Pillsbury’s Chocolate
Deluxe Brownies with Nestlé syrup, Chicken of the Sea’s lunch packs
with Kraft condiments, and Gateway computers with “Intel Inside.”
Sunkist and Ocean Spray are also among the brands that have seen
widespread use as ingredients.

Component brands are not restricted to food products. Timber-
land hoots, for example, feature a Gore-Tex fabric bootie and
Cordura nylon. These branded components bring credibility to the
claims by Timberland that their boots are waterproof and light-
weight. In contrast, a simple statement by Timberland in its ad-
vertising that its boots are waterproof and lightweight because they
are made of the fnest materials would be much less differentiating
and persuasivie,

Adding a branded component can provide a point of dilferentiation
because of the associutions that consumers ulready have with the
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component hrand, Thus, when Hershey's choeolate morsels are fea-
tured as part of a Betty Crocker cake mix, consumers automatically
make the chocolate associations that Hershey's has spent vears de-
veloping. In addition, if the perceived quality of Hershey's chocolate
is relatively high, it has the potential to enhance the perceived qual-
ity of Betty Crocker products.

A branded ingredient, however, adds value only when consumers
perceive it to be superior to what they already expect. In one study
conducted by Research International, branded cookies were evalu-
ated by customers with and without a premium brand chocolate chip
ingredient. The branded chocolate chip helped Nabisco and Keebler
achieve a higher price (or a higher share at the same price), but it did
not help Pepperidge Farm. This was because consumer expectations
of the Pepperidge Farm ingredients were already so high that the
branded ingredient did not provide added value (although it did not
hurt either).

Branding a component also provides some cost benefits for both
the core brand and the component brand. Savings are realized for
each organization because the costs of manufacturing and advertising
are usually shared between the two. As a result, each enjoys the ben-
efits of more exposure at a reduced cost.

BEANDING A SERVICE PROCGEAM

Branding a service is an often-overlooked way to build brand
strength. Hyatt has branded several services for its business travelers,
including the following:

» Hyatt Business Plan—Provides work space, a phone, and a fax ma-
chine in your hotel room, plus access to copiers, printers, and
business supplies right on your floor

* Hyatt Gold Passport—Allows customers to earn points redeemable
for travel awards

* Touch and Go—Automatic check-in via an 800 number
* Regency Club—Access to a private floor with special services
* Mecting Connection—A team that helps plan meetings

Hyatt has even packed all five programs into a range brand called the
Business Portfolio, “where we go the extra mile to keep you up to

speed.” It provides a focus for the relationship between the business
customer andd yatt.

Branding a service can be especially powerful when selling to an
organization, Thus Levi-Link brands a set of services which link Levi
Strauss to its retail customers. The Levi-Link brand gives this set of
services more cohesiveness, visibility and impact.

SILVER BULLETS

A silver bullet is a subbrand or branded benefit that is employed as a
vehicle for changing or supporting the brand image of a parent brand.
The term was first coined by Regis McKenna, who observed that the
images of corporate brand names in the high-tech world were influ-
enced by key products, While Regis called products such as these
silver bullets, the focus here is on brands.

Silver bullets among brands are not hard to find. The Sony Walk-
man supports the innovative miniaturization identity that is central to
Sony. The Mazda Miata, the Dodge Viper, the Ford Taurus, and the
Mercedes 206 all played silver-bullet roles for their parent brands.
For example, the Miata created a strong, sporty personality that in-
fluenced perceptions of Mazda, and the Taurus showed that Ford
could design and build innovative cars. Asahi Dry (mentioned in
Chapter 4), a dramatie success in the mature Japanese beer market,
transformed Asahi from a tired, faltering also-ran into an exciting, in-
novative, and successhul company.

John Fluke, a big name in hand-held meters, entered a new busi-
ness when it acquired the oscilloscope line of a major European firm.
A resulting branding problem was how to change the Fluke image so
that it meant oscilloscopes in addition to hand-held meters. A new
product—a hand-held oscilloscope termed the Oscillometer—pro-
vided a vehicle to augment the Fluke brand identity. The key for
Fluke was to recognize the silver bullet role of the Oscillometer
and to adjust its presentation and communication program accord-
ingly.

Because a silver hullet has a role that extends beyond supporting its
own business. it deserves extra resouree allocation in the form of ad-
vertising and/or product development dollars, Finns should beware of
the bottom-line trap—the tendeney to justily any investmentin a sub-



SAN JOSE SHARKS

The city of San Jose is often perceived as a rather nondescript bedroom
community with a deteriorating, ill-defined downtown that is very much
in the shadow of San Francisco. In reality, however, San Jose has a lot
going for it. With the support of a progressive, competent city govern-
ment, it has revitalized its downtown with a set of hotels, a convention
center, and a new arena that would be the envy of any city.

The challenge for the city is to communicate the reality and promise
of San Jose to convention planners and to firms that are relocating. Enter
the San Jose Sharks, a major-league professional hockey team. The
Sharks are doing for San Jose what millions of advertising dollars never
could accomplish, changing San Jose into a "major league city.” The
Sharks thus are San Jose's silver bullet,

The San Jose Sharks sell out all of their games, and there is a waiting
list for season tickets, even though the team rarely won a game during its
first three years of existence. Further, Sharks memorabilia is sold across
North America and outsells the memorahilia of all other hockey teams
and of most professional franchises in any sport. This is in part due to a
dramatic logo (shown in Figure §-5, it features a shark biting through a
hockey stick) and a spunky, fun personality. The remarkable part of the
Sharks’ success is its impact in attracting conventions, tourist How, and
even major business operations to San Jose. It has measurably changed
the image of the city.

FIGURE 8-5
The San Jose Sharks Logo

Reprocduced with permission of the Sen Jose Shorks,

braned on the hasis of its ability to pay oft on that sublvand’s hottom
Linee. 1 Ehee vole o the Oseillometer is to aflect the image of John Fluke,
extri resources that do not "pay oft ™ in Oscillometer sales and profits
are merited because of its role in the branding system. Identifving
silver bullets thus becomes very important.

BRANDED BENEFITS AS SILVER BULLETS

A branded benefit (feature, component or service) can also play a
silver-bullet role by supporting the image of the brand to which it is
attached. Thus it can do more than help communicate a functional
benefit.

The Action Cup and Indicator bristles play a silver-bullet role for
Oral-B toothbrushes and the Oral-B brand by reinforcing the techno-
logical edge that Oral-B products provide. The True brand for AT&T
also reinforces the key innovation image of AT&T. “The Room that
Works,” a hotel room designed for the business traveler, plays a silver
bullet role for Marriott, AT&T, and Steelease, the co-developers.

A large health maintenance organization (HMO) might use silver
bullets to attack an image problem among its members and pros-
pective members, who perceive that the HMO is an impersonal
bureaucracy that emphasizes efficiency but lacks human compassion
for its patients. The perception is based in part on a semiautomated
appointment system (instead of a doctor’s secretary) and a system in
which same-day services are provided by a team of physicians rather
than hy a patient’s regular doctor.

The image problem could be attacked in part by branding ongoing
programs and using them as silver bullets to impact the total brand
identity. For example, the HMO's same-day appointment svstem
could be given a brand name (such as Urgent Care) and an identity
that emphasizes the responsiveness of the HMO to the need to re-
ceive same-day personal contact with a physician (“We are there for
you' ). The brand might be given a light, colorful symbol {a cartoon
owl, for example) and a friendly personality to enhance the ability of
the brand to affect the HMO image.

Similarly, a program in which clderly people with heart risk factors
meet regularly might be given a brand vame (such as HeartClub) and
a persomality that reflects the carc and support this group is receiving,
A symbaol (such as a padr ol cheerlul heart-shaped charaeters) conld



represent the support and feelings engendered by the program.
These brands and perhaps others could be the silver bullets needed
to madify the identity of the HMO.

HOW MANY BRANDS?

General Motors has thirty-three brand names, including seven for
Buick alone (Roadmaster, Park Avenue, Riviera, Century, Skylark,
Regal, and LeSabre). BMW and Mercedes basically each have one;
their models are indicated by numbers (such as the BMW 300
series), Does Buick have too many? BMW too few? What is the right
numher?

Deciding whether to introduce a new brand name involves gaug-
ing the trade-off between the value that the brand might create and
the cost that it might incur. For some brand roles, such as descriptive
or ingredient/feature brands, the brand may require little investment
to establish because the name itself communicates adequately.
In other cases, the cost and risk is high and a substantial payoff must
be expected. The four questions posed below help structure the
155115,

1. Is THE BRAND SUFFICIENTLY DIFFERENT TO MERIT A NEW NaM E?

A new name is usually worthwhile when there is a need to signal that
the product is not just a variant of what went before. Consider two
new subbrands of the 1980s: Ford Taurus and Mazda Miata. Both
Taurus and Miata were new designs and represented departures from
the associations previously established by their respective endorser
brands. Saturn (described in Chapter 2) also illustrates how a new
product representing a departure from the past will justify a new
name.

In contrast, when Oldsmobile wanted to appedr new in 18992, it
also considered a new brand name—but it lacked a new car. To
create a new name without a new product would have been a waste
and perhaps a joke. The brand was in a bad situation, but a new
name alone was not the answer, Fortunately, in 1994 the Oldsmobile
family actually did get a new car with, appropriately, a new name
(the Aurora).

2oWind 4 New Nasie Heanay Ao Varue?

Becanse some firms do not take full advantage of existing core
brands, they end up with too wany different brands to support and
manage. 3M was one firm that had this problem. Their decentral-
feed, entrepreneurial organization encouraged a proliferation of
names, Each new product group wanted a name that was specifically
conceived for its product; the result was that a host of brands
emoerged cach year. To place a lid on new names, a high-level com-
mittee of top executives began to meet regularly to approve any new
nunes. Their actions reduced the number of new names to a trickle.
One key eriterion was that the new brand name must really add
vilue over the coupling of an existing 3M brand {such as 3M or
Stvolch) with a descriptive brand name.

lstablished brand names, including a corporate name, can often be
stritched by using descriptive subbrand names. GE is an example of
u firmn that follows this practice (such as for GE Jet Engines). Similarly,
1lewlett-Packard identifies most of its test equipment line with de-
seriptive subbrands attached to the HP corporate brand name.

1. WiLL axy ExisTinG BraxD BE PLACED AT Risk 17 IT Is USED ON A
Niw PropucT?

T'his uestion reflects the second eriterion used at 3M. If the use of
an existing brand risks damaging or confusing its core identity or per-
veived quality, then there is an argument for a new brand. Suntory has
ils name on a host of products, inr:]uding soft drinks, beers and fine
whiskey: the name is further supported by widespread use of event
spansorships and advertising. Nevertheless, Suntory is still protective
al its name, When the firm started a major fast-food chain that served
fried chicken, hamburgers, and pizza, it decided that the chain was
not npscale enough to carry the Suntory name.

4. WiLL THE BUSINESS SUPPORT A NEw BrRaND NaAME?

A thivd 3M eriterion is that the new business must be large enough to
support the necessary branad-building investment. In addition, there
mnst be an expectation tiat the beaned will e aronned for a long time:
50 that il Uie e is suceessiully estublishod, the investinent will e



worthwhile, The fact is that it is costly 1o estabilish and maintain a
brand name, and the cost is always underestimated.

TOWARD A BRANDING STRATEGY

In many organizations today there is a proliferation of hrands and
brand extensions and a bewildering set of overlapping and often in-
consistent brand roles. Worse. even if there is a strategy for a brand in
one context, there often is no strategy which coordinates other brand
contexts and roles {or it is woefully inadequate). There is no concept of
how the hrands and their roles fit together. Nor is there a plan for the
future: each branding decision is made separately, even though the se-
quence of brand extensions will affect the success and ultimate
perceptions of the brands and their relationships. Also lacking is a con-
ceptual structure to help customers deal with the resulting confusion.

Seeing a set of brands as a brand system helps to create an effective
and efficient branding strategy. Brands do not exist in isolation, but
rather relate to other brands in the system. An important role for a
brand is to help support other brands in the system and to avoid cre-
ating confusion or using an inconsistent identity. The idea is to create
synergy and clarity and to avoid conflicting messages. In the follow-
ing chapter, a methodology is intro- duced that helps to ensure that
the systems perspective is being considered,

QUESTIONS TO CONSIDER

1. Inventory your brands. Sort out the brand hierarchy. For each
brand identity, examine the different brand contexts (different
products and different markets). In which is the brand a driver
brand, and in which is it an endorser? Is there a risk of confusion
and inconsistency? What can be done about it? How do the
brands relate to each other? Which should be supporting other
brands? Which have the potential to confuse?”

2 1s there confusion about each brand’s offerings? Could sub-
branding help clarify this? Are there contexts in which the brand
identity does not quite fit? Would a subbrand to modify the brand
identity be helpful? Could subbrands help the brand e move re-
spomnsive to emerging mirketing opportunities?

3. What e the silver bollets for cach e P Would it e nsedul 1o

Bl a feature, component, or service progeam? O Lo exploit an
existing branded feature, component, or service program as a
silver bulle?

- What are the strategie brands—those that are important because

ol their current or potential size, or because they will affect the
future of other important brands?

. Are there too many brands? Too few? What criteria are in place to

{:I.l..'!t,.'jE].E W]ﬁ.’Et]’iET d THEW hl'E'II'llLl. Ehf}IUIL:I hE ﬂddﬂd?



9
LEVERAGING THE BRAND

The great thing in this world is not so much where we are, but in what direction

WE ATE IMOVINE.
—{iver Wendell Holmes

' Bic has defined its business not as pens but as disposability. Clairol has defined
~ its business to be items that offer a head-care benefit. Sunkist has limited its ex-
I tension to products which have an orange flavor association.

—Edward Tauber, brand strategist




THE HEALTHY CHOICE STORY

onAgra is a diversified food comipany made up ol major indepen-

dent operating companies that market an array of branded
products. These companies include Armour-Swift Eckrich, Beatrice
Cheese, ConAgra Frozen Foods, ConAgra Poultry Company, Golden
Valley Microwave Foods, and Hunt-Wesson, Products encompass
shelf-stable and frozen prepared foods, dairy and deli items,
processed meats, and poultry and seafood produets. Major brands in-
clude Hunt's, Wesson, Manwich, Peter Pan, Orville Redenbacher, Act
I1, Swiss Miss, La Choy, Healthy Choice, Banquet, Morton, Fatio,
Country Skillet, Chun King, Kid Cuisine, Armour, Swift Fremium,
Eckrich, Butterball, Country Line, Treasure Cave, Miss Wisconsin,
Reddi-Wip, Singleton and Taste'O Sea.!

In 1985 ConAgra’s president, Mike Harper, had a heart attack and
became motivated to change his diet. He was stunned to learn that
many processed foods—including those made by ConAgra—were
high in fat and sodium and thus were unwise selections for anyone
concerned about heart disease. The options in the supermarket for
those looking for heart-healthy food were limited. The specialty prod-
ucts that did apply had a justifiable reputation for tasting bad.

Consumers by and large were unconcerned, in part because they
were not sensitive to heart risk factors, and in part because the fat and
sodium content of brands was communicated only in fine print on
packages. Heart risk factors were becoming more widely known,
however, and the concerned segment was growing, Unfortunately the
processed food industry had yet to get the message.

As a result of Mike Harper’s wake-up call, ConAgra changed its
mission from “We build on basics” to “Feeding people better,” and it
made a commitment to market even more nutritious and healthy con-
sumer products. The cornerstone of the strategy was first laid by
ConAgra Frozen Foods with its 1987 introduction of Healthy Choice
Frozen Dinners. The brand's objective was to minimize fat and con-
tral the level of other undesirable components like cholesterol and
sodium. However, the products also had to have a taste that was com-
petitive with other national brands. The core identity was great taste
and good nutrition.

Purchascrs of Weight Watchers and Stouffer’s Lean Cuisine prod-
ucts, which woere positioned more as weight control brands, rep-

o
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resented the target market beennse hevetofire many of the consumers
nterested ioweight control were tie same idividuals that were it-
tracted o overall health. Healthy Clvice appealed to this large and
wrowing subsegment (see Fieaee 9=1).

The: Healthy Choice frozen food Tine was suceesstul for several rea-
soms. First, its produets did not have a taste liability; they were at least
comparable to competitors on that key dimension. Second, because
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of its established lines, ConAgra Frozen Foods had aceess to distribu-
tion channels and thus could be sure that major supermarket chains
would carry the new products. Third, the timing was just right:
Healthy Choice appeared just when the segment interested in health
and heart risk factors was growing from a small segment into a large
mainstream market. Fourth, Healthy Choice’s competitors were com-
mitted to a different, more narrow position (weight control} and were
slow to respond, in part because of their prior success. Weight Watch-
ers, in particular, was not motivated to undercut its franchise by lead-
ing the market into another direction.

Soon after Healthy Choice appeared, competitors did retaliate with
subbrands such as Stouffer’s Right Course and LeMenu Light Style.
Each, however, had positioning problems. The Right Course sub-
brand was tied to Stouffer’s and appealed mainly to Stouffer’s users.
LeMenu Light Style targeted Weight Watchers and was not well po-
sitioned to compete with Healthy Choice; in fact, it later was reintro-
duced as LeMenu Healthy. In contrast, Healthy Choice was a new
brand that could develop a strong position with appeal to a broad
market.

Later other subbrands, such as Kraft Budget Gourmet Hearty &
Healthy, Tyson Healthy Portion, and {finally, in mid-1992) Weight
Watchers Smart Ones, were introduced by competitors. These late-
comers had the difficult job of enticing away members of the now-
established Healthy Choice segment. Meanwhile, Healthy Choice
continued to expand and improve its dinner and entree lines with of-
ferings such as Fiesta Chicken Fajitas, Country Glazed Chicken, and
Cheese French Bread Pizza.

The power of a brand to extend itself depends on the breadth of
product lines that can be related to the core brand identity in terms
of the latter's value proposition and basis of relationship. The Healthy
Choice core identity of taste and nutrition was not tied to the frozen
food area, but traveled well throughout the store. In this case, the
core identity was broad enough to provide the foundation for a pow-
erful range hrand.

Thus other ConAgra operating companies started to look for prod-
uct areas to which they could apply the Healthy Choice brand and
identity, Produet classes in which no hrand featured a strong lucsart-
healthy dimension wore prime candidates, Frightened competitors
nervously reexamined their brand offerings and product class profile:

to see i they were valnerabile; the wswer was usoally ves. A loeey of
new products—aolten using subbeands like Lite, Feesh, Dealthy, Riglht
Choice, or Fat Free—attempted to preempt or respond to Healthy
Choice. Because of its strong identity and presence in other food cat-
ceories, however, Healthy Choice was formidable even when others
[{l""n-"ﬁ'lﬂpﬂd d HI'IEHJth}’“ :'i-l.ll'!hl":lﬂfl.

In 1995 Healthy Choice had an estimated sales at retail of $1,275
million, up from $858 million in 1993, $471 million in 1991, and $30
million in 1989.2 The brand appeared on more than three hundred
products, including soups (the Healthy Choice soup line was named
us product of the year in 1992 by Progressive Grocer magazine), ice
cream (the best-selling national brand of light ice eream), and cold
cuts.

Healthy Choice is an example of a brand identity that adds value
sver a broad product range. Whereas in the 1950s Weight Watchers
wis one of the most successful new range brands, Healthy Choice
varned that claim in the 1990s,

THE KINGSFORD CHARCOAL STORY

¢ e of Clorox’s major brands is Kingsford Charcoal, which dominates
the $300 million retail charcoal market with a nearly 60 percent share,
khingstord’s core identity is quality charcoal {quality and performance

v part of the identity for all Clorox brands), while its extended iden-
tiiv includes barbecues and summer relaxation, The premium brand
i Hie market, Kingsford commands a price that is sometimes double
Haat of private labels. Indeed, having a Kingstord bag is prestigious
cnotigh for some users that they will refill the bag with private-label
o ls—just as others might put department-store jewelry in a Tiffany
Lo, Over time, Kingstord has leveraged its name by engaging in nu-
meeronls line extensions, In the process, some branding issues have
euerged with respect to when Kingsford should be used as an en-
thorser brand and when it should be the driver brand.

