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Warning: don’t read this book

Brand Vision is intended as a practical toolkit you use day-to-day rather than a theoretical
textbook you read from cover to cover. So, rather than starting to read from the front and
running out of steam after a few chapters, you may want to focus on the areas of your vision
that need most work, and skim through the other chapters.

It has been designed to live on your desk or in your briefcase, rather than to sit on your
bookshelf. The greatest complement I had on the last brandgym book, Brand Stretch, was
seeing a copy of it on a client’s desk, full of highlighter pen, with corners of pages turned
down to mark the bits of most interest. Here’s hoping that you’ll do the same to this book.

The Toolkit section at the back has tools, tips and expert partner contact details that have
been road-tested on over 100 projects over the last 15 years.

Tools

One of the key features of the book is a set of practical tools that you can use yourself.

Wherever you see the tool sign , a blank copy of the template can be found in the toolbox
at the end of the book. Some of these were used in the first two brandgym books, but many
of them are either totally new or upgraded versions.

brandgym network

A new feature for this book is details of some of the best partner companies the brandgym
has worked with over the last 5 years. Rather than build our own ’factory’ full of different
types of consultant, the brandgym only has a small number of senior ’coaches’ who work
with a brand team and their agency. We pull in experts on a flexible basis, depending on
the needs of the project, a bit like a Hollywood film producer who selects the best talent
for a movie project (though creating a brand vision for pasta sauce is not quite the same as
working on the latest Tom Cruise blockbuster).



xii WARNING: DON’T READ THIS BOOK

brandgym.com

Our virtual brandgym has all the tools and, if you want extra copies, you can download
them from there.

And a final warning. If you are expecting some revolutionary ideas or breakthrough concepts
you may want to put the book back on the shelf or send it back to Amazon for a refund.
Rather, this is one small part of a bigger quest to help you cut through the bull**** and
buzzwords of branding so that it adds more value for your business.

It is light on theory and heavy on practical tips, tricks and tools to help increase the chances
of creating a vision that actually has some impact on your business, rather than gathering
dust in a frame on the wall or sitting unused in a cupboard.

wheresthesausage.com

This is my blog on branding, with loads of interesting, topical brand stories. You can dip in
and out or sign up for weekly email updates
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Introduction: be a brand
CEO, not a strategy tourist

We’re busy. Do we really need a vision?

This may be a challenge you have in mind as you browse on Amazon or in a bookshop. Or
perhaps it’s a question posed to you by your boss, as they cling tightly onto the purse strings.
The question might have been followed up with something along the lines of ‘Forget about
visions and missions and all that stuff, and do some real work!’

Well, a great vision does have the power to inspire and guide teams to help them achieve
their brand and business ambitions, as shown by it being ranked as the most important driver
of growth in research with marketing directors (Figure 1). Two specific types of benefit of
a clear and inspiring vision were highlighted: internal and external (Figure 2). These are
explained below in more detail.

5.0 5.5 6.0 6.5 7.0 7.5 8.0 8.5 9.0 9.5 10.0

Consumer promotions

Advertising in ‘new’ media

Advertising in ‘mainstream’ media

Training in best practice marketing

Clear brand performance measures

Brand-supportive structure

Brand identity and design

Trade partner relations

Pricing

New product development

Brand-supportive culture

Consumer insight

Aligning/engaging organization

Clear, inspiring vision

Figure 1: Vision is the most important growth driver.

Source: brandgym research with marketing directors, 2005.
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Figure 2: How a clear and compelling vision helps drive brand and business growth.

Internal benefits: turned on team

A clear and compelling brand vision has three big internal benefits for your company:
guidance, inspiration and engagement. Almost all marketing directors questioned think a
clear vision is excellent or good at helping in each of these areas (Figure 3).

Internal benefits of brand vision
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51%

39%

63%

40%
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20%
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60%

70%

80%

90%

100%

Guides: what's on/off
brand

Inspiring new ideas Engages people Aligns/focuses resources

Amazing

Good

Figure 3: Internal benefits of brand vision.

Source: brandgym research with marketing directors, 2005.
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Guidance: a clear vision helps you decide which activities are on or off brand. It’s like
having a GPS (global positioning system) for your business, helping you navigate to your
desired destination (Figure 4). Back in the mid-1990s Disneyland Paris were debating how
much money to put behind the launch of Space Mountain, a $30 million ride that was
much more thrilling than any of the existing attractions. The problem was the lack of a
vision for the brand as a whole, making it almost impossible to decide if supporting the new
attraction was a good idea or a lousy one. By working on the vision for Disneyland Paris as
a whole, the team created an idea about being ‘A place where people of all ages could live
out the adventures they had dreamt of’. It was then clear that Space Mountain was the most
powerful and exciting dramatization of what Disneyland Paris wanted to stand for. Space
Mountain became a hero product for the following year’s marketing campaign, reversing the
decline in visitor numbers and getting the park back to growth.

AMBITION

Brand vision to 
keep brand on
track

Departure

Figure 4: GPS for brands.
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Inspiration: a great vision also stimulates the creation of new ideas. The Dove brand created a
vision about standing for ‘real beauty’, in contrast to the artificial beauty of brands like L’Oréal
that is impossible to attain for most women. This vision inspired a range of ideas, such as a
firming range ‘tested on real curves’ and promoted with real women posing in their underwear,
and a ‘Self Esteem Fund’ to help teenage girls avoid falling victim of slimming illnesses.

Engagement: a great vision captures the bigger cause and mission the brand is fighting for
and so gives more meaning for the people working on it. Up until a few years ago Unilever’s
Omo brand of washing powder was a hotch-potch of local brands with different positionings
and mixes, certainly not a brand that the best and brightest wanted to work on. The situation
is very different today, thanks to a new vision about helping parents give kids ‘freedom to
get dirty’, by seeing that ‘dirt is good’ and part of learning about life. People working on the
brand now feel they are part of a single, global crusade, giving a new sense of stature and pride.

External benefits: turbo-charged mix

Brand vision has three big external benefits for the company in the marketplace: clarity,
consistency and cut-through. Marketing directors also rated a clear vision as being highly
effective in these areas (Figure 5).

External benefits of vision

61% 63%
51%

37% 27%

32%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Clarity of brand message Consistency of mix Cut-through/uniqueness

Amazing
Good

Figure 5: External benefits of brand vision.

Source: brandgym research with marketing directors, 2005.
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Clarity of message: brands with a clear vision don’t have this problem; we get what they
stand for. So, everything Gillette does is about giving men (and now women) the best
shaving performance. BMW deliver the ‘ultimate driving machine’, whether it be the sporty
3 Series coupe or the X5 sports utility vehicle.

Consistency: Porsche is an example of a brand that has driven this consistency across the
mix from the powerful, sporty cars themselves, through their sleek and pared-down press
advertising and now to the showrooms. The latter have been transformed over the last few
years from what looked like bog-standard car showrooms to Porsche palaces of desire, in
signature Porsche silver and black colours (Figure 6).

Before

After

Figure 6: Porsche driving a more consistent mix through new showrooms.

Reproduced by permission of Porsche Cars Great Britain Limited.
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1981 1986 2004

Figure 7: The incredibly consistent Absolut campaign (25 years and 1400 different executions).

Reproduced by permission of Absolut.

A clear and inspiring vision also helps drive consistency of marketing mix over time, and
protects the brand from the ‘new broom’ syndrome caused by frequent changes in marketing
director, whose average tenure is only 23 months (1). The Absolut brand has stayed loyal to
its values of clarity, purity and creativity for over 20 years, with its world-famous campaign
having seen 1500 different executions (Figure 7). Contrast this with Barclay’s bank in the
UK, which is on their third different campaign in as many years. First they trumpeted
how good it was to be ‘big’, a message that most consumers found alienating and arrogant.
Then, we had the rather obtuse idea of ‘Fluent in Finance’, with glossy new TV ads fronted
by Hollywood star Samuel L. Jackson. The last campaign has the earth-shattering idea of
‘always coming up with new ideas to meet customers’ needs’.

Why so much strategy sucks

The marketing directors that raved about the power of a clear and inspiring vision were less
enthusiastic when it came to the success rate of visioning projects (Figure 8). A meagre 9%
stated that most/all such projects added value.

Combining the research findings with front-line experience on over 100 brand visioning
projects suggests the key reason for this alarmingly high failure rate is ‘strategy tourism’.
Strategy tourists treat brand visioning as a theoretical exercise that is separated from the
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Marketing director experience on how
many positioning/vision projects add value

20%

41%

30%

9%

0%

5%
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15%

20%

25%

30%

35%

40%

45%

Less than 1/4 Between 1/4 and 1/2 Between 1/2 and 3/4 Most/all

Figure 8: Success and failure rate of brand visioning projects.

Source: brandgym research with marketing directors, 2005.

harsh reality of the business world. Their overly-intellectual and introspective approach is
why branding has such a bad image in many businesses, especially when you go outside the
marketing department.

Lack of leadership

Strategy tourism is most likely when the visioning task is delegated to a team without
the authority to drive through the changes needed to make it a reality. Indeed, lack of
endorsement and buy-in from senior management was the most important reason for failure
in the research with marketing directors (Figure 9). This has often been a problem on
international projects managed by a global co-ordinator from head office. The project team
would spend two days in a nice hotel working on the brand vision, and often came up with
some good stuff. However, there wasn’t much chance of persuading their bosses to back the
changes, as they hadn’t been involved and had no incentive to compromise their local brand
vision. This is why companies such as P&G and Unilever now have senior global brand
directors with real clout, and the authority to develop the marketing mix that flows from
the vision.
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5.0 5.5 6.0 6.5 7.0 7.5 8.0 8.5

Measures/rewards not aligned to positioning

Difficulty in translating vision into a creative brief

Lack of insight on competition

Rely too much on words, not visually brought to life

Bland, uninspiring language

Complex and hard to understand

Lack of insight on consumer

Leaders' actions are not in line with the vision

Done by marketing in a ‘silo’, not involving the whole business

Lack of endorsement/buy-in from senior management to project

Importance of different failure factors out of 10

Figure 9: Lack of leadership is key reason for failed brand visioning projects.

Source: brandgym research with marketing directors, 2005.

Lack of authority is not the only leadership problem on visioning projects. A disconnect
between vision and behaviour was also rated near the top of the reasons for visioning projects
failing to add value. Strategy tourists talk confidently about the new vision in the comfort of
a workshop, but fail to change their own actions on a day-to-day basis. Take the example of
a brand director who created a vision about ‘entertaining not lecturing’ who then tried to
‘sell’ this using a jargon-heavy 100-page Powerpoint presentation. He talked about making
things simpler and less complicated, then organized a brand meeting with decks and decks
of pre-reading.

Where’s the brand CEO?

The first and most fundamental challenge on any visioning project is, therefore, to get the
right person leading the project. Learning from successful projects suggests these leaders
are more like a ‘brand CEO’ than brand manager, and that they share some common
characteristics (Figure 10). If you are leading a visioning project, the following should give
you some inspiration and guidance. If you are running a business and appointing a team, it
will help you pick the right leader.
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PASSION
. Deep-held belief in the 

brand cause
. Combine logic (business 

savvy) and magic
(charisma)

. Brave enough to lead
by example

RESPECT
. Significant amount of

experience
. Understand how the 
brand idea can drive 

profitable growth
. Talk in real language 
not in buzzwords and 

jargon

STAMINA
. Stay long enough to
implement the vision
. Belief in the brand

cause matters more than
the next promotion

. Committed enough to
break down barriers to

protect integrity of vision

BRAND
CEOs

Figure 10: True brand leaders = ‘brand CEOs’.

Passion: brand leaders have a real passion about and belief in the brand cause they are
championing. The global brand leader of Dove demonstrated her commitment to the brand
mission of ‘campaigning for real beauty’ by championing the creation of a self-esteem fund
for young women to address the problem of eating disorders. To sell the idea to senior
management she took the bold step of filming their daughters talking about their own beauty
worries and how they felt about their bodies.

Respect: true brand leaders earn the respect of people in the business, including senior
management, other functions and front-line workers (Figure 11). This respect is earnt
through an in-depth knowledge of the brand, competition and consumer. And in contrast
to the branding jargon of strategy tourists, they ‘follow the money’ by focusing ruthlessly on
those changes in consumer behaviour that can really benefit the bottom line. This is shown
in the comments of Tom Allchurch, founder and CEO of Fresh Italy:

We don’t really talk about the ‘brand’ or the ‘vision’. We talk about our company
and customers and what we can do to meet their needs and create value for our
business. The brand is the result of what we do not what we start with.

Stamina: brand leaders try to stick around long enough to not only create a vision but also
to implement it and drive it through the organization. The passion and commitment we
saw earlier means they want to stay on the brand rather than hopping to the next job. The
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FRONT-
LINE STAFF
Inspiring and
making it real

SENIOR
MANAGEMENT

Getting
alignment

and buy-in 

MANAGEMENT
PEERS

Leading role in
value creation

BRAND
LEADER

Figure 11: Brand leaders: earning respect from the whole business.

leader of the transformation of Omo from a patchwork of local brands into a global brand
with one big vision worked on the brand for no less than six years.

With the right person leading the project, the risk of strategy tourism is reduced. But there
are still a number of traps to be avoided that we will now look at in more detail.

The strategy tourism guidebook

The strategy tourist’s guidebook is shown in Figure 12, and discussed in more detail below,
along with the suggested solutions that will be explored in the rest of the book. (Get ready
to cringe as we’ve all been guilty of one of these at some point in time, if not all of them.)

Problem 1: Research-itis

Strategy tourists are over-reliant on research, using it as a crutch to support them and an
excuse to not use their own judgement. In particular, they are big fans of focus groups, staying
behind the safety of the one-way mirror and never really entering the consumer’s world.
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Strategy Tourism Guide

Take 10–12 quite junior people with no real
authority over the brand. Fly them business class to a
posh hotel in a nice destination. Lock in a windowless room
for 2 days. Then do the following: 

1. Over-load them with pages of Powerpoint
research debriefs. Don’t let them anywhere near a real
consumer and check they are not trying out the products of
your brand or the competition.

2. Ensure the team spend most or all of their time
trying to fill in the boxes on a complicated positioning
tool. Get them to write long shopping lists of words in each
section, using a set of throwaway positioning words (e.g.
authentic, quality, modernity)

3. Encourage them to focus on wordsmithing,
twiddling and fiddling. If they stray too close to
debating the content of the strategy, divert them with
discussions over definitions.

4. Focus work on how to use the vision 100% on
communication and in no circumstances allow any work
on improving the product, packaging or service.

Process works best if repeated annually on the arrival of
a new marketing director to come up with a new vision.

Figure 12: Strategy tourism guide.

True insight requires a different approach, which involves immersion into the world of
the consumer, going beyond ‘exploration’ to ‘empathy’. We will look at breaking out of the
focus group and using other techniques such as observation and ethnography. In addition,
we will look at using other forms of insight that go beyond the consumer, including the
competition and ‘treasure hunts’ inside the company itself.

Problem 2: Box filling

Strategy tourists spend hours filling in the boxes of complicated positioning tools. They
create long shopping lists of big, fat words that have little or no practical use to anyone. This
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approach is also often too backward-looking, trying to distill the brand’s past rather than
looking to the future.

A more effective approach is to treat the visioning process as a ‘journey’, where the team
work on a series of challenging questions that force them to look to the future and focus
on creating tools that have practical use. As we go through values, benefits, personality and
summarizing the brand idea we will work on focusing on a few big thoughts and making the
language as differentiated as possible.

Problem 3: Pyramid polishing

Strategy tourists love the process of fiddling, twiddling and word-smithing a positioning
tool such as a pyramid or onion, in a fruitless quest to make it 100% perfect. They spend
hours debating words or phrases, such as ‘Isn’t the brand personality more ‘‘cheerful’’ than
‘‘happy’’?’ or ‘Our benefit is ‘‘excellent taste’’ not just ‘‘great taste’’ ’. Even worse is the
debate about which box of the positioning tool a certain word or phrase should sit in: ‘Isn’t
confidence really a higher order emotional benefit, not a functional one?’ or ‘I think that
taste experience is really a reason to believe not a benefit’.

We will look at helping teams ‘think less and do more’: rather than going round and
round in circles trying to perfect wording, getting on with creating a marketing mix that
dramatizes the vision. This starts in exploring the vision with consumers, where a prototype
mix is much more effective than showing wordy concepts or mood boards. And towards the
end of the project, it means getting the vision 80–90% right and moving into execution,
creating a roadmap of key actions and then generating practical learning on what works and
what doesn’t.

Problem 4: Image wrapper branding

Strategy tourists spend their time on brand communication and fail to look at the changes
needed in the rest of the mix, including what is often an under-performing product. A
classic example of this ‘image wrapper’ approach to branding was Sony’s announcement
in 2005 of plans to spend $170 million trying to advertise themselves out of the poo-poo
(consumer electronics profits had dropped 23% in the third quarter). Their third strap-line
in as many years told us that Sony was ‘like.no.other’ even though this promise was not fully
delivered at a product level. Samsung’s plasma screens offered similar performance but at a
more competitive price and in music, Apple’s innovation on iPod and iTunes had left Sony
looking like the imitator not the innovator.
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Figure 13: Brand as image wrapper vs. brand-led business.

‘Brand-led business’ (Figure 13) uses the vision to inspire and guide the whole business,
not just communication. This starts with engaging the team internally by focusing not just on
communication but also on tangible changes to the business. It then involves creating ‘hero
products’ that dramatize the vision and communication that presents these in a compelling
and memorable way.

The key problems of strategy tourism we have seen are summarized in Table 1, along with
the way the rest of the book will help you avoid falling into these traps, and maximize your
chances of success.

Using the briefing template in Table 2 before kicking off your visioning project can help
you avoid these traps; the example shown is from a real-life project on the Cointreau brand
of orange spirit. This framing of the project should also clarify the role the brand is expected
to play in the company’s portfolio. What growth is expected in terms of turnover and profit?
What assumptions can be made about the level of investment the brand will get? And what

Table 1: Strategy tourism and solutions.

Strategy tourism Brand vision to action

Research-itis −−−→ Search for true insight
Box filling −−−→ The visioning journey
Pyramid polishing −−−→ Bring the vision to life
Brand image wrapping −−−→ Brand-led business
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Table 2: Brand-led business briefing template.

Business issue What is the business problem or opportunity that has prompted this project?
Sales of Cointreau have been in decline for the last 15 years, with volume sales in
1995 halved versus their peak in 1980. This reflects the ageing of the user-base,
with half of consumers over 45, and the failure to bring in new, younger users.

Brand issue What is the brand issue you are trying to solve and how will the solution help
address the business issue? The brand has excellent awareness and distribution
and is appreciated for being an authentic brand with real heritage. However, it
has become dusty and out-of-date, locked in people’s minds into the after-dinner
sipping moment.

Consumer evidence What qualitative and quantitative learning helps support the brand issues?
Qualitative learning shows the brand personality to be old-fashioned and lacking
dynamism. Quantitative data shows the old skew in the user-base and the
mismatch between the brand’s image and key needs on items such as ‘easy to
drink’, ‘mixability’ and ‘youthfulness’.

Strategy application What will the strategy be used for? Specifically, which bits of the marketing mix
will it guide and inform and when will these hit the market? The strategy will be
used to brief in a complete re-launch of the brand mix, in particular packaging,
advertising and point-of-sale.

Internal stakeholders Who are the key influencers and users of the strategy? How will you get them on
board? Five key European markets account for 75% of global volumes and it is
essential that the General Managers and Marketing Directors of these markets
are brought on board. The USA is a small but growing business and so also
important.

Agency teams Which are the key agencies who will be expected to use the strategy and how
will you get them actively involved? The key agencies are Dragon Rouge for
packaging and BBH for advertising. They will both be part of the team to whom
the positioning exploration results will be presented and they will use these to
develop the briefs for the new brand mix.

Measurement How will the effectiveness of the project be judged both in brand and business
terms? Business terms: return to volume growth of at least 2–4% per year. Brand
terms: 5% pt. improvement in brand image scores, 10% increase in ever used
scores, increase in share of volume consumed by under 35s from 35% to 50%.

Prototyping How do you plan to bring to life the strategy so you can explore it with
consumers and the business team? Positioning ideas will be illustrated using
mood boards and if possible mock-ups of new packaging graphics to bring to life
the new brand personality.

are the priority consumer groups and occasions the brand should address. An example of a
portfolio summary is shown in Table 3.

We will now look at a brand story that illustrates the Brand Vision process that the rest of
the book will explore (Figure 14), and shows what it can deliver in the way of results.
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Table 3: Brand portfolio summary (simplified).

Pantene Wash & Go Head & Shoulders

Role in portfolio Build aggressively Maintain Build
Share of sales 40% 30% 30%
Share of investment 60% 10% 30%

3-year growth plan:
• Volume +10% +1% +3%
• Turnover +9% +2% +3%
• Profit +8% +3% +3%

What? Shampoo, condition, style 2-in-1 shampoo Shampoo, lotions
Who? Urban women Families Men with dandruff
Where? Supermarkets Supermarkets Pharmacies
When? All occasions All occasions Skewed winter
Why? Shine, strength Condition Dandruff-free
Price (Index) 110 100 130

Mar03

April
May

June/
July

Sep/
Oct

Jul05
Feb06

I. SEARCH FOR
TRUE INSIGHT

II. THE
VISIONING
JOURNEY

III. BRING THE
VISION TO LIFE

IV. BRAND-LED
BUSINESS

1. Create an insight springboard

5. Big brand ideas beat brand essence

2. What are you going to fight for?

3. Where’s the sausage?

4. Sizzle that sells

6. Test-drive the vision

7. Beyond brandwashing to true
engagement

8. Create hero products

9. Communicating without ego tripping

Figure 14: Brand vision to action for T-Mobile.

The T-Mobile story

When Phil Chapman joined T-Mobile UK from Unilever at the end of 2004 he seriously
wondered if he had bitten off more than he could chew. The brand was in a desperately
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difficult situation, being the number four mobile network behind O2, Vodafone and
Orange, and with Virgin and 3 in hot pursuit. It still suffered from a poor image on
network quality inherited from the One 2 One brand that was re-branded as T-Mobile
by parent Deutsche Telecom in April 2002. And T-Mobile lacked any clear imagery or
associations in consumers’ minds. But the thing that only came to light when Phil took up
the job was just how low morale was in the marketing team and how little direction they
had.

Each of the sub-functions (consumer marketing, business marketing, product, commu-
nication and insight) worked independently and there was limited interaction between
them. In addition, the whole culture of the business was short-term focused, with the sales
department having the upper hand. Marketing people had a hard time when presenting to
the senior management, and struggled to get any longer-term brand-building plans agreed.

The only vision that existed for the brand was one that had been centrally created and
then ‘cascaded’ into the UK. It was based on the brand idea of ‘A better world for you’ and
was accompanied by a collection of imagery that was beautiful but felt rather posed. The
UK team lacked real engagement with the vision and were not fully using it on a day-to-day
basis. So, not much to do then . . .

Brand vision to action

The visioning project was designed to take the team through a series of stages to create
insights, turn these into a brand idea and then, importantly, work on the action plans needed
to translate these into the mix. A problem with the previous Euro-vision had been the lack
of action planning to make it tangible. There was a professional-looking booklet and CD
ROM, but not a lot on what it actually meant for the UK business.

Importantly, this process took the team on a ‘brand journey’, with the output from this
work being summarized as a vision. They didn’t make the mistake described earlier of sitting
down to try to ‘write the brand positioning’ by filling in the boxes on a brand vision tool.

The team was made up of the senior people in key areas such as consumer and business
marketing, customer experience, innovation, consumer insight and handsets. One key
omission was anyone from sales, as the feeling was that it would be better to wait until
there was something tangible to show them before getting them involved. Importantly,
Phil Chapman clearly was a brand CEO, having been given the power to not only create
a vision but also work on the mix to make it come to life, including product innovation,
communication and internal engagement (his team subsequently also took on leading roles
in store design and customer service).
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I. Insight

The insight phase used existing data and research on the brand, but also got the team out
and about doing competitive store checks and observing people in the process of selecting
a mobile network. They were also tasked with talking to friends and family members, all
mobile phone users, about their attitudes to the market and brands.

This work confirmed that the brand had little or no distinctive imagery and was almost
invisible, low down the list of brands people thought of when taking out a mobile network.
The brand also suffered from a negative image on network quality, a hangover from One 2
One. The irony was that the pre-pay brand with the best image for network quality, Virgin
Mobile, used none other than T-Mobile as its network. Looking back at the brand’s short
history also showed that it had been sending out a multitude of messages with no unifying
thought or even style (Figure 15).

Figure 15: T-Mobile Comms pre-visioning.

Reproduced by permission of T-Mobile.
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The brand did have a couple of things going for it that provided some hope. Firstly, it was
very strong in London, where awareness, consideration and brand imagery were all much
more positive. Secondly, the brand had historically been successful with younger people, a
key target for mobile networks. And it had the colour pink.

Perhaps the most fundamental output from the insight work was a set of profiles
that put a human face to the key consumer targets (Figure 16). The team decided to
christen the core targets and went on to create visual pictures of these people and
their lives. For example, rather than the rather condescending label of ‘white van man’
for the target of blue-collar workers (plumbers, builders, etc.), the team came up with
the profile of ‘Gary’. He was a fun-loving guy who mixed up work and pleasure and
spent much of his day on his phone (good for T-Mobile, if not for the progress of
your kitchen extension). The team took on the challenge of working with the com-
pany to help people get to know these core consumers and create more empathy with
them.

Other
priority
consumption
targets

Core positioning
target

SHARED VALUES/ATTITUDES
- Keeping in touch is key for

enjoying life
- Friends and socializing are

important
- Connected lifestyle

- Independent, know what they
want, demanding

- Mobile phone is an important part
of their life

CLAIRE
- 25–30, male/female

- Urban
- Graduate-type employment

DAN

- Listening to
music on the go
- Active social
life

- Teens = 13–19
- Living at home
- Cash poor

- Texting = key

- Seek approval on
their terms
- Belonging is key

JANE

- More select, meaningful
group of friends
- Seeking work and life
balance

- 30–40/45, female/male
- Professional, owns company
- High income

- Ambitious, competitive,
wants to grow

Figure 16: T-Mobile core consumer profiles and shared values/needs.
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II. Vision

In a first workshop the team shared the key insights and worked on a series of exercises to
create a future vision for the T-Mobile brand in the UK. These covered the following three
areas (they will be explained in more detail later in the book):

Brand ambition

The team thought about what they wanted to fight for and how they wanted to transform
the brand, and this was summarized as a ‘brand manifesto’ (Figure 17). There was an
opportunity to be simpler and more transparent in the way that tariffs and services were
presented, as consumers felt they were being bamboozled and caught out by small print. This
was not a revolutionary idea by any means, but if you have tried to take out a mobile phone
contract recently, you may agree that it is nonetheless a real market opportunity! Other ideas

• We refuse to follow the industry norm of bamboozling people with complex sneaky stuff. We will make things
simpler, easier and fairer

• We are determined to compete on service and not just price alone... there will be much more to T-Mobile
than ‘have I got a deal for you today’

• We think that ‘one-size does not fit all’ and will work hard to better understand our consumers, personalizing
where possible our products and services 
We will also develop products and services that really make their lives better, rather than pushing products
packed of stuff they don’t need or want

• We’re fed up with the hangover of poor network quality perception and will put this right, making people
confident that T-Mobile is up there as a top network... Virgin’s leading PAYG customer satisfaction rating
proves that we deserve a better network quality image

• We’re proud of our leadership in London, one of the world’s most exciting, vibrant and cosmopolitan cities
and will act like a leader in making this position even stronger

• We will communicate in a way that is friendly and approachable, chatting with people like a knowledgeable
mate down the pub

• T-Mobile must stop being invisible. ‘We’re proud to be pink’ and will be bolder and more daring in using this
brilliant colour to stand out from the crowd

• We have to be prouder and believe more in our brand’s potential to have a hope in hell of convincing our
customers and consumers to choose us!

Figure 17: T-Mobile manifesto.
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“Common cause that
unites us”

“Feeling part of a team is
fantastic”

“Eyes lit up, fired up when I saw
manifesto”

“Is/Isn’t makes positioning
clear and not grey”

“Brand promise ties things
down, makes it clear”

“Manifesto made me proud”

“Manifesto was a
breakthrough”

“Real passion and energy of
the team”

“3 key benefits provide a clear
focus”

“Team energy and direction
was transformed over the 3

days”

“Terminology and tools force
you to think different” “Feel I work in marketing gave

me a real buzz”

“Seen more confidence in
these 3 days than anywhere

else”

“Segmentation we can use
straight away”

“Realize how much I enjoy this
team when we pull together”

Figure 18: T-Mobile team feedback from ideas workshop (un-edited!).

were more about how the team wanted to manage the brand, including a commitment to
be braver in the use of the brand’s distinctive pink colour. This manifesto seemed to really
get the team fired up, as shown by the comments the team gave at the end of the workshop
(Figure 18).

Sausage and sizzle

The team focused on three key product benefits (‘sausage’), that covered simplicity,
personalization and immediacy. Another key challenge was to become less grey and invisible,
and create a more distinctive brand personality (‘sizzle’). This was defined as being ‘a
fun-loving and knowledgeable mate you would chat to down the pub’, in contrast to the
technological, cold blue world of O2 and the global, red and slightly arrogant Vodafone.
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Brand idea

The brand idea that the team came up with to summarize the vision was to help people ‘Get
the most out of now’ by making it easier to ‘be close in touch to the people and stuff that
matters’. This was a rallying call for the future, not just a summary of the past. The brand
would inspire people to get the most out of each moment, and help them do this by making
it simple to be close to the people and stuff that mattered to them.

III. Exploration

The team now moved on to bringing the vision to life, using existing projects and creating
new ideas. At the same time, team members also had informal conversations with other key
functions, such as the people in charge of the call centre. A ‘Roadmap Workshop’ was run
each month for team members to pitch their ideas for new services. The team selected the
key projects for 2005 and 2006 that dramatized the brand idea and also had the potential to
grow the business (Figure 19). This work also helped confirm that the vision was working
for the team, giving them both the inspiration and guidance they needed.

-CUSTOMER
CHARTER

-FLEXT

-U-FIX

-MATES
RATES

-WEB n’
WALK

-FAMILY

Q1 06 Q2 Q3 Q4Q4 05Q3 05

LAUNCH

Refresh

LAUNCH

Refresh

LAUNCH

LAUNCH

Refresh

Refresh

LAUNCH

Figure 19: T-Mobile roadmap (simplified).
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2. BRAND IDEA
3. SAUSAGE

(Benefits & Truths) 4. SIZZLE
(Personality)

Fun-loving ...
and knowledgeable ...

mate you chat to down the pub

1. INSIGHT

GET THE MOST OUT OF
NOW

Right here, right now, T-
Mobile makes it easier for you
to be closer to the people and

things that matter to you

‘I want to stay in touch with
what’s happening... but mobile

networks seem to make this
harder not easier, by
bamboozling me with

complexity!’

Personalized where
it matters

Simple, easy to be
in control

In touch,
here and now

Right for me

More time for stuff
that matters

Not missing out on
shared experiences:

5. ACTION

1. U-Fix (Q2)
2. Mates Rates (Q3)

3. Flext (Q1 06)
4. Customer Service Promises

(Test 05; Live 06)

Figure 20: Brand positioning for T-Mobile.

The team had not only a shared vision, but also an idea of how this would come to life
in the marketplace. This was a first for the team, and at last they felt that they could start
driving the agenda and getting the company to think longer term. The brand vision was
written up using a brand tool to capture the key elements on one page (Figure 20).

Importantly, this tool was designed to make it easy to present, with a logical order that
flowed from insight, to brand idea, to benefits to character. It ended with a summary of the
key actions that would bring the vision to life.

IV. Action

By the end of the summer the team were busy with turning the vision into action, working
on the launch of 2005 projects that had been ‘hijacked’ to help dramatize the vision, and
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new projects for 2006. A key decision was not to do a big brand ‘show’ to present the vision,
owing to the problem of ‘vision fatigue’ in the company that had come from seeing several
previous visions come and go. Instead, the team focused on launching new products and
services that dramatized the new vision, with the belief that people in the company would
slowly get the new direction. Only when the team had made progress in the marketplace
would they start to talk about the vision in more detail.

Hero Product 1: U-Fix shakes things up

U-Fix had been launched during the visioning project. It was a ‘hybrid’ product that allowed
you to fix your monthly spend without having a contract, benefits that people on ‘pre-pay’
phones liked. In addition, it offered customers a much better phone than was normally
available on pre-pay and none of the hassle of buying top-up cards each month, though you
could use these if you went over your monthly limit. This meant less worries and hassle,
leaving people to focus on getting the most out of their phone.

The great thing about this launch was that it shook things up and delivered genuine
differentiation in a market where every brand offered pretty much the same thing and
competed on price.

Communication

The communication sought to create a distinctive new look and feel for the brand, that was
stylish, aspirational and lighthearted in tone. The film showed U-Fix customers being able
to predict and save people from disasters about to happen, such as cars crashing through
windows or trees falling down. Importantly, the drama was on human stories instead of
technology, and the benefit of being in control.

Hero product 2: Mates Rates moves things up a level

U-Fix was the first step in the new vision, and already people in the company were
starting to believe that the brand was heading in an exciting new direction. However, it
was important to follow it up fast in order for the vision to not be seen as a flash in
the pan. The next launch was a new proposition for pre-pay targeted at young people
like ‘Dan’, called ‘Mates Rates’: 5p to call or text your mates on T-Mobile at any
time of the day or night. This was bang on vision for several reasons. First, it was
refreshingly straightforward and free of small print. Other networks offered cheap rates
on the same network, but only at certain times of the day or with other catches. In
addition, the idea of mates was a great dramatization of the idea of being closer in
touch with the people and things that mattered to you. Again, the proposition helped
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T-Mobile stand out, by launching a concept-based proposition, not just a purely price-
based one.

