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MAKING

BRAND MANAGEMENT

EVERYONE'S JOB

Consider recent history, when brand management was considered to be the responsi-
bility of one unfortunate individual. Do the words “brand cop” come to mind? This
job was a thankless and, in some organizations, highly unpopular position. Usually a
marketing manager, this person had the unenviable task of “policing” the brand by
monitoring others’ adherence to the brand standards manual—a document carefully
articulating appropriate and unacceptable usage of the brand'’s graphic assets, typog-
raphy, color palette, imagery, and so on. It was a zero-sum activity that judged the
marketing efforts of disparate offices, business units, and divisions to be either “on
brand” or rejected. It was a rigid, resistant, and rules-based system whose success
demanded centralized control and, critically, respect for that centralized authority.

That the brand cop approach didn’t work shouldn’t be a surprise to anyone in American
business. It was counter to several of the tenets upon which business thrives: efficiency,
entrepreneurial spirit, and innovation. The brand cop got in the way. He held up the
schedule. He didn’t understand the technology, the market, or the audience. He was a
marketing bureaucrat that was all problem and no solution. The result was predictable—
people went around the brand cop. This created a proliferation of unbranded market-
ing materials that flowed freely into the marketplace, fragmenting the brand, eroding
the trademark, and frustrating all within the organization.

At some point, someone within the company realized, usually too late, what a mess
the brand’s communications materials had become. A brand consultancy was called to
get things back on track, charged tens of thousands in fees, and left behind another
brand standards manual—and thus the cycle began anew.

“You've got to make sure that every-

one in the organization is going in
the same direction and is, really, a
brand steward.”

John Hayes, EVP

Global Advertising

and Brand Management
American Express

*Dale Buss, “The Brand Czars Rule,” Brand Marketing, February 2001
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A NEW APPROACH

Enlightened brand management breaks the cycle by replacing yesterday’s brand cop
with today’s brand steward—a senior executive, often the CEO—whose effective over-
sight and evangelizing of the brand depends on vigorous dissemination of brand
information rather than on dictating brand standards. This new breed of brand leader
promotes a program of best practices that inspire and empower everyone throughout
the organization through collective ownership and understanding of the brand.
Herein lies the fundamental shift: transferring responsibility for brand management
from one individual (the brand cop) to the entire company (every single employee).

MAKE EVERYONE A BRAND CHAMPION

Here are some ways to achieve this enlightened management approach. First, to
assure company-wide adoption of the brand, begin the process with an “Executive
Forum” that includes the top executives and key decision makers within the organi-
zation. This forum is invaluable in gaining alignment among leadership on the
foundational elements of the brand: vision, values, and core purpose. In addition,
leadership has the opportunity to describe the brand'’s desired relationship with its
audiences and other brands within the firm’s portfolio, personality characteristics, and
competitive landscape. This does two important things. First, it engages executive
leadership in a dialogue about the brand as a potent asset and assures that the firm's
upstream corporate and business strategies are aligned with the brand strategy,
marketing plan, and brand communications. Second, by involving the right decision
makers up front, co-ownership of both the strategy and the resulting outcomes

is ensured.

The next step is to assure company-wide brand adoption. To help make that happen,
we recommend internal interviews of individuals representing the interests of the
various stakeholder groups, such as R&D, HR, sales, PR, operations, marketing, and
other appropriate disciplines. The idea behind these interviews is twofold: (1) to
understand the current business and brand position and (2) to benefit from a variety
of perspectives while encouraging consideration of the many powerful ways the
brand can benefit their own business objectives.

At this point, you may be wondering how the marketplace fits into this recommenda-
tion. Granted, there are many external activities—competitive audits, customer research
studies, and so on—that must be conducted to provide adequate information for
brand strategy development. But I'll leave that discussion for another paper. The point
| want to emphasis on these pages is the incredible (and regrettably, often over-
looked) importance of the internal audience in driving the brand and maintaining its
relevance and strength.