In 1950, Clorox introduecd Mateh-Light instant charcoal with
Kingstord us an endorser vather than a driver brand. The objective
was to provide Kingsford with some distance in case Mateh-Light did
et perform well, Becanse the Mateh-Light briguette was pretreated
willh a comtrolled wmount of Tighter luid, it was casy to light, guick
heat upy, and ready to cook in bl the novmal time, The brand in fict



did perform very well, and it seems possible in |':~I!I1r¢|m-t thi ir.“ tle-
scriptive subbrand had been used (such as Kingsford Tnstant l..ii.fj]?ljl,
Kingsford would have gained visibility and received more cfri:tilt in
customer’s eves for the Match-Light success. Further, the Kingsford
line would have more clarity.

In 19586 Kingsford with Mesquite Briquettes were introduced, fol-
lowed by Kingsford BBQ Bag Briquettes (a 2.5 pound ﬁinglerluse
pretreated bag). Both of these products used Kingsford as the dl_’l"-’EI'
brand. Kingsford Charcoal Lighter appeared in 1959, also with Kings-
ford as the driver rather than an endorser. Interestingly, consumer
research found that many thought that they were buying Kingsford
Charcoal Lighter even before it was introduced. In IQ‘E}? the King_s-
ford Pro-Charcoal Grill was marketed; the product's short life
reflected the fact that Clorox lacked distribution clout in the grill area,

When one of the established barbeque sauce brands (KC Master-
piece, a regional premium brand) was acquired in 1986 by Clorox and
taken national. another branding issue arose: Should Kingsford
bhecome an endorser to KC Masterpiece, thereby gaining more visi-
bility and reinforcing its position as a quality product for the harbecue
E}Lp-r;‘["itnl:ﬁ? Certainly, Kingsford did fit the category and would pro-
vide a quality association, and the endorsement would have pmvfded
added visibility for the Kingsford name. However, it was perceived
that the corporate brand personality of Kingsford could have a nega-
tive impact on the strong, folksy KC Masterpiece persunali}y. |

Maintaining its focus on its core charcoal business and its quality
position, Kingsford has now developed an improved briguette t!'l:lt
lights faster and burns even longer than existing pn}ducfs. The im-
proved product has been phased in along with an imprinted K on
each briquette. Thus the Kingsford briguette will now be distin-
guishable from others and will have the élan of having a brand name
on it—a powerful signal in itself.

Kingsford is an example of a disciplined brand. While there ]m"_-fe
heen numerous line extensions, the brand has not strayed far from its
identity.

LEVERAGING THE BRAND

One recipe for strategic suceess is to ereate and leverage assets. With
its awarcness, perecived gualily, associutions ane] customer loyalty, 4
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brand is vsually the most powerful asset that a live owns, A strategic
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aned stronger husiness entities.

Fignre 9-2 sugeests a variely of ways. The simplest is to create line
extensions within the existing product class. Leveraging the brand up
or down in the existing product cluss is another option that often is
strategically necessary but has significant risks. Brand extensions—
that is, extending the brand into other product classes—are the
ultimate way to leverage. As Figure 9-2 also suggests, brand exten-
sions can be made on an ad hoc basis or be driven by a strategy to
create a range brand. Co-branding is another leverage option.

FIGURE 9-2
Leveraging the Brand

LEVERAGING
THE BRAND

Line Stretching Brand Co-Branding
Extensions the Brand Extensions
in existing Vertically in diffarant
Product Class in existing Product Classes

Stretching Stretching
Down Up
LINE EXTENSIONS

A line extension is a new version of the product within the same prod-
net class. New flavors, new packaging options, or new sizes are all line
extensions. Line extensions can increase costs without compensating
imcereases in volume and make the brand less focused and more diffi-
cult to commmicate,* However, line extensions can also expand the
nser base, provide variety, encrgize tie rand, namage innovation,
undd block or inhibit competitors.



EXPANDING THE USER BASE

Brand-loyal customers may view a brand as serving their particular,
unique needs—a basie flavor of Gatorade, for example, may appeal tu;;
them. However, customers without these unigque needs may feel that
Fhe brand is not for them. Thus a strong brand may foster loyalty, but
in an exclusionary way. A line extension can overcome this uﬂxtar;ie by
expanding the brand’s appeal. For example, Cheerios is seen as a
health-oriented breakfast staple, but Honey Nut Cheerios reaches out
to those who prefer presweetened cereals. A number of food manu-
facturers have introduced low-fat versions of their products, thus
breaking down a use barrier that exists for many health-cnn;ﬂiﬂus
CONSUIMETS.

A line can also be extended by adding a functional benefit to a
product: for example, a convertible version of a car, a squeeze bottle
for margarine, or a conveniently located mini-version of a fast-food
rf:stuumnt. With these added functional benefits, the brand is in a po-
sition to attract new customers. The result of an on-target line

extension can be a new but highly loyal segment that is resistant to
competitive offerings.

PROVIDING VARIETY

A line extension can also give loyal users a way to enjoy variety with-
out switching brands. For instance, new entrées in the Healthy
Chaice frozen-dinner line allow ecustomers to change their dailg.r'
eating routine while remaining loyal to the brand. And a baking-soda
version of Crest gave consumers the chance to try a new toothpaste
craze without buying a new brand.

ENERGIZING A BRAND

fﬂL line extension can energize a brand, making it more relevant
lgteresting,. and visible. In doing so it can create a basis for clifferen:
tiation, make communication efforts more effective, and ﬁtimﬁlate
sales. Consider Hidden Valley Honey Dijon Ranch salad dressing
which revitalized a stagnant (though health:;.aj brand. New and old cus:
tomers had an additional veason to use Hidden Valley, and its
advertising became more effective because there was ";mws" to

report. The Honey FYijon dressing wis i Dig winner o restulted in
not only sales but a spark of interes! i all Hidden Vadley salad dress-
ings. Diet Coke gimilarly helped to add youth, vitality, and visibility
to the Coke image. In general, linc extensions—especially if they add
products that appeal to consumers—will create an energy that can
substantially strengthen brand equity.

ManacING TRUE INNOVATION

Line extensions provide an explicit channel for product innovations
that can be a powerful vehicle for obtaining competitive advantage.
Product innovations can create differentiation, enhance a brand's
value proposition, expand usage contexts, and block competitors.
When there is no clear outlet for innovation within a brand manage-
ment organization, creative thinking is often stifled. Conversely, when
members of a brand management team know that their brand is open
to innovative line extensions, then team members are likely to rise to
the challenge.

In order to bring new benefits to consumers, the Kimberly Clark
feminine-hygiene line introduced the smaller Ultra Trims and the
more absorbent Supremes. Glade Air Fresheners began with aerosols
and have since added solid forms (for continuous freshening), clip-
ons (for the car), and a variety of more cosmetic packages. With-
out a line extension option, these innovations might not have been

created.

BLOCKING OR INHIBITING COMPETITORS

\ line extension does not have to be a financial blockbuster in order
11 provide value for the firm. Especially for leading brands, line ex-
le-nsions can be strategically worthwhile even when they do not
whieve high rates of return. Horrific results occurred when General
Motors, Xerox, and others permitted Japanese firms to gain a toehold
at the low end of their respective markets because the potential re-
turns at that level did not meet the Ame rican firms’ financial criteria,
Line extensions can preempt such competitive moves. With this in
i, the seemingly endless line extensions of Tide and Crest make

Y SCIHSe.



MOVING THE BRAND DOWN

Today's markets, from tires to clothes to computers, are becnlming in-
creasingly value centered. More and more hu}rfsm‘ are turning from
prestige and luxury to lower-cost brands that deliver :Lr_*r_'eptu_l‘.:le Iqua]-
ity and features. To combat this trend (or to take afdvantatgle of it, if you
prefer), firms are offering lesser versions of their traditional hram];
product package. What is behind this consumer trend toward value:
And how can firms adopt a branding strategy that will accommodate
downscale versions without weakening the brand?

DrivinG FORCES

One hasic force behind the increased sensitivity to value anﬁ price is
overcapacity created by the combination of new competitors am:ll
fairly static markets. The new competitors come in part fmn._' brands
being extended from adjacent product classes, brands cnterlr!g frurn
other markets (notably from other countries), and new or revitalized

store brands that are now often competitive in quality. Because they |

often introduce parity products without innovative, distinttiwl: value
propositions, the new entrants, as well as the struggling t_hirrl- or
fourth-place brands, are forced to emphasize price promotions jand
sales events instead of product. As a result, customers come to believe
that the brands are not very different; brand loyalty erodes, and cus-
tomers focus on features and price. As fewer and fewer customers are
willing to pay the historical brand premium, malrket. shan? starts
falling (sometimes dramatically) for those who maintain their price
levels.

A second driving force is the retail environment created by new
channels that typically have a lower cost structure, engage in aggres-
sive price competition, and freely use private-l:ah%% goods, New
specialty superstores such as Home Depot, Circuit City, and Tuwcr
Records leverage their singular buying power for consumers inter-
ested in an individual product category. Warehouse clubs such as
Price Club are major factors in categories ranging from food to com-
puters. Direct marketing has exploded in the past decade, often
providing considerable cost savings to participants, ]:?ell and Gateway,
for exumple, became two of the top five players in the mmpx_;ter
market by selling divectly through ads placed in computer magazines

andd catalogs, Customers were stupported over the plone by o stall of
technicians backed up by thivd-party service organizations for the
rare cuses when they were needed, With prices one-third less than
IBM und Compaq, they forced these leading firms to change stra-
tegies and forever altered the face of computer marketing.

A third driving force is technological change. A new market for a
product can be introduced because of new technology; examples
might be disposable razors and single-use 35mm cameras. Techno-
logical change can also influence the cost structure, as brands emerge
that are simpler and cheaper, creating new price points. When this
phenomenon happened in food processors, the inahility of Cuisinart
to keep up led to Black & Decker and others taking over.

These forces represent a major paradigm shift. The old assump-
tions do not hold any longer, and there is enormous pressure on
participants at the low end. For example, John Deere makes a lawn
tractor that sells through full-service dealers. Although the price
points in that channel have not eroded, a large and growing portion
of the market is now being served by volume retailers such as Home
Depot. This new channel features products being sold at half the
price that John Deere commands. Thus John Deere must either find
a way to participate in this new channel or accept a declining share of
the market. The problem that John Deere and many others face is

how to make this transition without damaging the brand’s accumu-

lated brand equity.

Moving Down 1s EAsy; PROTECTING THE BRAND 15 HARD

Mountain bikers discover that going down, while much easier than
going up, usually creates a challenge of recapturi ng the vertical. Like
mountain bikers, brands move down easily (if sometimes inadver-
tently), and they find that there are problems and challenges created
by getting to the bottom. The biggest challenge is to avoid harming
the brand, particularly in terms of its perceived quality associations.
The problem is that moving down affects perceptions of the brand
perhaps more significantly than any other brand nmenagement option.
Psychologists have documented the fact that people are influenced
minch more by sofavorabile information than by favorable information.
Initiad neative information abont person, lor cxample, is VeTy re-
sistant to subsequent positive idormation, whereas an initial ool



fropression is guite likely o be alteved by subsegquent negative inter-
actions. The use of negative political ads is an illustration of this
principle at work.

Similar results have been found in more traditional marketing
research contexts. For example, Motley and Reddy presented con-
sumers with repositioning statements for Saks (a prestigious depart-
ment store} and for Kinart (a discount department store).* The state-
ments described the store as either very upscale, verv downscale, or
in between. Results indicated that attitudes toward Kmart were not
affected by the statements, even when the store was described as very
upscale. In contrast, attitudes toward Saks were influenced by both
the downscale depiction and the in-between portrayal. In a related
study, Arndt found that negative word of mouth had twice as much
impact on purchase intentions as did positive word of mouth.*

Dowmward Movement Need Not Be Fatal to the Brand

It should not be assumed that a downward entry is always too risky. If
the new product can be made distinet from the parent brand through
the use of a subbrand and other devices, the risk can be reduced.
Sony’s apparent ahility to operate at the high end with some products
(such as televisions and the Walkman) and at lower price points with
others (such as audio products) suggests that consumers can com-
partmentalize perceptions. There is further evidence from laboratory
studies involving consumer products that people can insulate parent
brands from extensions, even when the latter reflect lower quality
levels or have quality problems.

For example, Keller and Aaker found that the perceived quality of
a brand of potato chips was not affected by its extension to cookies or
ice cream, even when the extension was described as poorly accepted
because of taste and texture.® Similarly, in a study involving the ex-
tension of a fruit juice brand into sherbet, Romeo found being
exposed to an unfavorable evaluation from Consumer Reports of the
sherbet did not hurt the fruit juice brand’s perceived quality (al-
though perceptions were affected by unfavorable reports about a line
extension to the fruit juice brand).” In another study, Bhat and
Zimmer found that extending Sony and Bic to low price/quality points
did not affect attitudes toward the parent brand

The key to reducing the brand risk is to distinguish the new con-
text from the original category, Loken and John found that an ex-

tension of shampoo to an inferion tssue product did ot affect the peer-
ceived guality of the shampon, bt only il respondents were first
asked il the extension was representative of the brand.” The implica-
tionis that customers can separate the brand's identity into two prod-
uel classes, but they may need help doing so. If the extension is far
alicld (such as Cocu-Cola to clothes), the risk of transferring negative
quality impressions is reduced; of course, though, there is also the risk
that the brand will not contribute anything positive in the new con-
text and may even make customers feel uncomfortable.

A brand should indeed guard its equity and, in particular, its per-
ceived gquality. The bottom line, however, is that a brand can take
some risks. A strong brand is resilient and can stand some extension
dilliculties, especially if the extension has some degree of separation.
The question then is what is the best amount of separation?® What will
rotect the brand but still work?

The Risk of a Stand-Alone Brand

Although the creation of an entirely new brand will result in the ulti-
nitle separation and protection of the core brand, it does not
pirantee success. IBM created such a brand, Ambra, with its own
Separite organization to compete with mail order Brms. The brand
saurced its produets in Asia and was marketed in Europe and the
Vnited States. Less than two years after its introduction, though,
Ambrawas killed. In retrospect, IBM should have found a way to use
s own nune, one of the strongest brands in the United States and
Farope. Creating a new brand at any level with credibility is most dift
licult, as the Ambra case rather graphically illustrates,

DROPMING THE PRICE AND MAINTAINING QUALITY PERCEFTIONS

Perhaps the most direct approach to moving a brand down is to
bower its price. Marlboro, Budweiser, and Pampers are among the
Prandds that have recognized that their equity will not support a iarge
e preminm in the face of price-oriented competitors and power-
il retailers. Thus they have “value priced” their products to make
them competitive. Howeyer, although consumers have begun to
tpoestion higher-priced brands, the reality is that the price I;m'ut i
still o positioning cue, A sharp price reduction can indlicate to ens-
toners that—as they wmay have begun 1o suspect—the brand really



is not diflerent from any other brand, and is therelore of average
quiality.

If the brand has lost all eredibility in terms of offering a different or
better product, dropping the price is a risk-free strategy. When
Schlitz, for example, saw its sales fall to less than 1 million barrels
from more than 17 million barrels, it had nothing to lose by being as-
sociated with a lower price and vecupying a solid position in the price
brand category.

Many brands, however, still retain a very worthwhile market seg-
ment at the premium end of the market. Further, they offer premium
quality or features that prevent them from obtaining cost parity with
their new competitors. If these brands wish to move down, it is there-
fore important that they retain some quality differentiation. The
challenge then is to start competing at a new price point without re-
positioning the brand as a lower-quality price brand.

The kev to adjusting price while retaining a quality position is to
convinece retailers and customers that the change does not reflect a
different quality level. Procter & Gamble, for example, reduced
prices in the context of an everyday-low-price program that it pre-
sented as a new way of doing business. The company emphasized
that consumer and trade promotions had led to channel inethcien-
cies for the retailer, as well as confusion and bother for the consumer.
By offering an everyday low price, P&G reduced the incentives for
retailers to engage in such costly practices as diverting (buying a
product on deal, shipping it across the country, and warehousing it
for months) and forward buying (buying for inventory to take advan-
tage of a trade deal). The new pricing policy also helped to reduce
costs in ordering, warehousing, and logistics systems. As a result, the
price reductions were perceived as a part of a larger coherent
strategy.

In contrast, consider the move by Marlboro to abruptly drop prices
on its flagship brand in the face of falling market share. The move may
have been strategically wise, but it was perceived by some retailers
and customers (and shareholders) as a panic reaction and thus cast a
cloud over the brand's equity. The dramatie price reduction was not
supported by the kind of logical strategic reasoning offered by P&G,
so consumers and retailers used their own logic to explain the drop. Of
eourse, the Marlboro brand is so established and strong that it is diffi-
eult to damage, The fact that the price cut did reverse the fall in

markel share is an indicator tut the brand is strong but had hecome
overpriced,

T UsE OF SUBBRANDS

Subhrands such as Kodak's Funtime film have the potential to permit
entry inan emerging low end without threatening the parent brand’s
equity in the higher ranges of the market. There are two problems,
though, with adding subbrand offerings that use the premium brand
nue at a lower price point. The first is possible cannibalization, in
that huyers will shift to the cheaper version; the second is the risk that
extending the brand down will taint the brand name,

The job of the subbrand is to reduce these risks by distinguishing
the downscale subbrand from the parent brand. In one study, Aaker
wnd Murkey explored a toilet paper extension from Kleenex and a
low-calorie orange juice from Snapple Fruit Drinks.! In each case, an
inferior extension {a hard, coarse toilet paper and a watery orange
piice ) affected attitudes toward the parent brands unless a subbrand
wias useil. The subbrand served to insulate the parent brand from the
milevior performance of the extension.

I computers, IBM, Compaq, and even Dell, the premium mail-
ondler house, have used subbrands to provide entry at a lower price
puint that had become the heart of the market. The Compag Pro-
Linea computers, the IBM Value Point line, and the Dell Dimension
ling: are all subbrands that distinguish less expensive lines from the
vest of the offerings. Of course, there is still cannibalization; being
able to buy a lower-priced computer with the endorser name is at-
tractive and will certainly appeal to some who would have bought the
oviginal brand instead. Further, the distinction between the economy
lines and the other lines is sometimes fuzzy. The subbrand signals,
hiewwiwer, that it does not possess the features and quality of the lines
pesitioned above it. Moreover, those who move from the premium
hranel to the sublrand might otherwise have been attracted to the
vidhie brimel of another manufacturer, <o that what seems like canni-
Dalization is actually strategic brand protection.

In contrast, Gap stores—a suceesslul retailer of distinetive casual
olothing—Dacked away Trom a subbrand becanse of cannibalization
wid ige dilution issees, o 1993, Gap faced competitors who woere
burgeting value-conscions eustomers by offering Gup-like fushions at



prices that were 20 1o 30 percent lower: “To connpele agginst this threat,
Gap tested warchouse-style ontlets ealled Gap Warehouse that sold a
broad array of clothing at competitive prices. The problem was that
the clothing was too similar to what was sold at the Gap. As aresult, a
decision was made a year later to change the name to Old Navy Cloth-
ing Co., with Gap relegated to a much less prominent endorser role at
the outset and scheduled to disappear entirely over time.

The risk to the brand is much lower when the extension is qualita-
tively different from the parent. For example, Gillette has historically
meant quality, innovative razors for men. Believing that a position in
the growing disposable razor market was erucial, Gillette launched
the Gillette Good News line. The subbrand’s younger, lighter per-
sonality contrasted with the masculine/macho Gillette persona and
played a key role in distinguishing the disposable brand from the rest
of the line. The fact that the Gillette Good News disposable was a pre-
mium entry in the disposable category also helped to reduce the
potential damage to the perceived quality of the Gillette brand.