The communication used the same mould-breaking style, with a surreal world where
T-Mobile mates didn’t miss out on a thing. It used the visual metaphor of people being able
to see through walls and other objects.

On the road to growth

The team were now off and running with their vision and roadmap, able to show leadership
to the rest of the business and get them thinking more about consumers and the brand idea.
One major and rather nasty surprise was about to happen.

After the summer a press release announced the new global slogan for Vodafone. Amazingly,
and to the team’s dismay, it was ‘Make the most of now’, almost word for word the same
as the T-Mobile brand idea. The learning from Mates Rates provided help in refining the
T-Mobile vision. What people liked most about it was the human dimension, making it
cheaper and easier to stay in touch with your mates. The bigger brand idea had been staring
the team in the face: ‘Get closer’. The idea of human connection was a territory that no
brand was owning any more, in the rush for the next new gadget.

Signs of success

At the end of 2005 the team came back together to review progress and fine-tune the plan
for 2006, and they had a lot to be proud of. The brand’s awareness was moving sharply up,
so important to get higher up people’s shopping lists. In addition, consideration scores had
improved dramatically in the areas where the brand had put special focus, in the London
heartland and Birmingham (Figure 21). Mates Rates and U-Fix had both been big hits,
attracting over a third of a million new customers each, and having the highest ever levels of
satisfaction for T-Mobile product launches. And the success of the brand was recognized in
a transformation in the comments from the city analysts (Figure 22).

The team has also been transformed. New people had been added to the team, full of
enthusiasm and big ideas. And the people who had stayed during the hard times had a new
sense of direction and much more energy. In addition, there were new heads of consumer
marketing, business marketing and consumer insight. It genuinely felt like a different brand,
a different team and even a different company to the one of nine months before when the
visioning work kicked off. This is shown by the comments the team made at the end of 2005
(Table 4).
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22
31

19
33

14 17 22
10

Top 2 Box
consideration

Rejection

Apr 05
%

Oct 05
%

Apr 05
%

Oct 05
%

London Birmingham

Figure 21: Consideration of T-Mobile in London and Birmingham.

‘The UK poses the most significant problem, 
with Q1 2005 service revenue growth of -10%
against a market average of +5.5%’

‘T-Mobile UK has approached and fallen off a cliff ’

Goldman Sachs, 15 June 2005

Deutsche Bank, 12 May 2005

ABN Amro, 26 May 2005

‘The decline in T-Mobile UK’s operating metrics 
are far more dramatic than T-Mobile
Germany’

‘In the UK, DT’s turnaround continues with an 
impressive rise in net adds. We believe T-Mobile’s 
turnaround is beginning in earnest in the UK and 
should continue’

‘The major positive surprise came from the UK 
though: TMO UK added new subs far above our 
estimate, showing that its relaunch is yielding
instant return, and giving a boost to the 
credibility of T-Mobile’s organic growth strategy’

Commerzbank–Jan/06

UBS –Jan/06

‘In the UK, where trends had started to 
improve in Q2 and Q3, DT achieved the best
contract net add number in years, and prepaid 
growth was strong, too’

DRKW –Jan/06

BEFORE AFTER

Figure 22: Transformation in views from the city.

Keeping up momentum

As I write in February of 2006 the brand re-launch is still in its infancy, and the team are
about to launch their third big innovation, called Flext. For the first time this allows people
like ‘Claire’ to pay a fixed amount of money and then use this to pay for whatever they
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Table 4: T-Mobile team feedback at the end of 2005.

More coherent mix
• ‘More joined up thinking’

Clear action plan
• ‘Clarity of roadmap: key bets are clear’
• ‘Simplicity: getting the basics right’
• ‘Company belief in the market-facing action plan’

Team
• ‘Having fun as a team’
• ‘Uniting round the brand, including other departments like finance’
• ‘Now feel likes a team!’

Brand idea
• ‘Combination of things leading to differentiation’
• ‘Interesting, adult way of presenting the brand’
• ‘Idea of human connection, closer in touch’
• ‘Simple/straight play on Mates Rates really works’

Consumer-centric
• ‘Customer at the heart: people asking now ‘‘where’s the insight?’’ ’

want, whether it be texts, voice calls or other stuff. Again this simplifies things and makes it
easier for people to be closer in touch and not worry if their usage changes from month to
month.

The brand now had three major launches that have dramatized different aspects of the
brand idea, with a distinctive tone and style that was now being recognized more (Figure 23).
The team are also finalizing a new end-line to capture the idea of ‘Get closer’. And most
importantly, the team are now planning for 2007, finally starting to plan for the longer term.
[Things change frighteningly fast in the mobile world, and it will be interesting to see how
the brand is doing when this book comes out!]

The key tools that came out of the T-Mobile work and that you will get from following
the same workouts are summarized in Figure 24.

Fits all sizes and shapes

Just in case you are wondering, any brand with ambition can benefit from having a clear and
inspiring vision, although the way you apply it may vary.

Products, services . . . and even people

We will see plenty of examples of product brands such as Hellmann’s, Knorr and Dove, but
also loads of service brands, including Blockbuster, First Direct and Disneyland. And the
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Figure 23: T-Mobile’s three new product launches.

Reproduced by permission of T-Mobile.
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BRAND
IDEA

SAUSAGE
Benefits & 

Brand
Truths

SIZZLE
Brand

Personality

Brand Manifesto
Guiding values, 

principles and beliefs

1

2

3

Q1 06 Q2 06 Q3 06 Q4 06

VISION ....

... TO ACTION

MANIFESTO POSITIONING

ROADMAP

PRE-BRIEFS

KEY
ACTIONS

INSIGHT

DESIGN

COMMS BRIEF

PRODUCT
BRIEF

Figure 24: The key brand ambition tools.

branding bug has even been caught by celebrities, sports teams and TV programmes. Check
out the brand positioning for Jamie Oliver (2), the TV chef famous for his campaign to
make school lunches more healthy, using the positioning tool we will look at later in this
chapter (Figure 25).

Big and small

We’ll see Pret a Manger, who have grown their business to over 100 outlets. And a new
start-up called Fresh Italy, who are opening up their first 10 stores.
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2. BRAND IDEA 4. SIZZLE
(Personality)

Cheeky, fun-loving London lad...
whose overflowing enthusiasm 

for food and cooking... 
is an inspiration to everyone

1. INSIGHT

GET STUCK IN!

By breathing passion and 
common sense into

everything he touches, Jamie 
inspires everyone to Get 

Stuck In!

‘I’m into cooking programmes 
and books, but it all looks a bit 
complicated, so I just keep on
making the same old boring 

stuff’

3. SAUSAGE 
(Benefits & Truths)

Liberal, laid-back
approach to recipes

(‘chuck it in!’)

Simple, sure-fire 
recipes

Feel guided not
instructed

Confidence to
give it a bash:

5. ACTION

1. New book
2. Naked Chef live events

3. Jamie’s School Dinners TV
4. Sainsbury’s advertising

Figure 25: Brand positioning for Jamie Oliver!

B2C and B2B

Many of the brands featured are consumer brands. However, there are an increasing number
of business-to-business brands that are now recognizing the value of having a clear vision.

Consumer and Corporate

We will focus on consumer branding in this book, but the principles of brand ambition
also apply to defining a corporate brand and the positioning for different audiences such as
employees, shareholders and opinion formers.

Over to you

Now it’s time to think about your own brand. If you’re into checklists and questionnaires,
answer the questions about your vision on the next page now, and then again at the end of
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the book to see how you’ve progressed. If you don’t actually work on a brand, you may want
to pick one to work on as a case study; you’ll learn a lot more by applying the principles on
a real example. The score you give yourself can also be used to help you focus on the most
relevant sections of the book, where you have most work to do.

Rate your vision on the following where
0 is rubbish and 10 is brilliant

Now End of
book

Change

1. Insight. A vivid, colourful picture of your most important
consumer and the opportunity to make their life better

2. What are you going to fight for = ambition. An inspiring
and provocative statement about the bigger role your
brand will play in the world. Captures your values,
beliefs, principles and passions

3. Where’s the sausage = benefits? The 2–3 key ways in
which you will make life better for your consumers,
expressed in a short, punchy and ownable way and
supported by brand truths

4. Sizzle that sells = personality. 3–4 distinctive statements
that bring to life the desired tone and style of the brand

5. Brand idea. A short, memorable phrase that summarizes
the key role the brand will play in people’s lives. A ‘call to
action’ for both consumers and people working on the
brand

6. Roadmap. A 12-quarter plan showing the key marketing
activities that will be used to deliver against the vision

7. Engagement. Bringing to life the vision in a visual and
inspiring way, with real examples of the mix, and plans
to align measurement and rewards

8. Hero products. Innovation both on the core and in new
products that dramatize the vision and drive growth

9. Communicating the vision. A clear idea of the role of
each part of the mix in delivering the vision, and inspiring
briefs for each of them

TOTAL SCORE
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Depending on your score, here’s what you might want to do:

• 0–20: you need a lot more than a book. Dial 999/911 and ask for the brandgym.
• 20–50: you’ve got your work cut out. Better read everything.
• 50–80: pretty good. You may want to pick the most relevant chapters that address your

issues.
• 80–90: forget the book. Email me to apply for a job.

Checklist: Introduction
Yes No

• Is the person leading the brand visioning process a true ‘brand CEO’
with the power and influence to drive change?

� �
• Have you designed the process to integrate strategy and execution in

order to avoid time-wasting on pyramid polishing?
� �

• Is the visioning process set up with a clear idea of how the brand idea
will help drive profitable growth: are you following the money?

� �
Handover

We have seen the failure factors that explain why so many visioning projects have little or
no impact on the business. Solutions to each of these problems have been suggested: having
a true brand leader, thinking less and doing more, and following the money. We will now
move on to the first workout on your brand visioning journey, about how to use insight as
the springboard for creating your big brand idea.





I. SEARCH FOR
TRUE INSIGHT

II. THE
VISIONING
JOURNEY

III. BRING THE
VISION TO LIFE

IV. BRAND-LED
BUSINESS

This stage of work typically takes four to five
weeks to complete. Much of the work will
involve reviewing the research already available
in the business and searching for ‘nuggets’of
insight. There may be additional research that
you need to carry out to fill in gaps or generate
new learning.

In addition, you will need to carry out a series
of 'stakeholder interviews' with senior people in
the company and go on a 'technical treasure
hunt' with the R&D people.





I. SEARCH FOR
TRUE INSIGHT

II. THE
VISIONING
JOURNEY

III. BRING THE
VISION TO LIFE

IV. BRAND-LED
BUSINESS

1. Create an insight springboard

5. Big brand ideas beat brand essence

2. What are you going to fight for?

3. Where’s the sausage?

4. Sizzle that sells

6. Test-drive the vision

7. Beyond brandwashing to true
    engagement

8. Create hero products

9. Communicating without ego tripping





Create an insight springboard
C H A P T E R 1

Headlines

True insight is the springboard for creating a great vision, but you won’t find it by
spending hours sitting behind a one-way mirror watching focus groups. You need to get
out more, immersing yourself in the worlds of your consumer, brand and competition.

Research-itis

Strategy tourists fall into the trap of using consumer research like a drunk uses a lamppost:
for support not illumination. They commission deck after deck of dry research that no-one
has the time or energy to analyse and spend hour after hour locked in focus groups. This
reliance on research means they are divorced from the reality of the consumer’s world. It
encourages them to see the consumer as living on a completely different planet and almost
speaking a different language, with the need for a ‘moderator’ to translate findings into
client-speak.

Don’t understand the consumer. Be the consumer

True insight requires more than just understanding consumers. You need to get much closer
to the action to feel the insight in your gut, not just understand it in your head. ‘Consumer
empathy’ (Table 1.1) requires the breaking down of the artificial separation that can still
exist between the people who use products (‘the consumer’) and the people who sell them
(‘the brand’). In addition, building consumer empathy is not something you do every now
and then. It is a way of seeing the world and being open to new opportunities whenever they
may spring up.

The visceral, emotional nature of an insight that you feel in the gut is what differentiates
it from a run-of-the-mill finding. The best way to get true insight is to be the consumer
yourself, or at least have a real enthusiasm for and interest in the category. Building consumer
empathy is not a quick fix and requires changes to the way people are recruited. People
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Table 1.1: Beyond consumer exploration to empathy.

Consumer exploration Consumer empathy

Research ‘Overt’ techniques such as focus
groups and interviews

‘Undercover’ techniques, such as
ethnography and observation

Place In a research facility, behind a
one-way mirror

Immersed in the real life of
consumers

Attitude to consumer Try to understand the consumer Be the consumer

Emphasis Rational: what’s in your head Emotional: feel it in your gut

Time frame Sporadic and based on project
needs

Ongoing injections of deep insight

at Amazon, Starbucks and Egg have a genuine interest in the market, are enthused by the
mission of the company and tend to be loyal users of the product. I would never get hired
at Nike, as I am a Saturday sports spectator not a passionate and active participant. In a
consumer goods business where you change brands it may be harder to always have this
level of connection with the category and consumer. However, you can try to influence the
assignments you get and also ensure that you spend more time with consumers in situ. For
example, all new people joining the Pampers brand have to spend time in their first week
changing nappies, and doing this on real babies, not just dolls.

Opening different windows

You have the best chance of uncovering good insights by looking in more than one place.
Andy Bird from Brand Learning calls this ‘opening as many different windows to the brand
as possible’. These windows include of course the consumer, but also the competition, brand
and company (Figure 1.1), which we will look at one by one.

Competition: what market are we really in?

One of the parts of brand vision tools that often gets scant attention is the market definition
or competitive environment. However, this is a crucial first step in the process of brand
visioning. If you don’t know what business you are in, it’s hard to create the right vision.
Strategy tourists take the lazy and uninspiring route of using manufacturer definitions such
as ‘shampoo’, ‘breakfast cereals’ or ‘computer software’. This narrow view of the world has
two big issues:

• Missing threats: by looking only at your direct competition you risk overlooking potential
threats from indirect competition. For many years Coca Cola was focused on building its
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3-D CONSUMER:
attitudes,

needs, passions,
demographics

DIRECT
Competition

IN-DIRECT
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and PEER
GROUP

BRAND
PAST
What

made us
famous?

BRAND
FUTURE

Key
Trends

COMPANY
COMPETENCE

envelope

Figure 1.1: Insight catalyst framework.

share of the cola market, and taking business from arch-rival Pespi. However, in today’s
fast-changing world this was a very dangerous approach. Coke is really competing in a
much bigger market you could describe as ‘enjoyable, uplifting refreshment’, and in the
last 10 years has been attacked by a whole army of new competitors from outside the
cola market (Figure 1.2). In Holland, the Dubbelfrisss brand of refreshing fruit drink has
transformed the soft drinks market, creating a huge new category and driving a sharp
decline in Coke’s business. Dubbelfrisss has the refreshment, taste and attractive brand
personality for teens that has made Coke strong, but is seen as more ‘permissible’ by
mums as it is a fruit-based drink.

• Missing opportunities: by being ‘myopic’ about your market you are also missing out
on new growth opportunities. For example, if Wrigley’s had stuck to the chewing gum
market, instead of thinking about the ‘oral care and refreshment’ market, they might not
have created innovations such as breath-freshening strips or whitening gum.

A great question to ask when defining your market is ‘who loses when we gain’ or ‘who
gains when we lose’. This will open your eyes up to who the real competition is, both direct
and indirect, and where the growth opportunities lie. The other trick we will now look at is
to define your market using the benefits consumers want, rather than the products you are
selling.
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Colas
esp. Pepsi

COKE: MYOPIC, SHORT-SIGHTED VIEW
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Figure 1.2: Who really wins when you loose?
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Think benefits not boxes

Blockbuster saw itself for a long time as being in the ‘video rental’ business, a functional
and quite limited market definition. Indeed, you may remember the advertising jingle
‘Blockbuster Video, what a difference’. However, when the UK board of directors worked
on their vision in 2000, one of the key issues facing them was the changing landscape of the
media environment. Clearly, sticking to being a video rental company was not an option.

When they were asked to think about the market in benefit terms, they came up with the
idea of being in the ‘great night in’ market. The focus is still on home entertainment, but
they now also sell some of the other things needed to enjoy a night in, such as popcorn,
soft drinks and ice cream. These product offerings help differentiate the Blockbuster offer
but are also valuable sources of additional revenue. The wider market definition also forced
Blockbuster to respond to the changes in the home entertainment market. The company
decided to over-invest in the DVD market, giving them more than their fair share of store
space compared to videotapes. This decision seems easy now, but at the time the format was
still small. The company also extended into renting video games, an industry that is now
bigger than cinema and music combined. The rental of games was adapted versus movies to
allow people to rent them out for longer periods. Finally, the great night in market definition
opened up Blockbuster’s eyes to the total consumer experience, not just the process of
picking up the DVD. One key innovation that came out of this thinking was DVD rental
by post, to avoid the hassle of having to drop the movie back at the shop. Now you can just
drop it in the post instead.

Balancing act

You can of course go too broad in the definition and end up so wide as to not give any
guidance on appropriate product innovation. Getting the right balance comes down to your
judgement and some idea of how ambitious you want to be in stretching the brand. The
definition should also be rooted in an area where your brand has added value and your
company has competence. For example, in the case of Blockbuster they stuck to the core
area of rentable home entertainment based on retailing, as this was where they felt they
had systems and processes to do this well, rather than going into the satellite or cable TV
business. In contrast, the UK retailer Boots stretched too far from its roots in the pharmacy
business when it attempted to become a ‘wellbeing’ brand, opening 12 wellbeing centres
selling services such as botox injections, osteopathy, reflexology and weight management.
These were closed down in 2003 so Boots could re-focus on its core business.
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Brand peer group

It can be very inspiring to look at brands that operate outside your category, but who are
doing an excellent job of appealing to your target audience, called a ‘brand peer group’.

The Dubbelfrisss brand of fruit drink used Axe/Lynx as a source of inspiration to create
more distinctive variants and help bring to life their vision of ‘making fruity refreshment
more exciting’. A key challenge was to differentiate themselves versus the increasing threat
of own-label drinks. The Dubbelfrisss team admired the way Axe had created new versions
with concept names such as ‘Phoenix’ and ‘Pulse’, not just one-dimensional fragrances. The
Axe team described these annual launches as the ‘new album’ that kept the brand fresh
and interesting for each new generation of brand users, in the same way that each new
Madonna release makes her music relevant for today. In 2006 Dubbelfrisss moved away
from descriptive fruit-based flavours, such as Melon and Thai Lemon, and instead created
two more concept-based versions. These were called Cool Citrus and Wild Berry, with each
drink having more of its own personality and being much harder to copy by own-label
products (Figure 1.3).

Consumer: opening the door to your brand

The more vivid and focused a picture of the target consumer you can get, the better the
chances of getting a brilliant brand vision. This literally ‘opens the door to your brand’.
We’ll start by looking at the tools we want to create (core consumer and insight) and then
go on to the techniques you can use to create these.

Meet your consumer

Less is more

One of the commonest mistakes in brand visioning is worrying about meeting the needs
of every consumer. For example, the brand team will protest ‘We can’t focus on young
families! Half of our brand sales come from people without kids’. However, by trying to
please everyone you of course end up by appealing to no-one: a bland vision not a brand
vision. As with all strategy, brand visioning is about making choices and this starts with
the target consumer. Only by tightly defining the core consumer can you develop a deep
understanding of their world and uncover true insights about your brand that can add value.
Think of them as the people you want to be real ‘brand fans’, not just people who use the
product or service.
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Figure 1.3: Dubbelfrisss concept-based flavours.

Reproduced by permission of Friesland Foods.
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Not actively targeted

Shared values,
attitudes and needs

Core consumer target

Secondary targets

Figure 1.4: Positioning target (try filling in for your brand).

The interesting thing is that by defining a tightly defined core target, you can develop
a powerful brand idea that will eventually appeal to a much wider consumption target.
These people will share and aspire to some of the same values and needs as the core target
(Figure 1.4), perhaps on certain occasions. The Skip brand of laundry detergent in Europe
might focus on appealing to caring mums of large families who account for a big share of
all washing done. The key needs the brand is tapping into might be defined as showing
care, confidence in getting the job done and being ready to pay more for excellent results. A
young woman starting up home for the first time with her partner might not have kids yet,
but she may share the same needs and values when it comes to getting the laundry done.

The bigger a brand is, the bigger the number of specific consumption targets is likely
to be. This is also more likely to be the case with a service brand than a focused product
brand. A mobile phone network like T-Mobile has to think about groups such as students,
young professionals, families and business people, and develop services targeted at each of
these segments. Even in this case, though, it is useful to highlight the attitudes, needs and
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values that are shared by these consumer segments and which the brand can then focus on
addressing. This avoids the brand becoming schizophrenic.

Meet your consumer

The simplest but most important step in defining the core target is to get beyond socio-
demographics such as age, sex and social class, or product-usage definitions such as ‘users
of premium washing powder’. This sounds like a no-brainer, but pick up a few positioning
statements and you can bet that at least one will have a target that is still defined in this
way. By all means have a socio-demographic ‘centre of gravity’ that defines the likely profile
of the core target. But the key is to go much deeper and bring the consumer to life in
three dimensions. These dimensions are illustrated in Figure 1.5, along with an example of a
consumer portrait for the Top Gear brand (a car show and magazine), and discussed below:

• Attitudes to life: start by understanding your consumer as a person, not as a buyer of
shampoo, cereals or mobile phones. What is important in their life? What are their guiding
beliefs and principles? What are their hopes and fears?

• Passion points: what are the activities in their life that are most important to them? What
do they like to spend their valuable time and money on? What magazines do they read,
what TV programmes do they watch and which are their favourite websites? Beyond
helping you bring to life your consumer, this can guide media selection and help trigger
ideas for promotional link-ups.

• Needs from the category: this is where you can turn your attention to the product or service
and capture what it is the consumer is looking for. Try to make this as specific as possible.

• Socio-demographic centre of gravity: use criteria such as sex, age and social class to give
guidance on what sort of people are most likely to be in the core target. Be as precise as
possible in doing this to make the exercise useful. For example, on age it’s little use to say
‘15–35’ or even ‘15–25’; think back to when you were 15 years old and 25 years old and
you will realize how big the differences in lifestyle, attitudes and needs are.

Painting the consumer portrait is best done using a mix of hard and soft research. Quantitative
studies such as TGI are great for highlighting attitudinal and lifestyle differences between
different targets. You can then use qualitative work or observation to get anecdotes and
stories about people. We will come back to these techniques a little later on.

Make it real

One tip in defining your core target is to create a specific portrait of a consumer and
give them a name. This has the benefit of making the consumer target feel more real
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Key questions

Attitudes to life
Guiding principles which influence approach to
life in general (e.g. ambitious, live life for today,
concern for environment)

Interest centres
What they like to spend their time and money on
(e.g. exotic holidays, gadgets, sport)

Needs
Functional and emotional needs from the
category (e.g. refreshment, status, indulgence)

Socio-demographics
Centre of gravity of group in terms of age, sex,
social class, etc.

Example: Top Gear

Attitudes to life
• Brand savvy and image conscious
• Likes to be seen as a step ahead
• Enjoys sociable blokes’ banter,

one-upmanship
• High self-esteem

Passion points
• Cars and driving: but more as a lifestyle

experience
• ‘Armchair’ adventure (e.g. Touching the Void)
• Sport: football more than rugby
• Holidays abroad with mates

Attitudes to cars and driving
• Car needs to be cool and get peer approval
• Car is an expression of personality
• ‘Feels the need for speed’

Socio-demographic centre of gravity
• 30ish
• Lives in his own pad
• No kids yet
• White collar, office worker

Figure 1.5: Core consumer portrait.

and less theoretical. We saw earlier how the T-Mobile brand team in the UK took this route,
calling their core consumers ‘Claire’ and ‘Dan’ rather than ‘white collar mobile aspirers’ and
‘young connected urbanites’. This made the consumer targets feel more human and also
easier to use in day-to-day business discussions. The marketing team were surprised and
delighted when they heard the finance director saying ‘Oh we can’t launch that idea, Claire
would never buy it’. The consumer profiles gave the whole team a central point of focus
to rally around. One criticism of this approach is that the names are less descriptive and
make it harder to remember what the needs and values of each group are. However, this
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forces people to get to know the consumer groups and really understand them, rather than
pigeon-holing them based on a superficial understanding.

Once you have a clear consumer portrait there are loads of ways of bringing it to life.
Some teams like to write mini-biographies of the target. One retailer had a photo of their
consumer and a description of what they wanted pinned on the wall of every store’s staff
room. The T-Mobile team are going even further and are planning to build consumer rooms
that literally bring to life the world of Claire and Dan.

Selecting the right core target

Selecting the right core target is a key decision; focus is great as long as you focus on the
right things. The right core target is the one that inspires and guides a business building
mix. A good place to start is reviewing the profile of your brand users compared with both
the population and users of the category, to see who your brand fans are today. You must
then decide whether to focus on retaining these and recruiting more like them, or to go
after new user groups. In the case of the Cointreau brand of orange spirit, the brand’s heavy
and loyal users were over 50. Whilst it was important not to lose these drinkers, the brand
team decided that they had to target a younger 30-something group to rejuvenate the brand.
Indeed, by appealing to these younger drinkers the brand could also improve the relevance
of the brand for the older group, who aspired to the same values of modernity, innovation
and adventure.

A checklist to help in the process of selecting the right core target should consider issues
including size of target, current and future sales potential and ability to win.

Market mapping

You may be in a business where management will want to know exactly how many people
there are in the core target you have selected, and why they are the right choice. In this case
you will need to do a ‘market mapping’ exercise (also called market segmentation).

Market mapping involves looking at different criteria that drive brand choice, that can be
summarized as the ‘6 P’s’: people, purpose, periods, places, price and products (Figure 1.6).
The process starts with hypothesis creation based on existing knowledge and research and
then goes into qualitative exploration. The last phase, and by far the most expensive, is
quantitative research that will quantify how many consumer segments there are, and for each
one will confirm exactly their attitudes, values and habits.
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Products:
. Forms, formats

(colas,
lemonades,

energy drinks,
 fruit juice, water)

People
. User groups and typologies

(kids, teens, ‘young at
heart’, ‘hassled mums’,

‘urban warriors’)

Places
. Places of

purchase and
consumption
(work, school,

pub, sports club)

Periods
. Times of day,
week or year
(breakfast,

morning, lunch,
afternoon,
evening)

Price:
. Price/value

positions (economy,
mainstream,

premium, super
 premium)

Purpose:
. Functional and

 emotional benefits
(thirst quench,
taste, revival,
energy boost,

health)

Figure 1.6: Market mapping example for soft drinks.

Beyond findings to insights

Having selected and brought to life the core target, the next step is to uncover the core
insight on which you will build your brand idea. The core insight can be defined as:

A discovery of something enlightening about your consumer that opens the door to an
opportunity for your brand

The word ‘discovery’ is important, as it makes the point that the insight process is one that
needs time and dedication. The biggest challenge is getting beyond ‘findings’, observations
of consumer behaviour or attitudes that are factually true but superficial and rational in
nature. The core insight needs to go deeper and tap into the emotions people feel, not just
the things they do and say. For Pampers, we summarized the core insight as:

Babies with healthy skin are happier . . . and so better able to play, learn and develop

The finding that babies are happier when they have healthy skin rather than nappy rash is
not big news and is experienced by any new parent. The true insight came from tapping
into the consumer at a deeper, more emotional level and discovering that the happier baby
is better able to play, learn and develop. In this case, the breakthrough came from talking to
researchers into child behaviour, who explained that by being dry and getting a good night’s
sleep babies were better able to play and that this in turn was key to their development. It
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was this insight that led to the brand vision about ‘celebrating baby development’ and being
with parents to help them in this every step of the way.

A great trick for uncovering core insights is called the ‘toddler test’. Anyone with young
kids will have experienced their seemingly never-ending series of ‘why?’ questions. You take
this technique and use it to interrogate the reasons for using your brand and other products
in the category until you uncover the deeper, more emotional issues and opportunities.

Going undercover

Most qualitative research techniques are limited by their use of ‘overt’ questioning to illicit
learning, with the limitations we have seen. You need to be more ‘covert’ to get deeper and
truer insights. Ways to do this include immersion, cultural decoding, changing the brand’s
clothes and prototyping.

Decoding

Decoding communication and broader cultural codes can be a valuable source of insight and
a good springboard for brand visioning. On a project for SAB Miller to create a new brand
of beer for the Russian market, called Golden Barrel, cultural analysis helped us understand
fundamental aspects of the Russian people, such as the importance of being in touch with
other people and not being alone. This had a direct impact on the TV advertising, which
portrayed three guys sharing a beer (three is said to be the best number as a drunk can be
supported by one friend on either side!).

Decoding of how beer was portrayed in popular entertainment showed that the drink was
a light and refreshing beverage compared with the hard-edged, serious side of vodka. One of
the favourite films in Russia portrayed a group of friends going to a sauna to celebrate an
upcoming marriage. When the guys came out of the sauna, hot and in need of refreshment,
a round of beers was ordered. However, when the conversation got more heavy and it was
time to start toasting, out came the vodka. This insight guided the whole tone of voice in
the brand vision, that needed to be light-hearted and emphasize the refreshing aspect of the
product.

Immersion

Immersing yourself in the world of the consumer and a brand can be more useful than a
bunch of focus groups. The team working on Fristi, a Dutch yoghurt drink for children,
got an invaluable nugget of insight from this sort of exercise. They did a series of in-home
visits talking to mums and their kids together first, and then heading upstairs to the kids’
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bedrooms, where the real nuggets of insight were uncovered. In one visit a boy of nine
proudly showed us his teddy bear that he still kept on his bed, at the same time as pointing
at posters of Eminem, his favourite singer. This apparent conflict brought to life the ‘jump’
that kids make when their growing independence and the influence of their ‘peer group’
becomes more important than the childhood security of the family. Here was a boy literally
executing this jump, with one foot in childhood and the other ahead in a more grown-up
world. The Fristi team had learnt about this evolution from desk research, and decided that
part of their brand vision would be about helping kids make this jump, by encouraging them
to express their creativity. However, when they saw things coming to life in front of them
they felt the insight more powerfully. They also had a story they could tell to other people
in the company to bring the insight to life.

Ethnography

Ethnography uses some of the same techniques as observation, but is much more sophis-
ticated. It is carried out by expert researchers who observe consumers in situ as they go
about their everyday lives, often filming this experience. The period of observation is long
and can last days or even a week. This technique can create very rich insight, as people are
not trying to remember what they do and how they use products as they have to do in a
focus group. A coffee company looking at how people consumed coffee out of home in
cafes and coffee shops learnt a huge amount from using this technique. One key insight
concerned the importance of the whole coffee-drinking experience, and showed the team
that the coffee beans they sold were but one small part of this. The cup the coffee was served
in, the ambiance and the amount of froth on the cappuccino were all vital. This made the
team realize they had to do more to help their customers create an ‘end-to-end’ experience
to build the brand, and not just focus on selling the quality of the coffee. Again, this insight
had come out in quantitative research, but was only really bought into emotionally when
the team saw real people talking about it for themselves.

Stay close

Really building consumer empathy is not a one-off task to help create your vision. Instead, it
is something you need to build into the way you do business as you bring the vision to life,
to help check you are staying on track. This sounds obvious, but it is shocking to see how
many senior people are still living in a different world to the one their consumers live in.
So many issues would be solved by spending some time in the shoes of the people who buy
their products and services. There are several different ways of staying close to the consumer.
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Consumer panels

The first technique is to have a panel of consumers whom you consult over a period of time
to get their ideas and insights into your brand. The difference with typical panel studies
is that you go back to the same people and meet them face to face. The most impressive
example of this is the Harley Owners Group or HOG, run by Harley Davidson. This club
now has 850 000 members worldwide and is an invaluable source of insight. The group was
set up in 1983 by Richard Teerlink when he came in as CEO, when the company was on the
point of going bust, having been decimated by Japanese motorbikes. He insisted that senior
managers go out and ride with the hard core enthusiasts who made up the membership of
the HOG, a practice he called ‘super-engagement’. When this technique was used in the
early days of his time in the company, Teerlink found out that the Harley owners who
had stuck by the brand through the bad times loved it and the values of freedom, power
and independence that it stood for. However, they were pissed off with the poor reliability
and shoddy customer service. Against their will they were being forced to consider Japanese
motorbike brands, even though this caused them pain. The encouraging thing was a real
consumer passion for the brand and a desire for it to be great again. These insights fuelled
the re-launch of the business and helped return it to growth, with a focus on getting the
quality back up and with a five-year total return to shareholders of 242% in 2002 and record
earnings for the first quarter of 2005 (1).

You might not have the resources to create such a sophisticated panel as the HOG, but
you can start small and still get valuable insight. A soft drinks company I worked with set up
an ‘18–18’ panel for example, with 18 people who were 18 years old, to serve as a creative
team to help with developing new products on a regular basis.

Consumer feedback (that you really use)

You’ve seen consumer feedback forms in a million different places and probably never both-
ered to use them, as you were sure they would drop straight down into a trashcan underneath.
However, if you are serious about getting and, more importantly, using this sort of feedback,
it can be a fantastic form of free insight. One company that does this is Pret a Manger, the UK
sandwich shop chain. Just look at the text on the company’s website and see how refreshing
it is compared with the normal company blurb (Figure 1.7). It sounds sincere and you do
get the impression they intend to use the feedback. You can contact, not some anonymous
call-centre operative, but the CEO or founder of the company. And if you comment
positively on a member of staff, they receive a silver star from Tiffany & Co! One example of
using this type of feedback is the total re-invention of the soup range using one of the UK’s
leading chefs, with the story of this re-launch told on the soup packaging of the new range.
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Figure 1.7: Consumer feedback that might actually get read.

Creating consumer empathy and insights is clearly an important part of the springboard
for creating a great vision. However, it is just as important to understand your brand and
pull off the balancing act between keeping the positive elements that made you famous and
adapting to change with the times.