DESCRIPTIVE SUBBRANDS FOR VALUE POSITIONING

The name and logo of a subbrand can assist in signaling a lower-level
product. By containing the word value, IBM ValuePoint suggests that
it is a low-end addition to the IBM line. Stanley's Professional and
Thrifty subbrand names clearly position the two lines. Masterlock has
a "Lockers and Bikes” line (of lighter locks) as well as a “Sheds and
Gates™ lock. Fender makes high-quality electric guitars that sell for
$1.500 to 83,000, but they also have a “Starter” electric guitar priced
at $199. A brand may also use a series of numbers to denote clearly
where in the quality/value spectrum the products fit. For instance, the
100 series may be qualitatively larger and superior to the 90 series
and the 70 series.

WILL THE IDENTITY STRETCH?

One concern is whether the brand has an identity that can span the
vertical line definition or whether the identity is compromised by
new entries at the low end. BMW’s 300 series (the smallest and least
expensive), S0 series, and 700 series relloct very different sives and
price points, Each ol them, however, still have the same identity—

“the ultimate dviving machine” A car that is responsive and fun to
drive works at all the price points,

i contrast, the identity Tor Mereedes is based in part on prestige
and exclusivity Thus the Mercedes 190, which costs less than $30,000,
presented a problem hecause of its potential inconsistency with the
Mercedes identity of status cars for the affluent, When Mercedes re-
defined its identity to focus on quality rather than status, the 190
subbrand fit in better and provided a way to extend the Mercedes
franchise to a younger group of buyers.

CREATING A IDIFFERENT PERSONALITY:
THE PARENT-CHILD RELATIONSHIP

Because of the identity problems that can result when a brand moves
down, it may be useful to use the subbrand’s personality as a way to
differentiate the new, lower-priced entry. Ifit is given a strong per-
sonality which is different from that of the original brand, the risks of
cannibalization and image tarnishing are reduced.

Because family relationships are so familiar to consumers, they
offer a clear and rich opportunity for creating distinet but related sub-
brand personalities. The subbrand could be a child (either son or
daughter} of the original brand (the father or mother), one who cannot
yet afford or appreciate the better version. Or it could be the grand-
parent of the original, one who appreciates good value more than
premium guality.

Consider a parent brand with an honest, caring, hardworking,
small-town persona—for example, John Deere, Chevrolet, or Kodak,
The son of this brand (perhaps named John Deere Jr.) could have
many of these same characteristics; after all, he (or it) is a chip off the
old block,

The son, though, could also be different in many respects from the
father. He would likely be drawn to simpler, less expensive options—
perhaps looking to move up as he accumulated money over time,
Other characteristics will depend in part on the product class. A son
with youth and vigor might le appropriate for u motoreyele or hicy-
cle. A serious, nerdy son might be reassaving lor a new line of lawn
cquipment or tricks. For clothes, it micht be hetter to have the
som be spontaneons and o to be with, peerhiaps similar to the Jolly
Cireen Giant “Little Sprout” character, For a sports car or mountaine



eering line, the son might have a reckless, living-on-the-edge ele-
ment to him. In any case, the personality of the son offers a point of
distinction from the parent brand and a way to connect with a target
market while still providing a coherent link to the brand's heritage.

DISTINGUISHING THE SUBBRAND

The product itself is one way to separate the subbrand from the
parent brand. If the product is clearly different in terms of features,
applications, and users, the risk to the core brand is reduced. Court-
vard by Marriott, for example, is very different from Marriott itself—
it has fewer services and offers a different hotel experience. The
Gillette Good News is a very different product than Sensor and the
rest of the Gillette line. If a retailer such as Nieman's went downscale,
the two types of stores might be separated by color scheme, am-
biance, background music, and featured clothing styles as well as the
service spectrum,

When the product is more difficult to distinguish because key
product characteristics are not visible, the problem is more severe.
This is true for Kodak Funtime film, the Kodak Funsaver camera, or
the IBM ValuePoint line (as least for many inexperienced computer
users). In such cases it becomes important to create different person-
alities and to manage the symbols associated with the new hrand.
Even a different logo and color can help to provide the necessary sep-
aration.

Aiming at a different market will not only provide a point of dis-
tinction but reduce the image-tarnishing risk, because customers of
the parent brand will be less likely to be exposed to the new offering.
The downscale offering of an upscale health chain, for example, could
be for a younger clientele (say, in their twenties or thirties) or could
focus on a small-city market, leaving the large cities for the parent
brand.

The parent brand can also be managed in a way that accentuates the
distinction between it and a subbrand. For example, a line of tools
might be upgraded and given a subbrand name (such as the “Pro-
Choice”) at the same time as a thrifty subbrand (the “HomeMaster”™} is
introduced. In essence, the tactic is to simultaneously move the brand
up and down. The downlevel Gillette Good News subbrand works in
part because the rest of the razor line is positioned (and thus elevated)

by the Gillette Sensor, 1 is casier Lo separite Cillette Good News from
Ciillette Sensor than it is to separate cither subbrand Grom Gillette,

Alternatively, the line of tools for the main braned might remain the
same, but a ProCloice line might be created at the same time the
lower-level HomeMaster line is introduced. The result is three levels,
with uny tarnishing c¢fect of a lower subbrand com pensated by the
“halo” effect of a higher brand,

MOVING A BRAND UP

A brand may be a leader in volume and market share, with the envi-
able advantages of economies of scale and retail clout. Tt is on the
store shelf, in the pantry, and in the customer’s mind. However, its
price has been squeezed by retailers and consumers, especially from
below by both price brands and store brands.

In this context, an attractive growth segment often emerges at the
very high end of the market. This segment enjoys much higher mar-
gins, and it also provides interest and even newsworthy developments
in what might be a somewhat tired category. Microbreweries (such as
Anchor Steam), designer coffees, upscale waters, sporty luxury cars,
and specialty magazines all represent target niches that are less price
sensitive than the larger market center. How can brands “move up’ to
take advantage of this growth and vitality and get out from under op-
pressive margin pressures?

Using A NEw BRAND

When the existing brand name is too much of a drag, the only feasible
alternative is likely to be the creation of a stand-alone brand. For ex-
ample, when Black & Decker ereated a line of tools for construction
professionals, there was a feeling that the target segment would not
be attracted to (and even would he uncomfortable with) Black &
Decker equipment hecause of the latter's association with the do-it-
yourself homeowner. Thus the DeWalt brand was created. The
DeWalt cquipment is a ent above Black & Decker in terms of perfor-
mance, is bright yellow (in contrast to the green of the Black &
Decker line), and Dias no mention of the Black & Decker parent brand,

A similar logic was responsible e Hondi's Acura, Toyota's Lexus,
and Nissan's Luliniti, i each cose, the core brand—which signaled



economy and simplicity rather than prestige, lendling, and comfort—
had the potential of preventing the new product from credibly
occupying the upscale position,

However, the option of successfully introducing a new brand is
often either too costly or simply not feasible, especially when the task
is to become the third or fourth brand in the mind and on the shelf.
An alternative is to use a subbrand of an existing brand to create a up-

scale entry.

THE ROLE OF A SUBBRAND

Using a subbrand, such as Coors Gold or Holiday Inn Crowne
Plaza, to penetrate the high end of a market has several advantages.
First, it avoids much of the expense of ereating visibility and associa-
tions for a new brand name. It is potentially easier to associate Holiday
Inn with an upscale hotel or Coors with a super-premium beer than to
start with a new name, Second, the applicable assets of the brand can
help provide a value proposition. Thus customers of Holiday Inn
Crowne Plaza know that they can access the Holiday Inn reservation
svstem directly using its 800 number, and Coors Gold customers rec-
ognize that their beer is connected to High Priority, the Coors
program to fight breast cancer. Third, the subbrands can provide a
perceived quality lift to the core brand names, Holiday Inn and Coors.

There are some risks of damaging the core brand when moving up,
although much less than when moving down. There is the possibility
that the premium version can, by comparison, make the core hrand
look more ordinary than it was previously perceived to be. For ex-
ample, Coors is not as appealing when Coors Gold is available—the
Coors drinker is less likely to believe that Coors is the best. A much
more serious risk, though, is that the core brand will keep the pre-
mium brand from achieving its full prestige. For example, the strong
image of Holiday Inn as a familiar, unpretentious hotel was a real
handicap when the Crowne Plaza subbrand was trying to compete at
the verv high end of the market. As a result, the parent company de-
cided to drop the Holiday Inn connection and let Crowne Plaza go on
its own.

In the worst case, the premium brand becomes an ohject of
ridicule, like someone with a financial windfall who has purchased the
trappings of nobility and developed pretensions of grandeur. The

Erncst and Julio Gallo Varictals fan eflort to move the Gallo name up
into premivm wines) may have this impact on some consumers, al-
though why such an entry may still make sense for Gallo will he
explained later in this chapter. The key to reducing this risk is to make
the subbrand distinct from the rest of the offerings under the brand
umbrella.

SEFARATING THE SUBBRAND

The basic problem with using a subbrand to move up is that the brand
often lacks credibility at the higher end. How can a believable claim
be made that a subbrand under the sponsorship of a middle-tier brand
can really meet the standards of a high-end market? One key to
making it happen is to have a silver bullet within the higher-end line
that demonstrates the subbrand’s ability to deliver—a visible flagship
Holiday Inn Crowne Plaza in New York or London, for example. An-
other is to clearly separate the line from that of the core brand.

Black & Decker's Quantum line of equipment, developed for the
twenty million or more serious do-it-vourself consumers, is a good ex-
ample of making an upseale subbrand clearly distinetive from the core
brand. Black & Decker accomplished this separation in part through
the use of a newsletter (Shop Talk), a telephone advice program
(Power Source), and several silver-bullet products (such as a ductless
drill using a specially designed vacuum system). Quantum also used
a color—silver with yellow printing—that sharply contrasted with the
metallic green of the Black & Decker line.

A subbrand that is upsecale will often emplov a descriptor such as
“special edition,” “premium,” “professional,” “gold” (Coors Gold,
Kodak Gold, Kedak Royal Gold), or “platinum” (the Platinum card).
Wineries use “private reserve” or “library reserve” or “limited edi-
tion” names to capture the higher end; airlines have “Connoisseur
Class” and the “Red Carpet Club.” Such a tactic can clearly signal a
move up, but a descriptive name can make it more difficult to develop
an independent identity for the subbrand. Tn gourmet coffees, Euro-
Roast from MJB hus been more successtul than Maxwell House
Private Collection and Folgers Gourmet Singles, perhaps because the
MJB subbwaned bas more distanee from its parent. EuroRoast, in ad-
dition to comnoting upseale quality, also has a European association
that acds interest wnd eredibility,



WILL THE IDENTITY STRETCH?

A key issue is whether a brand can be stretehed upward. Brands
whose identities are inconsistent with an upscale entry will find an
upward move more difficult. For example, Rice-A-Roni, in a variety
of flavors, is used in everyday meals; in fact, it is often the core part of
the meal. Thus the effort to move upscale with Rice-A-Roni Savory
Classics was not successful—Rice-A-Roni, consumers felt, was just
not something you served for a fancy entertaining dinner.

In contrast, the basic Uncle Ben's rice is perceived as a simple,
austere product, but one that can participate in fancy recipes. Thus
that brand’s upscale Uncle Ben's Country Inn rice dishes, which in-
clude Rice Alfredo Homestyle pilaf and Herbal rice au gratin,
worked. The Country Inn subbrand indicates that the recipes are in-
spired by the finest inns and may even suggest a relative who is
associated with interesting country restaurants. And the Uncle Ben's
name, though not upscale itself, is not incompatible with an upscale
setting or recipe and thus acts as less of a drag than Rice-A-Roni.

AN UpscALF ENTRY As A VEHICLE FOR DOWNSTREAM ENHANCEMENT

Another key motivation for creating an upscale version of the brand
is to affect the original brand identity positively. The aid an upscale
(or upstream) brand provides by enhancing the core (or downstream)
brand's identity is termed downstream enhancement. In such cases,
the potential profitability of the new brand may be of secondary im-
portance, or even nonexistent. An example of carefully manage
downstream enhancement comes from Gallo wine.

The Gallo name was (and is) a dominant force in the wine business.
Its biggest volume product was the trademark Gallo “jug wine” line,
which was facing competition from brands such as Glen Ellen. These
competitors were encroaching on Gallo's huge niche by positioning
themselves as just above Gallo in quality. To protect itself, the Gallo
elephant needed to move up a small notch, a very formidable task.

Ernest and Julio Gallo Varietals—a line of upscale, corked wines
that reflected a much higher quality than that of Gallo’s traditional
products—was the vehicle used to accomplish this task. Given Gallo's
jug-wine reputation, thongh, why wonld the company choose to put
its s so prominently o prn whiet striving to compete in the high

end? Why take the chanee that the upscale wine would lose credi-
bility ws acresult of the Gallo name?

The answer: downstream enhancement. The key target of the ex-
tension might not have been consmmers at the high end but rather the
core Gallo consumer, even il he or she never bought a Gallo Varietal.
A high-end product gave the company an opportunity to tell the story
of Gallo guality from a different perspective. Over time, and given
enongh communication support, this new perspective may well have
an impact on the overall Gallo quality perception, and the benefits in
terms of competing at the lower end might well justifv the expendi-
fures required to market a subbrand at the high end. Thanks to
substantial advertising support and distribution clout, the upscale
product finally did become profitable, but this was likely regarded as
it honns to the real objective of the subbrand.

Another tactic is to develop a new upscale brand, then attach the
eore brand name in order to help enhance the latter brand's identity,
For example, although Coleman is a leading camping equipment
Iwand, it has historically been associated with an image of being
“heavy and cumbersome.” This association contributed to resis-
laner when Coleman attempted to move up-market to backpacking
equipment. Thus Coleman launched the stand-alone Peak 1 brand,
which was more successful in part because it did not have the parent
Lrvindl’s associations. When the Coleman name was added to Peak 1
o few years later, the new line's reputation was already established:
the Coleman name was no longer a problem and, in fact, could con-
libwite a sense of substance (especially for new buyers). Further, and

more important, the Peak 1 association enhanced the identity of
Colenn.

BRAND EXTENSION DECISIONS

Another way to leverage a brand with extensions is to use it to enter
anid ereate advantage in another product category. The good, bad,
wnd ngly issues involved in making a brand extension decision (as
-.ulllnmiu'izml in my previous book, Managing Brand Equity) are as
okl

Ciond. The brand's associations, pereeived quality, and aware-
eSS Presenee |1|~|1} ther extension,



More good. The extension reinforces the associations and aware-
ness of the brand.

Bad. The name does not add value to the extension or even has
negative associations. ‘ :
Ugly. The core brand name is damaged or diluted by the extension,

or the brand franchise is cannibalized. _
More ugly. The opportunity to develop another brand name is for-
gone.

This analysis, though, assumes only an ad hoc decision to extend a
brand to another product class. Another perspective on extending
brands is discussed below.

CREATING RANGE BRANDS

The 19905 has seen the emergence of a brand concept that has cansed
some firms to look at their business very differently. A range brand
creates an identity that works across product classes. A range hr‘dlfd
can also be conceived as a spanning symbol that assists customers in
seeing relationships between prt}ductsmrela!:i(m:thi]::s tl-{atlﬂ]ey might
have missed. By thus breaking through consumers existing catego-
rization structures, range brands can extend a brand in new ways. A
range brand is sometimes called a megabrand, but the megabrand
term can also apply to a strong brand with high market share (such as
Budweiser or Coke) that does not span product classes.

RANGE BRANDS VERSUS BRAND EXTENSIONS

The 1980s was the era of brand extension: A strong brand was identi-
fied, and there was a search for product classes in which it would fit.
One rationale was to exploit the assets of the firm by applying them to
new business areas: another was to reduce the cost and risk of enter-
ing such areas. Extension decisions were thus made incremn?ntully.
How can the brand name be used to save money, to reduce risk and
to expand sales and profits? As Figure 9-3, suggests, the scope was
usually a single product class, and the perspective was short term.

A range brand looks at rand strategy holistically rather th;?n incre-
mentally. The objective is o ereate a strong brand asset Hiat will b ﬂ.w
basis of & business with a real competitive advantage. The core of a
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range brand strategy is to develop a vision of the ultimate identity that
the brand will possess, and the product lines that the brand will sup-
port either as an endorser or as a driver brand. Whereas a brand
extension decision will be driven largely by the current brand image,
a range brand vision may involve a different future identity for the
brand.

The Range Brand Scope

A key decision is to select for inclusion those products that are com-
patible with the brand’s identity or vision as opposed to its current
image. Of course, when selecting business areas, a firm needs to
assess its ability to make the produet, the intensity of competition and
price pressures, and market trends. However, with respect to brand-
ing, two criteria stand out:

1. The brand identity needs to provide a value proposition or basis
for relationship in the product class being considered.
2. The product needs to fit and reinforce the identity,

Product Line Identities

By definition, the range brand will be applied to several product lines.
Fuch of these product lines will have its own product line identity,
which will usually be an augmentation of the basic brand identity. To
compete ina product class setting will usnally require additional as-
sociations, Thus, while Healthy Choice has a clear identity based on
fooed that is nutritions, is low in Gt ad sodiom, and tastes good, the
Healthy Choice Generous Servings identity ineludes additional
frozen-dinner wd portion-size dimnensions, The Calvin Klein rnge
branel associates Bashion witha New York personality; its produet line



identities, however, are distinet withoul heing inconsistent. The fra-
grances emphasize sexuality and rebellion, whereas the suits and eye-
wear products are more conservative,

A Dynamic Vision

A range brand strategy requires a dynamic brand vision: What is the
ultimate brand identity? How should the brand evolve toward that
identity? A key part of the plan is to determine in what order the
product classes should be entered, as the order can affect the ability
of the brand to evolve. For example, Gillette meant razors when it in-
troduced Gillette Foamy—a shaving product, but not a razor. The
Foamy shaving cream, a product closely linked to razors, was a
bridge to the line of toiletries for men later introduced under the
Gillette Series brand. This line would have been more of a stretch
for Gillette without the Foamy product to pave the way for a broader
image.

The oral care category provides an example of brand identity evo-
lution. Companies in this category have realized that cleaning teeth
to prevent cavities is no longer the only mission. Rather, because of
the advances in toothpaste and dental treatment, customers now focus
on complete oral care, with an emphasis on healthy gums as well as
teeth. As a result the major toothpaste companies, Crest and Colgate,
have expanded into toothbrushes and other oral health products (such
as dental floss), and Oral-B, known for its toothbrushes, has developed
a broad line of oral care products. The old brand identities needed to
be broadened to provide a value proposition in the new setting; iden-
tities that worked for toothpaste and toothbrushes became too narrow
to succeed in the oral care category.

Way RANGE BRANDS?

There are several reasons why range brands can be beneficial. Strate-
gically, the range brand concept can provide coherence and struct-
ure to strategy. The essence of a business strategy is to address two
questions: (1) What business areas (product-markets) will be in-
cluded? And (2) what competitive advantage will exist in each of these
business arcas? Range brands, such as Weight Watchers, Ford,
Disney, Oral-B, and American Lxpress, provide answers to both
questions,

A second mativation is coonomie. An economist wonld observe that
a rnge brand provides classic cconommies of seope—that is, the fixed
cost of maintaining a brand vame can be spread across dilferent busi-
nesses. A business strategist would see a range brand as providing
synergy. A grouping of businesses is greater than the sum of its parts,
because an investment in one will help the others. Both perspectives
really capture the same potential cost-efficiency. In addition, the
awareness and identity of a range brand can reduce the costs and risks
of new product efforts.

The reality is that creating or supporting a brand is very expensive
in the modern era, especially given high advertising and promotional
costs. A stand-alone brand competing with range brands can he ata
big disadvantage because of the lack of scale economies (although a
well-positioned niche brand, of course, can be a winner). |

A third advantage of range brands is that being associated with
multiple product classes can add visibility and can reassure con-
sumers that the firm is capable of success in different contexts. Dacin
and Smith explored the impact of the number of product classes as-
sociated with a brand."* The number of product classes in the study
was either three (small kitchen appliances, garage door openers, and
hand-held garden equipment) or seven (those three plus hair drvers
small power tools, carpet sweepers and telephone answering m;a.j
chines). In evaluating an extension of this brand (into sports watches,
or electric irons), a greater number of product classes affiliated with

the brand enhanced both the evaluation of the extension and con-
sumer confidence in the evaluation.

RANGE BRANDS AT KRAFT

Examples of range brands at Kraft/General Foods include Phila-
telphia (Regular, Herb, Salmon, Dip & Sauce, and others), Kraft
Slices—regular, lavored and others): and Kraft Mayonnaise—(Real,
Yognrt, Mayoliva, and others), and the Evropean brand Miracoli (hox
dinners, sances, premiim dinners)."™ In cach case there is a brand
wlentity—usuvally drawn in large part from the original product set-
ting—that is carvied theooghont the line. T involves a value
proposition and personality it can affeot nser choice and satisfe-
tiom awross product categories. This identity needs o be powerful and
relesant, yet flexible coough to work seross dillerent contests.



The core brand identity Tor Miracoli is authentic Ttalian taste and a
secret combination of herbs and spices. This identity is implemented
in all the advertising and packaging in all product lines. For example,
the advertising for each line shows the same Italian homemaker, who
has a consistent personality and credibility.

The brand identity for Philadelphia is the gold standard of quality—
a delicious treat that is expensive, but worth it. Each of the product
lines augment this identity. Philadelphia Light, for example, is the
fresh and light cream cheese with the famous Philadelphia taste.

HonDa: CREATING MULTIFLE IDENTITIES

Honda is an interesting range brand because its product lines repre-
sent a significant stretch. Honda could rely on its reputation for
economy, workmanship, and expertise in small motors to extend to
products like lawn and garden tools. However, its decision to put the
Honda name on automobiles was risky (although successful).

Why was Honda able to stretch its brand? First, there was a
common identity involving associations such as competence, effi-
ciency, few defects, and good engines, even across disparate products,
Second, its automobiles were excellently made; stretching is a lot
easier when superior products are involved. Third, Honda had sub-
stantial resources to put behind the automobile brand, and big bud-
gets often paper over problems (witness Coke's ability to recover from
“new Coke”). Finally, the product line identities were strong and dis-
tinct. In essence, many consumers perceive two Honda brands—ome
for automaobiles and one for small engine products. It does not really
matter which product class consumers think of when Honda is men-
tioned, but it does matter that Honda and the appropriate associations
come to mind when either product class is cued.

WaHAT ProDucts? How BROAD?

The key task in developing range brands is to identify the product
classes for which a brand can provide leverage, contribute to the value
proposition, or enhance the relationship between the brand and the
customer. Ed Tauber, a seasoned brand extension researcher, recom-
miends that prospective customers be asked the following questions
about any proposed extension concept: How will this brand differ

from its competitors? How will it provide value? Kcnstomers cannot
answer these questions, the odds of success go way down,

The selection of product classes for which the brand will add value
will depend on the brand’s identity. Attribute associations, for ex-
ample, will work only in particular contexts. According to a study by
Broniarczyk and Alba, Close-Up has a breath-freshening association
that would work for mouthwash and breath mints, but that would be
much less effective for dental floss and toothbrushes. ™ In contrast, be-
cause of its dental protection associations, Crest works with dental
Hoss and toothbrushes, but less so with mouthwash and breath mints.
There is more latitude if the perceived quality is high. Aaker and
Keller showed that a high level of perceived quality helps a brand
travel further. s

Stretching a brand beyond its perceived area of expertise can be
risky. A study by Park, McCarty, and Milberg found that a hypotheti-
cal extension of Timex into garage door openers, smoke detectors, and
colognes had a negative impact on Timex, while extensions into
nearer categories like batteries, calculators, rings, and bracelets did
not.'® The researchers also found that extending Rolex into function-
ally oriented products like door openers, batteries, and caleulators
hurt the brand, but that extensions into prestige products helped it.

When a brand's identity moves bevond product associations to or-
ganizational associations, brand personality, and (in general) more
abstract associations, it will travel farther. Some bases for identity—
such as prestige (Rolex), fashion (Vuarnet), and health (Healthy
Choice)}—are not associated with a specific product class and will be
capable of casting a wider shadow than an attribute that is tied to a
specific product.

Consider the Calvin Klein brand, which began with designer cloth-
ing but now ean be found on not only clothing of all types (including
underwear, jeans, and men’s suits) but also fragrances and eyewear,
Braun is associated with electric shavers, clocks, and a wide range of
household appliances including food processors, hand blenders,
coffee makers, and curling irons. Disney, which started out making
short cartoons, is now also strongly associated with feature-length film
production, theme parks, clothing, toy stores, a hockey team and
cruise lines,

The extendability of these range brands is particularly remarkable
when one considers the Timited reach of some of their competitors.
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What if suitmaker Brooks Brothers marketed a line of perfume or
hosiery? What if the Cuisinart kitchen appliance brand was placed on
an electric razor? And what if the Montreal Canadiens hockey team
wished to put its name on a theme park or a film company? The abil-
ity of some range brands to extend further than many of their
competitors is strongly related to the way in which their identity has
been developed and allowed to evolve,

A logical brand scope is a product category; a category brand is a
range brand that represents a product category such as baking mixes.
Category brands increasingly have an advantage over orphan
brands—that is, brands not supported by category cousins (such as
Nestlé Morsels, the only product offering by Nestlé in the baking sec-
tion). Retailers, exploiting information technology, are managing
whole categories rather than individual products. Stocking, pricing,
and promotion decisions thus are increasingly being made at the cat-
egory level. As a result, retailers find it efficient and strategically more
coherent to deal with category brands.

CO-BRANDING

A brand can also be leveraged by entering another product class, not
by a brand extension, but by co-branding,

INGREDIENT BRANDS

One form of co-branding is to become a branded ingredient in an-
other brand. Hershey's, for example, might have trouble extending
into cake or cookie mixes, because such products require different
manufacturing processes and because consumers might question
Hershey's ability to deliver high quality in those areas. With little risk,
however, Hershey's could become a branded ingredient in a Betty
Crocker cake mix. The strength of the brand name thus would be ex-
ploited without Hershey’s becoming involved in a running a new
business. Such co-branding provides many of the advantages of an ex-
tension with less risk.

Becoming an ingredient co-brand provides another benefit of
brand extensions: more visibility for the brand. KC Masterpiece bar-
becue sauce got a huge lift in visibility and eredibility when a major
chip firm introduced the KC Masterpicee-tlavored potato chip.

Makers of KC Masterpivee were only too gl to do the R&ID 1o
make this happen and o provide the flavoring ingredient. Intel,
Nutrasweet, and others have gained visibility by getting manufac-
turers to feature their brand and logo prominently on packaging and
in advertisements.

CoMPOSITE BRANDS

Another form of co-branding is having a composite brand—the
bundling of two brands to provide an enhanced consumer benefit or
reduced cost. For example, the Yoplait subsidiary of General Mills
used the Trix brand to introduce Trix Yoplait yogurt, a product geared
for children. No additional television advertising expenditures were
applied to the new product beyond the 12 to 15 million dollars al-
ready spent on Trix cereal; the company capitalized on the high
awareness level of Trix cereal and its identity among children.

In the credit card industry, MasterCard led the charge with ag-
gressive co-branding as a means to segment the market and target
desirable niches. The AT&T Universal Card (which combines with
the AT&T calling card) and the GM card (which allows the user to
earn rebates on GM cars) have been exceptionally successful. A Mas-
terCard co-brand like AT&T gains visibility in addition to providing
added value in the form of convenience to their customers. The
AT&T and GM cards also provide a relationship link with customers
because there are incentives to buy GM cars and to use AT&T as a
long distance carrier.

Healthy Choice combined with Kellogg's to create a line of
“Healthy Choice from Kellogg's™ cereals that have a superior taste
and a good position on the health dimension. The cereals, using de-
scriptive subbrands such as “multigrain flakes” and “multigrain
squares, contain vitamins {including beta carotene), fiber, light
sweetening for taste, and no fat. They use a distinctive green package
with the Healthy Choice running logo. The partnership gives Healthy
Choice the Kellogg's endorsement and better access to the cereal cat-
egory. Kellogg's benefits from new products with high sales potential
that will add to the brand's clont in the store and to its identity as an
inmovative cercal supplicr. Kellogg's also gets a second chance at a
product concept where it had failed without the Healthy Choice
name snd eredibility



THE BRAND SYSTEMS AUDIT

1.  Strategic brands. What are the strategic brands—brands that are
strategically important and should receive more than their share of re-
sources? The critical aspect here is to identify those brands that have
small sales now but will become more important sales and profit con-
tributors in the future, and those brands (such as branded services)
that are important points of leverage even though the business with
which they are associated may never be an important profit generator.
9. Endorser brands. What brands are playing endorser roles? In
what way do they add value? Is their identity appropriate for that
role? Are there cases in which the endorser should recede, or even
become disassociated? Are there other contexts in which an endorser
should be added or made more pronounced?

3. Branded benefits: services/features/ingredients. What services,
features, or ingredients should be branded (or, if already branded, are
underexploited)? How would branding them add value?

4.  Silver bullets. What brands or branded benefits are playing or
could play a silver-bullet role? Are they being exploited properly? Are
additional silver bullets needed?

5.  Range brands. ldentify the range brands, Do their brand iden-
tities work in cach context? Is there a plan that specifies what prod-

THE SYNERGY OF CoO-BRANDING

Co-branding is a classic search for synergy. Two brands together can
share brand-building dollars and the risk of a new produet launch,
Further, they can bring to the party brand associations that, in com-
hination, can create a point of differentiation. The problem is finding
the right fit and solving the implementation problems of two organi-
zations, with different systems and cultures, working together.

THE BRAND SYSTEMS AUDIT

Chapters 8 and 9 have presented the brand systems view. The con-
cept is that brands rarely operate in isolation. Rather, a set of brands
will form a system. The challenge is to manage the hrand system to

ucts the range brands will include in tee Titee? Which shonld be the
firm's range brands of the future? What are the brand identities of
these range brands? What is the vision of the range brand in terms of
products to be included—for which would the range brand act as an
endorser brand?

6.  Co-brands. Are there opportunities to partner or co-brand?
What types of partners would serve to reduce limitations of our iden-
tity? What types would enhance the identity? In cach case would it be
more appropriate to be a modifier brand or 2 modified brand?

7. Extension options. Is there a brand that is a good candidate for
horizontal extension? Why? What identity elements will provide
leverage?

8. Vertical extensions. ldentify a brand that should be moved up ar
down. Develop a strategy. Would a subbrand be useful?

8. Clarifying with subbrands. 1dentify an instance in which the
offerings are confusing and lead to expectation problems. Could
subbrands or subsubbrands be used to clarify or manage expect-
ations? '
9. How many brands? Are there too many brands? Too few? What
criteria should guide the decision to add a brand?

achieve synergy and clarity and to fully develop and exploit the po-
tential of each brand. A place to begin this management process is to
conduct a brand systems audit (see insert). The audit provides a way
to cycle through the brand systems concepts and relationships that
have been discussed.

QUESTIONS TO CONSIDER

1. Should the brand be moved up or down? Why? What are the

risks? What are the alternative ways to accomplish the goals?

2. What line extension options exist? What objectives are there for

a line extension prograum?

3. Identify the cundidite range brands, What are the pros and cons

of cach? Ldentify the firnd's range braawds of the future, What are




the identitios of these range brands? What is the vision of the
range brand in terms of products to Iy ineluded—as an endorser
brand and s driving brand? What are the identities of the prod-
uct line brands under the range brand’s umbrella?

4. Are there opportunities to partner or co-brand? What types of
partners would reduce limitations of vour brand's identity? What
types would enhance the identity? In each case would it be more
appropriate to be a modifier brand or a modified brand?

10

MEASURING BRAND EQUITY
ACROSS PRODUCTS AND
MARKETS

than an exact answer to the wrong guestion, which can always be made precise
—John Tukey, statistician

A brand is a set of differentiating promises that link a product to its customers.
—Stuart Agres, Young & Rubicam.



hart Deancds are really strong not only within a product category

bt ailse aeross product categories? What makes a brand strong
anyway? These are very basic gquestions. Answering them requires an
in-depth understanding of brand equity and of individual brands and
their context, and addressing them can provide insights as to how to
build strong brands and track their strength over time.

Three efforts to measure brand strength across product categories
will be discussed below. The focus will be on (1) the measures that are
employed and their rationale, and (2) the substantive insights and hy-
potheses that emerge from the measurement efforts. As will be dis-
enssed, brand equity measurement across categories has practical
utility for firms operating in several product arenas, but it also pro-
vides insights and a starting point to develop a bran d-specific track-
ing system. Drawing on these three measurement efforts (and the
coneepts of brand equity and brand identity already put forward), a
sot of ten measures of brand equity, the Brand Equity Ten, which can
be used to measure brands across categories will then be proposed.

YOUNG & RUBICAM’'S BRAND ASSET VALUATOR

The most ambitious effort to measure brand equity across products,
termed the Brand Asset Valuator, is that of Young & Rubicam (Y&R) a
major global advertising agency, who measured brand equity for 450
global brands and more than 8,000 local brands in twenty-four count-
ries. Each brand was examined using a thirty-two item questionnaire
that included, in addition to a set of brand personality scales, four sets

of measures:
L. Differentiation—Measures how distinctive the brand is in the

marketplace.

9 Relevance—Measures whether a brand has personal relevance for
the respondent. Is it meaningful to him or her? Is it personally ap-
propriate?

3. Esteen—Measures whether a brand is held in high regard and
considered the best in its class. Closely related to perceived
quatlity und the extent to which the brand is growing in popularity.

4. Knoweleduse—A measure of understanding as to what a brand

stands tor
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Top US. Brands for Each Y&-R Brand Asset Valuator Dimension
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Brand Stature is Esteem multiplied by Knowledge.



Figure 10-1 identifies some of the Lrands high on f_ti_-.i.l‘:h of l:]ww di{i
mensions (as well as two other dimensions which will be discusse
shortly), and thus provides some insight into what the constructs are
measuring. . :

Y&R put forth the hypothesis that brands are built sequentially
along these four dimensions, as shown in Figure 10-2.

FIGURE 10-2 |
The Young & Rubicam Model of Brand Dynamics
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i
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{
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@
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DIFFERENTIATION MULTIPLIED BY RELEVANCE = BRAND STRENGTH

Differentiation comes first in the Y&R model. Brands such as Enapplflz,
Dr Pepper, Grey Poupon, and Ferrari stand apart from their cnm_peh—
tors, and that provides one basis for brand strength. If there is I:m
point of difference, a brand’s value will be low. The Y&R model hy-
pothesizes that a new brand with amhitinn? to become strnn,lt?, mlust
start by developing a point of real differentiation. Cq:-mrersel-ly, a loss
in differentiation is usually the first sign that a strong brand is fading,
i iation leads.
]:h‘il:?;E rfl.]l-l:pﬂ!'t the hypothesized role of diﬂ:t‘:r-:antiatlinn in the:r F]Tand'
building process, Y&R explored differentiation dlffergnj:ea Ia:nu:;l-:g
two sets of brands. “Up and coming’ bmnds—thnsa-. gaining HL sales
and popularity—were, on average, high on diﬂ‘erﬂﬂtmhm:lt I[ln.t e t?lp
third of all hrands) and lower on the ﬂlll'lﬁl' th_rue dilmenﬁmna {:Flht e
bottom 40 percent). The opposite was found tor Fading brands. These

two results suggest that differentiation indeed drives some key dy-
namics. OF conrse, more delinitive judgments will reduire obtaining
moeasures over time, so that changes in differentiation can be oh-
served.

Relevance comes next. Unless a brand is relevant to a significant
segment, it will not attract a large customer base. Ferrari and Jaguar
are very high in differentiation but extremely low in relevance: few
individuals seriously consider buying one because these cars are im-
practical for daily use or are too expensive. There is a strong as-
sociation between relevance and household penetration (the percent-
age of households that buy the brand). Kodak, for example, has high
relevance and market penetration, while its competitors Agfa and Fuji
have significantly lower relevance and penetration. In general, small
brands tend to be low on both relevance and penetration. AT&T.
Band-Aid, and Campbell’s, the U.S. brands highest on the relevance
dimension, all have high penetration.

Brand strength represents differentiation multiplied by relevance.
The logic is that a brand must have both characteristics in order to be
strong. Further, it is not easy to have high marks in both: few brands
high on one dimension are also high on the other Note how few of the
top ten brands on differentiation and relevance made the top ten on
brand strength. Growing brands and strong, established brands such
as Hallmark and Disney tend to be high on brand strength.

ESTEEM MULTIPLIED BY KNOWLEDGE= BRAND STATURE

Esteem and knowledge complete the hierarchy and combine to form
the brand stature construct. Esteem combines perceived quality with
perceptions of a growth or decline in popularity. On average, esteem
is largely based on perceived quality. But there are brands for which
a decline or growth in popularity affects esteem. Further, there
are countries (such as Japan), in which perceived popularity gener-
ally accounts for greater variability in esteem than does perceived
quality.

Knowledge indicates that the customer not only is aware of the
brand but also understands what the brand stands for Young & Rubi-
cam posits that knowledige—the true understanding of the brand—is
the culmination of the brand building effort. Unlike awareness, it is
not simply built by exposures; vather, it is generated by a real cus-
tommer intinaey with the brand.



Comparing Esteem and Knowledge. Comparing a brand's esteem with
its knowledge often provides some important insights, For instunce,
some brands rank higher in esteem than in knowledge. This means
that relatively few people understand what the brand stands for, but
those who do hold it in high regard. A brand in this situation is likely
to have some unrealized potential—which it may or may not be
poised to take advantage of—if it can find a way to expand knowledge.
Brands with higher esteem than knowledge include Fisher-Price,
Crayola, National Geographic, WD-40, and 3M.

Conversely a brand may have high knowledge but low esteem.
This means that more people know what the brand stands for, but
relatively few hold it in high regard. Exxon, the National Rifle As-
sociation. MTV and all rate higher in knowledge than in esteem, and
the same is true for most cigarette and alcohol brands. Brands with
this profile are usually losing penetration, or they are serving a
market that has a polarized opinion about the brand.

Characteristics of Brands with High Stature. The Y&R Brand Valuator
follows a previous brand measurement effort by the Yé&H sister com-
pany Landor Associates that measured brand equity across countries.
Although only the stature dimensions (knowledge and esteem)
were measured. some observations from this firm's research are in-
structive.! One observation is that the high-stature brands, such as
Campbell's, Coke, Hallmark, and Kodak, tended to have consid-
erable longevity and a rich heritage and identity. The Y&R study,
however, shows that voung brands such Doritos (since 1966)
and Sesame Street (since 1969) have also achieved stature {and
brand strength) as has Ocean Spray, a brand revitalized by brand
extensions.

The Landor studies also showed that the stature of brands varies
sharply over countries and segments. In the United States, the high-
stature brands tend to be consumer packaged goods, whereas in
Europe and Japan car brands have higher stature; in Japan, retailers
also get high marks. With respect to segments, McDonald's scores
much higher among the 18-29 age group than in other segments.
Brands like LOréal, New Freedom, and Sure & Natural rate high
among women, while brands like Playboy, Motorcraft, and Louisville
Slugger are high among men. Toyota is high in stature among import
car buyers,

Tue Powen G

Further diagnostic information can be obtained Tom i stature-lwy-
strength diagnostic framework termed a power grid, as shown in
Figure 10-3. Brands that are high on both dimensions (the upper
right quadrant) have the greatest equity to protect and exploit. The
bottom lelt gquadrant is generally made up of brands that are just
getting started; however a brand that stayvs too long in this quadrant
is not likely to be successful in the long run,

FIGURE 10-3
The Yd&zR Power Grid: Stature Versus Strength
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According to the Y&HR hypothesis, the brands in the upper left
quadrant are either strong niche brands or brands with a significant
opportunity to grow by increasing their stature (knowledge in particu-
lar). The lower right quadrant, in contrast, is largely populated by
brands that are tired but still retain some esteem and knowledge.
Two-thirds of these brands are lower in esteem than in knowledge,
and 90 percent of them have lower ratings for differentiation than for
relevance. Because they have lost brand strength, they are sinking.