Brand: look back, look forward

What made us famous?

One of the most valuable parts of many visioning projects is getting teams to remember
what made their brand famous. The ‘new broom’ syndrome caused by frequent changes of
brand managers and directors means that over a period of 10 years the whole brand mix
can be changed several times. A simple request on projects that leaves many brand teams
flummoxed is to see a 15–20-year-old reel of advertising. Often, the response is ‘I’ve worked
on the brand for 2 years, so I can go back that far, but before that I’m not sure’. Crazy, but
true. Even when people are able to produce the commercial reel, watching it is often like
seeing four or five different brands. The campaigns zig and zag all over the place, and you
can often link these changes to the arrival of new marketing teams. The other big risk is that
brands head off into areas where their brand lacks competence and added value, so diluting
the valuable equity they have built up.

You can do some ‘brand archaeology’ by digging into your past marketing mix and
highlighting the moments when the brand was ‘hot’, growing share and sales, and when it
was ‘cold’. Here, you are looking for two things. Firstly and most fundamentally, you are
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looking at ‘the message’: the content of the brand promise you were making. Secondly, you
are looking at ‘the mix’: executional elements such as endlines, creative campaign ideas and
visual devices. A good way to do this is creating a poster for each of the last 10 years on the
brand, with each one having visuals to summarize the brand mix, such as of communication,
events and promotions. You can also summarize how the brand performed in terms of sales,
share and brand image ratings. With the brand vision team you can then use green, amber
and red stickers to vote for when you think the brand was hot, lukewarm and off the boil.

The Domestos brand is a great example of a brand that has successfully looked back to
what made it famous and used this to re-launch itself. For many years Domestos was the
leading brand of bleach in the UK, and built up a reputation for germ kill. However, in the
late 1990s the brand moved away from this core and stretched into new areas based on a
broader vision of ‘home protection’, launching new products such as household wipes and
gentler, non-bleach multi-purpose cleaners. These new products were not very successful,
and took valuable resource away from the core bleach business.

When a new team on Domestos led by Chris Pote reviewed the brand in 2002, they found
that consumers still played back advertising from many years before, recalling the endline
‘Kills 99.9% of all know germs. Dead’. They could also remember the visual device of a
big Domestos bottle being crashed down with a thud, acting as a visual metaphor for the
brand’s germ-killing prowess. The new team decided to re-focus the brand back on the core,
de-listing the poorly performing extensions and supporting the base bleach business. An
upgraded product was developed, with increased thickness, a key cue of germ kill efficacy. A
new brand campaign was created that went back to the roots of the brand, with the endline
‘Millions of germs will die’. This communication used a mock Hollywood horror movie to
introduce the germs as monsters, about to be wiped out by the hero of Domestos (Figure 1.8).
Finally several new products were developed, but all of these stuck to the core idea of superior
germ protection based on bleach, such as spray bleach for use in showers. The early results
are encouraging, with sales up 14% and 19% in the first two quarters after the re-launch.

Benchmarking the brand today

An important input to the visioning process is an in-depth understanding of the brand’s
equity today. At the highest level, you are looking to assess how healthy the brand is. This
will help guide the decision on how much change is needed in the visioning process. At
one extreme you have healthy, growing brands where the challenge is ‘bottling the magic’:
capturing and codifying what makes the brand successful so these success factors can be
re-applied in the future. At the other extreme you have brands that need to be re-invented
as they are sick and in decline.
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Figure 1.8: Domestos going back to its roots.

Reproduced by permission of Unilever UK Home & Personal Care Limited.

At a more detailed level, it is useful to highlight the brand image attributes that are most
strongly associated with the brand. Here, it is important to look at the absolute scores but also
to see where the brand is strong relative to competition. For example, a strong brand will tend
to score high on all attributes, but what you are looking for is where it is especially strong.

There are a number of different methodologies in use to do this sort of brand equity
analysis, all of which seek to answer the same basic questions such as brand awareness, loyalty
and brand imagery. The key is to agree the right attributes to measure and then keep these
consistent over time so you can track progress.
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Brand futures

At the same time as rewinding to look at what made the brand famous in the past, there
is also a need to look to the future and how the world is changing. The challenge here is
to separate ‘heritage’, on which you can build from ‘history’, brand baggage that has to be
jettisoned in order to move forward. You need to decide where to strike the balance between
consistency and change, depending on the health of the brand (Figure 1.9).

This approach is illustrated by looking at the history of the James Bond brand. There are a
number of elements that have been constant over time and make a James Bond film a James
Bond film:

• The evil baddie out to bring chaos to the planet and kill Bond.
• The gorgeous girls: at least one of whom is actually up to no good.
• The car that goes fast but also has loads of gadgets.
• The music: dang dang-a-lang-lang . . . dang dang dang dang dang-a-lang-lang . . . dang

dang dang dang da da, da da da, etc.

However, the world is moving on and James Bond needs to move with the times. For
example, with the rise of global terrorism, baddies are getting badder and more evil. The
latest villains in the Bond movies are much nastier and harder-edged than those in the past,
such as Dr No and Octopussy. The role of women is also changing dramatically and there
is no place for the ‘dumb blondes’ of the past. Bond women are now stronger, braver and
much more of a match for James, such as the Halle Berry character Jinx Johnson in the last
movie, Die Another Day (even though she wore the same bikini as Ursula Andress).

Consistency
Change

Sick brand:
- Need for radical change
- Major re-positioning
needed

Consistency Change

Superstar brand:
- Positioning vision close to
brand reality
- Mix working very well
- Key challenge is to
refresh the mix

Consistency Change

Stable brand:
- Some stretch of
positioning vision vs. reality
- May need a new
marketing mix

Figure 1.9: The brand balancing act.
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The direct competition is moving on, with the emergence of other action hero movies
such as XXX and the Bourne Supremacy. The indirect competition also needs to be
considered, such as TV programmes like 24, with its high-tech feel. In these competitive
media properties, the hero is imperfect and has a harder side. Interestingly, Pierce Brosnan
wanted to explore the darker side to Bond in one more movie, but the producers denied him
this chance by switching to the younger British actor Daniel Craig. By the time you read
this book we should know where the new Bond has taken the character.

After completing this analysis (Figure 1.10), it is then possible to decide on which elements
need keeping, updating, losing and adding (Figure 1.11). For example, the James Bond
music has been kept over the years, but has been re-recorded using contemporary stars such
as the techno music maestro Moby.

Company: where should we fish for growth?

The final source of insight is looking inside the company itself. Getting insight from the
senior managers in the company is vital on a brand visioning project. Firstly, its helps ensure
that the project is aligned with the expectations of senior management and that you are not
heading off for a bit of strategy tourism. It can also give some good clues as to where the
right direction for the brand is. Top managers have often been in the company for a long
time and have bags of experience, developing a good ‘nose’ for what works and what doesn’t.
Asking senior stakeholders ‘where the team should fish for growth and where should they
not’ gives a good steer on what they see as the right direction for the brand.

Technical treasure hunt

The other great form of internal insight can come from talking to the technical people
and finding out what they have hidden in their treasure trove of product ideas. This
sounds obvious, but again and again on brand visioning projects this throws up ideas
that most of the marketing team didn’t even know existed! These product ideas can
sometimes be the seed for brand innovation; it’s not supposed to work like that in the
fairy tale world of marketing theory I know, but real life is not quite as tidy. Diageo’s
highly successful Bailey’s cream liqueur brand was invented not out of analysing consumer
trends, but from a need to figure out how to use up excess stocks of dairy products! And
the Viennetta ice cream dessert brand was invented after a faulty production line that
vibrated to produce the wavy, thin layers of crackling chocolate that sit between the ice
cream.
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Brandscape direct
competition:

Higher testosterone, more
action, bigger special effects

(e.g. XXX, Bourne
Supremacy)

Brandscape indirect
competition:

TV programmes such as 24:
- innovative on-screen devices

- highly topical

Look BACK: what
made us famous?

Brand mix hits
and misses?

- Bond vs. baddie
- Girls, girls, girls
- Cars (British!)

and gadgets
- Bond music

Look FORWARD:
emerging cultural codes

and trends
- Baddies are badder
- Women more equal

- Higher-tech
- Music moves on

- 60's spoof movies like
Austin Powers means Bond

needs a harder edge

JAMES BOND

Brandscape direct
competition:

Brandscape indirect
competition:

Look BACK: what
made us famous?

Brand mix hits
and misses?

Look FORWARD:
emerging cultural codes

and trends

YOUR BRAND

Figure 1.10: the ‘James Bond tool’.
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JAMES BRAND

KEEP UPDATE LOSE ADD

• Central idea of
‘Bond vs. baddie
to save the world’

• Core elements of
the character:
cars, girls,
gadgets

• Theme tune and
007 ID

• Core elements
such as cars and
gadgets need to
be higher-tech

• Baddies need to
be badder

• Update music and
ID

• Foreign
influences: e.g.
cars should be
British!

• References to
current affairs and
events

YOUR BRAND

KEEP UPDATE LOSE ADD

• • • •
• • • •

• • • •

Figure 1.11: Separating equity from baggage.

Checklist 1: Create an insight springboard
Yes No

• Have you defined your market in benefit not product terms, really
thinking through ‘who loses when we win’?

� �
• Have you brought to life your consumer target in three dimensions,

thinking about them as a person and not just a consumer of your
products?

� �
• Have you uncovered a deep and penetrating insight that opens the

door to an opportunity for your brand?
� �

• Have you gone beyond consumer exploration to consumer empathy,
making use of immersive techniques like observation and
ethnography?

� �
• Have you looked back and forward to understand what made your

brand famous, and how to keep it up-to-date?
� �

• Do you have in place ways of keeping the flow of insights up on an
ongoing basis, such as consumer panels and feedback

� �
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Handover

We have seen how understanding in depth the market and the core consumer provides the
insight springboard for your brand vision (Figure 1.12). We will now move on and work on
the brand vision, starting with the challenge of finding what you really want to fight and
campaign for in life.

BRAND
IDEA

SAUSAGE
Benefits & 

Brand
Truths

SIZZLE
Brand

Personality

Brand Manifesto
Guiding values, 

principles and beliefs

1

2

3

Q1 06 Q2 06 Q3 06 Q4 06

VISION ....

... TO ACTION

DESIGN

COMMS BRIEF

PRODUCT
BRIEF

MANIFESTO POSITIONING

ROADMAP

PRE-BRIEFS

KEY
ACTIONS

INSIGHT

Figure 1.12: The insight springboard completed.





This heart of the visioning process involves
working through the key questions about your
brand ambition, benefits, personality and big
idea.

A lot of the work can be covered in a carefully
planned and facilitated off-site vision workshop,
that typically lasts two and a half days. However,
for every day of workshop, allow two to three
days of preparation to plan the process, create
the exercises, develop the inputs and brief the
participants. You will also need to plan in time
to write up and then craft the outputs.

Some general tips on workshop design
and facilitation can be found in the
toolbox section at the end of the book.
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6. Test-drive the vision

7. Beyond brandwashing to true engagement

8. Create hero products

9. Communicating without ego tripping





What are you going
to fight for?

C H A P T E R 2

Headlines

Having an idea of the bigger mission your brand is campaigning for can be a powerful
source of inspiration. However, avoid using a set of throwaway words that are vague and
hollow to ensure you end up with a brand vision not a bland vision.

A great brand vision should capture a sense of your brand’s bigger purpose in life, something
inspirational that goes beyond the purely financial and functional. Working on your brand
mission requires you to think about some important and challenging questions. What do
you want to campaign and fight for? What would your brand protest against if it were
to initiate a street march? What are your core values, the principles and beliefs that guide
you? This purpose (or mission) is primarily for people working on the brand. It helps give
the ‘bigger picture’ about the brand’s ambition and is a great way to start a briefing for an
external agency or to introduce new team members to the brand.

The bottom-line benefit of a clear purpose and set of values was vividly demonstrated
by Collins and Porras in their blockbuster book Built to Last, which showed that visionary
companies had stock return six times higher than comparison companies (1). You only have
to talk for a few minutes to people who work for Virgin Atlantic, Innocent smoothies, Nike
or The Body Shop to see the power of an inspiring mission. These people have a sense of
zeal and belief in what the brand is trying to achieve which pushes them forward. And then
there is the story about President Kennedy and a toilet cleaner at Cape Canaveral, who is
enthusiastically mopping the floor. The President asks him what he is doing, and the cleaner
replies ‘Cleaning the floor, what do you think?’ No, sorry, that’s wrong. He replies, ‘I’m
helping put a man on the moon’. The cleaner shared the bigger purpose and so was more
motivated to do his job well.
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Bland not brand

Strategy tourists satisfy themselves with a long shopping list of what Professor Mark Ritson
calls ‘the usual suspects, a mass of insipid and generic brand values’. He quotes the example of
pharmaceutical company Pfizer that has such a set of values: ‘integrity, innovation, customer
focus, respect for people, leadership, teamwork, performance and quality’ (2). The strategy
tourist’s mission statement will be the one in Figure 2.1, made up of boring corporate-speak
that worships the holy trinity of consumers, employees and stakeholders (believe it or not,
this is a real one from Exxon Mobil). In other words, they end up with a bland vision not
a brand vision that is no use to anyone. It gives no real guidance about what is on or off
brand, and leaves you cold not energized and inspired.

Bland visioning comes from teams filling out the boxes on their pyramid or onion without
really thinking through what they really mean, and through a lack of courage to write
something that is provocative and mould-breaking. Things are made worse by inviting a
large group of people to join in their strategy tourism-fest, using up even more time, energy
and money. Take the example of Shell’s work in the early 1990s (3) that involved 32
workshops in a number of different countries to get views on the brand purpose. Yes, that’s
right, 32 workshops. And guess what came out of this monster of a project? The brand
purpose was defined as . . . ‘Helping people build a better world’. This was to be achieved
by ‘creating communities of people who relentlessly pursue challenge with an unwavering
commitment to be the best’. Just typing it now makes me want to fall asleep.

Shareholders
We are committed to enhancing the long-term value of the investment dollars entrusted to us by our

shareholders.
Customers
We pledge to be innovative and responsive, while offering high quality products and services at

competitive prices.
Employees
We will strive to hire and retain the most qualified people available and maximize their opportunities

for success through training and development.
Communities
We pledge to be a good corporate citizen in all the places we operate worldwide.

Figure 2.1: A bland mission (Exxon Mobil).
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The brand manifesto

A better way of capturing your purpose and values is to stop making shopping lists and
start creating a ‘brand manifesto’. This is a longer-hand, more colourful and explicit way
of explaining the ambition you have for your brand. The example shown in Table 2.1 is a
million miles away from the bland-speak of the mission and values we saw a minute ago.
With this one you have a good chance of guessing what the brand is (Dove). Sticking to this
brand manifesto and consistently executing as the brand has stretched into new categories
and countries has paid off in spectacular growth (Figure 2.2).

To give yourself a chance of coming up with an inspiring brand manifesto, here are a few
tips to follow in the way you go about it.

Table 2.1: Brand manifesto.

• Our mission is to make women feel more beautiful
every day, by widening the stereotypical view of beauty
and inspiring them to take great care of themselves

• We will show that we see beauty in imperfections and
won’t worship stereotypes

• Our beauty will be self-defined, beauty with brains that
is democratic

• We will recognize not only the exterior, but also the
woman within. The depth of character behind the
eyes, a strength and vitality of character shining
through

• We will not preach to women, but rather create fantastic
products that we will then wrap in our beauty theory

• We will stay loyal to our product roots in the bar of 
mildness, moisturization and naturalness

... Guess the brand

•

•

•

•

•

Your brand
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Figure 2.2: Dove global sales.

Let yourself go

Don’t feel constrained to writing a single paragraph or phrase, at least not to start with.
Let yourself go and write a series of points, up to say 10. In this way you can liberate your
creativity and energy and fully express how you feel. Don’t forget, you are not trying to write
something to show to consumers, this is for you and the team and you can do what the hell
you want.

Pour your heart into it

The most important thing in writing a brand manifesto is to follow the advice captured
in the title of the book written by Starbuck’s CEO Howard Shultz: Pour Your Heart Into
It. Too many people on brands seem to leave their real, human self at the door when they
go to work and take a mechanical and logical approach. However, all the great brands we
love and admire are led by people with passion, commitment and belief. To create a truly
inspiring brand vision you need to do the same thing, connecting with a deeper sense of
what you want to achieve; how you want, in your own small way, to do something that
makes everyday life a little better. You get this sense when you see a talk by Richard Reed,
one of the founders of the Innocent smoothie company. It is refreshing to see someone
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Table 2.2: Brands that use interesting language.

Brand Sector Typical language

Innocent Fruit drinks Little tasty drinks
Egg Finance Burn rubber not cash
Ben & Jerry’s Ice cream Lick global warming
Smile Internet banking Happy wallet. Happy heart

obviously speaking from the heart about what he and his co-workers are trying to do with
their brand.

Cut through the bull and buzzwords

The other key to writing an inspiring manifesto is to write it in language that is true to the
spirit of the brand. Try to avoid marketing-ese and instead find a tone and style that is more
ownable. The way you write it will send an important message about the sort of brand you
are trying to create. John Simmons, author of a brilliant book on ‘verbal branding’ called The
Invisible Grail (4), gives examples of brands that champion language as shown in Table 2.2.
He has the following to say:

There’s nothing to stop (bigger brands) developing an idiosyncratic, engaging tone of
voice except their own fear of being different. The answer lies in brands learning to trust
the individuals who represent them to express themselves more creatively (5)

Writing the story of your brand

There are a number of different exercises that have proven useful over the years in getting
teams to create inspiring brand manifestos. These are summarized in Table 2.3 and discussed
in more detail below.

Protest march

This is often the most useful exercise in a visioning workshop. Imagine you are going
out into the street to protest against something you, as a brand, feel passionate about. It
helps make this more interesting if you start by thinking what you want to fight against.
This tends to be a more creatively stimulating exercise and produces colourful language.
What would you write on the banner you would carry to communicate the fight you are
leading? You can then flip these negative ideas into the positive expression. For example,
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Table 2.3: Brand manifesto exercises.

1. Protest march

If you were to go on a protest march in the street and fight against something, what would you write
on your banner? And if you were now to flip this into a positive, what would you fight for?

Example: Tesco’s fight against ‘rip-off Britain’

2. Dream and nightmare

What is your wildest dream for the brand and your worst nightmare?

Example: Friesche Flag avoiding the nightmare of being the Friesland Tourist Board

3. Brand legacy

What is the bigger role your brand can play to make everyday life better? What sort of legacy would
you like to leave when you leave the brand in 4–5 years?

Example: Kenco wanting to ensure that no-one has to suffer a crap cup of coffee away from home

4. Brand peer group

Which sort of brands do you aspire to emulate, thinking beyond the confines of your own category?

Example: Axe/Lynx wanting to be as cool for teenage boys as Nike and Levi’s

when working on the Knorr brand in Holland, the team wanted to fight against ‘food
fundamentalists’, purists who insisted that a Thai chicken curry had to be made exactly
the same way as in the country it came from. Knorr would instead focus on making a
fantastic curry inspired by Thailand that would be loved by Dutch people. Another good
example is Tesco’s campaign against ‘rip-off Britain’, which has led them to sell cut-price
Levi’s jeans and Chanel perfume, resulting in legal cases being brought against them by
the brand owners. This was of course a dream result for Tesco, creating acres of free
publicity portraying them as the people’s champion facing up against greedy, bully-boy
brands.

Forget the current product range

Liberate yourself from the constraints of the current product range and work on a top-down
vision, that can then inspire and guide new products and services (Figure 2.3).
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BRAND VISION
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PRODUCT 3
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Top-down

Figure 2.3: Top-down thinking.

Brand legacy

Think about the role you can play in making life better for people, no matter how
small. Another way of thinking about this is to consider the ‘legacy’ you, as a team,
would want to leave behind if you managed the unlikely task of working on the brand
for 4–5 years. How would you want to be remembered? The team working on the
Kenco brand’s away-from-home coffee business realized they had a real role to play
in improving the quality of the vast majority of coffee occasions that are not in posh
coffee shops such as Starbucks and Cafe Nero. Their ambition was to work to ensure
that one day there would ‘never be a crappy cup of coffee drunk out of home’. A
key first step in delivering against this lofty ambition was the strategic partnership to
supply McDonald’s with fresh ground coffee. Millions of McDonald’s customers can now
enjoy a freshly brewed latté or cappuccino for £1.19, half the price in a posh coffee
shop.
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Brand peer group

The concept of the brand peer group was introduced in Chapter 1 when discussing
the importance of understanding the competitive environment. Looking at brands out-
side your category that you aspire to emulate can also be a great stimulus for writ-
ing a manifesto. The global brand team on the Knorr brand greatly admired the
way the Dove brand’s campaign for real beauty had created appeal and attraction
inside Unilever and made people want to work on the brand. The Knorr team set
a stretchy goal of, in 5 years’ time, making ‘Dove want to be the Knorr of Personal
Care’!

Checklist 2: What are you going to fight for?
Yes No

• Have you poured your heart into creating a manifesto that captures
your brand beliefs and principles?

� �
• Have you written this manifesto in interesting, distinctive language

not boring corporate-speak?
� �

• Have you made the manifesto specific enough so it’s unique to you
and could not be picked up and used by another brand?

� �
• Is the manifesto inspiring enough to help you in attracting the right

talent to work on your brand?
� �

Handover

We have started off with the ‘bigger picture’ for your brand vision, working on a manifesto
for growth (Figure 2.4). We will now move on to look at the importance of grounding the
vision on product performance, identifying the product truths and benefits you want to
focus on.
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Figure 2.4: Brand manifesto done.
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Where’s the sausage?
C H A P T E R 3

Headlines

Behind most great brands there is a great product, and today more than ever consumers are
looking for brands built on authentic truths. However, many brand teams have overlooked
this and have been seduced by the twin sirens of sizzle and stretch.

Think of the brands you most admire and the chances are that most of them will be built
on great products. Sure, the emotional dimension of brands is part of what sets them apart
from pure products, and we’ll come back to this in the next section of the book. But for
now, we’ll focus on the search for product truth on which to build your vision.

The power of the product is shown by research done by the brandgym with consumers
called ‘Brand and Deliver’. Consistent delivery of the brand promise came out as the
most important driver of brand loyalty, with 78% rating this as fairly or very important
(Figure 3.1), twice as important as having a loyalty scheme. The importance of product for

Importance in driving brand loyalty

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

Consistent delivery of brand promise

Easy to find where I shop

Doesn’t increase price too much

Stays modern and up to date

Has memorable advertising I like

Gives rewards such as loyalty points

Figure 3.1: Importance of product performance.

Source: ‘Brand and Deliver’ research by the brandgym.
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Figure 3.2: Where does your marketing team spend its time?

long-term success was also dramatized by research carried out by a leading consumer goods
company that sought to correlate results from pre-testing new products with in-market
performance (Figure 3.2). When looking at pre-launch concept testing results, these showed
that improving concept scores helped increase chances of in-market success to a point, but
then flattened off; the ‘law of diminishing returns’ came into play. However, improving
product performance had a significant impact on in-market performance and there was no
flattening off. The better the product, the better the in-market performance.

Unfortunately, it seems that many marketing teams have forgotten about the power of the
product, putting the long-term future of brands in many markets in question.
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‘Brands promise more than they deliver’

25%

35%

20%

16%
5% Agree strongly

Agree slightly

Neither agree or disagree

Disagree slightly

Disagree strongly

Figure 3.3: Brands failure to deliver.

Source: ‘Brand and Deliver’ research by the brandgym.

Brandicide

The most shocking result from the ‘Brand and Deliver’ research mentioned earlier was
that 60% of consumers believed that brands tended to promise more than they deliver
(Figure 3.3). Furthermore, breaking your promises was shown to be very damaging for your
brand health. A whacking 85% of people said they would try another brand in the case of a
product not living up to expectations. And 75% of people would tell their friends, family and
colleagues about their bad experience. This increasing level of frustration with crap products
and service was covered in a recent report from the National Consumer Council (1) which
accused high-street chains and everyday brands of ‘casually alienating customers by being
sneaky and dishonest, impersonal and robotic, incompetent and ineffectual’. Ow.

Over the last 10–15 years, three key factors have combined to create this situation and
jeopardize the future of brands: strategy tourists’ obsession with ‘sizzle marketing’ and
stretching, coupled with the rise of retailer brands.

The rise of sizzle marketing

One of the most dangerous concepts to emerge in recent years is ‘emotional branding’, and
it has led to many costly visioning exercises ending up swimming in red ink. Brand owners
have been seduced by agencies and consultancies urging them to forget about the importance
of the product and focus instead on emotion, or ‘sizzle’, as explained perfectly by Greet
Sterenberg of Research International (2):

Marketers have turned to the emotional components of branding to give their
products a distinctive identity. At times product performance has almost been
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ignored – left off the guest list at the branding party. Marketers often treat it as a
hygiene factor – essential, but hardly exciting

This obsession with emotional values means that many brands have failed to invest in
improving the performance of their core products. Many of them have even tried to cut
quality over time to cut costs, kidding themselves that a little change here and another there
won’t be noticed. Each small product downgrade might not be noticed in blind testing, but
over time the cumulative effect will be obvious. David Thomas, Chairman of MMR, has a
good old rant on this problem (3):

I wonder how many marketing dinosaurs still believe that ‘A great brand need
only be supported by a mediocre product’? What arrogance! Little wonder so
many FMCG brands got found out and, in the end, consumers refused to pay
the premium. The upshot of this could be the total elimination of brands in some
categories, leaving only a few mega-brands and a plethora of retailer brands.

This neglect of product quality leaves brands vulnerable to attack, as happened in the UK
yoghurt market. Ski had been the brand leader for many years, but had gradually reduced
product quality over time to reduce costs. This left the door open for Müller Corner to
enter the market with a super-creamy and indulgent product that has gone on to build a
market-leading position.

Seduced by stretch

Focusing on emotion and forgetting product performance has also led to strategy tourists
creating visions that would be more accurately called ‘hallucinations’. They have been kidded
into believing that emotional appeal is enough to compete in new markets way beyond the
brand’s heartland. This new-found freedom to stretch into all sorts of exciting new product
categories is reflected in the following quote heard at a branding conference:

When you’ve established a strong brand, you’ve moved beyond the functional
product into a realm of values. It makes sense to try to deliver the same emotional
benefits in another market

The fatal flaw in these branding theories is that it leads to a load of products with no real
added value compared to the products that already exist, apart from these emotional values.
Teams get too big for their brand boots and head off on a costly and ultimately unsuccessful
‘brand ego trip’, where they hope that their brand name and emotional values will win
the day, as explained in detail in my last book Brand Stretch. The head-to-head battle of
Unilever’s Axe/Lynx brand and Gillette in the male toiletries market is a great illustration of
the risks of brand ego tripping.
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Axe vs. Gillette

At the end of the 1990s the Axe (Lynx in the UK) brand created a new vision to go beyond
its core product of body spray for teenage boys. The brand had become famous by helping
young men smell great and so have the confidence to get the girl they wanted. The brand’s
communication was irreverent and memorable, taking itself much less seriously than brands
such as Gillette. The stars of Axe adverts were anti-heroes: they made fun of themselves
and looked anything but cool. However, it was this irreverent, streetwise and entertaining
approach that made the brand so appealing.

The new brand idea was to go beyond making men smell good and ladder up to ideas
about ‘grooming men to seduce’. Axe undertook a highly ambitious programme of brand
stretch, including going head-to-head with the mighty Gillette in their core market of
shaving, through a joint venture with one of Japan’s leading razor manufacturers. However,
the brand lacked the functional competence and technical credibility to compete effectively
with Gillette, who spent hundreds of millions of dollars on R&D and marketing support. It
had only emotional values to lean on, and even one of the brand’s best performing adverts
of all time could not save the shaving extension.

An inspiring but more achievable vision was the idea of providing ‘fragrances to boost
your pulling power’ (Figure 3.4). With this idea the brand used direct stretch beyond body
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Figure 3.4: Ladders and snakes for Axe.
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sprays into shower gel, that has been successful in some markets. Here, the brand’s fragrance
credentials are a real added value brand linkage.

Gillette vs. Axe

What makes the Axe story really interesting is that as they were taking on Gillette in shaving,
Gillette was coming the other way and picking a fight in deodorant. It seems that Gillette
had been reading the same stuff on brand stretching and had also created a broad vision
around male grooming. Indeed, Professor Jean-Noel Kapferer went as far as saying that
Gillette could ‘sell anything that is in the bathroom for men’. In theory this may be fine,
but again the issue is return on the investment to enter a new market, both in marketing to
change consumer perceptions and capital expenditure.

Do a quick exercise by asking two or three people around you what Gillette are famous
for, and you’re likely to get three things: shaving, shaving and shaving. This strong equity in
shaving does not easily translate into deodorant: why would men believe that Gillette can
make a better deodorant, than the one they have trusted for years? The new vision means
Gillette have taken on Unilever in one of their core areas of deodorant where they have
decades of expertise and the benefit of millions of dollars invested in building brand equity
on Axe and Sure/Rexona. Gillette have had to pump huge amounts of money to build
factories and advertise the deodorant range but it’s proving very difficult to even get close to
the share they have in the shaving market, where they are the global leader. Again, it seems
they forgot about their true product roots and stretched too far (Figure 3.5).

The rise of retailer brands

The neglect of product performance by brands is bad enough, but this problem has been
transformed into a crisis when coupled with another trend: the rise of the retailer brand. The
leading retailers have not made the mistake of being seduced by the lure of emotional values.
They are totally focused on value for money, pushing hard to increase product quality and
drive down prices. They have also become very sophisticated brand innovators in their own
right, no longer being content to introduce cheaper, me-too versions of branded products,
but looking to be at the leading edge of market development. The UK is the most advanced
in this area, with retailer brands accounting for an eye-popping 47% of retail sales, up from
22% in 1981 (4). However, retailer own label strength is not confined to the UK, with
retailers in Holland, the USA and other developed countries also becoming a serious threat.

To get an idea of just how serious this threat is, check out the comments of the marketing
director of Wal-Mart’s UK supermarket chain Asda, Richard Hodgson. He told a conference
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Figure 3.5: . . . and ladders and snakes for Gillette.

of stunned senior marketing people that his job is to ‘undo’ the marketing of brands sold
in Asda and to drive consumers to own-label alternatives. He claims that Asda’s own-label
products are not only of superior quality, but also more profitable (5). With this sort of
retailer pressure, there is increasingly only room for one strong brand and own label. This
was shown recently in the UK with the bankruptcy of the number two brand of potato chips
and salty snacks, Golden Wonder. It is no coincidence that the leading brand, Pepsico’s
Walkers (Lay’s in other markets) is obsessed with product quality and innovation.

The power of the retailers is no clearer than in the area of chilled food, a huge multi-billion
dollar sector that is growing at twice the speed of ‘ambient’, shelf-stable food. You can see
for yourself by walking down the aisle of a Tesco store. 95% of this fixture is dominated
by retailer brand food products, with a sophisticated segmentation allowing you to choose
between Tesco Finest (upmarket), Value (cheap and basic), Healthy Living and Organic.
You have exotic flavours, innovative packaging and regular introduction of new versions. By
driving the growth of this sector, the retailers have left brands behind or, more accurately,
have become strong brands in their own right.

The most terrifying thing you hear from brand teams in this situation is ‘yes, but we’re
advertised’. You end up with a crazy logic where the only thing supporting the price
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premium is advertising. This nightmare scenario is perfectly dramatized by the comment of
Robert Stephens, founder of computer repair company, The Geek Squad, who says that:
‘Advertising is a tax you have to pay for having an unremarkable product’. This tax is funded
in the first place by the brand owner, but is ultimately paid for by the consumer through the
premium price they are charged.

Back to why brands were born

Trustmarks

To start the process of putting the product back in the heart of your brand vision we need to
remember why brands were created in the first place. Contrary to some popular beliefs, they
were not created to provide consumers with ‘a higher order emotional experience’ or to allow
them to ‘fall in love and have a relationship with a packet of washing powder’. No, brands
were created to simplify our life by helping us navigate more quickly through our purchase
decisions. This is reflected in the definition of ‘brand’ that refers to emotional appeal, but
emphasizes trust:

A name and symbol associated with a known and trusted experience that appeals
to the head and the heart

To see how useful trusted brands are, just think for a second about a world full of products
and services where every name and symbol used to differentiate them had been removed.
You would need a whole day rather than one hour to do your weekly shop. How would you
go about deciding whether you can trust the online bookshop you are looking at, or where
to buy your petrol? Now, think back to your life today with all your favourite brands. You
automatically grab a jar of Hellmann’s mayonnaise off the shelf, click without hesitation to
buy a book on Amazon and pop into the Shell station on the way home. In today’s ever
more complex world, with people busier and bombarded by information, trusted brands are
more valuable and useful than at any time in history. And the key to building this trust is
consistent, excellent product performance.

Trust is built on truth

To earn trust you need to build your vision on product truths. There are many different types
of product truth that we will come back to later, such as product form, ingredients or brand
history. The product truths then need to be translated into a relevant and differentiated
benefit. There are two main types of benefit you can offer:
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• Solving a problem: Volvo has a wide range of industry-leading, superior safety features
(truth) that give you the confidence you are doing your best to protect your family and
keep them safe (benefit).

• Making life a little better: Pret a Manger makes all its sandwiches fresh each day using only
natural ingredients (truth) so you can enjoy the most delicious, great tasting sandwich
(benefit).

The power of the product

Building a vision with a strong product story that you follow through on has several
important benefits (Figure 3.6). If you are already sold, you may want to skip this section
and move on to how you can search for truths on your brand. But before you do jump ahead,
look at the ‘product passion’ checklist to be sure you really are walking the talk (Table 3.1).