TOTAL RESEARCH'S EQUITREND

EquiTrend, developed by Total Research, provides a nice contrast to
the Y& R Brand Asset Evaduator incasures. Much more parsimonious,



EquiTrend is based on a small set of simple yet powerful guestions.
Although limited in scope compared to the Y&R study, EquiTrend
has developed data over time that greatly enhance its ability to make
judgments about the dynamics of brand equity and its effects. Its
anmual survey of 2,000 respondents started with 133 U.S. brands, and
by 1995 covered over 700 brands in 100 categories.

EquiTrend is based on measures of three brand equity assets. The
first is salience, the percentage of respondents who have an opinion
about the brand. Thus, like the Y&R knowledge measure, it goes
bevond the more conventional concepts of awareness, recognition,
and recall by demanding that respondents hold an opinion.

The second, perceived quality, is at the heart of EquiTrend—in
part because it has been found by Total Research to be highly associ-
ated with brand liking, trust, pride, and willingness to recommend. It
is essentially the average quality rating among those who had an opin-
ion about the brand. Quality is measured using an 11-point scale that
ranges from “outstanding” to “unacceptable.”

The third, user satisfaction, is the average quality rating a brand re-
ceives among consumers who use the brand most often. It provides a
look at the strength of brands within their user base: For example,
MTYV is the 100th-ranked brand in perceived quality (with a rating of
5.2), but is the 2nd-ranked brand among its user group (with a 9.3
rating). Similarly, Toyota is the 62nd-ranked brand in perceived
quality (an average rating of 6.7) but fourth in user satisfaction (a rating
of 9.19). And Estée Lauder was the fifth brand in user satisfaction (a
rating of 9.1) but only the 38th brand in perceived quality (a rating of
7.0). One problem with measuring user satisfaction is that some
brands, such as Mercedes, have such a small incidence of usage that a
national sample becomes inadeqguate to estimate user satisfaction.

The three measures are combined into an EquiTrend brand equity
score. An examination of the top brands over time (see Figure 10—4)
shows some remarkable consistency at the top end: Of course, since
the EquiTrend data is limited, many U.S. brands are excluded.

Although it is difficult to generalize, several hypotheses emerge
from an examination of the top brands (those listed above, plus such
others as AT&T, IBM, Levi's, and Lego). First, drawing upon the
EquiTrend brand personality data, many of these brands, such as

Koduk, Hallmark, Fisher-Price, AT&T, and Lego, seem to be associ-
atedd with @ wholesome, warm, caring personality. Second, most of
thiese Dbrands have elear identities: law‘i'.ﬂ, for vmnuph'. hias o strong

FICURE 10-4
Equilrend Congistency of Top Brands

BranD Banive Asiong BRANDS SURVEYED

1965 1994 1993 1992 1991 1990

Eodak Film 1 3 3 2 2 3
Disney World 2 1 1 1 1 —
Mercedes 3 5 B 8 3 2
Disnevland 4 2 1 1 1

Hallmark 5 4 4 4 5 6
Fisher-Price 6 fi 5 3 fi 5

identity based upon its heritage as a product worn by miners in
nineteenth-century California and its contemporary user imagery.
Third, an advanced technology and premium price position has likely
benefited firms such as Mercedes, IBM, and AT&T. -

PERCEIVED QUALITY AND PRICE

Analysis of the EquiTrend data has shown that perceived quality is as-
sociated with premium price, confirming the PIMS studies mﬁn;.:iunl:d
in Chapter 1.2 For example, premium-priced brands like Kodak, Mer-
cedes, Levi's and Hallmark have substantial perceived quality
advantages over competitors such as Fuji film, Buick automobiles, Le;e:
jeans, and American Greetings cards. This relationship is undoubtedly
based upon two-way causal flows: A strong brand commands a pricf:-
premium, and a price premium is an important quality cue. Raising
the price when perceived quality has been {or can be) created not only
provides margin dollars but also aids perceptions. .

PERCEIVED QUALITY AND USAGE

Perceived quality is also shown to affect usage. An interesting obser-
vation from the EquiTrend database is that there is nearly a straight-
line relationship between the proportion of consumers using a brand
most often and the perecived gquality sating of Uie brand: 39 percent ol
consumers who vated o braod s a 10 in quality also indicated that
they nsed tit bivand most often. As Fignee 100-5 shows, when the



perecived quality rating fell, so did the usage. OF course, the relation-
ship is muted for high-ticket markets. For instance, only 2 percent of
the consumers who rate Mercedes-Benz as a 10 actually drive one
most often (although more than 80 percent of those who drive one rate
it this highly.)

BranD EQuiTy AND PRICE ELASTICITIES

The EquiTrend database was juxtaposed with price elasticities based
on consumer research (using conjoint analysis) for two packaged-
goods product classes.® In all contexts, the sales decrease stimulated
by a 10 percent price increase was substantially more for a brand con-
::irdered to have good quality than a brand perceived to have superior
guality.

SToCK RETURN

Even more intriguing is the relationship (described in Chapter 1)
between the change in brand equity, as measured by EquiTrend, and
stock return, Among the thirty-four EquiTrend brands that are associ-
ated with a stock return (for example, Kodak, IBM, AT&T, Exxon,

FIGURE 10-35
Equity/Sales Relationship
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Goodyear, and Coke), brand couity Bad abont the same inipact on
stock retiurn as did returm on investment, the sccounting value known
to be associated with stock wmarket movement, This relationship was
found even after controlling for both advertising expenditures and
2WAreness.

INTERBRAND'S TOP BRANDS

Interbrand, a UK-based branding consulting company, used a very
different approach to identify the strongest brands in the world, Its
a set of criteria, chosen subjectively, included the business prospects
of the brand and the brand’s market environment, as well as consu-

mer perceptions. Five hundred brands were evaluated based on
seven criteria:

1. Leadership. A brand that leads its market sector is more stable
and powerful than the second-, third-, and fourth-place brands.
This criterion reflects economies of scale for the first-place brand
in communication and distribution, as well as the problems that
also-rans have in maintaining distribution and avoiding price ero-
sion.

2. Stability. Long-lived brands with identities that have become part
of the fabric of the market—and even the culture—are particu-
larly powerful and valuable.

3. Market. Brands are more valuable when they are in markets with
growing or stable sales levels and a price structure in which sue-
cessful firms can be profitable. Some markets, such as frozen
dinners and some areas of consumer electronics, are so rife with
debilitating price competition that the prospects of any brand
being profitable are dim.

4. International. Brands that are international are more valuable
than national or regional brands, in part because of economies of
scale. More generally, the broader the market scope of a brand,
the more valuable it is; a national brand is worth more than a
regional brand.

5. Trend. The overall long-term trend of the brand in terms of sales
can be expected to refleet future prospects. A healthy, growing
brand indicates that it rening contemporary and relevant to con-
stniers,



6. Support. Brands that have received consistent investment and fo-
cused support are regarded as stronger than those that have not.
However, the quality of support should be considered along with
the level of support.

7. Protection, The strength and breadth of a brand's legal trademark
protection is critical to the brand’s strength.

Based upon these criteria, Interbrand determined that the top ten
brands in the world in 1990 were as follows:

1. Coca-Cola 6. IBM

2. Kellogg's 7. American Express
3. McDonald's 8. Sony

4. Kodak 9. Mercedes-Benz
5. Marlboro 10. Nescafé

The business-oriented (versus consumer-oriented) view of the
Interbrand criteria is useful in part because it is a step closer to put-
ting a financial value on the brand—in fact, Interbrand uses its brand
ratings to determine a multiplier to apply to earnings. The subjectiv-
ity of both the criteria and the assessment of the brands, however,
makes the dimensions difficult to defend and affects the reliability of
the resulting measures.

It is easy to challenge the assumptions reflected in the dimensions.
Small niche brands, for instance, may be more profitable than so-
called leadership brands. Older brands may lose their brand strength.
The ability of a market to create or protect margins is difficult to pro-
ject. A local brand can have advantages in connecting with customers,
and thus it may be more profitable than an international brand that
must deal with substantial coordination problems. Growth in brand
sales, especially if obtained by sacrificing margins, is not necessarily
healthy. Further, the Interbrand system does not consider the poten-
tial of the brand to support extensions into other product classes.
Brand support may be ineffective; spending money on advertising
does necessarily indicate effective brand building. Trademark pro-
tection, although necessary, does not of itself create brand value.

WHY MEASURE BRAND EQUITY ACROSS
PRODUCTS AND MARKETS?

What is a stronger brand name—EKoduk, American Fxpress, Mer-
cedos, Ford, or TBM? Why is a b strong or weak? How is the

brand’s strength level climging over time? Why? How do hrand
strengths vary by country and markets and why?

Such questions are fascinating and also practical. Most businesses,
if they measure brand equity at all, restrict their measures to brands
in the immediate product class and market of interest. Expanding the
perspective to include multiple product classes and markets can have
significant practical value for the reasons below.

1. Benchmarking against the best. Too often managers believe that
their positioning alternatives are restricted to what has always
been done in their category. A consideration of brands in other
categories, some of which may share some common character-
istics and challenges, can suggest new identity options. Further,
when one evaluates identity implementation programs, a useful
benchmark might be other brands with similar identity goals.
Thus, with respect to perceived quality, a leading firm in the
financial service industry might find Disney to be a more interest-
ing point of comparison than a competitor would be. Bench-
marking is common when undertaking cost improvement
programs; why not in branding?

2. Insights into brand building. Brand equity measurement over
produet classes and markets provides an opportunity to generate
insights about and basic principles for effective brand building
and brand management. The observation that Ford increased its
perceived quality, and an analysis of how it did this, might suggest
programs for Boeing or Mavtag, The identification of brands that
follow or depart from patterns can provide guidance to others
facing similar contexts. A brand whose perceived guality is falling
while its awareness and differentiation remain high can look to
see how other brands in the same situation handled the problem.,
An understanding of how key constructs (such as awareness and
brand lovalty) relate to each other, especially through time, can be
suggestive.

3. Tools to manage a brand portfolio. Many organizations offer a
number of brands across a variety of markets and countries. If
these brands are managed separately and independently, or on an
ad hoc basis, then overall resouree allocation among the brands
may not be wade appropriatel. A v soch as Grand Metropoli-
kan. for examiple, owns ahost of worldwide brrnds, inelading J &1,
Bailey's, Swirnoll, Pillshory, Groen Giant, iiagen-1 s ad



Burger King, I Grand Mot did not treat these brands asa -:;ullu.:s;iv.u
portfolio, then strategic decisions made for the I:-enuf:t of IHdE
vidual brands might in the end hurt the company s overa

performance,

THE BRAND EQUITY TEN

Good management starts with good measurement, and the ]{E.‘!:'1Illll}
managing a portfolio is a common set of measures. Gh.:j];],r.sgj we 5-
developed and accepted financial measures—such as sales glu‘rilz! ,
cost analyses, margins, profit and return on assets {RD;;:}—-HT; y
dominate brand objectives and performance measures. T .E_p':n ) e :n
is that these measures tend to be short-term, 50 an atltmct_n-e m:{ fJ::q.t -
ment proposal becomes defined as one that 1"!-"r'|“ deliver ITIII-E}E m E
financial results. The system is s&]f—perpetual.tmgl, because hu:.mf-:?mﬂ
and managers that can deliver on these dimens_;un:-; attract more rf-
sources. Unfortunately, the best way to achieve in sudf a gyslffim lh,-ﬁ
starve the brand by cutting back on ]‘E[’-':lﬁ{l-hllild]ng activities that wi
; in the current time period.
nﬂtTI;;:l}; ?’Eilslfallenﬁe is to develop credible and scnﬁitijw "IEM;]HE.S U'I
brand strength that supplement financial measures Wll]‘lt hmrl_:,. Eseh
measures. When brand objectives and programs are guided by . i{
tvpes of measures, the incentive structure becomes more hiﬂ?lllLl‘E d
and it becomes easier to justify and defend hrand-bmhhulg ar:twmzs.
In addition, the potential of Sh{'lrt-tf_;rlll financial strategies to erode
assets becomes more noticeable.
hﬁ:::’?lf:fm three above efforts to measure equity across pﬂ'l-tl'l.‘fmf
classes as background, a set of general measures based on t]:le m-imt;
framework presented in Chapter 1 will be pmp:lmed here an tE-"T“Cl |
the Brand Equity Ten. Approaches which combine these ||:-:ED f.-lle:mg fi."
brand equity measure will then be dis cus:-;ed,l as wu“ asFt e 11:-..5':11:; i{{c
adapting this structure to the problem of tr‘uf:%-:m.g equity for a speci :
brand. The Brand Equity Ten, whose credibility is !::ased upon empir
cal evidence and a track record, can provide a starting point.

MEASURE CRITERIA

“What measures will be most effective in evaluating amll tmuh.r:ig
brand eequity over products and markets? Fonr eriteria provided goid-

aiee inshaping the Brand Eopity Tea, First, the measires should re-
flect the construet being measurcd—mumely, hrad eiuity. The
conceptualization and structire of hrand equity should guide the de-
velopment of the measure set, One ol jeetive should be to tap the full
scope of brand equity, including awareness, perceived quality, lovalty,
and associations. In particular, measures should reflect the asset value
of the brand and should focus on a sustainable advantage not easily
duplicated by competitors. They should not be indicators of tactics,
such as marketing mix descriptors or advertisin £ expenditure levels,
Tactics are easily copied and do not represent assets,

Second, the measures should reflect constructs that truly drive the
market. Brand equity managers should be convinced that movement
on a measure will eventually move the needle on price levels, sales,
and profits,

Third, selected measures should be sensitive: When brand equity
changes, the measures should detect that change. For example, if
brand equity falls because of a tactical blunder or 1 competitor’s
actions, the measures should be responsive. If an element of brand
equity is stable, the measure should reflect that stability, and the
brand's true value should not be masked by noise.

Finally, measures should be developed that can he applied across
brands, product categories, and markets. Such brand equity measures
will be more general than those used to manage an individual brand,
for which specific measures of functional benefits and brand person-
ality are likely to be more unique. Of course. a set of proven and
tested general measures can provide structure and guidance to those
developing a set of measures for an individual brand. In fact, the
measure selected for an across-product/market context should also be
at least potentially able to track individual brands, perhaps with sup-
plemental brand-specific measures,

UsinG RESEARCH To REFINE THE MEASURE SET

The Brand Equity Ten will not necessarily represent an optimum set
of measures in all contexts. Modifications to fit the context and task at
hand will be necessary. For example, the food and drink business of
Grand Met may vequire different meastres tan the high-tech prod-
uct line of Hewleu-Packard. Farther, one finm ey wiant o more



extensive (or more compact) set than another firm, perhaps because
the scope of alfected decisions will be diflerent.

The logical way to proceed is to start with a comprehensive set
such as the one proposed here, perhaps even supplemented by
additional measures. Research of two types should guide the selection
of a final set. The first type should be guantitative. The measures
should be applied to a set of brands over time; statistical models can
then be used to determine which measures drive objective variables
of interest (such as the perceived price premium associated with
brand. attitude toward the brand, or purchase intentions). The
strength of the relationship between the brand equity measures and
these objective variables will then provide a basis for prioritizing the
list of candidate measures.

Allstate is one firm that has engaged in such quantitative research.
In a study of which brand equity elements affect the perceived price
premium associated with the brand, it asked customers how much of
a discount a competitor would have to provide to induce them to
switch. Noncustomers were asked how much savings Allstate would
have to provide to induce a switch. The researchers then explored
subjects related to brand equity, including perceptions of Allstate, its
services, its agents, and its brand personality. Statistical analysis was
employed to determine which variables influenced the price pre-
mium observed. These variables were then prime candidates to
measure Allstate’s brand equity over time.

A second research approach is to develop extensive case studies
that deseribe large positive and negative changes in the price pre-
mium measure. Each case study would attempt to determine the
canses of the change in the value of the brand. Convincing case stud-
ies can suggest variables that influence brand equity and can provide
credibility to both the measures and to the whole process.

THE BranD EQuity TEN

The ten measures were chosen on the basis of the four criteria set forth
above. In identifying these variables, the measurement efforts of
Y&R. Total Research, Interbrand, and others were drawn upon.

The measures nominated are gronped into five categories and sum-
marized in Fignre 10-6, The first foor categories represent customer

perceptions of the brand along the four dimensions of brand equity—
l.u;m]ty, perceived guality, associations and awarcoess. The fifth
includes two sets of market behavior measures that represent infor-

mation obtained from market-based information rather than direct]
from customers. X

LOYALTY MEASURES

Loyalty is a core dimension of brand equity. A loyal customer base
represents a barrier to entry, a possible price premium, time to ré:
5pi:rn+:l to competitor innovations, and a bulwark against deleterious
price competition. Lovalty is of sufficient relevance to use as a eri-
terion variable—that is, one that can be the basis of evaluating other
possible measures. If there are brand equity blunders that go to the

FIGURE 10-6
The Brand Equity Ten

Loyalty Measures

1. Price Premium

2. Satisfaction/Loyalty )
Ferceived Quality/Leadership Measures

3. Perceived Quality

4. Leadership/popularity
Asgociations/Differentiation Measures

5. Perceived Value

6. Brand Personality

7. Organizational Associations

Awareness Measires

8. Brand Awareness

Market Behavior Measures

9. Market Share
10, Market Price and Distribution Coveruge
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heart of the customer relationship, they should affect loyalty. You usu-
ally offend your core first because they are connected to the brand

and they care.

1. PRICE PREMIUM

& A basic indicator of loyalty is the amount a customer will pay for the
brand in comparison with another brand offering similar or fewer
benefits. For example, a consumer may be willing to pay 10 percent
more to shop at Sak’s rather than at Bloomingdale’s, or may be willing

to pay 15 percent more for Coke than for Pepst This is called the
price premium associated with the brand’s loyaltyz and it may be high
or low and positive or negative depending on the two brands involved
in the comparison.

[f 2 brand is compared to a high-priced brand, the price premium
attached to a brand could be negative, For example, suppose Kmart
shoppers expect a 20 percent price advantage over Macy’s, and would
buy at Macy's if the Kmart price advantage was any smaller. This
negative price premium could reflect substantial brand equity for
Kmart if its prices were actually 25 percent lower,

In measuring price premium, or any brand equity measure, it is
useful to segment the market by loyalty. For example, the market
might be divided into loyal buyers of the reference brand, customers
who are brand switchers, and noncustomers. Each group, of course,
will have a very different perspective on the equity of the reference
brand. Aggregating over loyalty groups will provide a less sensitive
measurement and will cloud the strategic interpretation of the brand
equity profile,

The price premium measure is defined with respect to a competi-
tor or a set competitors, who must be clearly specified. A set of com-
petitors is usually preferred for measurement, because the brand
equity of a single competitor can decline while the equity of other
competitors remains stablé) In such a case, using only the declining
competitor as a point of comparison would give an erroneous per-
spectjve of the brand's health.

1e price premium can be determined by simply asking customers
how much more they would be willing to pay for the brand. (This is
called a dollar nmﬁiﬁ) For instance, u customer might be asked, “How

much more wonld vou pay to be able w buy o 'loyota Camry instead of
a Honda Accord?™

A more sensitive and reliable measure of price premium, how-
ever, can be obtained using conjoint or trade-off analysis. This well-
developed market research approach presents consumers with a series
of simple choices, which are then analyzed together in order to deter-
mine the importance of different dimensions to consumers. For ex-
ample, consumers might first be asked, “Would vou prefer a Toyota
Corolla at $14,000, a Honda Civic at $13,000, a Saturn at $12,500, ora
Chrvsler Neon at $12.0007" Ifthe Saturn is selected, then the process
is repeated, but this time with the Saturn priced at $13,000. If the
Civic is then chosen, the next set will include the Civie with a $13,500
price. The value of the brand emerges from such a study.

The Best Single Measure of Brand Equity?

The price premium may be the best single measure of brand equity
available, because it directly captures the lovalty of customers in a
most relevant way. If they are loval, they should logically be willing to
pay a price premium; if they are not willing to pay more, the loyalty
level is shallow. Indeed, as noted above, Allstate’s research to identify
the key drivers of its brand equity focused on what variables influ-
enced the price premium.

There is a natural desire to obtain an estimate of the financial value
of a brand. Knowing the brand’s value helps to calibrate brand-
building investments, and changes in value can assist in the evaluation
of marketing programs. One convenient aspect of the price premium
is that it can be the basis for a crude estimate of brand value (the price
premium associated with existing customers, multiplied by unit sales),

Of course, distribution channel realities may prevent the price pre-
mium from aftecting the brand’s price in the marketplace. Whereas
many customers might be willing to pay a 10 percent premium to
obtain Coke, the price-sensitive segment and aggressive retailers may
make the realization of this price premium in the supermarket infea-
sible. Nevertheless, the price-premium-based brand value estimate
can be helpful.

Intel is one firm that tracks its price premium, Every week, inter-
viewers are in computer stores asking people how much of a discount
would be needed before a customer would feel comfortable buying a



personal computer without “Intel Tnside.” As aresult, Intel has a con-
tinuous measure of its price premium, which can be used to evaluate
marketing programs and to monitor the overall health of the brand.

Problems/Cautions

€One problem with the price premium is that it is defined only with
respect to a competitor or set of competitors. In a market with many
brands, several sets of price premium measures will be needed, and
even then an important emerging competitor might be missed? For
example, Compaq used IBM as its primary frame of reference when
others, such as Dell and Gateway, were making large inroads at a
much lower price point. Thus Compaq's price over time reflected an
increasingly inflated valuation of its brand equity.
<‘An interpretation problem will exist when a brand has different
competitors in different markets) For example, in one region Budwei-
ser may face a strong local brand that has little presence elsewhere,
whereas in another region microbreweries may be important. To com-
pare Budweiser’s strength in these regions, a composite measure

needs to be created in each—defined, for example, by the average of

the price premium found with respect to the leading private label, the
leading regional brand, and the leading national competitor.

vFurther, there are markets in which price differences are not very
relevant because legal restrictionsyfor example, the Japanese govern-
ment has long controlled the price of beer) or market forces make it
difficult for such differences to emerge. In such contexts, the price
premium concept becomes less meaningful. The key to these markets
is the ahility to gain customers at the prevailing price, and some
measure of buying intentions becomes more relevant.

2 CUSTOMFER SATISFACTION/LOYALTY

Satisfaction (or liking) is a direct measure of how willing customers
are to stick to a brandy Enormous progress has been made in the past
decade in the measurement of satisfaction. In fact, a whole satis-
faction measurement industry has developed ¥4 direct measure of sat-
isfaction can be applied to existing customers, perhaps defined as
those who used the product or service in the last year>The reference
could be the last use experience, or simply the use experience from

the customers view:

e i

* Are you salislicod?

* Are you delighted with your experience with this brand?
* Does the product or service meet expectations?

* Would vou buy the brand on the next opportunity?

* Would you recommend the product or service to others?

* Were there problems and inconveniences associated with the use
of the product and service?

Satisfaction is an especially powerful measure in service businesses
(such as car rental firms, hotels, or banks), where lovalty is often the
cumulative result of the use experiences, o
Satistaction can also be measured by asking direct questions about
loyalty. Loyalty is a relatively simple, accessible concept; people
understand loyalty to family, friends, firms and brands. [}in;r:t ques-
tions .ahmlt loyalty (Are you loyal to this brand? Do vou buy mostly on
price?) allow the market to be segmented into loyal users, price chas-
ers, and those in between (as noted in Chapter 1). Another tvpe of
measure would be the level of loyalty in terms of the number of
brands, where customers would be asked if they felt loyval to one, two
three, or more brands, or if they see all brands as pl:ﬂth’ muciu lhﬁ.:
same. The percentage of customers who are loval to a p;f\f';:n brand or

include it in a set of two or three preferred brands can be a relevant
statistic.

Problems/Cautions

¢in important limitation of satisfaction measures is that thev do not

really apply to noncustomers. Thus, there is really no measure of the
extent of brand equity beyond the customer base?

Another complication is that satisfaction aggregated over the loyal
and switcher groups becomes somewhat insensitive and difficult to

interpret. Thus it is often necessary to develop a set of lovalty meas-
ures by loyalty segment.

PERCEIVED QUALITY AND
LEADERSHIP MEASURES

In this section, the perceived quality measire will be augmented hy
a |I':~|.-1lv.~[| variable teemed feadership. The vole of esteem as a SUTMTY
of perceived quality and lendership is also reviewed.



3. PERCEIVED QUALITY

Perceived quality is one of the key dimmensions of brand equity. As
noted in Chapter 1, it has been shown to directly affect both ROI and
stock return in studies using statistical models. Further, it is highly as-
sociated with other key brand identity measures, including specific
functional benefit variables. Thus perceived quality provides a surro-
gate variable for other, more specific elements of brand identity.

Perceived quality also has the important attribute of being appli-
cable across product classes. High-quality banks may mean something
different than high-quality beer, of course, but tracking the relative
difference in the scores does have meaning,

Perceived quality can be measured with scales such as the following:

* High quality versus shoddy quality

* Best in category versus worst in category

» Consistent quality versus inconsistent quality

* Finest quality versus average quality versus inferior quality

Problems/Cautions

Perceived quality involves a product frame of reference. It makes a
difference, for example, if the customer is comparing all automobiles
or only subcompaets (such as Saturn or Dodge Neonj. It might be
necessary to help the respondent by providing a cue as to the appro-
priate frame of reference. Doing so, however, will add a layer of
complication in the interpretation of the results.

Again, there is also the issue of loyalty segments. The interpretation
of the perceived quality for the loyal segment versus the switchers
versus those loval to another brand could be different. For example,
perceived quality for the switchers might reflect only whether the
brand is acceptable or not. Including switchers in the analysis would
make the result less sensitive and informative.

Perceived quality may not be a key driver in some contexts. In par-
ticular, it may not be responsive to relevant events. It is this concern
that leads to the consideration of the leadership variable,

4. LEADERSHIP AND POPULARITY

The perceived quality measure may especially lack sensitivity to the
innovalions of competitors, For esample, Crests strong posilion as the
T lin 1 Jdentilviee s bapsed on the Dnd's 11![15.*,-.‘-:“!“[11'1“.‘: endorsement

by the American Dental Association. When competitors such as Arm
& Hammer introduced baking powder toothpaste and innovative
packaging, however, they made a real dent in Crest's customer base.,
Even though the perceived quality of Crest may not have changed as
a result, its brand equity was damaged. What is needed is a supple-
ment to the perceived (uality construct that taps the dynamics of the
market.

One such construct can be termed leadership. Leadership has three
dimensions. First, it reflects in part the “number one” syndrome. The
logic is that if enough customers are buying into the brand concept to
make it the sales leader, it must have merit. Second, leadership taps
the dynamics of customer acceptance, reflecting the fact that people
want to be on the bandwagon and are uneasy going against the ow. Is
the brand growing more popular? Is it considered an "in” product to
use? Are people who use it up-to-date, part of the popular trends?
Third, it can also tap innovation within a produet class—that is,
whether a brand is moving ahead technologically,

Leadership thus can be measured by scales that ask whether a
brand is the following:

* A category leader
* Growing more popular
* Respected for innovation

As noted earlier, Y&R used popularity growth as a companion meas-
ure to perceived quality to develop its esteem construct. Further, one
of the eight dimensions of brand strength in the Interbrand system is
termed leadership; in that system, it is measured by the relative size of
the sales base. In the Interbrand weighting scheme, leadership re-
ceives the most weight (25 points out of 100),

Problems/Cautions

The fact that leadership has the dimensions of market share, popu-
larity, and innovation means that it is not a simple construct. Further,
it has not been as well documented and researched as such other di-

mensions as loyalty, perceived quality, and awareness. Therefore there
is little proof that it is important enowgh to merit attention.

ESTEEM—COMBINING PERCFIVED QUALITY AND LEADERSHIP

Following the Y& model, it is possible o combine perecived quality
aned Tealership into an esteem dimension, The premise s that e



inclusion of leadership ereates a construet, numiely esteem, that means
more than just quality.

ASSOCIATIONS/DIFFERENTIATION MEASURES

The key associations component of brand equity is a problem because
many of the involved image dimensions are usually unique to a prod-
uct class and to a brand. The challenge then is to generate measures
that will work across product classes.

Measurement of associations can be structured by using three of
the perspectives on brand identity noted in Chapter 3: the brand-as-
product (value), the brand-as-person (brand personality) and the
brand-as-organization (organizational associations).

5. VALUE

One role of brand identity is to create a value proposition. The value
proposition, which usually involves a functional benefit, is basic to
brands in most product classes: If the brand does not generate value,
it will usually be vulnerable to competitors. The value measure pro-
vides a summary indicator of the brand's success at creating that value
proposition. By focusing on value rather than functional benefits, a
measure is created that can apply across product classes.
Brand value thus can be measured by the following:

« Whether the brand proves good value for the money
+ Whether there is a reason to buy this brand over others

Problems/Cautions

This measure, like others, will be sensitive to the brand set that is
used as a frame of reference by the customer. The relevant set can be
cued by using phrases such as “among comparable brands” or “among
brands with which it competes.”

A substantial issue in the value dimension is whether it really rep-
resents a different construct from perceived quality; after all, value
can be considered at least in some contexts as perceived quality di-
vided by price. Some evidence comes from a Total Research study
based on their EquiTrend database. Total Research concluded that,
on average, perceived quality explained 80 percent of the variation in
perceived value. And for most bran ds, perceived quality is a better

T
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A second element of associations/dillerentiation
For some brands, the brand pe

pﬂ.‘tlirlﬂl- '-JI\I'_Il_ll'L‘Ilil-"!'l' hi-"r'h”'}-' dhiiiiiicw i, 2 )
AT&T and MCI1 as shown below; o Smnde e il e

QuaLITY VALUE
AT&T 8.0 75
M{:I 5.4 55
Difference 2.6 2.0

Quality and value are the same for MCI, while for AT&T there i
modest difference. The bottom line is that the same conclu o
(AT&T is rated higher than MCI) would emerge whether rﬂe'smz
quality or perceived value were used as a measure. e
Total Research, however, concluded that perceived value is more

important tl i s :
fﬂIilnwing; 1an perceived quality for some brands, including the

* Southwest and Conti : ;. i
— ontinental Air, which are positioned on delivering

* The Discover Card i i
e r Card, which was introduced for the value-smart
* Tvlenol, under attack from pri
; private labels
* Rubbermaid, which has a very functional appeal

F'l_:lﬂ]'!t‘l‘, the research of Y&R suggests that value and perceived
qu_ahty represent very different dimensions of customer forces. Per-
ceived quality and (more generally) esteem relate to the prestige and
respe_ct that the brand holds. In contrast, value relates more to
Fun:}t::ma]_ benefits and the practical utility of buying and usin ;.'h
brand. This logic supports the inclusion of value as a separate 1::Iiienllf

sion, ﬂ.]l'}][H,lgh thEFE: are certainl ¥ : . I
with perceived quality. inly cases in which it could be combined

6. BRAND PERSONALITY

. is brand personality.
rsonality provides links to the brand’s

emotional and sell-expressive benefits us well as s basis for brand—



eustomer relationships and diflerentiation. This is especially the case
for brands that have only minor physical differences und are con-
simed in asovinl setting where the brand can make a visible statement
about the consumer. For example, only a small percentage of consu-
mers can distinguish between the top four leading brandies, and
virtually no taster can distinguish among them when they are mixed in
coffee (an important application in Europe). However, brandies have
personalities, are served in a social setting, and do make a statement
about those who serve and drink the brandy. In that context, the brand
personality can be vital.

A hrand personality will involve a set of specific dimensions unique
to the brand. For a Charlie fragrance, for example, an excitement di-
mension may be important, while a cowboy personality may have no
relevance. Thus some level of detail will be worthwhile with respect
to the excitement dimension, while the rugged dimensions may be ne-
glected.

When considering brand personality across products, one option
would be to measure a personality spectrum such as the Big Five (dis-
cussed in Chapter 5). For tracking purposes, however, the Brand
Equity Ten—each with several items—is already unwieldy. What are
needed are some measures that will reflect the existence of a strong
personality but are not product specific. Candidate scales might in-
clude the following:

* Does this brand have a personality?
* Is this brand interesting?
e | have a clear image of the type of person who would use the

brand.
* This brand has a rich history.

The last two items reflect user imagery and the brand heritage, two
drivers of brand personality that are often relevant dimensions of

brand identity.

Problems/Cautions

Mot all brands are personality brands, of course. Using personality as
a general indicator of brand strength will be a distortion for some
brunds, particularly those who position themselves primarily with re-
speet to Tunetional advantages and value. The need is thus to use the
Brand Feuity Ten judicionsly and to avoid including dimensions that
are rrelevant to o context,

There is a question as to whether hrand personality and its meas-
ures will be sensitive to cliziges in brand equilty. A brand personality
miay be excessively stable and tes not reflect the dynamics of the
market.

7. ORCANIZATIONAL ASSOCIATIONS

Another dimension of brand identity is the brand-as-organization
which also can be a driver of differentiation. It is particularly likelv tc;
be a factor when brands are similar with respect to altrihul:'ezs. when
the organization is visible (as in a durable goods or a service business)
or when a corporate brand is involved.

To tap the brand-as-organization, scales such as these could be con-
sidered:

]

* This brand is made by an organization T would trust,
* I admire the brand X organization.

* I would be proud {or pleased) to do business with the brand X
organization.

Problems/Cautions

Again, the brand-as-organization, like the brand-as-person, is not rele-
vant for all brands, and an irrelevant measure can be misinterpreted.
Measurement of organizational associations also suffer from a lack of
sensitivity, because changing the organizational image is difficult.

DIFFERENTIATION: A SUMMARY MEASURE OF BRAND ASSOCIATIONS

The three sets of measures of brand associations all tap various di-
mensions of how the brand can be differentiated from its competitors.
Differentiation is a bottom-line characteristic of a brand. If a brand is
not perceived as being different, then it will have a difficult time su p-
porting a price premium or maintaining a price that will support an
attractive margin. Thus an option would be to replace or supplement
the three briond association measures with « single set of indicators of
the brand’s ability to achicve dilfeventiation,

Measures conld include the following:

* This beand is dilfferent from other beads,
* This bramd is hasicully the sime as e olller biods,



AWARENESS MEASURLES

8. BRAND AWARENESS

Awareness reflects the presence of the brand in the mind of custom-
ersy It can be a driver in some categories, and it usually has a key role
to play in brand equity. Awareness measures can reflect in part the
scope of the brand's reach in terms of segments. Increasing awareness
is one mechanism to expand the market reach of the brandt Aware-
ness, as the discussion in Chapter 1 noted, can also affect perceptions
and attitudes.

Brand awareness reflects both the knowledge and the salience of
the brand in the customer’s mind. Awareness can be measured on

different levels including the following:

* Recognition (“Have you heard of the Buick Roadmaster?”)

» Recall (“What brands of cars can you recall?™)

* Gravevard statistic (recall level of those who recognize the brand)
* Top of mind (the first-named brand in a recall task)

+ Brand dominance (the only brand recalled)

* Brand familiarity (the brand is familiar)

* Brand knowledge or salience (you have an opinion about the brand)

The graveyard statistic (the recall level of those who recognize the
brand) is based on the graveyard concept introduced in Chapter 1. It
is designed to distinguish between the strong niche brand (which has
high recognition and recall, but only within the niche segment) and a
tired brand (which has slipped into oblivion but still has high recogni-
tion). A strong niche brand would do well on the graveyard statistic,
and “graveyard” brands with high recognition but low recall would be
identified, The dynamics of the graveyard statistic can be predictive of
future market trends.

Problems/Cautions

There are a variety of awareness levels, and the appropriate one to
use will differ across brands and product classes, making comparison
difficult. For some brands (in the software industry, for example), ree-
ognition will be important, whercas in other categories (sucly as
automohiles) recognition measures will be igh for all but the newest
brands, Some breands (Qike AL Dixie Cups, or Kleenex) will be so pre-
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eminent in their cutegory that they will need to use the dominence
measure lo gencerate any sensilivily,

Recall is often inconvenient o measure, us it can complicate and
il costs to a structured survey that otherwise would employ scales.
The graveyard statistic, of course, is based in part on recall, as are sev-
eral other measures that are potentially relevant in some contexts.
One approach to gaining more sensitivity without employving recall is
the: use of brand knowledge and salience variables, This approach is
used by the Y&R and Total Research efforts, in part to avoid recall
(juestions.

Being aware of a brand name by itself may not be as important as
being aware of the name attached to a symbol or visual image. For
many brands (like Wells Fargo Bank, Pillsbury and Transamerica),
miime: awareness cannot be separated from familiarity with the brand’s
symbaols and visual imagery. In fact, the awareness levels can be af-
fected dramatically by cueing such symbols and imagery, and in
j,:vttt‘ﬁl]-. the task of creating awareness will usually intimately involve
them.

It might therefore be useful to move beyond measuring brand name
awareness to measuring awareness of symbols and visual imagery. The
measure could be based on an open-ended question about what, if
anything, comes to mind when the brand is mentioned. Another tack
is to expose respondents to a set of visual images and ask them which

© ones they recognize. Of course, both the open-ended question and the

stimulus exposure is a bit messy in the context of an otherwise
straightforward survey instrument.

MARKET BEHAVIOR MEASURES

Ihe fivst eight sets of Brand Equity Ten measures all require a cus-
tamer survey that can be expensive, inconvenient, time-consuming,
ol hard to implement and interpret. A possible exception might be
brand loyalty, which can also be measured by repeat-purchase data
Irom scanner panel sources. It is useful to be able to track the hrand
nsing other sources of duty, including those discussed below.

0 MARKET SHARE

e performance of the brand as measured by market shave Gand/or
siles) often provides a vilid s sensitive relection of the heaad's



standling with customers. When the braned has o relative welvantage in
the minds of customers, market share should inerease or at least not
decrease. In contrast, when competitors improve their brand equity,
their share should respond. In this sense, market share is a good sum-
mary measure of brand equity.

Market share (and/or sales) data have the advantage of being both
available and accurate. Information on submarkets is often also part
of the databases. Firms usually track these figures as a matter of
course: a customer survey (with the associated costs, interpretation
difficulties, and delays) is not required.

Problems/Cautions

There are, however, measurement problems with market share. The
product class and competitor set need to be defined, and sometimes
this is not easy to do. Should store brands be included? What about
brands at a different price point? Is the relevant competitor set con-
pact cars, non-luxury cars, import cars, or all cars? Should Miller Lite
be compared to all beers, all premium beers, or all light beers? Fur-
ther, the relevant competitor set can change, ereating interpretation
problems.

The biggest problem is that market share indicators are responsive
to the short-term strategies that often undermine brand equity.
Market share can be obtained by enticing price switchers with pro-
motions and price deals which compromise the long-term value of the
brand. Market share can also respond positively even if a brand cuts
its brand-building activities or generates ineffective or negative
brand-building efforts.

These problems are minimized when market share is only one of u
set of brand equity measures which also includes measures of market
price levels and distribution coverage.

10. MARKET PRICE AND DISTRIBUTION COVERAGE

Market share can be a particularly deceptive brand equity measure
when it increases as a result of reduced prices or price promotions,
Thus it is important to measure the relative market price at which the
brand is being sold, To do so, the prices of various varicties of the
brand weighited by their relative sales volume necd to be obtained.
The relative murket price could be delined as the average price at

which the hrand was sold durving the month, divided by the average
price at which all brands were sold.