Driving loyalty

The power of the product is shown by research done for the Superbrands Council. The first
thing it demonstrates is how consumers are attached to strong brands such as Heinz baked
beans, Walkers crips and Haagen Dasz ice cream (Figure 3.7). Between 40% and 63% of
consumers claimed to always buy this brand and were unlikely to buy anything else (6).
Even more impressive is the high number of people that claimed they would go elsewhere to
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Figure 3.6: Product power.
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Table 3.1: Product passion checklist.

• Do most people working on the brand regularly use the product or service out of
choice?

• When running an important brand workshop or meeting, do you spend at least 10% of
the time trying out for yourself the product or service versus competition?

• Where feasible, is your product freely available in the workplace for people to use?

• Do you have up-to-date blind test data on your key products against competition,
including retailer own brand?

• Do your marketing people have a good working knowledge of the technical side of your
product and service and what makes it different and better?

• Would you be furious, or nod your head, on hearing someone say ‘We can’t make our
product any different to the competition, they’re all the same.’

• Are you committed to an ongoing process of product improvement, even if there is no
consumer evidence that this is necessary?
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Figure 3.7: Brand loyalty vs. competition.

get the brand if it was unavailable in the store where they were shopping. But perhaps the
best test of all is the 40%+ of consumers who wouldn’t switch to own label, no matter how
cheap it was (Figure 3.8). This sort of added value and loyalty can only come from having a
fantastic product that people trust to deliver time and time again. In a busy world, having
your choice of baked beans or crisps sorted before you enter the store is one thing less to
worry about.
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Figure 3.8: The ultimate test vs. own label.

Premiumization

In addition to driving re-purchase, a real product edge can help premiumize your brand,
allowing you to have sufficient funds to advertise and still make a decent profit. Uncle Ben’s
have been able to premiumize the rice market in the UK with their ‘Express’ product, a
convenient pouch that you can microwave in 3 minutes and comes out perfectly fluffy. Sales
of Express have grown from £20 million in 2002 to £30 million in 2004, now accounting
for two-thirds of the brand’s sales, whilst normal dry rice sales have stayed flat. Just as
importantly, Uncle Ben’s has a share of 75% in this new market space. This compares to a
share of only 15% in dry rice, where own-label dominates with a share of 63% (7).

Barriers to copying

The sirens of sizzle marketing seduced many companies by telling them that creating
emotional appeal was the way to avoid being copied by other brands and in particular own
label. Now, the sizzle of brand personality and values can help, as we will see in the next
chapter. But if you are competing in the world of consumer goods and services and not the
emotional universe of lifestyle and luxury brands, then having a bloody good product will
give you more protection than any amount of brand emotion.
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The real opportunity for brands is to put at the heart of their vision a commitment to
‘disruptive innovation’ that creates a new segment or market (Figure 3.9). Your brand can
then take 100% of this new market rather than fighting over one or two share points in
an existing over-crowded market. Disruptive innovations break the codes of the existing
product offerings and create a new value proposition, often supporting a premium price as
it is adding real value for consumers. In addition, the reaction of retailers is ‘Wow, we can’t
do that’ rather than ‘Been there, copied it, see you on the shelf next week’. The Friesche
Vlag dairy company have had this sort of success with the Breaker brand of diary snack
in Holland, that has grown to a 15 million Euro business in only 5 years (Figure 3.10). A
multitude of points have been used to make this offer different, including the portable pouch
pack, the creamy texture of the yoghurt and the constant wave of new flavours and formats.

We saw earlier that pissed off consumers tend to shout about their bad experiences. Well,
the good news is that they do the same thing when they experience disruptive product
innovation that delivers. Advertising agencies will say that advertising can create the same
impact, sometimes called the ‘watercooler effect’. However, the big difference is that if I tell
you about an amazing product experience you might think about going out and buying the
same brand, whereas learning about a great new advert means you might look out for it on TV.
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Figure 3.9: Try copying this one Mr Own Label.
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Figure 3.10: Example of disruptive innovation creating a new market.

Reproduced by permission of Friesland Foods.

The Innocent smoothie brand in the UK has built a £30 million business on the back of
this sort of word of mouth, based on a brilliant product and great packaging. The product
is made from pure fruit, not concentrate, and does what it says on the bottle: no nasty,
artificial colourings or flavourings. The product proposition was well summed up by poster
advertising the brand has recently done, saying ‘It doesn’t contain fruit. It is fruit’.

Searching for truth

In Figure 3.11 there is a summary of some good places to go searching for brand truths,
or where to look to create new product truths. This can make a good exercise to do either
in the visioning workshop or as part of the pre-work. Often people come to brand vision
workshops proudly clutching books that were written many years ago and contain nugget
after nugget of interesting information about the brand. There may be such information
hiding in the archives of your business, waiting to be discovered by someone who cares about
brand truth.

You may want to just look at the summary table or, if you are really interested, you can
read the description of each of the tips that follows. The first set are ‘harder’ truths, about
the actual product or service. The second are ‘softer’ and more to do with things like the
brand’s roots and who uses the brand. To re-cap, we are looking for one, two and at most
three truths and the benefit that flows from each one. The T-Mobile truths and benefits
from earlier in the book are shown in Figure 3.12 to illustrate this.

Truth-hunting: harder

Ingredients

This is an obvious but potentially powerful place to start when looking for brand truth. Some
of the world’s strongest and most successful brands have been built on an ingredient story.
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One of the most famous of these is the Dove brand, that has grown from a mono-product
cleansing bar into an umbrella brand that crosses many categories in the personal wash and
care area. Over the 1990s the brand’s revenue grew explosively from $200 million to over
$1 billion, and sales continue to increase at about 20% per year. This growth was built on
a simple but very convincing product truth of containing ‘1/4 moisturizing cream’. This
allowed the brand to make a claim about not drying out the skin like soap.

Product form

Beyond the actual ingredients in a product, you can also look at the product form for
distinguishing characteristics such as colour and texture. Heinz tomato ketchup is a famous
example of this approach, making a great story out of the fact that its ketchup is really thick,
and using this as a visual cue for product quality. One advert showed a man at the top of
a tower-block putting a bottle over on its side with the spout hanging over the edge of the
building. He is then able to run down the 20 or so floors with his sandwich before the drop
of ketchup arrives down at street level and lands inside it.

You can even be creative and turn what should be a negative feature into a positive one
and use this as a source of brand differentiation. The Guinness brand did this with the
campaign based on the idea of ‘Good things come to those who wait’. The product takes a
long time to settle and this can be a pain when you are in a rush to get the round of beers
in. However, Guinness cleverly injected romance into this process, beautifully shooting the
swirling, mysterious depths of the black liquid as it settles. The brand positions itself as a beer
for men who are mature enough to appreciate a real beer with depth and who have learnt
that you need to be patient to get it. The most famous piece of Guinness communication
is the ‘Surfers’ advert, which shows a group of men in the sea waiting to catch the perfect
wave. The white tips of the crashing waves turning into magnificent white horses that chase
the surfers all the way to the shore.

Sensory experience

Research done by Research International found that ‘high intensity’ connections with brands
came from intensified product experiences, described as ‘polysensory’ (2). Highlighting
opportunities to increase the intensity of sensory experience can come from looking in detail
at each aspect of the product or service experience. Nescafé impregnate the foil cover on
their coffee with aroma that is released when you break it with a spoon. Krispy Kreme donut
stores have a flashing light to tell people when fresh donuts are ready, and blow the smell
out into the street to hook you by the nose.



92 BRAND VISION

Manufacturing

How the product is made may be a source of brand truth, as is the case with the Pret -a-
Manger sandwich chain that is in the UK and USA. The sandwiches are all made on the
premises in the morning before the shop opens. This guarantees the freshness of the product
and also gives a hand-made feel to the sandwiches, which helps you think they are going to
taste better than those made in some anonymous factory. A nice touch is the way that any
unused sandwiches at the end of the day are given to charities working with homeless people
rather than being chucked in the rubbish bin.

People

Those of you working on service brands know just how hard it is to use people as a source
of differentiation and brand truth. It’s one thing to hear the rhetoric about ‘engaging people
with the brand’ but another altogether to do this when many of the people in your company
are hourly paid employees. One of the rare companies that has pulled off this challenge with
great success is the UK bank First Direct. They now have over 1 million customers and an
amazing and unmatched performance for customer advocacy: 82% of customers recommend
the brand to a friend. The legendary customer service is founded on two key principles.
First, you always talk to a trained customer service person, no matter when you call. First
Direct handle over 3,000,000 telephone calls each week, 500,000 of them made during
weekends and 40% of them outside normal office hours (8). The brand has dramatized
in advertising this refreshing and relevant alternative to the hell of call-centre oblivion, by
simply filming customers talking about their experience. Second, First Direct have the belief
that by hiring the right people and treating them with respect, they will in turn treat their
customers with respect. As the brand says on its website, ‘Most banks are about nothing
but money. first direct is about people. We believe banking should always fit around our
customers and responding to them with personality and character is what matters’. The quiz
for prospective job applicants on the same website gives a clear idea of the sort of people
the bank is looking for, but does this in a humorous, adult-to-adult way rather than typical,
patronising company-speak (Table 3.2).

Truth-hunting: softer

History

A brand’s history can be part of the truth in your brand vision, though this can be dangerous
if you rely on it for future success. You need to be innovating today in order to survive and
prosper. History and origins are especially important in markets where brands need ‘badge
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Table 3.2: Not your normal corporate-speak.

IS FIRST DIRECT RIGHT FOR ME?
• Why not have a go at answering these questions. Don’t worry if your answer doesn’t

quite match ours as this is not part of the application process.

Q1. Selling the right product to the customer is important to first direct because
• as a business, we need to make a profit. Sales help us to achieve this.
• the more I sell, the bigger my bonus will be.
• providing the customer with the products they need is excellent customer service.

Q2. Personal development is important to me because
• I really enjoy developing new skills and applying my learning to different situations.
• it helps me to get promotion and progress my career.
• I’ll feel left out if I don’t do the same courses as my team.

Q3. Working as part of a team is fulfilling because
• others can share my work with me.
• sharing other team members’ experiences helps to achieve better performance.
• meeting new people creates a good social life outside work.

Q4. I enjoy speaking to people and providing excellent customer service because
• creating rapport helps me to sell appropriate products and meet my targets.
• most customers do not have a clue what they want and I like telling them what to do.
• I really like helping them to solve their problems and providing appropriate solutions.

Q5. Looking for ways to continually improve is necessary in business because
• it helps us to keep one step ahead of competitors.
• it ensures that I can provide the best possible service to the customer.
• I get bored with mundane procedures very quickly.

Q6. Open and honest feedback is important to me because
• I need to know who to avoid.
• understanding how my performance impacts on others is important.
• feedback is essential to help me learn and develop my potential.

Q7. I can contribute to first direct because
• I believe that my energy, enthusiasm and dedication will benefit any team and improve

the business.
• I am very intelligent and like to learn.
• in my last job, I only had a week off sick.

values’. These are markets such as fashion and cars, where the brand you choose is visible and
so makes a statement about you and your values, or at least the values you aspire to. Levi’s
built much of their success in Europe during the 1980s and 1990s on being the authentic
American jean and were able to own this space in the minds of consumers, marginalizing
other American brands like Wrangler and Lee. The American roots were portrayed in a
famous campaign of BBH commercials that made the brand sexy and cool, starting with
Nick Kamen taking off his jeans in a 1950s launderette to the Marvin Gaye song, Heard it
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through the Grapevine (if you can remember actually seeing this on TV, as opposed to on
a programme about advertising, you are getting old). You can easily think of many other
brands that have used their origin as a source of differentiation, such as the car brands BMW,
Ferrari and Aston Martin.

Founders

The people behind the brand can be a highly effective source of brand truth and permission
to believe. In the USA, Paul Newman has created a successful range of sauces and other
food products, giving away a proportion of the profit to charity. In the UK, TV chef Lloyd
Grossman has done the same thing and his pasta sauces are now the number two brand,
ahead of Unilever’s more heavily supported Bertolli.

Users

Another source of brand truth is to promote the fact that the brand is used by people who
the target group aspire to. The strongest form of endorsement is when this usage of the
brand is not obviously linked to commercial payment. One example of this is Moleskin
notebooks, who put a little leaflet in every book that tells the true tale of how the brand
was used by leading lights such as Ernest Hemmingway and Picasso. The other form of
endorsement is of course linking the brand with a celebrity, which can work well but also has
risks; the fortune of the brand ends up being intrinsically linked with that of the celebrity.
Police sunglasses is an example of this approach, having successfully used David Beckham to
generate a significant increase in sales.

Exercise: the nightmare product range

If you have used all the truth-hunting tips and still not come up with anything, you can
use this exercise. It is especially useful for brands that need to create brand truths, rather
than build on ones they already have. Brief people to think about the worst possible product
range they can imagine and what the implied benefits would be. This gets the creative juices
flowing and tends to be much more creative than simply asking people ‘which benefits
should we offer?’. When people have finished, you can then get them to flip the answers and
describe the dream range, in terms of which products they would sell and what benefits they
would deliver. The scary thing about this exercise is how often the new product pipeline is
closer to the nightmare range than the dream one!
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Sharpening the vision

To create a sharp brand vision you will need to select the most promising truths and benefits
and express them as convincingly as possible.

Passing the ‘so what’ test

Double-check that each brand truth is translated into a relevant benefit. One way to do this
is to go back to the two types of benefit discussed earlier in the workout, and check that each
benefit is answering at least one of these:

• Is it solving a problem?
• Is it making everyday life a little better?

Shopping list syndrome

Benefits and reasons-to-believe are where strategy tourists make their longest shopping
lists. In Figure 3.13 you can see an example of such a tool that came out of an expensive
and time consuming visioning project for an exotic fruit brand (modified for reasons of
confidentiality). There is a total of 7 benefits and 3 reasons-to-believe and no guidance on
how these are linked, giving 42 different possible combinations!

BENEFITS

1. Fresh

2. Natural

3. Delicious 
taste

4. Packed full of
fruit

5. Energy

6. Feel good 
today

7.High quality

REASONS to BELIEVE
1. Careful process of
growing and caring for 
the fruit

2. Authentic home in an
exotic world 

3. Pride of people 
working in the company

•

•

•

•

•

••

•

•

•

Figure 3.13: Pick your combination.
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Ideally, you will select one single benefit and one truth to support it, and this may be
possible if you are working on a simple product brand. On a more complex brand, especially
in the service area, you may need more benefits, but draw the line at three. This way, an
agency trying to use the brand vision has no more than three choices about where to focus
a particular bit of the marketing mix, such as a new commercial. Contrast this with the 42
different options an agency would have with the vision we saw a moment ago.

Making the decision on which brand benefits to focus on can be done in a number of
different ways, depending on how scientific you want to be. At a minimum, you should
have data on the most important attributes in your market and how your brand performs
against these. You can then choose to explore the benefits and brand truths in research,
either qualitatively or quantitatively.

Fight the fat

Brand truths need to be as specific as possible and avoid throw-away, ‘fat’ words such as
‘quality’, ‘service’ and ‘convenience’. A brilliant example of a concrete brand truth is the
‘Blockbuster Promise’ that guarantees you can ‘get the film of your choice or rent it for free
next time’. The promise is made possible by the company being able to stock a huge number
of copies of each major film through a unique revenue-sharing scheme with the film studios.
Blockbuster pays only a fraction of the normal price upfront for the tapes or DVDs, thus
limiting capital expenditure, but then pays the studios a share of the revenue. Everyone is
a winner: the consumer gets the film they want, Blockbuster rent more films through the
increased traffic generated by the promise and the studios end up getting more revenue.

Checklist 3: Where’s the sausage?
Yes No

• Have you searched for brand truths using different angles such as
ingredients, product form and manufacturing?

� �
• Have you described these truths in a way that is specific and not vague

and generic?
� �

• Have you used these brand truths to develop associated benefits that
solve consumer problems or make life better?

� �
• Have you been ruthless in setting priorities and got down to 1 or 2

benefit and brand truth pairings?
� �

• Have you and your team embraced the key elements of the product
passion checklist and integrated them into your way of working?

� �
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Handover

We have seen advantages of putting product performance at the heart of your brand vision
(Figure 3.14). We will now move on to look at how creating a distinctive personality and
tone in your vision can work to reinforce this product or service proposition.
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Figure 3.14: Sausage in place.
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Sizzle that sells
C H A P T E R 4

Headlines

The emotional bit of your brand vision can be an important source of differentiation, and
what separates it from mere products. However, you need to ensure this emotional stuff
is reinforcing the product message, not working separately from it and stealing the show.

The emotional part of your brand vision, or sizzle, is one of the key ways of creating
differentiation in your brand vision. Clearly defining a distinctive ‘brand personality’ can
help guide the tone and style of your brand. This in turn influences the way people feel
inside about using your brand (‘inner directed’) and what using the brand says about them
to others (‘outer directed’).

However, as we saw in the previous chapter, strategy tourists have become obsessed with
emotion to the point of it becoming the focus of the brand vision. One of the most dangerous
bits of branding theory that can lead you down this dead-end is ‘laddering’.

Leave the ladder in the garage

Laddering is the process of climbing up the conceptual rungs from a product truth to a
functional benefit to an emotional benefit. Looking for the emotional component of your
brand vision is fine. However, the flaw in the laddering approach is that it can end up
with you focusing on the emotional bit at the top of the ladder and losing the link with
the product truth. The result can be ‘sponsored entertainment’: watchable, entertaining and
well-produced advertising that is full of emotional appeal but does absolutely bugger-all to
sell the product or service in question. It’s a mini-movie funded by the brand but not effective
marketing. The fizzy orange drink Tango built a leading position in the UK market with a
strong product story around ‘the hit of the whole fruit’. The brand appealed to both the kids
who drank it and also the mums who bought big bottles of the stuff in the supermarket.
However, in the mid-1990s the brand lost its way and started producing increasingly bizarre
commercials that focused on emotional appeal and had no product message. This left the
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door wide open for Coca Cola to re-launch its Fanta brand with a clear product message
around ‘if only all things orange tasted as good’. Combined with the might of the US giant’s
distribution, this push stole the leading position from Tango, which went into a long-term
decline.

Keep ladders for climbing up the side of your house and don’t use them in brand visioning.
Instead of ladders, think of sausage and sizzle working together and reinforcing one another.
We are creating a ‘product with personality’, where the emotional values help strengthen the
brand’s reputation for functional performance (Figure 4.1). The ex Global Brand Director
of Orange, Lizzie Palmer, described this as ‘having your head in the clouds, but your feet on
the ground’.

In addition to getting the sizzle in your vision working with the sausage, not separately
from it, it’s also worth thinking about the balance between the two.

SAUSAGE = 
PRODUCT
BENEFITS

. Solving a problem

Laddering

. Making life a bit 
better

SIZZLE: BRAND 
PERSONALITY and 

EMOTION
. How it makes me feel
. What it says about 

me

BRAND
ADDED
VALUE

PRODUCT
BENEFITS

. Solving a problem
. Making life a bit

better

BRAND
PERSONALITY and 

EMOTION
. How it makes me feel
. What it says about 

me

Added value

Figure 4.1: Leave the ladder in the garage.
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Pasta sauce or Prada?

The importance of sizzle in your brand vision will depend largely on the type of brand you
are working on and the category in which it operates. Broadly speaking, there are three
types of brand on the ‘sizzle spectrum’, ranging from product brands to lifestyle brands
(Figure 4.2).

Product brand

At one end of the spectrum we have product brands where sizzle plays a small role, and so
should get limited attention in a visioning exercise. These brands are often cheap, such as
Asda/Wal-Mart in retailing or Ryanair in airlines, though this is not always the case. They
also tend to be brands in markets where functional performance is what matters and buying

SAUSAGE: PRODUCT 
BENEFITS/

ATTRIBUTES

SIZZLE: BRAND 
PERSONALITY and 

EMOTION

POWER
BRAND

(PAMPERS)

Powerbrand = sizzle and sausage (e.g. Pampers)

SAUSAGE:
= PRODUCT BENEFITS

ATTRIBUTES

SIZZLE: BRAND
PERSONALITY
and EMOTION

LIFESTYLE
BRAND

(PRADA)

Lifestyle brand = more sizzle (e.g. Gucci)

SAUSAGE:
PRODUCT

BENEFITS and 
ATTRIBUTES

SIZZLE: BRAND 
PERSONALITY and 

EMOTION

PRODUCT
BRAND (ASDA) 

Product brand = more sausage (e.g. WalMart/Asda)

Figure 4.2: The sizzle spectrum.
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is a very rational process. Taken to the extreme, you have sizzle-free categories such as bin
liners, aluminium foil and the like, where retailer brands are dominant.

The key for visioning on product brands is to get the product benefits and cost position
nailed, to make the value proposition as compelling as possible. The main role of emotional
values is to reinforce this value proposition. In the case of Ryanair, the abrasive, no-nonsense
personality of CEO Michael O’Leary doesn’t win him many friends (example quote: ‘I don’t
want call centres, I’d have bloody customers ringing up all day complaining!’). However,
O’Leary’s style does reinforce the idea of you getting a real bargain when you travel with
Ryanair. No frills, no fancy stuff, just the cheapest flights. Interestingly, Wal-Mart have
decided to take another direction, attempting to move more upmarket and inject a more
aspirational personality into the brand by using celebrity endorsement from Garth Brooks
and Queen Latifah (1).

Lifestyle brand

At the other extreme we have lifestyle brands like Gucci, Harley Davidson, Levi’s and
Absolut. Here, the brand is a visible statement about your values, or at least the ones you
want to project. These externally focused values are sometimes called ‘badge values’. You
are buying membership of a club, often an exclusive one that requires you to pay a price
premium. Here, the sizzle factor is obviously dominant in any vision you create and requires
a lot of work.

The Porsche Cayenne and VW Touareg 4x4 vehicles are built on the same platform, share
some of the same technology and even have some similarity in shape. However, the message
you are sending about yourself by driving one brand or the other is quite different (you can
have some fun deciding what these differences are).

You do need a half-decent sausage of course, and it helps if there is a product story behind
the brand. But in this case the product story helps reinforce the emotional values in the
vision and not the other way around. You want to belong to the brand club but need some
permission to believe you’ve not been ripped off. So, the ‘Air technology’ in Nike shoes
makes you feel you’ve bought top-notch running shoes, even if you are only going to wear
them to go clubbing. And it’s nice to know that your Absolut vodka is distilled in Sweden
using the same recipe as for over a century. However, in some cases the sausage is literally
the same as a much cheaper alternative, but the sizzle is so sexy that people still want to buy
it. They are ready to pay $100 for a white Gucci t-shirt that is made in the same factory as
one from Wal-Mart that costs $5.
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The key for visioning on lifestyle brands is to remember that you are building an emotional
brand world into which consumers project themselves. It is closer to the world of fashion
than it is to fast-moving consumer goods. This is why conventional positioning tools have
limited value here. You can’t reduce down to words in boxes brands like this that are so rich
in emotion. Instead, you need much more evocative and visual ways of capturing the vision.
In the case of the Dior brand, it would be better to create a movie with clips from the Dior
catwalk show, and clips of interviews with designer John Galliano.

Power brand

In the middle of the spectrum is the place that most everyday consumer brands operate,
and this is the focus of this section of the book. Here, we have a potent combination of
sausage and sizzle with the two in balance and reinforcing one another. Good examples of
such power brands are Pampers, Dove, Coke and Kellogg’s. Although sizzle is important
here, you have to be careful not to get carried away, and remember you are working on
pasta sauce not Prada. And as mentioned earlier, this emotional stuff needs to help sell the
product story. Be careful about trying to turn your brand into a ‘lovemark’ or working on
the ‘culting’ of your brand.

The emotional values are more inner-directed and about how you feel in yourself, rather
than what brand usage says about you to other people. For example, in the UK laundry
market there has always been a big difference in personality between P&G’s Ariel and
Unilever’s Persil, that can be seen when consumers do drawings of the two brands. Both
brands deliver excellent cleaning, but the way they do this is very different. Ariel is drawn
by consumers as men in white coats in laboratories working on new enzymes for better
cleaning. Whereas Persil is happy, smiling mums looking after their kids. The brand you
choose depends on which one you trust, but it does also depend to some extent on the type
of mum you see yourself as.

There are certain consumer good products that are more visible, especially in the food
and drink area, and here the brand does say something about you. By putting Bertolli olive
oil out to use on a salad instead of own-brand sunflower oil you are saying something
about your attitude to food. In the same way, you are sending a message about the type
of host you are when you bring out Green & Black’s ice cream at a dinner party and not
Wall’s.

With an idea of how much sizzle is right for your brand, we’ll now move on to look at
how to get the sizzle selling the story of your product.
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Selling your product story

Brand personality is best used to help reinforce the product story, rather than working
separately from it in isolation. This approach has several benefits, as shown by the brand
examples in Table 4.1 that are discussed below.

Amplifying the product story

This is the biggie. By creating personality attributes in your vision that are consistent with
the product truths and benefits, you can reinforce and amplify the product story. An example
of this is the olive oil spread Bertolli, previously known in the UK as Olivio. The product
truth is that the spread is made with olive oil, which can help lead to a long and healthy
life if eaten as part of a ‘Mediterranean’ diet. The brand idea was summed up as ‘enjoyable
longevity’. The creative genius of agency BBH was to create an imaginary Italian world of
loveable old people who were actively living life to the full at a ripe old age, the implication
being that their longevity was down to eating Bertolli. The endline used to sum this up was
‘Club 18–130’. The warm, charming and witty personalities created emotional appeal for
the brand, giving the impression that you were eating a little bit of the Bertolli Italian world.
But the old people at the same time were highly effective at communicating the product
story. Even though retailer brand copy-cats matched the brand on the image attribute of
‘contains olive oil’, they couldn’t match it on ‘longevity’ (2) (Figure 4.3). In the first two
years of the re-launch with the Italian people, sales increased by an impressive 149%.

Table 4.1: Sizzle that sells the sausage.

Brand Sausage =
product story

Executional
device

Personality =
sizzle

Differentiation

Amplifying the
product story

Bertolli
spread

Enjoyable
longevity from
olive oil (‘Club
18–130’)

Loveable old
Italian people
living an active
life

Witty, charming,
warm

Reinforces
product story of
longevity

Stand-out Tango
(soft
drink)

‘The hit of the
whole orange’

The orange man
who slaps the
drinker

Rebellious, zany
fun

More edge vs.
goody-two-shoes
Fanta and Coke

Talkability John
West
salmon

Salmon worth
fighting for

Bear fighting with
man

Humorous,
entertaining

Stand-out vs.
own label and
other brands

Likeability Andrex Soft, strong
and very long

Puppy (real and
also cuddly toys
you mail in for)

Caring, loving,
warm

Trusted brand
you like and feel
close to
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Helps you enjoy a longer life
(AB1 Housewives, June–Dec 1997)
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Olivio Own Label

Figure 4.3: Bertolli differentiation vs. own label.

Stand-out

Creating a distinctive personality is one way of getting your product message to stand out in
today’s over-crowded media landscape. As discussed earlier, this is what the Tango brand of
carbonated soft drink did with great success when they were hot in the early 1990s. ‘The hit
of the whole fruit’ was brought to life in one of the most memorable and impactful pieces
of communication of recent years, which had a larger-than-life bald orange man slapping
the face of an unsuspecting Tango drinker. The endline used was ‘You know when you’ve
been Tangoed’. Again, the personality, tone and style of the communication were used to
get across the product story more effectively.

Talkability

The ultimate reward of having a distinctive brand personality is to get consumers to re-tell
your product story for you. This was the case with the John West brand of tinned salmon.
They created a commercial where a man in what looks like the Canadian Rockies fights
a bear for the fish he has just caught. This works at a functional level by giving a strong
message about the quality of the salmon being so good it’s worth fighting a bear for. At the
same time, the commercial is entertaining, unexpected and really funny. It sticks in the mind
much more effectively than a conventional food ad with mum serving salmon to happy,
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smiley kids around the table. It also got people talking about the brand. Despite limited
investment of only £ 1 million, the ad was recalled by 83% of the UK population and helped
increase sales by 23% (3).

Likeability

The right personality can create an emotional bond with a brand, which means that it will be
preferred over a competitor offering similar product benefits at the same price. The Andrex
brand of toilet tissue in the UK has for many years used Labrador puppies to tell the product
story of being ‘Soft, strong and very, very long’. Again, the personality helps communicate
the product story, with the puppies being soft in themselves, and being used to drag toilet
tissue all over the house to show how long and strong it is. But this personality does also
create some emotional value for the brand that people like and become attached to over time.
This positive emotion has been reinforced by promotional offers of cuddly toys puppies and
others that raise money to buy guide dogs for the blind.

Sizzle that stops growth

In some cases the brand personality may need radically overhauling because it is actually
holding back the brand. When working on the Cointreau brand of orange liqueur, focus
groups helped paint a colourful picture of the brand’s personality. People personified the
brand as ‘A French aristocrat who lives in a run-down chateau and drives a rusty Rolls
Royce. No-one comes to visit him anymore and he is very lonely’. This reflected the lack of
innovative brand marketing and investment, leading to a failure to attract younger drinkers
into the brand. The brand had grown old with its user base, who had started drinking it in
the 1970s when they were in their early 30s, but who were now in their 50s.

Changing the brand’s ‘clothes’ gave an interesting insight into the appeal of the product
itself, without the personality of the brand dragging it down. The advertising agency, BBH,
sampled the product with people and captured their negative reactions on film. They then
sampled the same Cointreau product, but this time in an Absolut Orange bottle. Suddenly
young people loved the product, finding it sharp, clean and tasty. This covert piece of
research dramatised that with a revamped brand personality and image, the underlying
product had a real chance of winning over new drinkers.

Let’s now look at an example of a brand that has really done a great job of combining
sausage and sizzle to differentiate and create impressive growth. This story takes place in a
market that could not be more sexy: computer repairs.
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The Geek Squad

The Geek Squad is a perfect example of the power of combining sausage and sizzle. Founder
and ‘Chief Inspector’, Robert Stephens, reminds you about why you went into marketing
and branding in the first place: to create brilliant products and services that you are proud
to work on, and that consumers love. The Geek Squad is a ‘24-hour computer support
taskforce’ that has grown to employ 15 000 ‘agents’, a long way from its humble beginning
back in 1994 when Stephens started the business with a measly $200. Their mission is to
‘alleviate the world’s computer problems, educate people to fearlessly embrace technology
and practice the art of human interaction’. Now you couldn’t pick a less sexy sausage to work
on than computer support services, yet Stephens has managed to inject it with a deafening
amount of sizzle.

It all starts with the sausage

Stephens got the idea for the Geek Squad when he was studying computer science at the
University of Minnesota in the early 1990s. To help pay his way through college he worked
part-time repairing computers and found his way of doing the job was really appreciated by
his customers. Sure, he got the job done of repairing the computer. But it was other aspects of
the service that really made the difference compared with other computer repair companies
that people had used. ‘You actually explained to me what you were doing in words I could
understand’ commented one customer. ‘You bothered to wipe your feet before instead of
just marching in here!’ said another. He also made a habit of arriving not on time, but 5
minutes early for his appointment. He took each step of the process of repairing a computer
and built in excellence of delivery at each of them. A hundred little things done really well
that add up to a bloody brilliant sausage.

Now, contrast this experience with the last time you used any sort of repair service or
contractor, such as a builder, plumber or electrician. Did they arrive early, wipe their feet,
explain what they were doing, do the job perfectly and finish on time? If so, please email
their details to me.

It’s also interesting to note that there was no need for an expensive Usage & Attitude
study or a load of focus groups to create the service. Instead, Stephens used observation of
the consumer experience to come up with his ideas. In the words of Andy Milligan and Sean
Smith, he used the process of ‘See, feel, think, do’ (4):

• See: he observed very carefully each step of the customer experience and where the
moments of truth were.
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• Feel : he used consumer empathy to get in touch with the emotions people were feeling, as
illustrated by the way Geek Squad describe typical consumer situations on their website:
‘When your computer won’t print a huge proposal for an 8 AM meeting or when you’re
suddenly staring at the blue screen of death and your thesis is due the next day.’

• Think: he then developed an idea of what the ideal service experience would be, step by
step, from the moment the call was taken through to arriving at the customer through to
the departure.

• Do: and of course he then had the courage and stamina to actually do something with his
idea, rather than it staying a dream. He not only started the business, he has managed to
build it into a successful 15 000-person company.

The service today

The Geek Squad has continued to innovate and add service features as it has grown and now
has an impressive list of these. A selection of the benefits of using Geek Squad from their
website is shown in Table 4.2.

Sizzle that reinforces the sausage

The service itself was a great start to creating a strong brand. After all, it doesn’t matter
how much sizzle you have if you don’t fix the computer. But Stephens has also created a
personality, style and tone that not only complements the product proposition, it reinforces
it. It is a perfect example of sausage and sizzle working together, amplifying one another.

Christening the brand

The first step was to name the brand, and the idea for this came from a classic bit of
serendipity. Stephens was watching late night TV when he saw a programme called ‘Police

Table 4.2: Geek Squad sausage.

• Agents fix any PC problem – No matter where you purchased your PC, Agents can help you

• Service guarantee – If you’re not completely satisfied with our service, the problem is remedied fast
and free

• Nationwide coverage – Over 700 locations available nationwide, including Hawaii and Alaska

• Flat rates – Agents remove the nauseating pain and discomfort often associated with billing by the
hour

• No time windows. Just on time – When you schedule us for 1 PM, we’ll be there at 1 PM

• Not third party – Any Agent that enters your home or office or that you see at Geek Squad Precincts
and stores is the genuine article
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Squad ’. He liked the idea of a ‘squad’ and also the associations with the police, people you
call when you are in trouble and need help. He then needed to decide what sort of squad and
toyed with ideas like ‘Cyber Squad’ or ‘Techno Squad’, but found these too technical and
cold. The answer came from thinking about the sort of people who were great at repairing
computers. They were geeks: uncool, shy, poorly dressed but absolute whizzes at fixing
computers. So the brand was christened Geek Squad.