Market share or sules data are also extremely sensitive to distri-
bution coverage. The gain or loss ol a nijor outlet, or a move into an-
other geographic region, may dramatically affect sales. Therefore, it
is important to distinguish the brand equity based on a change in
distribution coverage from that created by strengthening the brand’s
perceived quality or identity. Another measure of brand strength,

then, is distribution coverage, which could be measured by either of
the following;

* The percentage of stores carrying the brand
* The percentage of people who have access to the brand.,

Problems/Cautions

Creating price-level statistics is difficult in a messy market with
different channels, different variants of brand offerings, and a com-
plex set of competitors. A standard market basket is not so easv to
conceptualize. Further, there are duties, taxes, and retail policies that
cloud the issue for products such as beer or wine,

Distribution coverage will have similar data-gathering and in-
terpretation problems. Most brands have a host of sizes and varieties,
and sometimes many product classes; distribution coverage measures
will need to sort out such complications. Further, if wholesalers are
nsed, the retail distribution data may be expensive to obtain.

TOWARD A SINGLE VALUE OF BRAND EQUITY

Clearly, tapping the Brand Equity Ten can require dozens of meas-
wres (see Figure 10-7). Although each potentially has diagnostic value
the use of so many measures is unwieldy. For reporting and t]'aclu;ing:'
purposes it would be useful and convenient to have a single summary
measure, or at most a set of four measures. Given that many brands are
cich being monitored in dozens of markets, there is a need for a sum-
mary measure to signal whether the underlying measures should be
exinined,

Cenerating one or more sy measures involves four issues,

First, what constroets will be the bases of the brand ety mecis-
urement system, wod bow should they be measured ? T i"lj.:‘ur.u 1) -0,



FICURE 10-7 ASSOCIATIONS I FFERENTIATION ;

Measuring Brand Equity Across Proclucts/Murkets ; 5. Pereedved Viloe
l * The sl i ggoend valoe fowe the TEH MY,
Lovaury ' * There is u reason to buy this brand over others.
1. Price Premium 6. Personality
* For a 17-ounce package of chocolate chip cookies, Nabisco is priced ut * This hrund has a personality,
$2.16. How much extra would you be willing to pay to obtain Pepperidge * This lirund is interesting,

Farm instead of Nabisco?

* 1 luve a clear image of the type of person who would use the brand,
« Brand Y would have to cost __ percent less than Brand X before I would

* This brand has a rich history.

switch brands. 1 [
: ; i T, Organization
* For a 16-ounce package of chocolate chip cookies, would you p i * This is a brand T would trust,
Mabisco at $2.16 or Pepperidge Farm at $2.297 ‘

i * | admire the Brand X organization.
2. Satisfaction/Loyalty (among those who have used the brand) :

. i;:i:d;:}]::} .r:;;i ;e:eent use experience, [ would say 1 was {dissatishied, sat- : Differentiation
1 I ; * This brand is different from other brands.

I[' * This hrand is basically the same as the other brands.
 AWARENESS

* | would he proud to do business with the Brand X organization.

* The brand met my expectations during the last use experience. .
* Would you buy the brand on the next opportunity?
* Would you recommend the product or service to others?

» The brand is (the only, one of two, one of three, one of more than three)
brands that I buy and use.

K, Bkl Awareness
* Name the brands in this product class,

l * liwve vou heard of this brand?
* )0 you have an opinion about this brand?
* Are you familiar with this brand?

PERCEIVED QuUALITY/LEADERSHIP
3. Perceived Quality
In comparison with alternative brands, this brand is
* Very high quality
*» Consistently high quality
» (The best, one of the best, one of the worst, the worst) |

MankeT BEHAVIOR

4 Aurket Share
* Market share based on market surveys of usage or syndicated data
1) Price and Distribution Indices

4. Leadership/Fopularity

I i ith alternative brands, this hrand is * Helative market-price—the average price at which the brand was sold
0 comparison with allernanve ;

turing the month, divided by the average price at which all brands were

» Growing in popularity sealed
* A leading brand in the category * The percentage of stores carrying the hrand
* Respected for innovation -
: * The pereentage of people who have access to the brand
Esteem ; o

In comparison with alternative brands, |
= Hold this braned in high esteem

o Highily vespect this brand



eight measurement construets based on buyer pereeplions are scl
forth organized under the four ditensions of brand cquity; |£}}fﬂ1t}’,
perceived quality, identity, and awareness. A judgiment needs to be
made as to how many of these constructs should be in the core meas-
ure set. Should it be four, or eight, or something in between?
Further, for each of the constructs, how should the underlying indi-
cators be combined? Also, should market behavior measures be
included?

Second, what weights should be placed on the constructs in order
to develop a single summary measure of brand equity? What is the
relative importance of the various dimensions of brand equity? As a
practical matter, the weights are not as critical as one might expect,
because the final number is rarely sensitive to changes in weighting
schemes. Thus weighting all dimensions equally is a good default de-
cision. Also, the underlying measures will be available for diagnostics.

Third, how should the constructs be combined? Should a simple
weighted average or a more complex formula be employed? Total
Research uses awareness multiplied by perceived quality as one com-
ponent, arguing that the absence of either is fatal.

Fourth, what competitors will form the comparison set? A small but
growing competitor can be significant, but it may be overlooked in a
standardized analysis. Different markets, particularly if they involve
different countries, may have different competitor sets. How will the
comparison with competitors be reported? A ratio may be easy to
interpret, but it can be very sensitive to movements in the denomina-
tor value.

In essence, a model of brand equity needs to be created that is most
relevant to the brand or brand set involved. There are two approaches
that can be emploved. First, a group of relevant managers could
engage in a series of exercises addressing the four issues. Second, data
on brand equity dimensions could be used to determine what ele-
ments are drivers of key objectives such as price premium, market
share, or profitability. The Allstate effort to do this used price premium
as the target objective.

CREATING MEASURES OVER MARKETS

Anotherissue is whoether the survey instrumoent needs to be identical
over markets (countries, for exumple). Each market may already have
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its own tested instroment which has a history that helps Geilitate in-
terpretation, I0might be extremely costly both in terms of money and
“buy-in" famong the country management teams) to add another in-
strument that is partially redundant and seems to be off target.

One solution would be to charge the management team for each
market to create or adapt 1 measure for the major constructs—namely,
loyalty, perceived quality/leadership, association/differentiation,
awareness, and market behavior. For each measure, a score would be
reported that could be compared to both a relevant competitor set and
to the past. In comparing scores across markets, the focus would be on
changes from the past and the relative performance with respect to a
competitor set. The fact that the exact instruments differ may not be
crucial, especially given that any instrument would need to be adapted
to a market in any case,

ADAPTING THE MEASURES
TO A BRAND'S CONTEXT

When a tracking effort is needed within a brand context, the set of ten
measures summarized in Figure 106 will provide a good point of de-
parture. However, the measurement set should be adapted to include
hrand-specific information such as the following:

1. The relative importance to the brand of the different brand equity
components,

2. The brand identity, the value proposition, and the brand position.

An analysis of the brand equity structure will be pivotal. What is
important to brand equity within each of the four dimensions? s it
recognition, recall, or top-of-mind awareness that is most relevant®
What is the relative importance of brand loyalty? If the task is to gain
new customers, brand loyalty may be less important. Under the loy-
alty construet, indicators of the habitual user might be important to
manage one segment, while the intensity of involvement might be
relevant for another.

The brand identity, value proposition, and brand position will usu-
illy also be central, 11 elear and operational, the brand position will
indhicate what is contral to the counnnnicktion program, pm‘ti:‘:ulurly
arcas in which improvenent shonld be sought, The hrand identity
e vadue proposition will suggest dimensions in which declines are
to be avoided.



There will usually be a trade-off hetween completeness and cost
plus feasibility. A forty- or fifty-item inventory may provide uselul di-
agnostics, Even a few judiciously chosen guestions, however, can

provide helpful indicators of the brand’s health.

QUESTIONS TO CONSIDER

1. Evaluate the strengths and weaknesses of the three efforts to
measure brand equity described at the outset of this chapter.

2. Which of the Brand Equity Ten would be most relevant to an
effort to measure brand equity for your brand? Which would help
most in identifying brands to benchmark against? What brands
excel in some aspect of brand equity?

3. How would you weight the dimensions of brand equity in the
context of your brand and industry® What other brands would you
use to compare against? How would you report the relative per-
formance of vour brand? If you operate in different countries (or
markets), will it be desirable/feasible to use the same instruments
and brand comparison set in each market? If not, what would you

propose?
4, Develop a brand equity measurement instrument for your brand.

11

ORGANIZING FOR BRAND
BUILDING

We have met the enemy and he is us.

—P!:rgﬂ

Lomg-term brand equity and growth depends on our ability to successfully in-
legrate and implement all elements of a comprehensive marketing program.

—Timm F Crull, Chairman & CEQ of Nestlé, Retired



BRAND-BUILDING IMPERATIVES

uilding brands involves strategic and tactical imperatives that
Bcrea’te significant organizational challenges. Yesterday's organi-
zational charts will need to be modified or changed; the successful
brand-building companies in the coming decade will find new struc-
tures and systems.
This chapter discusses the organizational imperatives facing brand
strategists,(see Figure 11-1) how the organization can be adapted to
address these imperatives, and the roles of the advertising agency in

the process.

FIGURE 11-1
Managing the Brand

BRAND-BUILDING
IMPERATIVES WHO IS IN CHARGE?
Coordinate = Brand + Brand I
Across Manager * Champion
= QOrganizational = Brand Equity - Category
Units Manager Manager
« Madia « Range Brand + Brand
|+ Markets Manager Committee
] « CEOD . Enmmunicatinnsl
= Global Brand Coordinator
Manager + Agency
T R — i M T ]

THE STRATEGIC IMPERATIVE: HAVING A BRAND IDENTITY

A basic imperative is to have a brand identity in place to gnide the de-
velopment and coordination of the tactical programs. This identity
should have a well-defined core and generate a value proposition
and/or a basis for a brand relationship. Too often there is little effort
to specify a brand identity, in part because no one is charged with that
task. One goal of the brand-building organization is to make sure that

someone is in charge and that an identity gets created.
The brand identity necds to be sufficiently rich and defined to help

distinguish between on-target, supportive communications and those

340
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that are inconsistent and nansupportive, 1 the iddentity is fuzzy or
incomplete, it will not provide real guidance—virtually any communi-
cation program will appear to be consistent.

Also needed is a vision of the brand's future identity and roles (for
example, endorser, descriptor, or driver). Unfortunately, most organi-
zations are product driven rather than brand driven. This means that
the brand's future is dictated by the past actions of product develop-
ers. At General Mills, for example, the R&D area may produce a new
product that takes advantage of novel food-processing techniques,
After the product is developed, a brand name is needed: the immedi-
ate temptation is to apply an established General Mills name (such as
Betty Crocker, the Big G, or Bisquick). If there is no brand vision to
guide this type of decision, an identity will drift over time, pushed
into uncharted waters by incremental decisions. The result can be a
brand that is diffused and meaningless, or one that has drifted away

from its core business.

COORDINATION ACROSS THE ORGANIZATION

In many firms, a brand is shared by several businesses. At Hewlett-
Packard, for example, the HP brand and subbrands like the Jet series
(DeskJet, LaserJet and so on) are shared by very different businesses,
each with its own strategy, customer set, and objectives. A host of di-
visions share the General Electric, Suntory, and Goodyear brands. In
such cases, an organizational imperative is to create a mechanism for
implementing a common, coordinated brand strategy across all busi-
nesses. If no such mechanism is in place, the hrand identity is likely
to be inconsistently implemented, The result will be customer confi-
sion and lost opportunities for building synergy.

COORDINATING ACROSS MEDIA

Another imperative is to create mechanisms to coordinate brand
building across diverse media options which include event s PONSOr-
ships. clubs and usage programs, direct response marketing, public
relations, publicity, promotions, event stores, packaging, and design.
At one time, brand building was primarily done through media ad-
vertising, and the coordination problem was small or nonexistent. The
advertising ageney was often the dominant player, Today, cflective



brand building needs to involve many l)l'j.'.ll.!flll'f.lllliun:'i_ stafled by in-
dividuals who specialize in particular types ol media or l_nmlvs of
communication. Each of these people and organizations will have a
unigue perspective and set of objectives. Making them all march t::;
the same brand identity—indeed, getting them all to even ur?derr.ltan
the identity—is a formidable task whether the “captain resides in an
ith the client firm.
&g?u‘i};}?::nlzl:e, not all media programs will be consistent with the
brand’s identity. The challenge will be to have measurement 55y5tem5
in place to identify inconsistencies, even if ’_rhis. muasummlenl.mvﬂlves
both expense and inconvenience. In addition, the lulrgamzﬁtmn r?'uust
empower an individual who has the will and the ability to djs-:cr_nnnue
inconsistent programs, even if these programs seem to be helping the

brand on other measures.

COORDINATING ACROSS MARKETS

When a brand is active in multiple markets (defined by pmdu::h‘nr
segments), a final imperative is to coordinate strategy alnd tactics
across those markets in order to build synergy and economies of E‘:i’.‘.’ﬂ.]ﬂ
while remaining flexible enough to adjust to each markgl's unique
characteristies. The task is usually complicated by the many func-
tional areas that influence brand building (such as advertising, sales,

and market research, among others).

ADAPTING THE ORGANIZATION FOR BRAND
BUILDING

There are a host of demands on organizations in this era of restrucj-
turing, flattening, total quality management, total cost control, cus-
tomer focus, innovation thrusts, and on and on. In the face of Fh?se
demands, one challenge for the organization is to get i"lxran.d building
on the list of priorities. Another is to adapt the organization to deal

with the brand-building imperatives.

THE ORGANIZATIONAL CULTURE

Firms that are good at developing strong brands usually have a strunilg
brand-building culture, including clearly defined values, norms, an

orgimizational syimbols, Brand buoililing is ueeepled in these livs: Top
matnagement visibly supports the brands, and actions that Pl brands
at risk are questioned as a matter of course,

The culture of an organization, more than procedures or strue-
tures, is ultimately what drives the attainment of sustainable
advantage. Unless brand building becomes an organizational priority,
it will be difficult for the organization to address difficult branding
problems.

At some organizations, there is a tendency to give lip service to
building brands, If one listens carefully, though, one finds the as-
sumption that brand building will occur only after the business
“makes the numbers.” When sales and profit goals are threatened,
brand investment is cut back to compensate. Such organizations talk
the talk of brand building, but thev fail to walk the walk. A key is to
have measurement and reward systems that make it feasible to main-
tain and enhance brand equity even when the brand is not “making
the numbers.”

WHo Is IN CHARGE OF THE BRanD?

In too many organizations, the answer to this question is no one. Or
there are many people in charge, but each has different objectives,
Hewlett-Packard, for example, has hundreds of managers, each with
responsibility for the HP brand in a particular business area. Further,
marketing products in different countries adds another layer of com-
plexity and additional caretakers of the HP brand.

When a single person is in charge of the business associated with a
brand, there will be an incentive to protect and nurture that brand.
Suppose, however, that another business unit borrows the brand
name, as, for example, the Sara Lee brand name {attached to the Sara
Lee Corporation as well as the bakery line) has been borrowed by
Sara Lee Packaged Meats (which also has such brands as Hillshire
Farm and Ballpark Franks) to use on some top-end deli meats.! The
borrower (in this case, the Packaged Meats line) has an opportunity to
exploit the brand, while the risk of dwnage to the brand is shouldered
by another organizational unit (in this case, Sara Lee Bakery). If the
brand is mishandled, it is unlortunate for the Packaged Meats line,
but not a disaster. A borrower thus would have less incentive to pro-
tect the hramd wune,



Someone, or somce group, needs to be in clinrge of designing the
hrand identity and position in today’s market, of secing !.Iu:r it that iden-
tity/position implementation is effective and efficient; of ens uring that
the identity/position is not compromised; and of designing crisis man-
agement plans to handle possible disasters. Several models that have
proven successful for different companies are outlined below.

The Brand Manager

Brand managers have traditionally had strategic and tactical respon-
sibility for their brand, including having responsibility for .the brand’s
identity and position, maintaining that identity by securing needed
investments, and making sure that all media efforts are consistent
with the identity. The brand manager role, first developed by Pmcte:r
& Gamble in the mid-1930s for brands representing distinet busi-
nesses of manageable size, is now being applied in more complex
organizations. | _
One problem is that the brand manager is charged with tactical
programs that require day-to-day fire fighting. It is difficult to fﬁfus
on strategy issues when there is always a crisis to be dealt with. _Pur-
ther, the brand manager is inevitably rewarded on the basis of
short-term measures such as sales and profits. He or she thus lacks
the motivation to engage in programs that build brands, or to stop
programs that risk brand equity. Successful managers are uﬁe‘n re-
warded with a promotion that takes them away from the brand—
a practice that also reduces the incentive to do long-term brand
tilding,
" To mike sure that strategic, long-term brand building takes place,
strategic objectives and a clear brand identity need to supplement #.!1-3
short-term sales and profit goals. Strategic brand objectives should in-
clude brand equity dimensions such as loyalty, brand image, and
brand awareness, and they should be sufficiently operational so that
they can truly guide programs and tactics and be used as a basis for
pm-rﬁ:rmance appraisal and compensation.

The Brand Equity Manager

Some firms have separated brand strategy from the implementation of
the marketing progrant. A brand couity manager (sometimes lubeled
as @ brand manager) is in charge of creating and maintaining e byl
identity and coordinating it over prochuets and markets. Freed rom the

tictical mamagement of the b, this miinager is responsible for
strategic brand research and hrand couity measurcment, Implemen-
tation of the brand strategy is then conducted by tactically-focused
managers or (in the case of some large organizations such as Marriott,
General Motors, and Hallmark) functional organizational units. The
the brand equity manager monitors, reviews, and perhaps approves
the tactics from a brand strategy perspective.

The Range Brand Manager

Firms with range brands are naturally organized by products. As a
result, the brand is usually managed by different people in different
contexts and with different ohjectives. A solution is the range brand
manager—one person who looks after the strategic interests of the
brand across the different businesses, The range brand MAnager sup-
ports the brand by making sure that there is an overall brand
strategy accepted by everyone and that managers are sensitive to
bath the need to support the brand identity and the need to avoid
inconsistencies. This task involves developing communication

vehicles that maximize brand identity synergies across the organiza-
tion.

The Global Brand Manager

IDY, the spirits business of Grand Metropolitan, has extended the
brand equity manager concept to a global operation. Each country
has a complement of national brand managers, each of whom is
charged with marketing his or her respective Grand Met spirit brand
in that country. However, the major 1DV brands also have a global
brand manager (in the case of Smirnoff, this person is president of the
Pierre Smirnoff Company) who is charged with developing a brand
identity worldwide, ensuring that the com panies in each country are
faithful to the brand strategy, communicating and facilitating best
practices, and encouraging consistency and synergy across countries.
This concept has been extended to Grand Met's Pillshury operations
for brands such as Green Giant and Hilagen-Dazs.

The fact that the global brand manager and the national operations
have different perspectives and objectives creates a tension that
Grand Met considers to e healthy, For many decisions (for example,
the selection of an ad ageney for a cotmlry), the two organizations
st reach s consensus, For other decisions, the counliy management



is given some leeway hut within clear guidelines, Thus the: Smirnoll
“Pure Thrill” advertising campaign featuring scenes as seen through
a Smirnoff bottle (as discussed in Chapter 7) plays all over the wn‘r]d,
but it is adapted to each individual country by using locally meaning-
ful scenes or characters.

The CEO |
In some firms the CEO is in charge of the brand, and all :lecisgcms
that put the brand at risk need to be approved at Ifhl:! top. The LFG,
of course, has the authority to cross business units to prevent risky
programs or to provide resources when and where they are needed.
Further, at least theoretically, he or she should have a _!ung-ter?n per-
spective. Unfortunately. the CEO also has a host of ﬂh;;elr:twes involv-
ing operational measures (such as sales, ms?s, _pmhts, and Ilﬂ}:'l-’
products), many of which conflict with brand hulldn{g. Mu::emwer, the
CEO must answer to a variety of constituencies {mcludlmg share-
holders, employees, customers, and retailers) while Tum_ung d COTm-
plex business. These multiple responsibilities nm]-:-:*lit difficult for a
CEO to have single-minded concentration on building and protect-

ing the brand.

The Brand Champion
In practice, brand stewardship is often h:}:_med at the h ighest level :irf
the organization in some variant of the “CEQ in charge” model. Typi-
callv the brand manager will put forth proposals and programs, and a
senior management team will review them. This team is l._l',-;lw.il}' the de
facto guardian of the brand, resisting efforts that may rml-f the I:rm?d
franchise and encouraging programs that will enhance it. Desp:?e
their strategic perspective, though, such teams I.ISUB.HI}’ are spread thin
over many brands and thus lack in-depth understanding of the current
brand context. As a result, their oversight can be somewhat ad 1:11;!::.
One solution, used by Nestlé, is to create brand chumrfn:rr!s_—
senior executives who look after a single brand. Their responsibilities
are similar to those of brand equity managers, except the brand cham-
pion is at the highest level of the organization. Furr:hu_:; because a top
- executive is involved, it is natural and appropriate for the scope of
oversight to include all of the brand's business areas in all of the coun-
tries where the brand is active.

The Category Manager

The category manager role was ereated in respomse to the necd for
companics to think more hrowdly about efliciencies in distribution
and logistics. When a brand identity is tied to a category (such as oral
hygiene products), the category manager is in a good position to
manage the brand strategically by developing strategies and programs
among subbrands and across products within the category. Coordi-
nating with one or two other category managers will be simpler than
working with a dozen brand managers.

Even when a category manager is responsible for multiple brands,
his or her overview perspective can still be useful in coordinating ad-
jacent and related brands. Gillette toiletries, for example, include
Right Guard, a Gillette Series (for men), White Rain, Drv Idea, and
Gillette Foamy; Procter & Gamble has seven soaps and several
detergents. Individual brand managers, without a category-level per-
spective, may not necessarily manage their brands optimally in rela-
tion to others in the category. The result may be cannibalization
problems among too-similar brands.

The problem is that the category manager is often under even more
pressure (from retailers and others) than managers of individual prod-
ucts to deliver efficiency and low prices. Brand building will not
automatically be a priority.

SmithKline Beecham—the maker of Tums antacid, Contac cold
medication and oral care products such as Aquafresh—has estab-
lished a global category management structure. Each category man-
agement team has research, brand, and market groups that report to
a category management director at the vice-presidential level. The
category management team is charged with developing ways to
expand existing brands and offering new concepts for brand groups

around the world.

The Brand Committee

Coordination across businesses can be addressed by a committee that
spans the organization. Hewlett-Packard, for example, has a brand
equity committee of communication excoutives representing the divi-
sions that use the TP wame. The role of these executives is to develop
an identity position for T2t ke sure it s communicated, and to
tacilitate coordination and synergy in the brand-building activitios.



The Communications Coordinator -
To reduce the coordination problem and to increase np;lmrt_u!'u v
N fi::'n can centralize the various communications iu:lmtmn‘.l
VIICTEY, A : 1 il tor
:l}“[i:;‘i_-: a single manager. Clorox, '..'_ﬂuua-{_;m'lf&, LE::;E:LFS::E: A
others have taken this route, pl'.-w.mlg a senior m m’fﬁmimw oy
functional areas as advertising, rnedm,_ cﬂn.surricr p o mn;umer
keting research, marketing information ben}:iﬁ; e b
respuhsef promotion services. The pruh‘.lf:mﬁwjt i ;lfjt B
line management is not involved, and staﬂ"r ;rir:: io
especially when overall budgets a:u Sl’ltl;ﬁf; [}.ﬁeﬂ e —
Another problem is that r:r:*nt?a]mc-d effor Mg -
current management imperative to flatten _

=1

izati it re > aucracy and
that the modern organization must remove burea
s anagers on the front

i ing
flatten the organization dramatically by putting T B
lines, removing layers of management, decentralizing, ¢

i e ise improve
ing.? Such an approach is appealing because it promis esl :2 ;},:Epmr_
ridu:::tivit}', responsiveness, and ::menF;; however, 1t\ ::mt L and
I51.‘:19,1:iur1 of brand strategies more difficult. In lhi;t Enu ext,
equity manager or brand champion might be needed.

THE ROLE OF THE AGENCY

i ill imple-
A brand strategy needs a single architect, someone wh-:-;ﬂll ﬁ]mfdia
R:Zn_d mn:-rd{nate a cohesive brand strategy across muih SE ate, o
T"f‘;‘ markets. The advertising agency is often a strong candi
arn S. .

is role. | ' ‘o
th];n::fatt the best brand strategists may be agency personnel. Ag

interested in brand strategy, *ﬂ}d th'ﬂ"'s
lovees often develop brand strategy toolkits and Eﬂ‘“l"mg}g 3 a1
jalnsaunes because of their exposure to different brands and bran
ExPErlE;?ﬁElg‘:urfher when brand managers change Ifrccl'le.n th th-ﬂ
Eﬂg:z‘-{.,riwith jt51undtrrstanf1iﬂ5 of the hralnd and its heritage—is
ﬂﬁs-zn by default the keeper of thﬁ_hram] eqll!t}i-l k between strategy
ﬁgeﬁciﬂs also inherently '[]Tﬂ’r'ldt_‘, a strong lin 3 odas this smﬁe
wtion, because hoth functions are I*EmmE un W
H“dr E‘?:ft:*iw development in an agency thus is more likely to l:-llt it
:jln ::{L i111|;|-.1mr.-.nI-.nh'un. Even when they reside on the accou :

cies attract employees who are

ageney brane strategists will live o goodd feel fr execution. They are
more likely 1o vealize that most steae ties will bee ineflective unless an
outstianding exeention is generted.

Global brands can benefit from contributions of global agencies
with strong country organizations i place. Most global agencies have
experience in achieving consistency and SYNETgy across countries,
Even agency skeptics believe that agencies are well-positioned to
adapt a brand identity from one nation to another,

The advertising ageney, as a student of new communication forms
and as a communication practitioner, is also in a good position to lead
efforts to coordinate across media. Most major agencies have de-
signed R&D programs that explore the use of emerging communica-
tion forms. Ogilvy & Mather, for example, has been experimenting
with interactive advertising since the early 19805, Man y advertising

agencies, however, still have a bias toward media advertising at a time
when such advertising is becoming less important. When all vou have
is @ hammer, as the saying goes, everything looks like a nail. Further,
an agency s experience at managing alternative media (such as event
sponsorship or direct marketing) may be limited.
The challenge for agencies is to be able to develop an integrated
commurnications effort that will access and employ a wide range of

communication vehicles. Several of the approaches used to create this
ability are discussed below.

THE CONCLOMERATE COMMUNICATIONS COMPANY

The initial approach toward “solving” the integrated communications
problem was to create agency conglomerates by acquiring other com-
munications companies with complementary capabilities. The usual
mix would include companies specializing in promotions, corporate
design, package design, direct marketing, marketing research, trade
shows, public relations, and perhaps event marketing. The hope was
that internal synergy would result from cross-referrals and clients
would receive one-stop coordinated com munications efforts,
The general consensus, however is that the conglomerate approach

did not work. The disparate arganizations tha

el up the conglom-
erate had unique cultures and Perspe

wtives that did not hlend well,

Each unit tended to address communication problems as it always



had, and the coordination breakthrongls rarely |n-.|!:-|'iii|_1'a-r.= o] Further,
it was difficult to convinee clients that the best talent for cach com-
munications task resided within the conglomerate; thus, even n‘l the
coordination rationale was persuasive, it was not t-:us.}-: tn convince
clients to sign on. Somewhat ironically, even referrals within tl:u—: c:urf-
glomerate were avoided, since some units lacked :_-m:ﬁ::irn:_-c- in their
sister companies and considered them rivals for the client's commu-

nication budget.

THE IN-HOUSE (GENERALIST AGENCY

Another option is to expand the agency’s capal_}ilitliﬂs to ilriL:]lldE sucg
other media as promotions, brochures, and public relatmtns. Bran
teams spanning communication vehicles can then :?Eu] with the co-
ordination issue. A good example of this approach is the.set of pro-
motional programs designed for Saturn by Hal Rl_nc}-' & Furtm—:rs
(described in Chapter 2). Riney was named the guardian of thf: Saturn
brand, and the agency created brochures, dwelnp.ed pmm{:n_ntmns_.rden
signed a Saturn site on the Internet, and even got involved in design-
i il concept.
mHL: 11:.1; has lzieliherate]y avoided the conglom er‘ate approach
in favor of developing and integrating capuhi'iities. in direct market-
ing, promotions, public relations and new media into the ﬁ;‘m. The
agency s nonadvertising specialists are not allowed to work for non-
ients.?
Eu';"zsl?nf::lngy can help an agency deliver efficiency a:u-l intggrated
communication across a variety of media. San Francisco's CKS Grf:up
uses technology to span advertising, trade shows, packaging,
brochures, cm:pumic design, virtual stores, and [F?rr the A[}I}IILT
Newton) even an interactive kiosk. The heart of the CKS 5}’5[‘&1‘!1 i%
computer-stored and -processed imagery that can be shared ;en:rs; ap-
plications. A proposed logo or design can be seen on everything from
brochures to signage to packaging; an image that works in an ad can be
emploved in a trade show banner, in a hmt:l?ure, and on m-:»:ti::lre I;]EI‘-
chandising. The work-in-progress and the final result are available lt:}
all members of the team at CKS and to their clients. CKS n:gar:dls tec d
nology (including e-mail and the World ﬁiideIWeh, as well as share
imagery) as the key to integrated communication.

This in-honse generalist approach can work as bt as the ageney
has the talent to landle the new services or the funds 1o hire new staff
members. Agencies, however, do not iwlwiys huve the clients or the
revenues to support such a diverse stufl, Thus it is not clear that ex-
tending an agency broadly is always wise or feasible.

NEW ACENCY ORGANIZATIONAL Forms: THE SERVICE CLUSTER

Keith Reinhard of DDB Needham Worldwide envisions a future ad-
vertising agency—which he terms Agency 2000—based on a dynamic
service-cluster team concept.’ A service-cluster team is a cluster of
people drawn from all of the agency affiliate organizations (or perhaps
from outside companies aligned with the agency). Strategically, the
cluster has one purpose—to serve the elient—and it has the flexibil-

ity to change with client needs. Thus if promotions are relatively

important to the brand strategy for a client, the team will be weighted

toward people from the promotions company. Although the promo-

tion team members will still have the support, critical mass, and

infrastructure of their promotion firm, the focus and thrust of the

team will be the client and its needs.

This multifunctional, service-cluster team can actually form its own
organization, as DDB Needham showed when it created a mult-
functional agency for a single client, GTE. This agency, called Focus
GTE, is composed of people drawn from the various DDB Needham
affiliates, representing capabilities includin ¢ sales promotion, direct
marketing, and database marketing. The expectation is that drawing
people from different organizations into one place may be the catalyst
needed to get over the coordination barrier. In essence, this is an ap-
plication of the virtual corporation—a fuid grouping of people or
organizations in order to optimally address the task at hand.

The service-cluster team can be centrally located, but such a move
is expensive and reduces the adaptability that service clusters were
conceived to provide. An alternative is to use electronically based
communication to link the service-cluster team members. Using com-
puters and video links, all members of the team ean share not only
data, but ideas and exccutions as well. A London agency, Electronie
Studio, is a leader in using computers and scanners to speed the ud
ereation provess; its system even includes vi-line connections to



clients. This operating concept, perhaps augmented by video confer-
encing, could be extended beyond advertising to include other
communication vehicles. The hope is that the technology will link the
team members while maintaining the adaptability that a large agency
can provide.

A kev characteristic of a service-cluster team is that it will focus
on creating ideas rather than advertisements. A prime agency differ-
ential advantage is its ability to hire, train, and support strategic and
tactical creative talent. The concept is to channel this creativity into
generating ideas that can drive a brand. These “brand ideas” (a term
used by |. Walter Thompson) will then be implemented by whatever
media are most appropriate—the implementation will not be re-
stricted to advertising. The Black Gold story (below) illustrates,

THE BLACK GOLD STORY
The Danish beer Black Gold was sucessfully launched with a com-

munications campaign in which conventional media advertising
played a small role. Their agency, DDB Needham, developed an
idea for the brand identity first and then located the best vehicles
to implement the ideas. The approach differed, therefore, from
that of an agency creating an ad campaign.

The identity was to be avant garde to the extreme, mysterious,
sensual, and intellectual. The centerpiece of the identity creation
effort was an eerie, dramatic, black-and-white six-minute Black
Gold trailer that was shown in movie houses, This powerful short
piece created an emotional, distinctive platform for the brand. The
appearance of the trailer was advertised in advance so that people
in the theater would be waiting for it. Four evocative scenes from

PROGRAM

ST 7 R B | LIRS [

the trailer were turned into postcards and posters (see Figure 1 1- =

2) which provided additional exposure and also a more intimate §

involvement when they were used. A relevant idea was thus the R >

hasis for the campaign. The idea drove the execution. T g
ﬁ

=

A radical change in thinking inside agencies is required for them to E =

!

accept that a brand idea, rather than a great ad concept, can drive a
communication program. The underlying premise is that advertising
need not be the principal foree behind brand communications. A

Reprodiwead with permission from DB Neadham Wil ditde & 6



FIGURE 11-2
A Black Gold Visual (Continued)

Reproduced with permission from DDB Nesdhom Worldwide A5,

| A
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sponsorship (like the WordPerfect bike racing team, or the José
Cuervo volleyball sponsorship) might instead play the central role in
communicating the brand identity.

THE ACENCY A5 A COMMUNICATION INTEGRATOR

Ome of the problems of the service-cluster approach is that it assumes
that the best talent is available within the agency umbrella. In this era
of specialization and fragmentation, that supposition is unlikely. An-
other approach is to redefine the agency as an integrator of commu-
nication services drawn from sources outside the agency. The agency
as an integrator and coordinator draws upon its potential to be:

* a good brand strategist

* creative in proposing communication solutions

* well versed in alternative media

* excellent in execution, particularly in developing themes and visual
imagery

* an objective voice in client politics

Note that these are potential strengths; they will emerge only at the
best agencies when they are operating well,

General Motors is one firm moving toward expanding the role of
the agency to that of a “general contractor” The ageney is expected to
manage GM brands while turning to specialists, such as event spon-
sorship firms and external boutiques, to implement specific initiatives.
The agency role is to create ideas, select who will implement those
ideas inside or outside the agency, and manage the process to ensure
that an integrated communications effort results.®

THE CLIENT APPROACH

For many clients, the solution is not to rely on an agency, but rather,
to bring the brand strategy in-house. There are often sound argu-
ments for this approach. First, agencies may be good at creating ads,
but brand strategy may be better planned by the brand management
team. In fact, developing such a strategy should be a top priority for
the brand team. If outside help is needed, an agency may not be the
best source, particularly if it has have limited research capabilities.



TEN GUIDELINES FOR BUILDING STRONCG BRANDS

1.  Brand identity. Have an identity for cach brand, Consider the
perspectives of the brand-as-person, brand-as-organization, and
hrand-as-symbol, as well as the brand-as-product. Identify the core
identity. Modify the identity as needed for different market segments
and products. Remember that an image is how you are perceived, and
an identity is how you aspire to be perceived.

2. Value proposition. Know the value proposition for each brand
that has a driver role. Consider emotional and self-expressive benefits
as well as functional benefits. Know how endorser brands will provide
credibility. Understand the brand-customer relationship.

3. Brand position. For each brand, have a brand position that will
provide clear guidance to those implementing a communication pro-
gram. Recall that a position is the part of the identity and value
proposition that is to be actively communicated.

4. Execution. Execute the communication program so that it not
only is on target with the identity and position but achieves brilliance
and durability. Generate alternatives and consider options beyond
media advertising.

5. Consistency over time. Have as a goal a consistent identity, posi-
tion, and execution over time. Maintain symbols, imagery, and
metaphors that work. Understand and resist organizational biases
toward changing the identity, position, and execution.

6.  Brand system. Make sure the brands in the portfolio are consis-
tent and synergistic. Know their roles. Have or develop silver bullets
to help support brand identities and positions. Exploit branded fea-
tures and services. Use subbrands to clarify and modify. Know the
strategic brands.

7. Brand leverage. Extend brands and develop co-branding pro-
grams only if the brand identity will be both used and reinforced.
Identify range brands and, for each, develop an identity and specify
how that identity will be different in disparate product contexts. If a
brand is moved up or down, take care to manage the integrity of the
resulting brand identities.

8. Tracking brand equity. Track brand equity over time, including
awareness, perceived quality, brand loyalty, and especially brand as-
sociations. Have specific communication objectives. Especially note
areas where the brand identity and position are not reflected in the
brand image.

8, Brand responsibility. Have someone in charge of the brand who
will create the identity and position and coordinate the execution over
organizational units, media, and markets. Beware when a brand is
being used in & business in which it is not the cormerstone,

10. Invest in brands. Continue investing in brands even when the fi-
nancial goals are not being met.

One client firm found only 13 percent of agency compensation went
toward creative effort. Stripping the agency of other responsibilities
(including media buying and market research} and adjusting the
compensation accordingly saved a substantial sum.

Second, in this era of market fragmentation and media specializa-
tion, it may be necessary to employ a team of specialized communi-
cation firms that are each the best at what they do. An ad agency
might be a team member when advertisements are needed; however,
when interactive media or event sponsorships are needed, agencies
may not be the best choice,

Third, a client can develop specialized expertise—including
research, media buying, and strategy consulting—when needed.

Campbell's Soup even produced its own Lifetime cable TV special on
the key role teachers play in educating children as part of its Labels for
Education, cookbook publishing, and point-of-sale programs.”

A PARTING WORD

In summary, building strong brands—those that will create customer
interest and loyalty by providing a value proposition and a basis for a
relationship—requires a clear, effective specification of the brand
identity and position. To guide the marketing program most effee-
tively, the identity nceds to include, in addition to the core identily,



an extended identity and identity symbaols, A common pithall when
creating brand identities is to focus on brand attributes, Firms must
break out of the brand-as-product box by considering cmotional and
self-expressive benefits as well as functional henelits and by consid-
ering the brand-as-person, the brand-as-organization, and the brand-
as-symhol perspectives.

A key to strong brands is to have consistency over time. A firm can
maintain consistency by creating an identity and position that will
endure, supporting it with brilliant execution, and resisting the pow-
erful hiases toward change.

The brand system concept adds a new dimension to the manage-
ment of brands. A brand system, consisting of intertwined and
overlapping brands and subbrands, can generate con fusion and in-
consistency; the challenge is to manage it effectively so it instead
generates impact and efficiency. The key is to understand the roles
each brand plays and to manage those brands in the context of their
roles. ?

A brand-nurturing organization is the base on which successful
brands are built. The organization needs to be structured so that
someone is clearly in charge of creating an identity/position and co-
ordinating the implementation across organizational units, media, and
markets,

Brands are the hasis for sustainable advantage for most organiza-
tions. However, strong brands do not just happen. Rather, they result
from the creation of winning brand strategies and brilliant executions
from committed, disciplined organizations. This book has attempted
to provide concepts, tools, and models to help strategists with that
management challenge. :

QUESTIONS TO CONSIDER

1. How is vour firm now organized? Who is in charge of the major
brands? Do they have incentives to build those brands for the
future? Does their perspective have a broad enough scope with
respect to media, markets, and products?

9. What coordination problems exist across the organization, hrands,
or markets? What coordination problems exist across media? Are
organizational talents and incentives in place which will access
the most effective media vehicles to implement brand strategies?
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