Stand-out sizzle

The lack of any marketing funds meant that the Geek Squad had to stand out from the
crowd; a distinctive personality and tone of voice was not a luxury, it was essential for
survival. Inspiration came from the cult 1960s television cop show Dragnet. The Geek Squad
would not have ‘technicians’ or ‘service representatives’, they would have ‘agents’ who would
be dressed like 1960s police cops. Over the first few years of the brand, the uniform was
created that consisted of a white short sleeve shirt, black shoes, clip-on tie (to avoid being
strangled by the tie getting caught in a printer!) and, of course, an official Geek Squad badge
(Figure 4.4). Rather than turning up in anonymous white vans, the Geek Squad turned up
in highly distinctive cars. The first vehicle was a vintage 1958 Simca. As the company got
bigger and needed more cars, they went for VW Beetles but designed in black and white
colours to mimic police cars (Figure 4.5).

The Geek Squad personality, tone and style works so well because it reinforces the product
proposition of reliable solutions to your problems. You’re not calling on a bunch of average
technicians, you’re getting access to ‘an elite tactical unit of highly trained Agents that focus
solely on computer and network support’!

It’s cool to be a geek

One of the great things about the Geek Squad brand is how powerful it is for the people
working for the company, the agents. These people would normally be in jobs where they
wouldn’t feel very valued or appreciated, and certainly not in a role where they would be
seen as cool. You only have to think about the guys or girls in your IT department to see
this! However, with the Geek Squad they get the chance to be a special agent who goes
on important missions. They become part of a gang and get to hang out with other geeks
who share the same interests and hobbies. Furthermore, the company creates the feeling of
getting into the Geek Sqaud being a real challenge and only for the elite. Look how they
advertise for new recruits, it couldn’t be further from your typical IT job:

Recruits wanted to eliminate all evil computer behavior. Faint of heart need not apply.
Geek Squad candidates undergo a grueling screening process – not unlike that of the
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Figure 4.4: Now that’s what I call sizzle. Reproduced by permission of The Geek Squad.
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Figure 4.5: Geek Squad personality brought to life. Reproduced by permission of The Geek
Squad.

FBI or Interpol. If you’ve got drive, strong customer relations skills, excellent button-
pressing savvy and a mildly odd affinity for government-chic attire, you may be Geek
Squad material. With training and hard work, you will have the opportunity to achieve
success

Geek Squad agents are turned into everyday superheros, as one of them described. He was
called in on a Friday at 5pm to fix a problem with a printer, but not any printer, the one
that was used for everyone’s pay cheques for the week! When he arrived he felt like Clint
Eastwood in a Wild West movie, strolling into town to sort out the bad guys. And when
he looked up from the printer that was bursting back into life he saw the whole floor giving
him a rousing round of applause. Not bad for a geek!

We’ll now finish this bit of the book with some practical tips on creating a personality for
your brand vision.

Brand personality devices

There are many different ways of personifying a brand and creating emotional values, and
some of these are shown in Table 4.3 and discussed below.
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Table 4.3: Brand personality vehicles.

1. Spokesperson/people: Captain Bird’s Eye, Betty Crocker, the Oxo family

2. Celebrity: Jamie Oliver for Sainsbury’s, David Beckham for Gillette, Tiger Woods for Nike

3. Character: Fido Dido for 7-Up, Tony the Tiger for Frosties/Frosted Flakes, the Snuggle teddy bear

4. Tone and style: iPod’s animated characters, Levi’s 1950s Americana, O2’s blue and bubbles

Spokesperson/people

The most obvious of these is to literally personify the brand via a real person or people. The
Captain Bird’s Eye brand of frozen food in the UK has for decades been brought to life with a
character who is a grey-bearded sea captain (Figure 4.6). He is featured heavily in advertising
and on the pack. Interestingly, the brand tried to update the Captain by portraying a young,
sexy and updated version in the hope of boosting appeal to mums. However, this was a flop
as the new Captain lacked the trust and friendliness of the original, being quickly replaced
by the original character.

The characters used in advertising can grow over time into mini-TV series or soap operas.
The Cointreau brand used two characters called Christian and Catherine in an on-off romance
story that was the first example of ‘soap opera sagas’, later also used by Nescafé Gold Blend.

Celebrity

A celebrity can be a powerful way of bringing to life the personality of your brand, though it
is also a potential minefield, as shown by the H&M brand dropping Kate Moss after sordid
tabloid headlines about her snorting cocaine with pop star boyfriend Pete Doherty. Many
brands have used this approach to create a differentiating personality, such as Sainsbury’s use
of Jamie Oliver. The supermarket was thinking of not renewing his contract in 2005, but
soon changed their mind after the phenomenal success of the TV chef’s programme ‘Jamie’s

Figure 4.6: Example of brand spokesperson.

Reproduced by permission of Unilever UK Home & Personal Care Limited.
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School Dinners’. This programme showed the horribly unhealthy food served to many of
the UK’s children and led to an extra £300 million being allocated by the UK government
to increase the quality of school meals.

The subject of celebrity endorsement is so complex that you could write a whole book
on it, and in fact someone has. If you are interested, check out ‘Celebrity Sells’ by Hamish
Pringle (5).

Character

The huge benefit of creating a cartoon character is that this never ages, takes drugs or does
any other sort of unseemly behaviour. Successful examples of this approach include Mr
Clean/Monsieur Propre and the teddy bear of Cajoline/Coccolino/Snuggle fabric softener
(within Unilever it is actually called the ‘Teddy Bear’ brand group).

Tone and style

Beyond using people, celebrities or characters, personality can be created using the tone and
style of communications, sometimes called ‘tone of voice’. For many years in Europe, Levi’s
had a visual look to its communication using 1950’s Americana that allowed viewers to
immediately identify the commercial as coming from the brand. More recently, the Apple
iPod has used silhouetted, animated characters wearing the trademark white headphones.
Again, this visually striking style makes the brand instantly recognizable and communicates
a personality, in this case one of being streetwise, cool and creative.

Bringing your personality to life

There are a series of exercises that can help you work on the personality for your brand
during the vision workshop (Table 4.4). These can also be used as exercises in focus groups
used to explore brand personality with consumers.

Nightmare roadshow team

In this exercise you imagine that you are writing the recruitment brief for people to form
a team going out on a roadshow for your brand. This team will go around the country
promoting your brand to potential consumers. You have to think of the worst possible type
of people you could hire, who would give the totally wrong tone and style for your brand.
As we saw earlier in the brand manifesto exercise, starting off with thinking negatively tends
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Table 4.4: Personification exercises for use in vision workshop.

1. Brand as a person
If the brand was a person and came into the room, what would they look and act like?
Example: Cointreau was seen as an old French aristocrat alone in his chateau

2. Planet brand
If you went to the planet of your brand and got out, what would this place look like?
Example: Absolut would be full of water and statues made out of ice. The people would all be beautiful
and wearing aluminum space suits and have peroxide blonde hair (Whoa, what was I smoking when I
wrote this one?)

3. Brand building
If you imagine the place where the brand is made, what would this building look like and what sort of
people would work there?
Example: Ariel would be made in a high-tech laboratory with men in white coats looking down
microscopes

4. Brand drinks party
Imagine your brand went to a drinks party along with a few of the other brands in your market. How
would your brand behave, who would it talk to and not?
Example: Dove would be wearing not much make-up and would not be showing off. She would be
laughing at L’Oreal who would be overly made up, dressed like a fashion victim and too thin from
being on yet another diet.

to get people thinking more creatively and produces more interesting language. After you
have got out some ideas, you can then flip them into the positive.

Pick a celebrity

Another technique is to use the same approach of negative ideas that are then flipped into the
positive, but this time using famous celebrities. Make sure that people don’t just write down
the names of the celebrities but that they also write down why they have chosen this person.
As we saw earlier on, in some cases this can lead to a brand actually hiring the celebrity who
they think brings to life the desired brand personality. This was the case with the Walkers
brand of crisps, who used footballer Gary Lineker to illustrate the idea of a ‘local hero, the
boy next door who has gone on to be successful, without forgetting his roots’.

Is and Isn’t visuals

Getting your team to think visually is a good way to really bring to life your desired
personality. One way to do this is to provide a large selection of magazines of different types
and get people to cut out images to create a collage. Ask sub-teams of four to five people to
do two such collages: an ‘Is’ version that shows what the brand should be like and an ‘Isn’t’
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that shows what the brand should not be like. This use of contrasting is and isn’t has proved
to be very useful with teams in pinning down the exact tone you are looking for. It can be
especially helpful where there are ‘grey’ areas open to misintereptation. On a dairy snack
brand in Hungary called Pottyos, the team clarified that they wanted the brand to be cheeky
and a bit naughty, but in a loveable way, not nasty and cruel.

It can be illuminating to do the same exercise with consumers, to give their impressions
on the brand’s personality as they see it. Make sure you give the same magazines to each
consumer group so you can see which images get picked consistently. The scary part of doing
this is that consumers often pick loads of images that were on the brand team’s Isn’t collage
to portray how they see the brand today!

Put some pizzaz in your personality

Dare to be different

The need for colourful, distinctive language has been discussed earlier in the book and
applies in spades to the definition of brand personality. Try to avoid the ‘fat’ positioning
words that come up again and again in brand positioning statements, such as ‘modern’,
‘dynamic’, ‘trusted’. Many of these words are associations any brand would want, they are
almost a minimum to be a relevant brand today. After all, who would want to buy a brand
that was old-fashioned, slothful and dishonest?

Instead, look for words and ideas that are more polarising, words that another brand in
the same category would not want to own. A good example of this is the diaper category
and the difference between Pampers and Huggies. Pampers seeks to have a personality that
is ‘an insightful, supportive expert’, there to help you out during every step of your baby’s
development. In the past, Pampers had an even more serious tone, using ‘expert mothers’
such as creche supervisors to promote the brand. In contrast, Huggies is developing a
personality of being a ‘light-hearted, chilled out entertainer’. They use babies as actors, using
voice-overs to suggest what they are thinking, a bit like the movie ‘Look who’s Talking.’

Less is more

Brand personality definition is another area where the ‘shopping list’ syndrome rears its ugly
head. Strategy tourists do a ‘brain dump’ of adjectives they would like to associate with their
brand, ending up with a list of 6, 7 or even 10 words. What is an agency supposed to do with
such a list, especially when it often includes different words that are conflicting? ‘We want
to be ‘‘contemporary/modern’’ whilst keeping ‘‘heritage/tradition’’ ’, is a common request.
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PAMPERS

. Insightful

. Supportive . Expert

HUGGIES

. Light-hearted

. Chilled out . Entertainer

YOUR BRAND

. ....................

. ............... . .................

Figure 4.7: Personality exercises.

Try to use no more than three statements. You can start with creating a long list and then
get people to vote to see where the energy really is. Also, check that you are not repeating ideas
captured elsewhere in the positioning. If the brand has a truth to do with having ‘150 years
of heritage’, you don’t need the word ‘traditional’ in the personality. Instead, you can focus
the personality on the desired tone and style in which you want to get this idea across.

One other simple tip is to have three ideas that work together to define the personality as
if it was a person, as opposed to a list of three words. For example, for Axe this would be ‘an
irreverent, streetwise male winner’. This helps people remember the brand personality and
actually use it in their jobs. The Pampers and Huggies examples are shown in Figure 4.7,
along with a space for you to have a go on your brand.

Checklist 4: Sizzle that sells
Yes No

• Have you brought to life the personality of your brand in a
distinctive, memorable way?

� �
• Will the sizzle in your brand personality work to help sell the sausage

of your product story?
� �

• Have you had the discipline to cut down the number of personality
statements to no more than two or three?

� �
• Is the personality you have defined a vision of what you want the

brand to be, not how it is seen today?
� �
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Handover

We have now seen how to create some sizzle to help sell your product story and guide the
tone, style and feel for your brand (Figure 4.8). We are now ready to move on to the vital task
of creating an inspiring big brand idea that will summarise what the brand vision is all about.

BRAND
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Benefits &
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Brand Manifesto
Guiding principles and 

beliefs

1
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3
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BRIEF
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KEY
ACTIONS

INSIGHT

SIZZLE
Brand

Personality

Figure 4.8: Sizzle that sells added.
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Big brand ideas beat brand
essence

C H A P T E R 5

Headlines

Most people working on your brand will not remember all of the detail, so you need
a short, memorable phrase that summarizes the brand idea. This should work as a
forward-looking ‘rallying’ not a backward-looking summary of where you’ve come from.

You and the team working on the vision are close to it and know it inside out. However,
many of the people in the company who need to help you bring this vision to life will not
have the time or energy to do the same. They may be working on several different brands,
or in the case of senior management 10–15 brands or more. This is why you need a short,
snappy and memorable summary of the vision that captures succinctly the direction the
brand will take over the next 3–5 years (at least). If the vision you have created is a mountain
that you will climb, you need to work on what you will write on the flag that is planted at
the summit.

The trick here is avoiding the trap of looking back at what made you famous and instead
focusing on the future.

What’s the big idea?

Strategy tourists can spend hours and even days looking back at the history of the brand,
trying to distill the ‘essence’ of the brand into two or three words. It’s as if they are working
on some kind of complicated puzzle that needs ‘solving’. In the extreme case, certain experts
force brand teams to pick a single word as their essence. The problem with this is that you
end up summarizing what made the brand famous in the past, not what will make it famous
in the future. These phrases tend to be dry and not very inspiring. For example, BMW
might have an essence of ‘ambition’ for people on the way up, whereas Mercedes would be
more to do with ‘success’ for those who have made it.
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The long and the short of it

Creating a ‘big brand idea’ has more practical benefit for your business. This involves
developing an idea that serves as a ‘rallying call’ to inspire and guide the team working on
your brand. This is what you want your brand to be famous for with consumers, and so it
has a big role to play in guiding the creation of the marketing mix. See Figure 5.1 for the
example of Tesco and how they have used the idea of ‘Every Little Helps’ to drive their
brand and business growth.

The shorthand version of the brand idea should be a short phrase of three to six words or
so that can be remembered by everyone. Think of this as the slogan you would write on
your ‘brand t-shirt’ for a sales conference (Figure 5.2). The most powerful brand ideas have
an active ‘call to action’ that works both as a consumer-facing idea and internally for people
working on the brand. The longhand version of the brand idea then gives a bit more detail to
explain it. So, taking Pampers as an example:

• Short brand idea: ‘Celebrate baby development’.
• Longer brand idea: Pampers is with you every step of the way to help with and celebrate

your baby’s ongoing development.

SERVICE INNOVATION
Inspires and guides the

generation of hundreds of
small innovations that

together create
differentiation (e.g. 1-

in-front, hassle free product
returns, baby creches)

SHOPPING LIST
Defining a series of simple 
features that make an ideal 

shopping trip (e.g.clear
aisles, well-stocked shelves)

INTERNAL
ENGAGEMENT

Idea that every person in
the business has a role to 

play in ‘winning the life-long 
loyalty of Tesco’s customers’

TESCO:
‘Every Little Helps’

VALUE for MONEY
Drives the effort to keep

prices low across the board,
with little savings on each
item adding up in the total

shopping trip. Also, creation
of Tesco Value line of

products

Figure 5.1: How Tesco use the brand idea of ‘Every Little Helps’.



BIG BRAND IDEAS BEAT BRAND ESSENCE 125

(a) (b)

(c) (d)

(e) (f)

Figure 5.2: Team t-shirts (a) Tesco; (b) Axe/Lynx; (c) Knorr NL; (d) Pampers; (e) Omo/Skip; (f)
your brand..
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This approach of having a single idea in long and short form is different to most positioning
tools which have at least two different sections that seek to summarize the brand positioning:

• Promise/proposition/discriminator: typically a 15–20 word phrase that summarizes what
the brand is and why it is different.

• Essence: a 3–5-word phrase that distills what is essential for the brand to be the brand.

The problem with this approach is that teams often come up with two different and
unconnected thoughts, one each for the essence and discriminator. However, most people
working on a brand will only remember one main thing, usually the essence. Hence, you are
better off with one single idea, in long and shorthand versions.

Brand ideas versus brand essence

Creating a brand idea instead of a brand essence has several advantages (Table 5.1):

• Forward-‘looking: the brand idea is looking to the future and where you want the brand
to go, not where it came from.

• Call to action: brand ideas work as a call to action and so they are much more effective as
a tool to inspire and guide the team.

• Differentiated : the brand idea gives you more flexibility to express your vision than having
to pick two or even a single word. You have a much better chance of getting a differentiated
brand vision.

A good test of a brand idea is to see if you can use it to give inspiration and guidance in the
marketing mix. Does it inspire you and the team to come up with ideas for the brand, or
does it fall flat and not take you anywhere? Using the Pampers example of ‘celebrate baby
development’, you can see how this led to ideas such as the Pampers.com website giving

Table 5.1: Brand idea vs. brand essence.

Brand idea Essence

Short phrase with 3–5 words 2–3 words or even a single word

Looking forward: what do we want to be
famous for?

Looking back: what made us famous?

Rallying call to action that inspires and
guides

More static statement

Guides internal and external marketing Guides mainly external marketing

Examples: Examples:
Pampers: Celebrate baby development Pampers: Caring expertise
Nike: Just do it! Nike: Brilliant inspiration
Axe: Get sprayed, get laid Axe: Masculine attractiveness
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advice for different stages of baby development and nappies, specially designed in the same
way, such as Active Fit for babies starting to crawl. The idea of ‘celebration’ here is important,
as it gives a clear idea on the right tone of voice to use, less preachy and problem-oriented
than the Pampers of the past. The key actions on the brand to bring the vision to life should
also be added to the final box on the positioning tool.

Your brand story takes shape

With the brand idea in place, in long and short versions, we can now see how the positioning
in Figure 5.3 starts to work (A reminder on the tips and tricks for each section is in the
toolkit section). In particular, there is a natural story you can tell, rather than a series of
unconnected boxes you find in many positioning tools. There’s also an important box with
key actions. Again using Pampers, you can see how this might work as a conversation:

2. BRAND IDEA
3. SAUSAGE 

(Benefits & Truths)
4. SIZZLE

(Personality)

1. INSIGHT

5. ACTION

Key 3-4 actions that will provoke 
brand re-appraisal and bring the 

vision to life

Human truth that opens the 
door to an opportunity to 

improve everyday life

The key role the brand will play to 
add value for consumers, 

expressed in a way that inspires 
and guides the team:
- Shorthand version
- Longhand version

Human
characteristics,

guiding tone, feel
and style

Features, attributes and
properties that help 
underpin the promise

Key reason(s) for buying 
that underpin
the brand idea

Re-cap on positioning tool
(pick your own shape)

Figure 5.3: Brand vision tool and Pampers example.
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2. BRAND IDEA
3. SAUSAGE 

(Benefits & Truths) 4. SIZZLE
(Personality)

1. INSIGHT

5. ACTION

1. Active Fit nappies
2. Kandoo range of toilet

training wipes
3. Pampers.com website

4. Re-launch of Baby Dry range

‘Celebrate baby
development’

Pampers is with you every
step of the way to help with
and celebrate your baby’s 

ongoing development

. Insightful

. Supportive . Expert

High performance products
tadapted by life-stage to give:
i)skin protection; ii) freedom,

autonomy

‘Babies with healthy skin are
happier....and so better able to

play, learn and develop’

Healthy skin = happy baby able
to play and so develop 

Pampers example

Figure 5.3: (continued)

Question: ‘What are we basing this new vision on?’
Answer: ‘Working with baby experts, we’ve found that ‘‘babies with healthy skin are
happier and so better able to play, learn and develop’’ ’ (insight)

Question: ‘Interesting. But what can we do about that, how can we help?’
Answer: ‘Its all about helping people ‘‘Celebrate baby development’’ ’ (shorthand brand
idea)

Question: ‘Baby development?’
Answer: ‘Yes, our idea is that ‘‘Pampers is with you every step of the way to help with and
celebrate your baby’s ongoing development’’ ’ (longer brand idea)

Question: ‘And how will we do that?’
Answer: ‘By making sure that the baby has ‘‘healthy skin as this means a happy baby able
to play and develop’’ ’ (benefit)
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Question: ‘And why should the mum believe this?’
Answer: ‘We’ll develop and launch ‘‘high performance products adapted by life-stage to
give skin protection, such as Baby Dry, and freedom, such as Active Fit’’ ’ (truth)

Eureka moments
The longhand brand idea should come naturally out of the work you do in the Visioning
workshop. It should flow directly from the insight, and be informed by the key benefits you
offer. However, getting the wording right is hard to do well, especially in the shorthand
version, and you need to be open to ideas whenever they pop up. You may be lucky and have
someone in a workshop mention a phrase in passing that the team will jump on and say ‘That’s
it!’ Or the idea may come after the workshop when you are not even thinking about the
brand. But don’t fall into the trap of pyramid polishing and spending hours trying to force it.

Indeed, many great brand ideas are ‘reverse engineered’, with brand ideas having come from
the marketing mix and not vice versa. Feel free to use an advertising slogan if this works as a
shorthand brand idea. This might not be tidy text book marketing, but it can be highly effec-
tive. It makes the job of explaining the vision a hell of a lot easier if the advertising slogan and
the brand idea are one and the same. Tesco used this approach, with the end-line ‘Every little
helps’ being adopted as their essence/brand idea. This is an example of a brand idea that has
become an integral part of how the business is run. It inspires and guides the development of a
huge number of small ideas that together create differentiation; the old saying ‘retail is detail’
is very true. In addition, it works well to show how every person in the company has a role to
play in delivering the company’s ambition of ‘winning the life-long loyalty of our customers’.

Checklist 5: Big brand ideas
Yes No

• Have you created a brand idea that captures the vision? � �• Do you have a single idea expressed in long and short versions, not
two different thoughts?

� �
• Is the brand idea forward-looking and guiding what you want to be

famous for in the future?
� �

• Is the brand idea inspiring for the team and helping them come up
with ideas for marketing?

� �
• Is the brand idea memorable... do the team still remember it several

weeks after it was created?
� �

• Are people starting to use it in meetings to judge marketing ideas and
check whether they are on or off vision?

� �
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Handover

We have now completed the work on developing the brand vision that started with
insight springboards and has finished with the brand idea and the key actions to deliver it
(Figure 5.4). We will now move on to the tricky issue of how you try to explore the vision,
both with people inside the company and with consumers.

BRAND
IDEA

SIZZLE
Brand

Personality

Brand Manifesto
Guiding principles and

beliefs

1

2

3

Q1 06 Q2 06 Q3 06 Q4 06

VISION .... 

... TO ACTION

DESIGN

COMMS BRIEF

PRODUCT
BRIEF

MANIFESTO POSITIONING

ROADMAP

PRE-BRIEFS

KEY
ACTIONS

INSIGHT

SAUSAGE
Benefits &

Brand
Truths

Figure 5.4: Completing the positioning with the brand idea.
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Test drive the vision
C H A P T E R 6

Headlines

To ‘test drive’ your vision you will need to bring it to life and explore it with consumers
and with people inside the business. With this feedback you will then be ready to sign off
the vision and develop a roadmap to turn it into reality.

Consumers are not marketing directors

Most teams working on a vision want some sort of consumer feedback to confirm they are
heading on the right track. Given the importance of the vision to the future direction of the
business, it makes sense to ‘test drive’ it before buying. But exploring a vision is fundamentally
hard to do as you are asking consumers to imagine a future state of the brand that may
be very different from the way they perceive it today. The same goes for people inside the
business, such as senior stakeholders, whom you may also need to present the vision to.

One way to guarantee failure is to follow the example of the strategy tourists and attempt
to explore the vision itself. They get bogged down in the detail of their vision, and expect to
get feedback on the nitty gritty. Attempts to explore the vision use wordy concepts or, at best,
a ‘mood board’ with a written statement and a few visuals. However, this sort of stimulus
fails to bring to life the vision and feedback focuses on the detail of the wording and visuals,
not the direction the brand wants to go in. And that’s if they get what the idea is at all.

One thing to keep in mind is that everything you show a consumer in research will be
seen as brand communication. So, on showing a ‘positioning concept’ to consumers, you
hear things like ‘I don’t like that advert’. The moderator may do their best to explain ‘Oh,
it’s not an advert, it’s a concept’ only to be greeted with the response ‘What’s a concept?’!
Remember, consumers are not marketing directors.

Think less, do more

Applying the mantra of ‘think less, do more’ is the key to being able to explore your vision.
Rather than seeing vision and execution as a linear process, it is better to integrate these
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VISION & STRATEGY

Typical project approach = linear

EXECUTION in the MIX

VISION & STRATEGY

PROTOTYPE EXECUTION

Iterative approach: learn by doing 

CONSUMER RESEARCH

FINAL VISION & STRATEGY

CONSUMER RESEARCH

80-90% VISION &
STRATEGY

PROTOTYPE
MARKETING MIX

EXECUTION in the MIX

DO

THINK

Figure 6.1: Different approaches to brand visioning.

(Figure 6.1). This involves working on bringing to life the vision in execution as the project
progresses, not just at the end of the strategy work. A prototype mix is developing, using
product ideas, packaging, design and other forms of communication. The benefits of this
approach are as follows:

Brings it to life for the consumer

With a prototype mix you have a chance of being able to explore your vision with consumers.
At a minimum they will find it easier to get what you’re talking about, as the things they
see will be concrete. They will be able to feed back on how this makes them feel about the
brand, how differentiated it is versus competition and the stretch compared to how they see
the brand today.
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Brings it to life for you

It is scary how many people do visioning projects only to find out several months after the
end of the project that they cannot execute it. Often the vision is too vague and gives no
clear direction. In other cases the vision is too complicated and people don’t know how to
use it. By test-driving the vision you can see how effective it is:

• Guidance: how helpful is it in giving you guidance on which existing marketing ideas are
likely to build the business and which are not? Is it discriminating, showing you that some
ideas are clearly off-brand and others are spot on? Or is it too vague, so that pretty much
anything can be made to fit into it?

• Inspiration: does the vision inspire you and the team to come up with great new marketing
ideas that excite you and feel like they could motivate consumers? Or does it fall flat
and not really take you anywhere? This is especially important for the creative agencies
working on the vision, as it is often them who struggle to execute a new brand vision.
Does the new vision help them start to come up with creative ideas?

Speeding up the process

The final benefit of the iterative approach is that it helps speed up the process of brand
development. At the end of the visioning process you not only have a strategy but you also
have a prototype marketing mix. We will look at the process of test-driving your positioning
later on in the book.

Exploration has its limits

By exploring the vision, how sure can you be that it is right? The unsettling answer is that
there is no way of being 100% sure that the vision is right, just as there is no way of knowing
accurately if any marketing activity is going to work. Indeed, there are countless examples of
brand ideas that flopped in consumer research only to go on to be big hits in the marketplace.
You could not have got worse results from the research done in the USA on the Absolut
vodka brand back in 1980, before it was launched. Some of the negative feedback was as
follows:

• The name is mis-spelt.
• The pack looks like a medicine bottle.
• The bottle is transparent and so disappears on the shelf.
• The label has no symbols of heritage and history.
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Despite this feedback, the brand was launched and the rest is of course history. Absolut is
the number three premium spirit in the world and has revolutionized the vodka market.
Check out the photos of the vodka shelf when Absolut was launched and how it looks today
to see how the whole market has followed the brand (Figure 6.2)

Vodka shelf at launch

Vodka shelf today

Figure 6.2: How Absolut shaped the future of the vodka market.
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VISION
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Competitive
brandscape
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Figure 6.3: Vision foundations.

Ultimately you and the senior management of your company have to believe in your guts
that the vision is right and back your judgement; the only sure way to predict the future is
to shape it. However, your vision should be based on a solid foundation that came out of
the insight phase of the project, and this by itself should give confidence that you are going
in the right direction (Figure 6.3):

• Consumer needs: the insight phase will have uncovered the consumer needs that your
brand can meet and so the vision should be relevant and motivating.

• Competitive brandscape: the competition has been taken into account and you have
highlighted where your brand can differentiate, both in terms of message and marketing
mix execution.

• Brand equity: you have identified what made your brand famous and those attributes
where the brand performs well, so you are building on areas of strength.

• Company competence: the insight phase will have also shown the key competences the
company has and how it can create advantage versus the competition.

Setting a clear direction

Combining the four key insights of consumer, brand, company and competition should
also help you come up with one lead direction for your vision. You can then focus your
exploration of the vision on how exactly you want to express it (Figure 6.4). This tends to be
a more productive approach than conventional positioning research, which explores several



140 BRAND VISION

Direction 1b

Direction 1a Direction 1c

Positioning
Expressions

Figure 6.4 : Exploring positioning expressions. (better)

Direction 1

Direction 3

Direction 4 Direction 2Positioning
Routes

Figure 6.5: Conventional positioning research approach. (worse)

completely different directions. This is sometimes called ‘North, South, West and East’, after
the points on a compass, to illustrate the idea of pulling the brand in different directions
to see which works best (Figure 6.5). The problem with this approach is that it diffuses the
time, effort and money you put into stimulus development. If you have really gone through
the insight process properly, and use the judgement of the team, you can normally cut down
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the number of directions. When you have decided on the directions you want to explore,
you are ready to start bringing them to life.

We will now look at how to apply the principle of ‘think less, do more’ to bring your
vision to life.

Bring your vision to life

A good place to start is looking at marketing ideas from the past, present and future. It can
be helpful to do the exploration with different functions, such as customer service, HR and
sales.

Past: hits and misses

Look back over the last three to five years and pick out examples of marketing activity that
fit well with the new vision, and other examples that don’t. Importantly, make it clear that
this is about learning, not criticizing or appointing blame; after all, the vision did not exist
when these marketing ideas were created. People can also bring along examples of marketing
from other brands to help illustrate what is on and off vision.

Present: stop, start, do different

Looking at the past is relatively easy to do, as the stakes are not that high. However, the
harder and more painful thing to do is look at current marketing plans for the next one to
three years and decide what to stop, start and do differently. The ‘stop’ question is often the
most powerful. The team working on the vision will all have their pet projects that have
worked hard to get this far, and they may even be pinning hopes of promotion and bonus
payments on bringing them to market. However, for the vision to really be of any value it
needs to force you into making hard decisions. The decision to kill some projects sends an
incredibly strong message that you mean business with the new vision and that it is not just
a theoretical exercise. For example, Danone decided to sell off the beer, champagne and dry
foods business as part of implementing their vision about active health. On a more modest
level, the Hellmann’s brand team agreed to not re-run advertising encouraging people to use
mayonnaise on French fries as this was not in line with making the brand more vital, even
though this campaign was successful in building business.

In addition to what they will stop, the team can also start thinking about what they would
do differently to bring things more in line with the vision, and which new projects they
would start.
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Future: springboard for new ideas

The team leading the visioning project can focus on creating some new ideas that bring
to life the vision, unconstrained by current projects. This can be thought of as building a
‘greenfield’ mix that dramatizes the new brand world you want. This work will help you
explore the vision internally. It will also give you material you can use with consumers, as we
will see a little later on.

PR/events

Building on the exercises you did to develop your brand manifesto (‘What are you going to
fight against and for?’), bringing to life possible public relations ideas or possible events is a
great way of illustrating the vision. Events literally bring to life the brand idea and help show
what the bigger brand idea is. When working on the Omo/Skip brand for Unilever, the
brand idea of ‘giving kids’ freedom to get dirty’ really came to life for the team when people
proposed ideas for brand events. Many of these involved kids creativity, such as painting
competitions and providing arts and crafts materials for schools. The brand was providing a
valuable service to kids, at the same time as getting across the idea that mums could let their
kids express themselves as they could be confident that Omo/Skip would get the stains out
afterwards. We could tell the vision was doing something special when regional teams from
India, South Africa and Latin America all came up with the same sort of ideas for events,
even though they had worked by themselves. The vision was already working at guiding and
aligning the team behind a common purpose and direction.

New products

Bringing to life the vision with innovation ideas works very well. It is especially useful when
dealing with senior management and functions outside marketing, who have little or no
appetite for positioning tools. They view bullseyes, donuts and brand keys with disdain,
seeing them as ‘marketing bull∗∗∗∗’. In contrast, show them prototypes of new product ideas
and they pay attention and join in the debate. Would that idea go down well with a key
customer, or is it something they could do themselves? Would consumers want to buy it on
a regular basis or would it be a fad they would only buy once? The answers to these questions
will give your valuable learning on how the vision is working.

Identity and design

Brand identity can be an excellent way of bringing to life a vision. It will be one of the most
visible signs of the new vision and it is also one of the most long-lasting. A new commercial
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will be seen a few times, whereas a pack design will hopefully be around for years. Many
companies still seem to under-estimate the value of design, which in many cases is a potential
million or more GRPs!

If brand identity is used to explore different positioning ideas, there is a good chance of
having a huge bonus of actually coming up with a final design. This was the case with the
Milli, with the biggest dairy brand in Hungary. Design agency Vibrandt created different
identity ideas to explore different positioning angles. These were used to help finalize the
positioning, but also to define the final brand design (Figure 6.6). The power of this approach
was that the team ended up not only with a positioning but also with a tangible, visible
symbol of the vision.

Service style

The techniques discussed so far (events, products, identity) can work just as well for service
brands as for product brands. One more thing that can work well is to try and bring to life
different service styles. For example, a mobile phone company recorded a customer service
person answering the phone in three different ways to explore different positioning angles of
honesty, simplicity and empathy. These make it a lot more tangible for both the team and
the consumer than the words by themselves, which are vague and open to many different
interpretations.

‘LOVE to CARE’
(more emotion and joy)

‘DUTY TO CARE’
(more serious, functional)

‘NATURAL GOODNESS’
(focus on ingredient story)

Figure 6.6: Design used to explore positioning directions (all in the area of family love through
food).

Reproduced by permission of Friesland foods.
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Getting the most out of research

Ask the right questions

It sounds crazy, but on many projects research is carried out that asks the wrong questions,
along the lines of ‘do you like this idea?’ The key questions to explore are how effective it is
at being motivating, different and true:

• Motivating: is it relevant to consumers’ needs? What problem is it solving or how is it
making everyday life a little better?

• Different: does any brand currently own this space. A common mistake to avoid here
is to check if any brand owns this space now, not could another brand claim it in the
future. It’s not the consumer’s job to try and guess the future marketing strategy of your
competition!

• True: how credible is the positioning for your brand? Avoid asking ‘can the brand do
it?’, as consumers don’t know all the marketing plans you have in mind to change brand
perceptions. Instead, get a feel for how big a stretch the positioning is versus how they
see the brand today. To help in this, it is important to get feedback on how the brand is
currently perceived at the start of the research.

Talk to the right people

With positioning research it helps if you can recruit consumers who are relatively fluent and
good at understanding abstract ideas. You are not exploring simple concepts such as new
product ideas, but rather a future presentation of how you want the brand to be.

Use the right stimulus

Investing in developing the stimulus material is money well spent. It’s amazing to see teams
who are going to spend £500, 000, £100,000 or even more on consumer research and then
skimp on the stimulus material. The old saying of ‘rubbish in, rubbish out’ is absolutely true
here, and you are better off cutting out some of the research groups and investing this in
stimulus material. For one set of top-notch stimulus (excluding translation and copies for
other countries) you should allow £10–20 000 to do it properly.

Prototype mix

Best of all is to create a prototype mix, as discussed earlier, using both existing ideas from
the stop/start/do different exercise and new creative work that has been done on packaging,
products, PR/events and the like. Importantly, you need to avoid getting bogged down in
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detailed discussions of the execution, and instead focus on what it says about the brand.
What sort of brand does this feel like? Is what it’s saying and doing relevant? Is any other
brand doing the same thing? And how big a change is this from what you know about the
brand today?

Positioning concept boards (mood boards)

This is the most common form of stimulus used to explore brand vision and positioning.
It consists of a selection of images used to create the mood and tone, along with a short
phrase that tries to capture the brand idea. This approach was used on the Milli dairy brand.
Each route brought to life a different angle on the idea of expressing love and care for your
family, but with a different emphasis. The first approach was more about the traditional role
of women in Eastern Europe, of having ‘a duty’ to care, the second was a more modern
take on ‘loving to care’ and the third was more focused on a product story about natural
ingredients. The research suggested that a combination of routes two and three was the right
way forward.

The trick with this approach is to ensure that the board tells a single story, with the images
all working together. Use of colour and graphics can help reinforce the message you want to
communicate. Any text should be limited to one or two lines and kept as simple as possible.
Finally, you need an expert moderator able to focus consumers on the content and not the
inevitable comments about the choice of pictures.

Advertorials

A similar approach to concept boards, but a bit more sophisticated, is using an advertorial.
This comprises a short text with the insight and brand idea, plus a few images that try to get
across the tone and style. The main difference is to try and execute it more like a finished
piece of communication. This forces you to have more discipline in what you present, and
gets closer to the sort of thing you will finally execute in the mix. An example of how this
can look is shown in Figure 6.7. The advertorial can be used to ‘set the scene’ and give the
overall idea for the brand. If you have several directions to explore, you can develop one
advertorial for each of these.

Some things to avoid

To save you time and money, here as some mistakes made over the last 20 years that you
can avoid:

• Wordy concepts: it’s mind-bogglingly daft to use long written concepts to explain a new
positioning. Unless that is you intend to go round the country having a one-on-one
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Figure 6.7: Advertorial example.

discussion with each of your target consumers using the A4 page concept as a script.
Keep the amount of words to a minimum, no more than you would put in a simple
back-of-pack press advert. This forces you to have the discipline to get the brand idea
across in a form that is close to the real situation you will be in after the end of the
visioning work. On one project on a new brand we actually explored the concepts using
the front of the pack, restricting ourselves to this small amount of text. After all, this is
how many consumers will discover the brand for the first time.

• Image overload : if too many words don’t work, the same thing goes for images. Avoid
the use of ‘mood boards’ with a smorgasbord of images culled from Getty Images by
an over-enthusiastic assistant brand manager. These boards, with their 10–20 images,
are hard to understand and don’t get across a single, clear message. Consumers end up
spending about 15 minutes trying to decode these boards and figure out what you are
trying to say about the brand; not helpful. If in doubt, show the boards to someone
not working on the brand, preferably your mum or a neighbour rather than someone in
another brand team. Ask them what the board is trying to say about the brand and check
they get it in 10 seconds not 10 minutes. If they don’t, go back to the mood board and
strip away images, ensuring they are communicating a single thought. Even better, take
the advertorial approach described earlier.
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• MTV videos: these are the most expensive form of stimulus dead-end. They are normally
produced by the ad agency, and involve taking stock footage from advertising and TV
set to music to create a ‘mood tape’. This is a more sophisticated version of the mood
board, but is usually just as useless. Mood tapes tend to be a stream of nice images that are
generically upbeat, happy and contemporary but fail to get a clear idea across. And again,
they tend to be a million miles away from the constraints of the real world. What’s the
point of showing consumers a 3-minute mood tape when you will have 30, 20 or even 10
seconds to get across the brand idea and personality?

Time to sign up

After exploring the positioning both internally and with consumers, it’s decision time. A
small team is more important than in the earlier ideas phase, as you now need to make some
decisions and this is impossible with a large group.

Structuring the feedback

When asking for feedback, it helps to give people a framework to use (Table 6.1). This
asks the team to rate the vision out of 10 on the key criteria of motivating (both for the
team themselves and for the consumer), different and true. In addition, you ask them to
summarize what they like and what their remaining issues are. Another tip on checking
differentiation is to get the team to work through the differentiation of your brand vision
versus four key competitors, both in terms of content and execution (Figure 6.8). A good
way to do this is to split the team into four sub-teams, and get each one to work on one of
the competitors.

Table 6.1: Brand vision evaluation matrix.

CRITERIA Score 1 (rubbish)
to 10 (fantastic)

LIKES ISSUES

MOTIVATING for the team

MOTIVATING for the consumer

DIFFERENT (if executed well)

CREDIBLE (if executed well)
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Figure 6.8: Brand differentiation of T-Mobile vision.

The perils of pyramid polishing

It is at this point of a visioning project that you need to be most alert to the perils of ‘pyramid
polishing’: tweaking, fiddling and wordsmithing that adds no value. There needs to be some
fine-tuning, but after one or two rounds of this you should try to restrict people to ‘make or
break’ comments, i.e. the issues that will make the positioning hard or impossible to execute
successfully. Another tip to help keep people focused on the content of the positioning not
the exact wording is to ask ‘will this help sell any more washing powder/pasta sauce/current
accounts?’

The holy grail of differentiation

Being generic can be good

The most hotly debated issue of a new positioning is often that of differentiation. Usually there
is at least one person in the team who complains that ‘any brand could have this positioning,
it’s generic!’, especially when working on big mainstream brands (generic benefits are those
benefits which are the most important reasons for buying a product or service, but ones that
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all brands would be expected to deliver to a minimum level). However, the key here is not if
any brand could do it, but rather if they have already. As many examples of successful brands
show, if you can own a generic benefit then you have a good chance of being the market
leader. The word own here is important; it means being rated by consumers as significantly
ahead of the competition. When you get into this position the association in consumers’
minds becomes ‘hard-wired’ and is a belief that is incredibly hard to break. This is why in
many consumer markets you have, or are heading towards, a situation where you have one
leading brand, an own-label brand and perhaps a couple of niche, premium specialist brands.

If you are the centre-ground brand it is dangerous to assume this position is yours for ever,
as shown by the way the Whiskas brand lost leadership of the UK catfood market. Whiskas
was for many years the dominant leader, with its famous claim ‘9 out of 10 owners said their
cats preferred it’. However, the Felix brand was able to challenge and eventually take the
crown of being the leading brand. They invested in the quality and taste of the product, an
area that Whiskas insiders say had been neglected on the leading brand. In addition, a creative
genius came up with the idea of bringing to life the cat called Felix in the form of a cartoon
series. The slogan used was ‘Cats like Felix like Felix’, in a highly impactful, memorable and
consistently executed campaign that is still running today after more than 10 years. There
was no attempt to go off in search of a new and different benefit. Rather, Felix found a way
of going after the same centre-ground benefit of ‘the taste cats prefer’ in a different way.

Beyond owning a core category benefit, there are other ways of creating differentiation
without leaving the centre-ground altogether:

• Deliver the benefits with a twist (e.g. Virgin Atlantic’s irreverent and fun on-board service,
including massages, ice creams and video games).

• Add a secondary feature (e.g. Fairy detergent cleans well but also cares for delicate clothes).
• Do the same for less (e.g. Skoda cars).

Execution rules

In addition, it is important to recognize that at least half of differentiation is down
to execution not strategy. When people are feeding back on the differentiation of the
positioning, they have to assume that the strategy will be well executed. The key ways of
using execution to differentiate are summarized in Figure 6.9 and briefly discussed below.

Getting there first: as mentioned earlier, the issue is not if another brand can take the
same space but whether they have already. If not, it’s a question of speed to market and
getting there first. This rush to own a brand position has been most obvious in the online
world, with companies in the dot-com boom of the late 1990s spending like there was not
tomorrow in the virtual ‘land-grab’. eBay in auctions, Amazon in book retailing and AOL
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Figure 6.9: The Holy Grail of differentiation.

in internet service providing have all moved fast to own the central ground in their markets
and take strong leadership positions.

Spend levels: in the battle for consumer preference, the levels and consistency of investment
is a key form of differentiation. The main reason for Cadbury’s failed attempt to enter the
UK gum market with the Trebor 24-7 brand was not through lack of differentiation in the
concept or the packaging, which had a unique iMac-like plastic dispenser. The key barrier
to success was the in-store presence and investment support behind Wrigley’s brands such
as Extra and Airwaves. Interestingly, Wrigley’s are not finding they need very deep pockets
to differentiate in the mints market with their Extra brand launch, where Cadbury’s Trebor
brand is dominant.

Quality of execution: in many cases two or more brands may be trying to occupy the
same position, usually because it’s the ‘high ground’: the optimum combination of benefits
and features that leads to market leadership. In this case, the quality of execution can be
a key factor. In the 1980s and 1990s Levi’s, Wrangler and Lee all had the opportunity
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to take the position as the authentic, cool American jean. However, it was Levi’s quality
and consistency of execution that helped them win this battle for the hearts and minds of
European consumers.

Brand properties: one specific form of execution in the mix that can help differentiate a
brand is the use of a brand property. This is especially important when the product differences
between rival brands are very limited. A good example of this is the phone directory service in
the UK that was privatized, with 10 or more new brands all competing for a share of the new
market. The clear winner has been 118-118. The first smart call was to invest in the bidding
for numbers to get the most easily remembered one. In addition, the company created two
characters dressed as runners from the 1970s complete with side-burns, long hippy-like hair
and droopy moustaches, each with a ‘118’ on their vests. These runners created huge PR for
the brand and helped the number stick firmly in the minds of UK consumers. Again, there
was no great difference in the positioning, the differentiation came from the execution.

Make it real

Having finalized the vision itself, you are now ready to start the real work on the brand:
turning this vision into actions that grow the brand and business. A failure of many brand
vision projects is that they stop at the vision and don’t turn it into an action plan. This
makes it incredibly difficult to present to people outside the project team, especially senior
management. The thing they are most interested in is what you are going to do differently
than before and how this will drive growth of the bottom line.

Pre-briefs

A great exercise is to split into small sub-teams with your key agency people and work on
pre-briefs for the most important parts of the mix, such as communication and design.
Hopefully, you will have generated learning on the mix by bringing to life the vision in the
exploration phase. This approach means you leave the workshop not only with a vision, but
with the start of briefs which people can get working on immediately. The other benefit
of working on pre-briefs in the workshop is that it helps check everyone is on the same
wavelength about how the vision will be executed, and the role that each part of the mix
should play (more on this later).

12-quarter roadmap

To really see where ‘rubber hits the road’, you can work on a 12-quarter roadmap to show
the key milestones in bringing your vision to life. You can do this by sticking flipcharts on
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the wall to create a huge roadmap, and then use post-it notes for key milestones. This way
you can build a map on the wall that the whole team can see, and then move post-its around
if needed. Hopefully, you will have some innovation ideas from the work done on bringing
to life the brand that you can draw on in creating the roadmap. The roadmap from the
T-Mobile project is shown again in Figure 6.10.

The importance of turning the vision into an action plan, especially an innovation
roadmap, cannot be over-emphasized. It is when you show people product ideas that are
inspired by the vision that people get really excited and understand what the vision means
in concrete terms. The three to four key actions from this roadmap are also added into the
final box on the brand vision summary tool.

Learn by doing

By the end of the Roadmap workshop you should be in a strong position, with a finalized
vision that the team have signed up for, and an action plan, roadmap and pre-briefs for the
marketing mix. All you need to do now is execute it all perfectly! An important watch-out
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Figure 6.10: R-cap of T-Mobile roadmap (simplified).



TEST DRIVE THE VISION 153

is to avoid the temptation to start fiddling with the positioning as you move into execution.
There will inevitably be a temptation to do this, as people will start to comment on the new
positioning. Team members will head home and face questions from their peers and bosses.
You will probably find some wrinkles that need ironing out as you start to use the vision in
briefing agencies. The most productive way to handle these issues is to gather them up and
then agree to do two rounds of changes: after 100 days and after one year.

100-day workshop

100 days is usually a good time to bring the project team back together to review progress.
You can ask people to present back how they have got on with executing against the vision,
and ask which parts of it were the most and least helpful. You can discuss which parts of it
were hard to explain or open to misinterpretation. In addition, you may have done some
further work on bringing to life the positioning, such as creating a brand magazine.

Go through all of this work and collect what is working and what the issues are. You can
then make one single lot of changes, and agree to not make any more until a year has passed
after the end of the visioning project. This is the right amount of time to get some real
learning on the effectiveness of the vision at guiding and inspiring the team.

One year on

One year after the end of the project is a good time to bring the team back together, and
possibly add more people. You can do a full review of the marketing mix work that has
been done and an assessment of how effective it has been. You can then decide to make any
fine-tuning to the positioning that is needed, but do this based on practical learning in the
marketplace, not on subjective opinions.

Checklist 6: Test drive the vision
Yes No

• Have you brought to life the vision by creating a prototype marketing
mix (pack, product, events, etc.)?

� �
• Have you actively involved your creative agencies in this process, to

build engagement and understanding?
� �

• Have you used this prototype mix in creating any stimulus material
for research, making this as real as possible for consumers?

� �
• Have you got the project team to sign up for the vision and commit to

executing it?
� �

• Have you developed pre-briefs and a 12-quarter roadmap to help
bring to life the vision?

� �
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Handover

We have seen how to explore the vision by bringing it to life and creating a roadmap and
pre-briefs (Figure 6.11). We will now move on to see how you can turn the vision into
action, starting with how to engage people inside the business.
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Figure 6.11: From vision to action.
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Beyond brandwashing to true
engagement

C H A P T E R 7

Headlines

Aligning and engaging the whole business with the vision is key to help implement
it. However, many people inside companies are suffering from ‘vision fatigue’ after a
succession of brand re-launches. You will need to focus on the practical implications of
the vision for the business rather than trying to ‘brandwash them’.

Aligning and engaging the whole business with the brand vision is critical to success. People
need to move down the three stages of the ‘journey of commitment’ (Figure 7.1):

• THINK = understanding : rationally understand what the vision is all about. (‘I get what
you’re talking about’)

• FEEL = engagement: get emotionally involved in the idea, ‘sitting forward’, rather than
‘sitting back’ with their arms folded. (‘OK, I’m up for this, count me in’)

• DO = alignment: changing behaviour. (‘We now do things differently round here’)

Don’t under-estimate how hard the job of implementing your brand vision inside the
company will be. As we will now see, you start off with a serious handicap: the words ‘brand’
and ‘vision’ conjour up images of bull****, buzzwords and hollow promises dreamt up in
the cosy comfort of an ivory tower.

Brandwashing

When thinking about brand visioning the attitude of most people outside the marketing
department is well summed up by the following quote from journalist Alan Mitchell (1):

No matter how enthusiastic a company’s professional marketers may be, amongst
engineers, accountants and production line workers, the B-word is still associated
with smoke and mirrors and flim-flam
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Figure 7.1: The journey of commitment.

One reason for this scepticism is public re-branding fiascos such as Consignia and the British
Airways tailfins disaster. However, a less talked about but important factor is the explosion in
‘brand engagement’ and ‘living the brand’ projects over the last 10–15 years. Many of these
expensive programmes have created the opposite effect to the one that is intended. Rather
than moving people forward along the journey of commitment, they create the opposite
effect. But why is all this time, money and effort having such poor payback?

Vision fatigue

A general issue is the growing amount of ‘vision fatigue’ inside many companies. This is
caused by the ‘musical chairs’ problem of frequently changing management teams, each
trying to re-invent the brand, and failing to embed the new vision in the business. A big part
of the problem here is strategy tourists’ tendency to focus on superficial communication and
not on fundamental changes to the business.

All talk and no action

Many brand engagement projects would be more accurately described as ‘brandwashing’.
Huge amounts of cash are blown on a big, carefully rehearsed, whiz-bang event, often set up
by a specialist internal communication company. People, sometimes in their hundreds, are
flown in from around the world, costing hundreds of thousands of pounds. In some cases
the work doesn’t stop here; the people at the conference are then supposed to become ‘brand
ambassadors’ who spread the word to the rest of the business (see Figure 7.2 for an example).
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Figure 7.2: Example of cascade programme.

However, these events tend to be heavy on diagrams, words and promises and light on
practical actions. And even when they do get onto action plans, they often focus on the ‘image
wrapper’ of communication and brand identity. For example, Barclay’s bank are spending
huge amounts of effort to inform staff about their latest advertising campaign, ‘Now there’s
a thought’ (2). Staff who have nominated themselves as brand ambassadors have attended
workshops and will then be expected to inform other colleagues. A further 10 000 staff have
attended regional presentations by the marketing head honcho. All this time, effort and
money to tell staff about a new ad campaign with the message that . . .. ‘Barclay’s is good
at coming up with ideas to help customers’. Now imagine you were a bank clerk or junior
manager listening to this roadshow. Wouldn’t your reaction be that a better solution might
be spending the time and money actually thinking up some new ideas to help customers?

Do as I say, not as I do

But perhaps the biggest problem of all is the way that strategy tourists enthusiastically ask
everyone to get with the brand vision whilst completely failing to align their own behaviour.
You may remember that this was right at the top of the reasons for visioning projects failing.
A classic example is the board of directors of a retail business demanding that their front-line
staff deliver fantastic customer service when they have not been close to a customer in years.
It’s one thing to say this from the comfort of a cosy boardroom, it’s another thing altogether
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to do it when faced with an irate customer on a busy Saturday morning with a queue of
equally irate customers building up behind them.

Product versus service brands

The specific challenges you face in getting beyond brandwashing to real engagement will vary
depending on whether you are working on a product brand or a service brand (Figure 7.3).

Increasing
difficulty
of aligning and 
energizing people

Local
Product

Global
Product

Local
Service

Global
Service

3–4 years12–24 monthsLead-time for 
implementing changes

****Front-line staff 
engagement

****Marketing team 
alignment

*****Senior management 
alignment

Service brandsProduct brandsChallenge

Figure 7.3: The alignment challenge for different types of brand.
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Product brands

The job on a product brand tends to be easier, especially if it’s a national brand. The key
people who need to be aligned are the brand and agency team, but they should have been
actively involved in the visioning project. You will also want to get other functions such as
sales and R&D on board, but again, key people from these functions will hopefully have
been on the visioning team. The biggest challenge is likely to be securing the support of the
senior management in the business.

The task becomes more complicated when you are working on a global brand. The
number of people working on the brand will be a lot bigger, and they are spread around the
world. Key regional representatives should have been on your visioning team, but you will
need to help them spread the message and get their teams on board to change the regional
mix. The senior management in each region will also need to buy into the changes being
made.

Service brands

Implementing a vision for a service brand is a whole different ball-game, and exponentially
more difficult than for a product brand. The biggest challenge of all is for an international
service brand, such as McDonald’s with over 100 000 staff.

The challenges start at the top, as the consumer-facing brand is often the same as the
corporate brand. You are not just talking about a brand vision, but a company vision. If
the CEO is not leading the way, the vision has no chance of success. There is then the
Everest-like task of taking all the front-line people who deal with the customer on the
journey of commitment. Finally, to make things even harder, the changes you many want
to make to implement the vision may take three to four years or more to happen, such as
changing IT systems or store designs.

Focus on fundamentals

Before thinking about internal communication, take a long, hard and brutally honest
look at the fundamentals of your brand and business. This is especially important in a
service business, where you are often asking people to change their behaviour. In many
cases, these people will be hourly paid workers who are working to live and not living
to work.

We will start by looking at the fundamentals of hiring and developing the right people,
aligning rewards and leading by example. Only then will we move on to look at bringing to
life the brand in internal communication (Figure 7.4).
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Figure 7.4: Making change happen.

Step 1: Hire the right people and treat them right

The job of engaging people with the brand is made a hell of a lot easier if you hire the right
people and then treat them with respect. Not rocket science, but you only have to look at
the crappy service you get in most high street stores to see for yourself that it doesn’t seem
to be the policy of many big companies.

Hire the right people

The companies that get it right tend to place a big importance when hiring on the type of
person, and prioritize this over specific skills. This means that they can be trusted to use their
own initiative and own words, rather than being given a set of pat phrases from a brand
engagement toolkit. This is illustrated by the comments of John Lewis’ director of customer
service, Simon Fowler (3):

We look for people with warmth, energy and natural empathy and establish
eye contact rather than looking away. They need to be happy to make their
own decisions. We encourage an entrepreneurial nature that always looks for a
commercial opportunity or to go that extra mile to help a customer.



BEYOND BRANDWASHING TO TRUE ENGAGEMENT 165

A good way to check out someone’s human skills is to try them out in the job. Candidates
at Fresh Italy work for a lunchtime in one of the stores, and the store team are asked for
feedback on how the person fitted in and if they were liked. This applies for management
candidates, not just hourly paid staff.

With this focus on the fundamentals of hiring, training and development, brand engage-
ment becomes the response not the stimulus. In other words, people are engaged with brands
because of their day-to-day working experience, not because you tell them to be engaged.
Creating a nice place to work and making jobs as interesting as possible is where Fresh Italy
CEO, Tom Allchurch, puts his effort:

At the end of the day, people in the store don’t care about ‘the brand’ or the
corporate purpose. What counts is liking the job they do, their boss and the people
they work with

This approach is behind the success of the Pret a Manger sandwich store that now has 125
outlets. A journalist from the Financial Times observed that ‘The staff are different. They are
chatty and cheerful. What on earth have they got to smile about?’ (4). He decided to work
in one of the stores to answer this question, and his findings are summarized in Table 7.1.
As you can see, he did not find that the explanation was a sophisticated brand engagement
programme. Rather, it was down to the fundamentals of hiring the right people and then
training, rewarding and managing them with respect.

The importance of hiring the right people is not just an issue for service brands, it also
applies to product brands. This is especially true with regard to the people you hire into the

Table 7.1: Getting the fundamentals right at Pret.

1. Managers are not over-qualified and embittered:
– 75% of managers are promoted from within
– Other 25% have at least 2 years’ relevant experience
– Join in and help instead of ‘barking orders’

2. Staff are not ‘routinely humiliated’
– Smart uniform not polyester nightmare
– No dressing up for kiddie parties
– Most stores have no toilets, so no cleaning the loo to do

3. Staff are paid well:
– Team member: average £6.58 vs. £5.68 for competition
– Team leader: average £8.39 vs. £7.52 for competition

4. Staff have a say in who joins:
– Candidates work in store for a day and team votes whether to hire them

5. Hire nice people:
– Large number of well-educated international students
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marketing department to work on the brand, and the people on your agency team. You have
a much better chance of getting great work that connects with consumers if your brand team
members not only understand the consumer but are the consumer. Nike make it a policy
of only hiring people who are active sports enthusiasts. It’s not enough to be an armchair
sports fan, which is why I would never get a job there, even if I was technically good enough.
This hiring policy is one of the reasons why Nike do no advertising pre-testing, not even
qualitative. Furthermore, when you can combine a personal passion with your professional
life you are more likely to put your heart and soul into the job.

Contrast this with the situation on many other brands you come across. There are car
brands staffed by people who don’t drive, never mind have a love of driving. Or brand
managers on beer brands who don’t like the taste of beer. And we won’t talk about the men
working on Always sanitary protection products.

Fire the wrong people

Talking to brand leaders who have successfully implemented a big and bold vision, they made
clear the need to remove people who don’t buy into the direction the brand was going in. The
ex-Marketing Director of Selfridges, Nick Cross, tells the story of the changes he made at the
famous department store. A key part of the brand re-launch in the late 1990s was creating
a series of ‘brand bazzars’, individual worlds for Gucci, Prada and the other luxury brands.
This was a big change from the traditional department store layout organized by product
department (shoes, ties, accessories, etc.). As part of this change, Nick asked staff to dress in
the brand they were selling in order to ‘look the part’, and ditch the old polyester Selfridges
uniform. Most of the staff loved the idea and embraced it enthusiastically. However, a
minority of the ‘old guard’ didn’t like it and made their grievances known. No amount of
brand engagement would have been likely to get these ‘brand vandals’ to become ‘brand
champions’, and this effort would have wasted the time and energy that could have been spent
on people who got the vision. Hence, the hard decision was taken to ask these people to leave.

Again, the need to have the right people on the brand applied to product brands, not
just service brands. On the T-Mobile brand in the UK, one year after the re-launch work
started, many of the key positions were filled by new people who had the skills, mindset
and motivation to help make the change happen, including the heads of business marketing,
consumer marketing and consumer insight.

What gets measured gets done

The problem with much of the work on living the brand and brand engagement is that
is fatally under-estimates the importance of measurement and rewards. It’s one thing to
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spend time trying to get people to live the values and become what some experts call ‘brand
champions’ or even ‘brand evangelists’ (creepy huh?). It’s another to get even close to this
happening if you don’t align the way people are measured and rewarded. Sure, people do
like to have an idea of the bigger purpose of the company they are working for and like
to work on brands they like and respect. But if the way they are measured and paid works
against the brand values that are espoused, their wallets will win every time.

A classic example of this is the difficulty of getting local companies to execute a global
brand strategy, rather than being pirates who go off and do their own thing. For years this
has been a big challenge in many international companies like Unilever, and managers spent
days and days in workshops trying to bring regional marketing teams into line. The problem
was that these regional managers reported to regional chairmen who were not measured and
rewarded on being good global brand citizens, but rather on bottom line results.

The same issue happened in a big mobile phone company that had spent huge amounts
of money imploring customer service people to deliver ‘customer delight’. However, these
teams were measured and rewarded on minimizing the average call time! This meant that
the customers who had the patience and time to navigate through the hell of the automated
robot answering service to get to a real person were then passed on to someone else, in order
to keep the call-time down!

Linking measurement and rewards to the right behaviour will align people much more
effectively than any number of hours or days sat listening to a brand engagement presentation.
As Jack Welch said:

If you pick the right people and give them the opportunity to spread their wings
and put compensation as a carrier behind it you almost don’t need to manage
them.

This is the approach that helps retailer John Lewis be the top-rated company in the UK for
customer service (3). It has a co-operative structure where bonuses are distributed to staff
each year in the same way a public company would distribute dividends to shareholders.
Everyone gets the same percentage of their salary, but the actual percentage depends on how
well the company does. In 2005, for example, people got an extra 14% bonus. A big benefit
of this approach is that staff retention is much higher than the industry average, having a
huge impact on customer service and reducing the cost of hiring and training people.

Make staff heroes

Treating people right also includes how staff are portrayed in external communication. At a
minimum, you should avoid making staff look stupid, as happened in Sainsbury’s infamous
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‘Value to shout about’ campaign. This portrayed a hapless shop assistant being humiliated
by comedian John Cleese. At best, you can turn your staff into heroes, as is the case with the
Halifax bank.

Halifax’s objective was to communicate the brand idea of ‘Extra Value. Extra Friendly’:
great value banking with service from really friendly staff. Their solution was to run a
campaign featuring staff as stars. As the authors of the prize-winning IPA case study say, ‘The
communications idea has disseminated the brand proposition internally far better than any
number of brand workshops that might typically be used for this purpose’. They estimate a
saving of between £240 000 and £1.2 million in internal communication (5).

When Halifax asked for employees to star in the advertising campaign they got over
1000 applications. Three adverts were produced and aired, each starring one of the three
winning staff members. Importantly, the campaign was under-pinned with strong product
stories, such as a current account offering 40 times more interest than the leading banks.
The campaign had excellent cut-through and appeal (Figure 7.5), leading to a 150% uplift
in current account sales. Furthermore, it worked powerfully with the employees of the bank
who saw it as portraying them in a positive light and helping them be more competitive
versus other banks (Figure 7.6).

Step 2: Make it easier to do the right thing

Focus on what really matters

Instead of spending money and effort asking people to engage with the brand, you may
be better off looking at the jobs people do and simply making it easier for them to do the
right thing. This is vividly illustrated by a story from Fresh Italy, the fast-growing chain of
high-quality, fresh, fast Italian food shops. CEO Tom Allchurch noticed that staff in the
company’s first store hated cleaning the floor. They always tried to dodge doing the job and
when they couldn’t get out of it, they did it with a moan and a groan. This was clearly bad
for everyone. Management was unhappy as the floor was often dirty, the staff were pissed
off and the customers were not eating in the best circumstances. Now, if Tom had followed
the advice of brand engagement experts, he would have got stuck in with some serious
communication about the importance of the Fresh Italy brand values and exhorted people
to live the brand values.

He could have taken a leaf out of the book Living the Brand (6) and tried to pinpoint
‘brand champions who are vital in countering the transient employees’ who made up much
of the workforce, as they do in most food service businesses. He would also have needed to
‘commit to trying to engage all employees with the organisation’s purpose’. But he didn’t.
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Figure 7.5: Halifax ‘Staff as Stars’ campaign performance in tracking.

Instead, he changed the floor material to make it easier to clean, and had a cleaner come in
a few days a week so that the staff could focus on cooking great food and serving customers!
The floor is cleaner and staff are happier. And no mention of organizational purpose or
brand values anywhere.
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Internal Halifax Email Survey
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Figure 7.6: Halifax ‘Staff as Stars’ campaign performance on internal staff attitudes.

Try following the Fresh Italy example and look at the real job of your people and see how
you could make it easier for them to do the right, on-brand thing. Spending time in their
shoes will be a big help in doing this, and time better spent than creating a whiz-bang brand
engagement event.

Inside-out

This principle is so simple, yet often not followed: get your staff trained up and working in
line with the vision before you go and blow gazillions on fancy new TV adverts. An example
of how to get this wrong was the 2004 re-launch of the Abbey bank in the UK. A new
logo was developed and a new advertising campaign that proudly proclaimed that Abbey
was ‘Turning banking on its head’. An internal communication programme was launched to
inform all the staff. It was a bold claim indeed, but one that was not obvious for customers
nor the staff that were supposed to deliver this. The banks on the highstreet had a fancy new
sign, but when you went inside not a lot seemed to have changed, if anything. And there was
not much evidence of the product offers that were going to make people consider switching
to Abbey. It was a great example of ‘image-wrapper branding’, where the communication
and identity change but the product or service stays the same. After a year of lacklustre
results Abbey was bought by Spanish bank Santander who, yes you guessed it, proceeded to
change the identity all over again to bring it in line with their own corporate style.
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A better approach is to work from the ‘inside out’, getting staff trained-up and giving them
the right tools, rather than just showing them the fancy new advertising campaign that is
about to break. A nice little example of this was the way that the UK food retailer Sainsbury’s
sent out to staff samples of the sausages and apples featured in the first TV advert of the
brand’s new ‘Try something new today’ campaign. The idea is that this way they can give
a sincere recommendation to customers in the store. The process will continue with other
food parcels sent out as subsequent executions are aired (2).

Step 3: Lead by example
One of the reasons for Tesco’s success in delivering higher levels of customer service than its
competitors is the way that its senior managers are close to the business and stay that way.
Many of the board directors have been with the business for many years and worked their
way up through the ranks. In addition, all the senior managers spend time each year working
in a store.

In a brand-led business, it shouldn’t be necessary to labour and agonize over how to
communicate the brand vision and values. These should be visible in the way the business
leaders run it on a day-to-day basis. For example, at easyGroup all management meetings
are done standing up, sending a strong signal that this is a company where actions speak
louder than words. In P&G no-one ever spent time talking about the company’s values, but
the importance of data-based decision-making was evident from the big ‘fact books’ every
manager carried into meetings, so that every detail on the brand and business was on hand.
And when Steve Jobs came back to Apple as CEO in 1997, putting a revolutionary iMac
computer on every desk was a visible, tangible example of the company’s creative revival.

Contrast this with an approach taken by another technology company based on the West
Coast of America called Scient, held up as best practice in one book on living the brand (6).
For new employees they run a five-day programme called SPARK (Scient: performance,
achievement, results, knowledge) to ‘immerse people in the culture and the meaning behind
the values’. That’s right, one day for each of the values. Now, if the values were being lived
and breathed by the leaders of the company, wouldn’t you figure out what they were after
your first five days of just working in the office?

Having looked at the fundamentals of hiring, leadership and rewards, we can now move
on to the issue of internal communication and bringing the brand to life.

Step 4: Sell the cake not the recipe
When you watch your typical brand vision presentation you quickly see why it has limited or
no influence on the business as a whole. It’s often a mind-numbing Powerpoint extravaganza
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full of complicated pyramids, emotional ladders and buzzwords. Rather than firing up the
sales, customer service and technical folks who need to create the brand experience, it leaves
them freezing cold.

Standing up and showing people your brand pyramid or onion is a bit like Gordon
Ramsey coming to the dinner table and presenting his guests with a detailed recipe of the
dish they are about to eat. However, all you care about is what the dish looks like and how
it tastes. The same thing goes for brands: you need to ‘sell the cake, not the recipe’. You do
this by bringing to life the brand story in a visual way, using examples from the marketing
mix where possible. The trick is to ‘smuggle in’ the brand vision, rather than ramming it
down peoples’ throats. This approach was used by the global brand team on Hellmann’s
to communicate their new vision about making casual eating more pleasurable by adding
exciting tastes and textures.

Telling a brand story

The Hellmann’s brand vision was written as a ‘story’, rather than as a complex positioning
tool crammed onto one page, and used everyday language not jargon. For example, in the
place of a ‘core consumer profile’ was a diary of a week in the life of a typical consumer
called Katherine. Instead of talking about ‘benefits’ and ‘reasons to believe’, the presentation
asked ‘How can we help Katherine?’ and ‘Why should she believe us?’. Most important of
all, there was a page on ‘The story so far’ that showed examples of product, packs and events
that were closest to the desired vision (Table 7.2).

Table 7.2: Telling a brand story.

Traditional brand book Hellmann’s magazine Visuals used

Contents ‘Menu du jour’ Waiter and menu board
Root strengths Back to the future Restaurant counter with

natural ingredients
Target audience A week in the life of

Katherine
Diary with photos

Benefits What can we do for
Katherine?

Simple visual of the 3 key
benefits

Reasons to believe Why should Katherine
believe us?

Visuals of packs and
products that support the
benefits

Strategic plan To do list Handwritten list of things
to do stuck to a fridge door
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Don’t say you’re funny, tell a joke

There was also a need to find a format in line with the desired personality of being light-
hearted, casual and approachable. Instead of a big fat brand manual, the Hellmann’s team
created a food magazine with a tone and style in line with the vision (Figure 7.7). Rather
than explaining in words the brand personality, the magazine showed it through the design,
tone and style. In other words, ‘rather than saying they were funny, they told a joke’.

Getting people to test drive the vision

The Hellmann’s brand team also avoided doing a big global ‘brand engagement event’, as
this was not in line with the idea of a casual, informal brand. Instead, they ran a series
of smaller meetings in the key regions of Europe, North America and Latin America. The
new vision was introduced by talking people through the magazine. The regional team then
‘test drove’ the new vision by reviewing mix examples and using stickers to indicate what
was on vision (green), off vision (red) and OK (orange). This was a great way of building
understanding by getting people to make practical use of the vision.

Snowballing

After each workshop the best ideas were fed into a central bank of ideas that could be
accessed via the company intranet. This process was called ‘snowballing’, to capture the
idea of gradually building ideas across the year from the ground up, rather than it being a
one-shot, top-down process. The team are now discussing doing a bigger event to celebrate
the one-year anniversary of the new vision, but this will be packed full of real-life examples,
presented by the people who have developed them.

Brand videos

Increasingly, brand teams are looking to use more sophisticated visual aids to bring to life
their visions, especially video. The watch-out here is to avoid the problem of ‘MTV videos’
discussed in the last workout on exploring your vision with consumers. These mood tapes
are a series of stock-images set to music that are not often very effective. They can capture
some idea of tone and style but that’s about it. A better idea is to tell more of a story,
delivered in the tone and style you want, but with more content. For example, Shell Retail
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Figure 7.7: ‘Don’t say your funny, tell a joke’ (Hellmann’s brand magazine).

Reproduced by permission of Unilever.
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produced a TV soap opera to show the contrasting fortunes of one store managed in line
with the brand vision and another that was stuck in the past.

We will end this section of the book by looking at how to keep the faith with the new
vision during the tricky first year of implementation.

The 5-month itch

Senior management will be impatient to see a payback on their investment in the visioning
process. They want to see action that makes the vision tangible, and if nothing has happened
after five or six months, they will start asking questions. This is of course a bit unreasonable,
as implementing a vision takes years not months, but it’s a fact of doing business (when you
know the average tenure of a CEO is about 24 months, you start to understand why this
is the case). But how to get some early signs of success when most creative and innovation
processes will take at least 12 months to produce any results?

Hijack projects

The first trick is to hijack projects that fit the vision, as soon as possible in the visioning
process. In the exploration phase you should have been highlighting those existing projects
that fit with the vision. Find the ones that will be happening on or around the time the
visioning process ends, and jump on them, like a cowboy jumping on a running horse.
Where possible, fine-tune the work to make it even more in line with the vision. We saw at
the start of the book how T-Mobile hijacked the U-Fix product and used it as an example of
their new vision, even though it had been developed before the visioning work even started.

Kill the vandals

A public project execution is almost more powerful as a symbol of change. What projects
are in the pipeline that you can cancel with minimum impact on sales? Are there any
under-performing products that your friendly retail partner is about to de-list? By putting
the gun to these products yourself, you turn a problem into an opportunity. The sales were
going to be lost anyway, but you can at least use this as a symbol of change and that you
mean business with the new vision.

A more ambitious example of this approach is the way that Danone sold off the entire beer
and champagne business as part of its vision of delivering active health. This sent a strong
signal to employees and investors that the company was serious about the new vision.



176 BRAND VISION

Keep the sales ticking over

The watch-out when you go into Terminator mode is to be careful not to send the business
into decline, and to keep sales ticking over. People will judge the vision based on the business
results that follow in the first year, even if this is not logical and reasonable. The second year
is, of course, a better indicator of effectiveness, when the new mix will come into force.

Checklist 7: Beyond brandwashing to true engagement
Yes No

• Have you started by looking at the fundamentals of your business,
such as hiring and how you reward people to check these are aligned
with the vision?

� �
• Are you leading by example, aligning your own behaviours with the

values of the brand? Are your bosses doing the same?
� �

• When creating internal communication, are you ’selling the cake and
not the recipe’, using examples from the brand mix?

� �
• Is the tone and style of your communication getting across the brand

personality, without having to say what it is?
� �

• Do you have a programme of events that ’snowball’ over time, rather
than a single, one-off big show?

� �

Handover

We have seen the challenge of moving people in the business along the journey of
commitment, from understanding through engagement to alignment. We will look at the
role of ‘hero products’ in dramatising the vision and driving business growth.
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Create hero products
C H A P T E R 8

Headlines

Product innovation can play a ‘heroic role’ in delivering your brand vision. However,
care is needed to not launch ‘dwarf’ extensions that eat up valuable resources and distract
attention from revitalizing the core business.

Product and service innovation is perhaps the best way of delivering the brand vision and
driving growth. It is a living, breathing dramatization of the new vision, that is many times
more powerful than any piece of communication.

However, strategy tourists make the mistake of leaping straight into brand extension before
looking at the core business. And to make matters worse, their obsession with brand image
means the chances of success are poor.

Kill the dwarves

Brand extension is a very risky business full of pitfalls. For every heroic iPod there is a
disastrous extension rotting away in the extension graveyard: the chances of success are less
than 1 in 2. In other words, you have more chance of making money by betting it on black
at the casino.

Brand ego tripping

The first reason for this high failure rate can be summarized as ‘brand ego tripping’, as
touched on in an earlier section and explored in detail in the previous brandgym book, Brand
Stretch. It happens when companies get too big for their brand boots and stretch into areas
where they have limited or no added value. They launch a mediocre or even sub-standard
product and rely on the sizzle of brand values and personality to differentiate, invariably
falling flat on their face. Famous brand ego trips include Virgin vodka and almost anything
launched by the easyGroup (easy4men cosmetics, easyCinema, etc.).
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The brand image mirage

Another problem with extensions is the strategy tourists’ obsession with the theory of
brand image building. Their fatally flawed thinking is that they can launch so-called ‘niche
products’ that will be small in sales, but big in image-building effects. They use one of the
most dangerous and mis-used bits of marketing theory to support their case: ‘the virtuous
circle’ (Figure 8.1). The idea is that the extension has a positive ‘halo effect’ on the rest of
the brand, helping deliver the vision. However, in reality this halo effect turns out to be
an ‘image mirage’. These extensions are dwarves; cute, beautiful but small as small in every
sense: sales, profits and impact on the brand image. Few people buy them and as sales are
small, the company cannot afford to support them. Sorry, you have to kill them.

The exceptions to this rule are products that have impact and especially PR value beyond
their size. Haute couture clothes from fashion designers are a good example of such an
extension. These hand-made clothes cost a fortune to make and are only bought by a handful
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Figure 8.1: Virtuous circle traps.
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of extremely wealthy ladies. However, the catwalk shows where the clothes are presented have
an image-building effect that benefits the (relatively) more accessible prêt-a-porter ranges.

Stealing the thunder

These dwarf extensions also gobble up time, money and resources that would be better spent
on the core business. Re-focusing on the core is often one of the keys to implementing a
new vision and rejuvenating a brand, as was the case with Adidas’ turnaround in the 1990s.
They eliminated peripheral products such as shirts, jeans and pullovers to focus on sporting
goods and cut the number of sports shoe models from 2000 to 600 (1).

Brand vandals

The worst extensions of all backfire and actually harm the brand, taking you backwards away
from your vision, not forward towards it. This sort of harm is actually very hard to do and
the examples of such extensions are few and far between. The much bigger risk is damaging
your business by fragmenting your financial and human resources. However, if you try really
hard it can be done, as happened with the Audi A8 car in the USA that suffered from a
‘sudden acceleration’ problem, leading to fatalities and having a serious impact on the rest
of the brand’s sales.

We will now look at how to better focus your product innovation efforts to build the
business and deliver the new vision.

Start close to home

Brand teams love brand extensions. Given the choice of implementing a new vision by
growing the £100 million core business by 5% or by creating and launching a sexy new
£5 million brand extension, most marketers would probably pick the second option. They
provide an opportunity to use all the best bits of the marketing toy box, such as concept
development, pack design and advertising.

However, put yourself in the position of a shareholder and you may think differently and
prefer the £5 million of growth on the existing business. For a start, core business growth
should be less risky and require less investment. Second, it makes something strong even
stronger, rather than launching you off into a new area that you know less well. What it does
require is more creativity, to find new ways of building sales in the existing market. Many
companies who are implementing a vision press the brand extension button as it’s easier than
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figuring out how to grow the existing business. We will look at two ways of implementing a
vision by growing the core: re-invention and a less radical route of rejuvenation.

Re-invention: Lucozade

Lucozade is a carbonated glucose drink that started out life in 1938 as a sickness remedy.
The glucose is in a form that can easily be assimilated by the body, making it suitable for
people who are ill and cannot eat properly. It was sold in large glass bottles covered in orange
cellophane and sold in supermarkets. Any readers from the UK may remember days off
school spent in bed being brought glasses of the stuff. However, the brand was an irregular,
‘distress purchase’ and as sickness levels lowered with an improved health service, sales began
to decline, dropping by 30% between 1974 and 1978.

Step 1: Everyday pick-me-up

The first re-visioning came in 1978 and positioned Lucozade as a healthy, daily pick-me-up,
in an attempt to break out of the straightjacket of being a sickness remedy and ‘distress
purchase’. The re-launch relied on communication, with a cartoon execution showing a lady
doing the cleaning that took her over a series of hand-drawn hills and troughs until she
collapsed knackered on a chair. Lucozade came to the rescue and she was off again with the
next bit of housework (the 1960s remember). Apologies to non-UK readers, or those under
the age of 40, but the rest of us sing along with the jingle: ‘Lucozade, refreshes you through the
ups and downs of the day’. This re-launch was initially successful, increasing sales by 11%.
However, by the end of 1979 sales growth had flattened off (2).

Step 2: A pioneer in energy drinks

The ‘ups and downs of the day’ re-launch had limited impact because it left the product
and packaging untouched. The big bottle with the orange cellophane remained and this
still cued images of a sickness remedy, no matter how hard the advertising tried to send a
different message.

The real breakthrough came from challenging the whole of the mix, not just the
communication. The result was that Lucozade became the first ‘energy drink’ in the UK
and one of the first in the world. The brand’s user-base was dramatically shifted, attracting
younger drinkers buying the brand for themselves. The one thing that didn’t change was the
product itself, but pretty much everything else was re-invented:

• Bottle: a key change was to re-package the product in a smaller 250 ml, wide-mouth,
hand-held bottle and get rid of the orange cellophane. This sounds simple, but it had a
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radical effect on the perception of the brand. The brand was now a drink to be consumed
on the go, not just at home. It looked much more modern and contemporary and had
thrown off its sickness remedy baggage.

• Distribution: the brand was expanded out of supermarkets into the thousands of small
corner stores in the UK called ‘CTNs’ (confectioners, tobacconists and newsagents). These
are stores where kids from school stop off and buy drinks and snacks on the way home.
Lucozade was now available in this outlet as a great option for getting an energy boost
before going on to play with your mates or do your homework.

• Communication: new advertising couldn’t have worked to deliver the new vision without
the changes to the packaging and distribution, but it played a key role. The new
communication was able to activate and energize these mix changes by showing a famous
UK athlete called Daley Thompson using the brand as part of his training regime to
achieve peak performance. The soundtrack was a rousing and noisy heavy metal track and
it ended with a series of traffic lights going from red to Lucozade (orange/amber) to green
for go.

Sales of the 250 ml bottle exploded by 40% as a result of the re-launch and there was even
an increase of 4% on the original large bottle. The re-launch also succeeded in changing
perceptions of the brand in line with the new vision (see Figure 8.2).

Brand image shifts on Lucozade (% agreeing)

45%

50%

55%

60%

65%

70%

75%

80%

85%

90%

Pre re-launch Year after re-launch

Suitable for all members of
family

Suitable even when not ill

Gives natural glucose
energy

A refreshing, invigorating
drink

Better for you than other
fizzy drinks

Figure 8.2: Lucozade re-visioning impact.
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Step 3: A true sports drink

With the core business in growth and the brand re-positioned as a younger and more vibrant
energy drink, the foundation was in place for further innovation. A new extension called
Lucozade Sport was launched that created the sports drinks market, long before the arrival
of Powerade. Lucozade Sport is a more technically advanced product that has scientific
research to back up the claims it makes about helping sports people recover faster from
physical activity. As with the original re-launch, the brand has gone beyond communication
to deliver the vision, with distinctive packaging and excellent use of celebrity endorsement
from sports stars such as Michael Owen.

Rejuvenation: Walkers crisps

The Walkers crisps story is less radical than the Lucozade one, but nonetheless impressive
(the brand is sold as Lays potato chips in the USA and other markets outside the UK). It is a
great example of a brand sticking to its core business but finding new ways to innovate. The
key branded challenger to Walkers, Golden Wonder, recently threw in the towel and went
bankrupt, finding it impossible to compete effectively. The power of the Walkers mix has
been a potent combination of communication and product innovation.

A rare species: a true communication campaign

The growth of the Walkers brand started back in the late 1980s when the Pepsico-owned
brand merged with the local Smith’s crisps business. Until then, Walkers had been a regional
rather than a national brand. The company created a vision for the brand around the idea
of ‘irresistibility’ and more specifically, ‘so fantastic you’d do anything to get them’. The
personality of the brand was a ‘home-town boy made good’. An English football player
called Gary Lineker was used to bring to life the personality in the visioning tool used. He
had been famous for being a talented sportsman but also one who was very fair, having never
received a red card (the most serious sanction) in his career. In what turned out to be an
inspired decision, the brand team and agency decided to use the player himself as the star of
the brand’s advertising campaign, called ‘No more Mr Nice Guy’.

The first commercial showed the player going back to his home town and being warmly
greeted by the townsfolk as their favourite son. He then sits down next to a little boy eating
a packet of Walkers and proceeds to grab the crisps and munch them, leaving the poor boy
in tears. Lineker has gone on to star in no less than 50 commercials that have remained
incredibly consistent to the original idea, a rare example of a brand sticking to its vision over
the long run.
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Wave after wave of innovation on the core

What is most impressive about Walkers is the way they have stuck loyally to their core
product of potato chips and not been tempted to head off on brand ego trips. However,
there has been no shortage of innovation over the last 15 years. In fact, there has been wave
after wave of new ideas on the core business:

• Packaging: foil-wrapped packs that use nitrogen filling enabled the brand to deliver even
fresher, crunchier crisps.

• Healthier versions: core range extensions to address health issues have included Lites, made
with sunflower oil, and more recently Mr Potato Head low fat crisps for kids.

• Core upgrade on health: the brand has gradually reduced the amount of saturated fat in
the product, doing it like this to avoid people noticing the change in taste and so leaving
the brand. After a couple of years the brand then made an on-pack claim of ‘70% less
saturated fat, still great taste’.

• Core upgrade on taste: on a regular basis the brand will re-launch core flavours, such as
‘now even better cheese and onion flavour’.

• Grab bags: bigger sized bags for bigger appetites.
• Special flavours: limited edition flavours such as Heinz Tomato Ketchup (this is the UK)

and another linked into a bi-annual charity even called Red Nose Day.
• Premiumization: the launch of the Sensations sub-brand took Walkers into more premium

crisps with sophisticated flavours. This generated extra sales of over £50 million.

Added value versioning

It’s worth spending a bit more time on ‘added value versioning’ that was mentioned in the
Walkers story, as it’s a good way of delivering the vision whilst growing the core. It involves
using new versions to differentiate the brand and help communicate the vision (Figure 8.3).
It is becoming especially important given the rise of own label, who will copy any basic
new product launched within months or even weeks. An example of this is how the Calve
brand of ‘dressings’ in Holland broke the mould by creating a special summer edition range
of two flavours called ‘Barbeque Beast’ and ‘Barbeque Beauty’ (Figure 8.4). These created
fantastic shelf impact, boosted sales and helped get across the brand idea of taking food into
the ‘pleasure zone’.

Having praised the virtues of growing the core, there is no doubt that brilliant brand
extensions can play a ‘hero’ role in the new movie that is your brand vision in addition
to creating significant growth for the business. One such extension that featured in Brand
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LIMITED EDITION
Special edition versions

available for limited period,
that create uniqueness and

urgency (e.g. Innocent 
winter smoothies)

CO-CREATION
Invite consumers or experts
to help co-create versions
(e.g. Covent Garden soup

inviting young chefs to
design a new flavour)

CONCEPT-LED
Beyond simple versions to a

concept and supporting
products (e.g. Calve ‘Beauty

and the Beast’ sauces)

ADDED VALUE
VERSIONING

Create differentiation, impact and
communicate the brand idea

CO-BRANDING
Enrol another brand to add

value and create
differentiation (e.g. Muller

Corner with Kellogg’s
cereals)

Figure 8.3: Added value versioning.

Figure 8.4: Added value versioning.

Reproduced by permission of Unilever.
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Stretch has gone from being a hero when I wrote about it to a ‘superhero’ today. It is of
course Apple’s iPod.

iPod: the hero of a new vision

Building the business

First and foremost, the iPod has had a massive impact on the Apple business, selling in its
millions. Apple now has a 70% share of the MP3 player market and almost 7 million units
sold in the fourth quarter of 2005 alone (3). This success is first and foremost important
in financial terms, boosting the company’s profitability and being largely responsible for
the vertiginous rise in market capitalization (Figure 8.5). By being a big success, the iPod
has also generated sufficient scale to justify major investment in advertising that has further
fuelled growth.

Importantly, the growth of the iPod has not been driven by a one-off product launch, it
has been fuelled by wave after wave of innovation that has left the competition in its wake.
No sooner have the copycats got the hang of one innovation, than Apple are on to the next.
Over the last four years we have gone from the original iPod through the Mini to the Shuffle
to the Nano. Not only does this series of new products attract new buyers into the market,
it also appeals to iPod-aholics who collect the lot.

An extra bonus from the launch of the iPod has been the way it has acted as a magnet to
attract people into the ever-expanding chain of flagship Apple stores. Millions of people have
discovered and tried Apple computers for the first time and ended up buying one. Millions

Figure 8.5: The iPod effect.
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more have reconnected with the brand and found that the problems of PC compatibility
that have also held Apple back have been significantly reduced if not removed altogether.

Dramatizing the vision

There is no more potent way of dramatizing a new vision than launching a revolutionary
new product or service. These hero extensions stop you in your tracks and force you to
re-evaluate your opinions of the brand and say ‘Wow, I didn’t know they did that!’. Apple
has created such a disruptive brand extension not once but twice since Steve Jobs re-joined
the company as ‘temporary’ CEO in 1997. First came the iMac with its colourful translucent
plastic design. The iMac was more than just a new product, it was a symbol of re-evaluation
for the consumer but also for the people in the company. It shouted out at the top of its voice
‘Apple is back!’ and brought to life the company’s slogan and mantra of ‘Think different’.
The advantage of such a hero extension compared with communication is its permanence.
The iMac could sit on the desk of everyone in the company as a reminder of the brand vision.

The second hero extension, the iPod, has been even more transformational, changing not
only the fortunes of Apple beyond all recognition, but doing the same to an entire industry.

Reinforcing the roots

The iPod has reinforced Apple’s reputation for beautifully designed products that are
incredibly easy to use, delivering a step-change in usability compared with other MP3 music
players. Its white face and chrome back created a whole new design aesthetic as potent as the
dayglo translucent look of the original candy coloured iMac.

Coolness and credibility

In addition, the iPod helped inject a huge dose of coolness and street credibility into the
brand. This is in part down to the distinctive animated adverts showing the white of the
iPod and its earphones in sharp contrast with brightly coloured dancing people. Perhaps
even more impressive was the way the product was picked up by stars of the entertainment
and sports world; it is much more effective to see Bono, Beckham and countless other stars
raving about the product and wearing those distinctive white earphones than it is to hear the
company singing its virtues.

Stretching brand perceptions

Finally, the move into music and now video downloads has stretched the perception of what
the Apple brand stands for beyond computers, into the area of entertainment and hand-held



CREATE HERO PRODUCTS 189

devices. This has increased the ‘suppleness’ of the brand and makes future radical extensions
much easier to pull off successfully. Watch this space for a cool Apple mobile phone, portable
video recorder and other home entertainment devices.

Inspiring re-invention

The iPod has also been a stimulus for re-invention of the core computer business, as shown
to dramatic effect by the new iMac computer. The desktop computer takes Apple innovation
a step further by integrating the computer into the flat screen, with a white and chrome
design that mimics the design language of the iPod. The press advert goes as far as proudly
announcing ‘From the makers of the iPod comes the new iMac’, with the two products
shown side-on to illustrate the family feel.

Virtual venture capital

Focusing your brand extension efforts requires assessing how good each one is at building
the vision and building the business (Figure 8.6). To avoid strategy tourism, do this exercise
as if you were the owner of the business who was ‘following the money’. This is illustrated
by looking at the history of extensions on the Gillette brand:

1. The Sensor is now a ‘cash builder’ that accounts for a good chunk of profit, but doesn’t
do much for the brand image, having been superceded by the new generation Sensor

BRAND VISION BUILD

BUSINESS
BUILD

4. Image builder

2. Hero1. Cash builder

3. Drain

+

Hi

Lo

0 ++

Figure 8.6: Brand and business building matrix.
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Excel and Mach 3. The temptation may be to try and tweak or modify these projects or
products to get them ‘on strategy’, but a better option is to just let them ‘tick along’ and
make money so you can focus resources on hero products.

2. The Mach 3 is a ‘hero’ product that dramatizes the brand positioning, in this case shaving
performance, and at the same time generates profitable and significant business growth.
The Mach 3 alone is now a billion dollar business in its own right.

3. Aerosol deodorant is a ‘drain’ because it eats up resources and has a limited impact on
either brand image or business growth. The deodorant market is highly competitive
and entering into it takes significant budget away from the core shaving business. In
addition, the added value of the brand for consumers is limited as the brand is stretching
outside its area of expertise of shaving and not bringing anything new. The clear gel
version perhaps has more chance of success, since at least the format is different from
the norm.

4. After-shave lotion is an ‘image builder’ that is small in terms of incremental profit, yet does
something positive for Gillette by creating a sense of it being a high-performance ‘male
grooming’ brand. However, as we saw earlier these are the most risky types of extension
in many ways, as they often eat up resources without delivering the image-building
effect that would justify this. Often they are a bit of strategy tourism where there is
too much focus on brand image-building theory, and not enough on practical business
building.

You can make the assessment of potential extensions more interactive and interesting by
using a process called ‘virtual venture capital’. This involves running a workshop that is
more like the TV programme The Dragon’s Den than a conventional meeting, with project
owners presenting ideas as if they were pitching them to a panel of venture capitalists. The
‘Growthprint’ tool (Figure 8.7) is used to force people to present the idea in a 2-page format
rather than the normal Powerpoint extravaganza.

Elastic brands

A key issue in stretching the brand as part of the new vision is credibility. When does
the elastic in your brand stretch too far and break? Strategy tourists under-estimate how
hard it is to re-position a brand and think they can sharply change course like a speedboat
and take consumers with them. However, for established brands the challenge is more like
changing the course of a supertanker. Brand associations are hard-wired into our brains and
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NEW VENTURES PROPOSAL

WHAT: what is the extension idea? Product? Packaging? Price point?
……………………………………………………………………………………………
……………………………………………………………………………………………

WHERE: where will people buy it?
……………………………………………………………………………..................

WHY: why will people want to buy it?
……………………………………………………………………………………………
……………………………………………………………………………………………

WHEN: EARLIEST possible launch date………………………………………….
RECOMMENDED launch date   …………………………………………

BRINGING TO LIFE THE VISION:
- Value driver 1:...............................

- Value driver 2:...............................

- Value driver 3:...............................

- Value driver 4:...............................

- Value driver 5:...............................
OVERALL BRAND-NESS

LO OK HI

BUSINESS POTENTIAL:

- Consumer appeal:

- Differentiation:

- Sales Mill Euros (5 yrs):

- Gross profit margin %:

- OVERALL BUSINESS POTENTIAL:

OK HiLo

OK HiLo

OK HiLo

OK HiLo

OK HiLo

Figure 8.7: Example of venture proposal (‘Growthprint’).

this can make it hard to stretch the brand into new areas; more investment will be needed to
overcome consumer doubts and achieve trial.

Not one but two dimensions of stretch need considering: functional and emotional. Taken
together these help highlight the boundaries of brand stretch (Figure 8.8) and guide the
optimum branding approach to implement your vision (Figure 8.9).
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Figure 8.8: Brand credibility boundaries.

Functional stretch

This dimension concerns the credibility of the brand delivering the functional benefits in
the concept. For example, Pepsico’s Walkers crisps brand have built a reputation for tasty,
crunchy potato chips. It was a relatively small functional stretch for the brand to offer lower
fat crisps. This met a real need by being tasty but having less fat by using sunflower oil. With
purely functional stretch like this, there is no need for a change in brand personality and
tone, leading to a branding solution as follows:

• The purchase brand people bought and had a relationship with could stay the same
(‘Walkers’).

• A simple descriptor name was used to introduce the new product (Lites).

Sometimes ownable descriptors are used to give a twist that makes a version’s name a bit
more distinctive. Absolut have done this with their flavoured vodkas, such as Absolut Citron
(rather than lemon) and Absolut Kurant (rather than blackcurrant).
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‘That new Bacardi
drink, Breeze or

Breezer?’

‘A new drink called
Breezer’

Consumer
view

Figure 8.9: Branding options for different levels of stretch.

Emotional stretch

Emotional stretch occurs when the personality, tone and style of the extension are different
to those of the masterbrand. As with people, this is more difficult than changing job (i.e.
functional stretch). A sub-brand allows more emotional stretch than a simple descriptor.
Here, the extension starts to break out of the masterbrand’s universe and take on more of its
own personality. Like a son or daughter, the sub-brand shares the same family values and
name, but has a life of its own. The sub-brand works with the ‘mother brand’ to create a
single entity: Walkers Sensations, Nescafé Gold Blend, Bacardi Breezer. Even though over
time consumers may shorthand the product and just use the sub-brand, there is a clear link
between it and the brand. The sub-brand is a new episode in the same brand story of your
vision.

Building suppleness

When a brand stretches successfully its suppleness increases, like an athlete warming up
before a big event. The first extension may be close to home but gradually subsequent
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Figure 8.10: Sequential stretching of Dove.

extensions can move further out. Dove is a good example of this, moving out of cleansing
bars into other skin cleaning (shower and bath) before then stretching into deodorant
and shampoo. All these extensions were close to the original Dove vision of ‘beauty
restored to you and your skin’ and linked by the brand truth of ‘1/4 moisturizing cream’
(Figure 8.10).

This sequential brand-stretching sequence can be accelerated when you have a brilliant
product, as is the case with Knorr Vie shots. These are tiny and tasty chilled drinks that
manage to pack in half the daily requirement of fruit and vegetables (Figure 8.11). Before
Vie, the Knorr brand was famous for bouillon cubes and dry soups, and many managers
of parent company Unilever thought the stretch was too big. However, Vie is a powerful
proposition and has shown early signs of being very successful. It is helping re-position Knorr
in line with the desired vision of helping deliver personal health and vitality through the
power of vegetables and fruit. This is proven by users of Vie having a much more positive
and contemporary view of the Knorr brand.
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Figure 8.11: Provoking re-appraisal of Knorr.

Reproduced by permission of Unilever UK Home & Personal Care Limited.

Brand breakage

There are limits on how far a brand can profitably be stretched, even with sub-branding and
a great product. Pepsico saw there was a limit to how far the Pepsi core brand could stretch
into healthy drinks, but at the same time the pressure against carbonated soft drinks was too
strong to ignore. Buying Quaker brought with it Tropicana and the UK’s leading brand of
smoothie, PJ’s, creating a powerful portfolio of healthier drinks. Less than 25% of its global
profits now come from fizzy drinks. This is good business sense, as it is these types of drinks
that are growing, in contrast to the declining fortunes of carbonated soft drinks. In addition,
it puts them in a stronger negotiating position with the government and health bodies, as
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they can show how they are making their total portfolio of drinks more healthy. The success
of the Pepsico strategy is shown by a one-third increase in market capitalization over the last
five years, in contrast with a one-third drop in market value for Coca-Cola, who still have
85% of their profits in carbonated drinks (4).

Family ties

One trap to avoid is launching a brand extension that ends up being a new stand-alone
brand. This occurs when the new product name or sub-brand is divorced from the main
brand, both in design terms on the pack but also in terms of brand universe. The main brand
you are trying to re-launch is relegated to the role of endorser or even disappears altogether.
In this case, there is no way the extension will have a positive impact on the main brand and
help deliver your new vision.

For a long time this was the problem with the premium, exotic coffees in the Nescafé range.
They were marketed as stand-alone brands in their own right, with their own advertising and
only a low-key presence for the Nescafé brand, hidden in the top left corner of the pack as a
low-key endorser. This brand architecture has now been changed, with the premium variants
grouped together into a single ‘platform’, unified by a consistent design and common use
of a smaller black jar. The three products are positioned together on the shelf and are also
promoted together in direct marketing (e.g. by sending sample sachets of each of the three
coffees together in a single door drop).

To ensure that each key extension is helping build the new vision, you can summarize
the positioning of each platform and highlight how this differs from the masterbrand. There
should be as few changes as possible in order to have each platform working to dramatize the
new vision. The brand vision should be used as an inspiration to make each of the platforms
more compelling and differentiated, rather than using it as a ‘check’ to see if the platforms
fit with the brand (see Table 8.1). Another important point is that the masterbrand vision
and the vision for the core product in your range should ideally be the same. If this is not the
case, it is unlikely that the new vision will ever be communicated to the consumer, unless
you are in the rare and lucky situation of being able to afford the money for a ‘brand anthem’
campaign. This sort of communication trumpets the brand vision without promoting any
products and tends to be short-lived, as it is hard to show how it drives sales. Nescafé did this
for a while with their ‘Open up’ campaign, showing happy smiley people all over the world
enjoying their cup of Nescafé in its distinctive red mug. However, they now invest instead
in the core Nescafé Original product, which still accounts for about 65% of their UK sales,
to build sales of this product and get across the Nescafé positioning. This is a subject we will
return to in the next chapter.
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Checklist 8: Create hero products
Yes No

• Have you worked on re-inventing the core offer of your brand to help
drive re-appraisal and create growth?

� �
• Have you reviewed potential extensions based on their potential to

grow the business and dramatize the vision?
� �

• Have you looked at how each extension platform fits versus the
masterbrand, and how it reinforces the brand idea?

� �
• Have you assessed the degree of stretch from the core brand to the

extension to help guide branding, using sub-brands only when
absolutely necessary?

� �

Handover

We have now seen the leading role that hero products can play in delivering your vision,
covering both innovation on the core range and extension into new areas. We will now
move on to translating the vision into a business and brand-building mix comprising
communication, brand identity and other key elements.
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Communicating without
ego tripping

C H A P T E R 9

Headlines

We have arrived at the last challenge: making the creative leap from a great vision to
a brilliant marketing mix. Communication with cut-through and impact requires tight
creative briefs presented in a truly inspiring way.

Brand ego tripping: the movie

‘The answer’s TV. What’s the question?’ This is still the reaction of strategy tourists when
faced with the task of implementing a new brand vision. The brand vision will be translated
into a TV ad brief, with the expectation that the resulting creative work will then be used as
the start-point for developing the rest of the mix (Figure 9.1).

To make things worse, strategy tourists love ‘brand anthem’ advertising, a televised version
of ‘brand ego tripping’ where the brand gets too big for its boots and loses sight of the
product. These are super-expensive Hollywood epics that try to get across the brand’s higher
level philosophy and beliefs, rather than a specific product message. The problem with this
type of communication is that it has limited impact on the bottom line. Divorced of any
product message it leaves consumers saying ‘So what?’ They have a nice warm feeling, but
are no more likely to switch to your brand. In addition, the communication can become
very ‘preachy’ and make the brand look like it is getting above itself.

People may point to brands like Nike, Diesel and Levi’s and implore brand teams to create
the same sort of emotional communication for their brands. This can work if you are a
badge brand where emotional values are key, but is less likely to be effective if you are selling
pasta sauce or dog food, especially true when you are selling next to own-label products at a
30–50% discount to you.

There are many reasons for this continuing obsession with TV advertising, including habit,
lack of agencies specialized in communication channel planning and the ego of strategy
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Figure 9.1: Conventional ‘TV-led’ approach to mix development.

tourists who think they’re in Hollywood not Hull, and that their job is to make movies not
make money. This approach has several serious shortcomings:

Briefs with everything but the kitchen sink

An over-reliance on TV to deliver the vision can lead to too many messages being crammed
into one creative brief. By expecting a single medium to do everything in the brand vision,
it inevitably does nothing well. As legendary adman Frank Lowe said, ‘If you throw five
tennis balls at the viewer they won’t catch any. You need to throw just one’. Indeed, having
a single-minded, simple brief is what most creative people will tell you is the most important
factor in helping produce great creative work.

TV might not be the answer

TV might not be the main part of the solution for your brand and it might not have any role to
play. The growth of the Tropicana brand in the UK was driven largely by product sampling by
an army of promotional teams, with several million consumers now having tasted the brand.
The MD of the business admitted himself that the TV advertising they had done over the years
was pretty poor and had a limited role in the brand’s success. Another interesting example is
the relatively low importance of TV advertising for people considering buying a new car (1)
(Figure 9.2). Despite these findings, 43% of automotive spending in the USA was on TV.

People are switching off

The decline in TV viewing and the explosion of new media channels such as the internet,
video games and podcasting is a phenomenon that everyone in marketing must be aware of
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Effectiveness in car purchase (<3 months before purchase)
(Source Capgemini, Cars Online, April 05)
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Figure 9.2: Low importance of TV advertising in car choice.

and act on. If you needed any more convincing about this, you only have to look at the
decline in TV advertising recall over the last 30 years (1) (Figure 9.3). This issue is of special
importance for teams trying to talk to a younger audience, who are the most promiscuous
when it comes to new media channels. Perhaps the most important of all these channels is
videogaming, which at $25 billion is as big as the music and cinema industries combined.
The first day revenue of the game Halo 2 of $100 million was more than twice the record
box office take for the opening weekend of a movie, held by Spiderman-2 (2). And don’t kid
yourself that this is a phenomenon affecting only teenagers. Almost half the users of Sony’s
Playstation 2 are over 25.

[We don’t have space to go into more detail here about the role of new media channels. For a
general view on this check out Life After the 30-Second Spot by Joseph Jaffe, where I got the data
quoted above on day-after-recall and car buying influences. On gaming, brandgym partner
David Nichols’ book Brands in Gaming is the first and only book dedicated to the subject.]

A TV idea might not translate well

The other problem of starting with TV and then trying to translate this idea into the rest
of the mix is that this process often doesn’t work. On the Cointreau brand in the 1990s
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Decline in day-after recall
(Source: NAB 95-86; Nielsen 2000)
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Figure 9.3: Decline in day-after recall of TV advertising in the USA.

the agency came up with the idea of a ‘taste journey’ to visualize how the drinker would
experience smell, taste, heat and cool. It was a spectacular piece of advertising, but one that
proved impossible to translate into press, in-bar sampling and promotional activity.

Getting a killer mix

As with any creative process, the leap from a great vision to a brilliant mix is unpredictable,
messy and challenging. It requires a blend of logical thinking, magical inspiration and a
good bit of luck. So, with the caveat that there are no rules, only guidelines, look at how to
maximize your chances of success.

Tighter briefs are better

Instead of leaping into a TV brief, it’s better to ‘start with the end in mind’, by clarifying the
jobs to be done to deliver the vision and drive growth. This should highlight the ‘perception
shifts’ you need to make, from how the brand is seen today by consumers to the desired
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Figure 9.4: Clarifying the role of each part of the mix to get tighter briefs.

image for your brand, as captured in your vision. You can then pin-point which part of the
mix should play a leading role in making each specific change happen. This in turn can then
be the start-point for creative briefs for each part of the mix (Figure 9.4). In this way, the
right channel of communication is used for each job, the brief for each will be much tighter
and you have a much better chance of creating a brand idea that works across the mix, not
just in TV.

A more detailed example of this approach is shown in Table 9.1 for the Lucozade brand
we saw earlier. It shows how TV was used to change perceptions of the brand’s usage, from
a sickness remedy to an energy booster. The smaller bottles for individual consumption also
played a key role here. Getting the drink to be bought by teens for self-consumption was
achieved by getting distribution outside supermarkets and in convenience stores. And press
and PR were used to tell a more detailed product story.

Table 9.1: Perception shifts and roles of mix for Lucozade.

Brand
element

From
(current reality)

To
(vision)

TV Press Posters PR Pack Distribution

Usage
occasion

Sickness
remedy

Energy boost
√ √

Brand
personality

Passive,
old-fashioned

Active,
energetic,
modern

√

Purchase By mum By teens
√ √

Product story Meal
replacement

Glucose
energy

√ √
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To get creative, cut your budget

There may be many aspects of your product or service that could work much harder in
communicating your brand vision and driving growth. The views of the Geek Squad’s Chief
Inspector, Robert Stephens, are a great source of inspiration:

I learnt at college that the Japanese have no word for ‘art’. Instead, they seek
to inject ‘artfulness’ into everything. We should do the same thing with brands,
injecting artfulness into every single aspect.

The Geek Squad brand is so impactful and memorable that the company has grown from
zero to 15 000 employees without any advertising, only now after 12 years starting to use
it in a major way. We saw earlier in the book how everything from the uniforms to the
cars to the website is designed to communicate the brand. This approach even goes as far
as thinking abut how the 30 000 shoes the agents wear could be a communication device;
yes, that’s right, the shoes. Given the quantity of shoes the company has to buy, they were
told they could get personalized boxes with the Geek Squad logo. Instead they asked for
a personalized heel of the shoe, embossed with the logo in reverse form. This way, every
shoeprint leaves a branded mark behind! Think about it . . . if every agent takes 1000 steps
a day and only 1% of these are visible, that makes 10 steps . . . ×30 000 agents and you get
300 000 GRPs!

In the UK, Innocent smoothies have had similar success from a combination of a
brilliant and simple concept brought to life through fabulous product, packaging and events
marketing. They have grown into a $30 million business on the strength of this mix and
only now are they starting to use press and poster ads.

Geek Squad, Innocent, Gü and many other brands have brilliant products because they
were started by brilliant people and unfortunately not all of us have the same talent. However,
there is an additional factor that all of us can replicate: lack of resources. All these brands
started small and had no choice but to create an amazing product if they were going to
survive their first year, never mind grow into a success. The lack of a big budget was a
stimulus for creativity, forcing them to think about using every single element of their brand
mix to work as hard as possible at making them stand out.

If you’re a small company, then you have no choice but to follow the example of these
entrepreneur brands. But many of you may be in big companies that have the luxury of big
budgets. In this case, here is something to try. Set up a small team working on your brand
and give them 10% of the budget planned for the next year, then get them to come up
with ideas to grow the business by 10%. Whilst they are constrained in budget terms, you
must un-constrain them in terms of creativity; anything goes. What could be done to the
product itself? How could you use pack copy as effectively as Innocent? Which bits of the
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mix are currently wasted and could be turned into communication, such as outer wrappers,
salespeople’s uniforms or delivery vans? By cutting the budget the chances are that you will
multiply the creativity.

Don’t just inform the agency, inspire them

Many briefs fail to inspire and energize the agencies they are given to, through the use of boring
and bland language, and by failing to give the ‘bigger picture’ on what the brand is trying to
achieve. Beyond giving the necessary background information on the brand and business, try
to also inspire the agency team and immerse them in the brand world. As with the whole of
brand visioning, the chances of success are also increased dramatically by having a small team
work on the briefing and review process, led by a senior person with the power to say ‘yes’.
This is crucial to avoid the problem of ‘death by a thousand cuts’ that comes from having
to present work through layers and layers of management, seeking approval at each stage.

Inspire

You can inspire the agency by giving them a sense of your ambition for the brand. As creative
pitch expert Andrew Melsom says (3):

Agencies like, more than anything, to be invited into the wider problem. If you tell
them the entire context of the brief they will feel more motivated then ever to help
you

The brand manifesto tool we looked at earlier in the book is a great tool for giving this sort
of perspective on the brand, and is much more motivating than a classic brand onion or
bullseye, tools that leave most creative people cold. This is the approach successfully used
by Britvic when briefing top design agency JKR on the creation of a new fruit drink for sale
exclusively in bars, pubs and clubs. The brief gave the following challenge:

• Many people in the UK can’t drink alcohol when they go out as they are driving.
• However, the soft drinks available are boring (water, juice) and lack any ‘street cred’. You

feel embarrassed and left out.
• The opportunity is to create a refreshing fruit drink brand that people can feel good about

ordering.

The result was a new brand called J2O that has grown to become a £200 million business on
the strength of the product and pack, without any advertising. The key idea was to create a
pack that mimicked the codes of premium beers, with a ‘long neck’ bottle, clear glass and
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Figure 9.5: Creating a new category of adult soft drinks.

Reproduced by permission of J2O.

impactful label (Figure 9.5). The name was created to be an easy ‘bar call’ to shout for in a
busy, noisy and crowded bar.

Immerse

Instead of just giving dry, factual information on the brand and consumer, try to immerse
the agency in the brand world. For example, the M&C Saatchi team working for the police
force in the UK were given complete access to spend time with police officers ‘on the job’.
They got deep insights from talking to police officers about their remarkable work and the
pressures they faced (3). The creative idea called ‘Not everyone can do it’ used well-known
people recognized and respected for their physical strength and personal achievement to try
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and confront the same issues policemen have to deal with everyday. For example, one film
showed Bob Geldoff saying he could never separate a child from his or her parents even if
there was a suspicion of abuse.

We will now focus on two parts of the mix critical for delivering the new vision: design
and communication.

Design: The face of your new vision

Done well, brand design and identity can be the visible face of your new vision and help
drive brand and business growth. The caveat is that the new identity has to be the symbol
of more fundamental change to the product or service, and not an end in itself, an approach
called ‘brand-led transformation’. Without these product improvements the risk is the ‘image
wrapper’ branding discussed at the start of the book, where the outer appearance changes
but the inner core remains untouched.

A distinctive and impactful identity can be a powerful weapon for consumer goods brands
in the battle for attention on the increasingly busy supermarket shelf. Packaging is also an
under-utilized form of brand communication. For a leading brand with, say, £50 million of
sales and a price per unit of £2, that’s a potential 25 million free GRPs at your disposal.

Beating the clones

A distinctive and ownable identity is becoming even more important as own-label brands
become ever more audacious in their ‘cloning’ of leading brands. Andy Knowles, of leading
design agency JKR, talks of the need to develop a unique visual brand property that cannot
be copied by own label. Again we see the benefit of focus, selecting the one or two visual
devices that are key and amplifying them, cutting out the other clutter. He suggests at all
costs to avoid falling into the trap of putting nice shots of your product on the pack, as these
are all too easily copied. An example of JKR’s work in the food area for John West salmon is
shown in Figure 9.6. The new ‘wave’ device cues ideas of freshness and authenticity, and has
added dynamism and modernity. This creates much more differentiation versus own label
than the old pack, that was a classic example of putting your product on the pack along with
the brand name. The design was a key factor in the brand’s return to double-digit growth.

History versus heritage

A key challenge with any brand identity project is to be rigorous in separating ‘history’ (part
of the past but not adding value going forward) from ‘heritage’ when reviewing the brand’s
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BEFORE AFTER

Figure 9.6: Re-design of John West by JKR to boost differentiation.

Reproduced by permission of John West.

visual equities. Providing a framework can help make the identity process more objective
and reduce the risks of it turning into a ‘beauty contest’, based on whether the brand team
like or dislike the design.

This approach was used in the work done by design agency Vibrandt with the brandgym
on the re-launch of Milli, the leading dairy brand in Hungary. The new vision for the
brand had the idea of helping mums ‘express love and care’ for their family by choosing
Milli over cheaper, lower quality products. The supporting product truth was that all the
products, from yoghurts to desserts to sour cream, were made with fresh Milli milk inside.
This was a differentiator versus the key competitors, including international brands like
Danone, who didn’t sell fresh milk and so whose ingredients lacked provenance. A key
change that accompanied the new identity was working on ensuring that the product quality
and availability was more consistent, another differentiator versus local competitors.

The analysis of the brand’s visual equities versus the brand vision was based on a
combination of informed expert judgement and consumer research (Table 9.2). It covered
four main areas as follows:

Table 9.2: Visual equities analysis for Milli brand.

KEEP UPDATE LOSE ADD

• Colourful, playful
nature of logo

• Clarity of product
variant
communication

• Poor print quality • Made from fresh
Milli milk

• Feel of being a
brand ‘from here’

• Child-like,
immature logo

• Naturalness cues

• ‘International
quality’
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• Keep: the colourful, playful side of the brand identity.
• Lose: the childish, immature typeface that undermined quality.
• Add : cues of product quality and especially the idea of ‘fresh milli milk inside’.
• Refresh: make the variant differentiation even clearer.

The new design had a brand identity that kept the informal, colourful side of the brand
but boosted quality cues and introduced the ‘pour’ device to visualize the milk inside idea
(Figure 9.7). The designs performed extremely strongly in testing, boosting preference for
Milli versus competition, even versus the power of Danone yoghurts who invested much
more heavily in advertising (Figure 9.8). Excellent feedback was also received in qualitative
work where the designs were seen to radiate freshness and upgrade the quality credentials of
the brand. The second key area of the mix well now look at is communication.

Communication with cut-through

Follow the money

The first and most fundamental guideline when communicating a vision is to remember that
the role of advertising, design, activation and other parts of the mix is to sell more stuff and
make money. In the words of Larry Light, the CMO of McDonald’s, ‘There is no separation
between promotion and communication. All marketing should be promotion!’

Figure 9.7: New identity and packaging for Milli.

Reproduced by permission of Friesland foods.
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Milli yoghurt design test: most preferred design
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Figure 9.8: New identity and packaging testing for Milli.
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A great example of business-led communication is the work done by Axe in Latin America.
The team wanted to understand why the business was growing so much faster in Argentina
than in Brazil. Analysis showed that the key reason was a higher consumption per user driven
by spraying all over the body, not just under the arms. The simple brief in a nutshell was
therefore:

• Business issue: drive growth through increased consumption per user by encouraging
all-over-body usage.

• Role of communication: get existing Axe users to spray more.

The agency BBH then had to execute this in the highly distinctive Axe style, with tongue-in-
cheek, irreverent humour. The result was a superb advert that entertained whilst punching
home a clear product message: ‘Spray more, get more’. This was also bang on the brand’s
vision of ‘Get sprayed, get laid’! The Axe hero in the advert is seen spraying Axe on the
coat-stand in his bedroom, prompting his girlfriend to start suggestively wrapping herself
round it like a lap dancer. He then lies down on the bed and sprays the Axe from just below
his neck, down past his chest and navel in the direction of his . . . well you can get the picture!

This campaign was incredibly successful and created double-digit growth. It has been
picked up by the team in Europe and is now showing on UK TV as I write (Note: buy some
Axe next time I go shopping).

Tell a product story in an interesting way

The chances of getting a business building mix can be increased by telling a product story
in an ownable, impactful way. This is the experience that the Dove team had when they
tried to communicate their ‘beauty theory’, about celebrating real beauty of women, free
from artificiality and stereotypes. They developed three different brand anthem campaigns
(‘Beauty Has A Million Faces, One Of Them Is Yours’, ‘Give Your Beauty Wings’ and ‘Let’s
Make Peace With Beauty’). Each campaign tried to get women to stop judging themselves
so harshly and gave them tips to see that they were already beautiful. However, this approach
did not work with women, as the planner from the Ogilvy agency commented (4):

Unfortunately, women were not impressed. They found our ideas patronising. The
tone was a bit happy-clappy. The top-down approach seemed to lead to rather
didactic, theoretical and distant work. So we decided instead to work bottom-up –
product first, wrapped in beauty theory.

This product the team picked to ‘wrap in beauty theory’ was the new firming range of
body wash and lotions (Table 9.3). These products were applied to hips, bums and thighs
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Table 9.3: Dove’s move from brand anthem to product hero communication.

Before = top-down, brand
anthem on beauty theory

After = bottom-up, product
wrapped in beauty theory

Proposition A call to action. Seeking your own
version of beauty will get you much
closer to beauty than seeking
stereotypical perfection

With Dove Firming women can
show off their curves

Reason to believe Real types are so much more
interesting and attractive than
stereotypical flawless perfection

Dove celebrates women’s bodies
as they are because being curvy is
essentially female. Dove has an
expert range of firming products

Mandate The advertising must use real
women not models

The advertising must use real
women not models

Figure 9.9: Dove product story wrapped in beauty theory.

Reproduced by permission of Unilever UK Home & Personal Care Limited.

to tighten them up. The now famous campaign used real women in their undies, with all
different shapes and sizes of body on show. It was shot without any of the touching-up
that goes on in most beauty advertising campaigns. The brilliantly inspired end line was ‘As
tested on real curves’. The advertising broke the mould of beauty advertising and so got huge
impact (Figure 9.9). An innovative media mix was also used:

• Posters: used to lead the campaign, to create stand-out and ‘news value’.
• Magazine inserts: 12-page inserts in beauty magazines to tell the story.
• TV : ‘making of’, documentary-style commercial.
• PR: create news out of the innovative campaign and its use of real women, not models.

The campaign created a massive amount of free publicity in the UK, with coverage on three
TV stations, 14 radio stations, 23 newspapers and nine internet sites. The total value of this
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media coverage was estimated at £4.6 million! (5). The campaign was so effective that the
‘success virus’ came into play and helped other Dove markets pick it up and run with it,
including Germany, France, the Netherlands and the USA. In perhaps the most amazing
PR coup, Oprah Winfrey dedicated a full four minutes of her TV programme to celebrating
the Dove campaign, interviewing the real women used in the US campaign and personally
plugging the product range.

The business results surpassed expectations, with sales exceeding forecast by 110% in
Western Europe. In the UK sales rose from 280 000 bottles in 2003 to 2.3 million in 2004.

Be brave and break category codes

The final tip for creating effective communication is to be brave enough to break the codes of
the category in order to stand out and get noticed. A good test to do with any communication
is to ask ‘How will this provoke re-appraisal of the brand?’ If the communication isn’t hitting
people and making them think about your brand in a different way, in today’s over-crowded
world it’s unlikely to have much impact.

Hardcore

The campaign for the children’s charity Banardo’s is an impressive and extreme example of
being brave in communication (6). The charity was suffering from an ageing donor base, low
cut through and weak imagery versus the increasing number of other charities competing
for share of donations. People still associated it with the children’s orphanages it ran during
its first hundred years of existence, since being created in 1870. However, the last children’s
home had been closed in 1980 and the charity was now working in communities helping
children with emotional and behavioural problems.

Banardo’s and their agency BBH worked to create a new brand vision with the idea of
working to ‘Help the most vulnerable children and young people transform their lives and
fulfil their potential’. This brand vision was inspired by a range of insight mining:

• Interviews with heads of departments.
• Meeting children who had benefited from the charity.
• Talking with social workers.
• Reviewing the brand’s rich history.

The brand idea was translated into a communication idea of ‘Giving children back their
future’. The communication campaign was created with three key channels, each with
a different role to play. Direct marketing was maintained as a key channel for getting
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donations. Face-to-face collecting was introduced, with carefully chosen younger people used
to promote a rejuvenated image of the brand. The press campaign was designed to shock,
showing pictures of young children in the situations they would end up in without help
from someone like Barnardo’s, such as being drug addicts or prostitutes, or about to commit
suicide (Figure 9.10). Later versions of the campaign showed grown-up people who had
killed themselves, suggesting that their death actually happened when they were abused as
children (e.g. John Monk. Died: Age 4 years).

Figure 9.10: Hardcore impactful vision communication.

Reproduced by permission of Barnardo’s. Photo: Nick Georghion.
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Profile of active donor base (Source: Claritas)
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Figure 9.11: Barnardo’s rejuvenated donor profile.

The campaign had a dramatic impact on donations, which increased by almost 25%, an
incremental £46.6 million. It also achieved the objectives of rejuvenating the donor base
by recruiting younger donors (Figure 9.11) and improving the image of the charity. For
example, 62% of people under 35 saw Barnardo’s as deserving of their money after the
campaign, compared with only 48% before. It also created a huge amount of PR coverage
that was worth an estimated extra £630 000.

Softcore

Breaking category codes does not have to mean creating shocking communication as in the
Barnardo’s case. A much softer piece of communication, but nonetheless effective, has been
used by catfood brand Felix to transform its business. Over a five year period the brand was
able to boost its share from 6% to 26%, taking market leadership from the Whiskas brand,
whose share dropped from 30% to 24% over the same period (7). This success was achieved
despite being outspent by Whiskas by at least 3:1.

This growth was driven by a marketing mix that broke the conventional codes of the
catfood market. In this case the star of the story was a mischievous animated cat called Felix,
who was portrayed on pack and in communication (Figure 9.12). The idea was summed up
with the endline ‘Cats like Felix like Felix’.
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Figure 9.12: Softcore impactful vision communication.

The FELIX name and image is reproduced by kind permission of Société des Products Nestlé S.A.

Table 9.4: Breaking codes in catfood communication.

Conventional codes Felix

Cat Perfect, preened
real-life

Animated naughty
street cat

Voice-over To communicate
meatiness and
goodness

None

Production High-quality filming Animated cartoon
Product story Overt: ‘9 out of 10

owners said their cats
preferred it’

‘Smuggled in more
softly’

Felix was disruptive in its communication, breaking many of the codes that had been
created by Whiskas (Table 9.4). Felix was a loveable, real cat that owners identified with, in
contrast to the (too-)perfect cats of the Whiskas world. However, what was just as important
was the way Felix’s media planning agency OMD broke from convention in its media
channel planning (8):

• Tight targeting: in the early days the brand targeted a small group of potential users to
create high frequency. Part of the rationale for this was to give these cat owners the

Publisher's Note:
Permission to reproduce this image
online was not granted by the
copyright holder. Readers are kindly
requested to refer to the printed v ersion
of this chapter.
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impression that Felix was a ‘big’ and successful brand, and so give them the confidence
to buy. Later in the campaign, the brand shifted investment to attack the regions where
Whiskas was strongest, reducing to a ‘hold’ level support in Felix strongholds.

• Channel dominance: again given limited funds, Felix had to concentrate its investment.
Initially this meant focusing all the spend on two newspapers, running 30 different
executions. When the brand moved on to TV, the same principle was followed. This time,
the brand bought one peak spot in the centre break of the programme most watched by
cat owners (The Bill).

• Alternative media: a range of alternative media were also used to create impact at low cost,
including a Felix advent calendar to tie in with a seasonal ‘Turkey and Stuffing’ flavour,
and one of the most popular screensavers of all time.

The Felix story shows how having a smaller budget than the competition can be a great
stimulus for creativity, a theme we will now look at in a bit more detail.

When you hit gold . . .

The best you can hope for when implementing a brand vision project is to hit the gold
of a campaign idea that is so big it can run for years and even decades. These are the real
moments of sheer brilliance that are a magical mixture of logic and magic, with a good
portion of luck normally thrown into the mix. These campaigns are so few and far between
that, if you do hit on one, you should do everything possible to keep it fresh and alive. The
‘new broom’ syndrome makes this hard to do, as new marketing directors will often want to
stamp their authority on a brand by changing campaign, often accompanied by an expensive
and time-consuming agency pitch.

Campaign idea

A great example of such a campaign is the Economist magazine’s poster communication that
has run now for 18 years. It helped transform the brand from a struggling UK magazine with
a circulation of 85 000 to a global media property selling 1 million copies in 201 countries.
There have been 36 campaigns with 200 different executions over the years, done by the
same advertising agency AMV BBDO (9). The campaign has stuck to using striking and
simple posters with white letters on a red background, targeting business people.

The brand idea has stayed the same during this time: ‘Be part of the Economist club who
are in the know and on the way up’. This is appealing to current readers, or members, and
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Table 9.5: Keeping the Economist campaign fresh.

Period Social/political climate Advertising proposition Examples of ad lines

Late 1980s Thatcherite era of
conspicuous consumption.
Focus on achieving business
success

‘The Economist
gives you the edge
in business’

‘It’s lonely at the top, but
at least there is something
to read’

Early 1990s John Major’s government
struggled with a dipping
economy. Success redefined
as hanging onto your job

‘Don’t get found out’ ‘If you buy it just for show,
sooner or later it will’

Late 1990s The election of Tony Blair, a
more optimistic economic
outlook and a more inclusive
society require a shift to a
more inwardly focused
message

‘Surpass yourself’ ‘Think someone under the
table’

Post 9/11 Uncertainty about global
politics and gloomy
predictions of a worldwide
recession

‘Don’t get left
behind’

‘In a meeting of minds
would you be sent out for
the biscuits’

makes them feel good about being part of the club. It also arouses the interest of non-readers
and suggests they are missing out. Finally, it sends the message to potential advertisers that
the Economist readership is an elite bunch of high achievers.

However, the message and tone has been updated to move with the times and keep the
brand fresh and relevant (Table 9.5). In the 1980s the campaign celebrated the ‘me, me, me’
culture of the Thatcher generation, whereas in recent years the theme has been more about
not getting left behind in a rapidly changing world full of uncertainty.

Executional devices

Beyond the creation of a true campaign idea, there are also executional devices that can help
create impact and brand recognition, reinforcing communication of the brand idea. The
great advantage of these devices is that if they are used consistently over a long period they
become shorthands for the brand idea, creating significant efficiencies in marketing spend:

• Visual devices: Dove have for many years used the ‘drop-shot’ showing a drop of milk
splashing down to help communicate the brand truth of ‘1/4 moisturizing cream’.

• Sonic branding: the Friesche Vlag brand of dairy products uses a whistle at the end of the
commercial, that is recognized by over half of the Dutch population.
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• End-line: Tesco have turned ‘Every Little Helps’ into a brand property used both with
consumers and internally with staff.

• Music: the Asda supermarket (part of Wal-Mart) has used the same music for many years
and is recognized by over 70% of UK consumers (ref). The challenge with music is not
just getting it recognized, but also linked to the brand. 90% of people recognize the Intel
‘ding ding ding ding’ sound, but only 38% were able to name the brand correctly.

Stella Artois is a brand that has successfully and consistently used a whole collection of
executional devices to help it drive growth from 500 000 barrels to over 2 million in
the UK over the last 20 years (Figure 9.13). These elements have all worked together to
help communicate the idea of ‘A beer of supreme quality and worth’, with the end-line
‘Reassuringly expensive’. The campaign has been refreshed over time with new executions,
and a subtle shift in communication idea from ‘You’d give anything for a Stella’ (e.g. a flower
seller giving a whole cart of roses) to ‘You’d do anything for a Stella’ (e.g. drinking a glass
you had bought as the last request of a dying man).

We will now finish off this section and the book by looking at a brand vision story that
pulls the different aspects of creative development together: the impressive turnaround of
Tyskie, turning it from a no-hoper to a market leader.

Music including
pacing during the

film

Executional Equities for Stella

Long time -
length of 60
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Cinematic
production
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Continental
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spoken in French

Gentle ad
‘intelligent’

humor
Ad break
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to premiere the 

adverts

Figure 9.13: Stella’s communication equities built over 20 years.
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The Tyskie turnaround

The Tyskie beer brand was acquired by SAB Miller in mid-1996 as a key part of its entry
into the Polish beer market. The brand was very strong in its home region of Upper Silesia
in the South of Poland, where during the Communist years it was the only brand available.
This dominance in the home region gave it an 11% share of the total Polish market, well
behind the market leader EB with 16%. But SAB Miller had much bigger ambitions for
Tyskie and wanted to take the brand national. The company felt that this approach was the
only one to protect the business, as the opening up of the beer market meant that other
brands would be starting to attack Tyskie on its home ground. This sounded fine on paper,
but in reality was a huge challenge.

Coal mines and power stations

Tyskie was facing an uphill struggle in its attempt to expand and become a national brand.
Firstly, it only had strong awareness in its home region (77%) with the score for total Poland
being only 28%. This put the brand at a huge disadvantage versus competitors who already
had national presence, such as EB (84%) and Zywiec (89%). However, the awareness issue
paled into insignificance compared with the problem of brand imagery.

The brand name Tyskie was linked to the specific area of Poland where the brewery was
located, and this was an area famous for . . . coal mining and nuclear power stations. This
was good for local consumption of Tyskie, as there were hundreds of thousands of thirsty
workers looking for a pint or two as reward for a hard day’s work. However, it was a huge
bit of negative baggage that weighed down the brand when it tried to target drinkers outside
the home region. The brand name conjured up images of being old-fashioned, working class
and of questionable quality. This was in stark contrast to the Zywiec brand, that had built a
10% share on a product story about being made with pure spring water, and EB that was a
new brand seen as being modern and dynamic.

Fighting talk

At one point in the brand visioning project the brand team on Tyskie were confronted with
the challenge that the brand was not worth saving. ‘You’re re-arranging the deckchairs on
the Titanic!’ commented one of the consultants helping SAB Miller on the project. But the
team fought back and were determined to rejuvenate the brand. Their confidence was built
on the series of truths about the brand that had been uncovered by the insight mining:
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• Heritage: the brand had in fact a proud heritage, with the first mention of a brewery in
Tychy in 1629, owned by the Pszcyna-Promince barons.

• Taste: the beer itself had a taste enjoyed by drinkers both in and outside the home region.
It had a ‘full-bodied’ taste in contrast to new beers like EB that were described as ‘thin’.

• Users: the blue-collar user base of Tyskie was a potential point of difference. Their
hard-working ethos was still respected by Polish people.

• Prize-winning: digging into the archives we found that the beer had actually won a fair
few medals for its quality at beer festivals.

• Price: Tyskie had a lower price point by about 10% than the other leading Polish brands.
• Gold standard : the reference point for beer quality was not other Polish brands, but rather

international beers from the Czech Republic and Germany.

The vision for the brand embraced the brand’s blue-collar heritage and sought to position
the brand as an authentic Polish beer with real taste, in contrast to the newer, thinner beers
like EB (Figure 9.14). In addition, the brand would address head-on the mis-conceptions

2. BRAND IDEA
3. SAUSAGE

(Benefits & Truths) 4. SIZZLE
(Personality)

1. INSIGHT

5. ACTION

1. New brand identity and bottle
shape

2. Press/PR to promote medal-
winning quality

3. Improve consistency to SAB
Miller standards

4. Expand distribution outside
Upper Silesia

5. New TV campaign to address
quality issues head-on

‘Hard earned
reward’

Tyskie is the full-tasting
Polish beer you’re proud
to drink as a reward for a

hard day’s work

. Successful self-made man...

who is honest and solid as a rock

... and remembers his working
class roots

Cues: Golden
colour and

foaming head

‘I admire the quality of the newer
Polish beers and the international
brands... but they’re pretentious

and lack the authentic Polish
taste I love’

‘Real’, full-
tasting beer

with more to it

Pride of drinking
a ‘1st division’

Polish beer

Winning
medals since

1629

Figure 9.14: Brand vision tool for Tyskie.
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regarding quality, and express the pride of Tyskie drinkers in their beer. This was summed
up with the idea of ‘hard-earned reward’: Tyskie was a great, full-tasting beer that was a
fitting reward for a hard day’s work. The personality of the brand was based on the idea of a
self-made man who was successful but still in touch with his working class roots. This was
in contrast to many other Polish beers that were trying to mimic Western codes and become
more ‘lifestyle’ brands to tap into young Polish men’s aspirations.

David vs. Goliath

A clear role was given to each element of the mix in closing the gaping chasm between
the brand’s vision and consumer perceptions of the brand (Table 9.6). The first and most
fundamental element was the distribution push to expand the brand out of its home region.
This used an ‘ink spot’ strategy, where distribution would gradually expand like the spread
of an ink blot. The bottle was re-designed to improve quality cues on the label, and a new
‘long-neck’ bottle was launched, suitable for drinking in the hand, a modern and aspirational
form of consumption that was unexpected from a brand like Tyskie (Figure 9.15). A PR
programme was developed to enter Tyskie in some new beer festivals in an attempt to win
new medals, create a product quality story that could be told in the press and also on the
back label (Figure 9.16). TV communication had to provoke a re-evaluation of the Tyskie
brand, convincing potential drinkers that it actually offered a great quality beer.

Table 9.6: Mix roles for Tyskie.

Brand
element

From
(current reality)

To
(vision)

TV Long neck
bottle

Bottle
label

PR Distribution

Taste Crappy beer from
an industrial
region

Great-tasting
beer that can
compete with the
big boys

√

Brand
personality

Old-fashioned,
dull, downmarket

Successful
self-made man
who still knows
how to enjoy
himself

√

Target Old working men
only

Also for younger
drinkers

√

Product
quality

Dodgy local beer Prize-winning
beer with a long
and proud
heritage

√ √

Availability Regional National
√
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Figure 9.15: Tyskie packaging re-launch.

Reproduced by permission of SAB miller.

Figure 9.16: Tyskie quality campaign (medal winner).

Reproduced by permission of SAB miller.
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Like all great creative briefs, the one the Tyskie team was given had a simple but incredibly
powerful idea at its heart: ‘David against Goliath’ (Table 9.7). This summed up the challenge
of the under-dog Tyskie fighting the big boys like EB, but also the increasing threat of the
international brands who were planning their assault on the Polish market. It also captured
the spirit of the brand, which was on the side of the working man struggling to get on in
life. An interesting point here is that the team didn’t brief in the brand idea of ‘Hard earned
reward’ and try to literally show dusty miners coming out of the pit and savouring a pint of
Tyskie. Even though this is what the brand as a whole was delivering, the way to get to this
was by using communication to dramatize the product benefit of great taste, executed with
the right tone of voice.

The campaign that was produced was a piece of pure branding magic and has been a
key part of the brand’s amazing success over the last 10 years. The creative idea was to
show a group of drinkers in one of the countries famous for great beer. The leader of this
group would taste a beer and enthusiastically pronounce it was the best he had ever had,
only to find out that he had been set up and had in fact been drinking Tyskie. The first
of these commercials was shot in Prague, with subsequent locations including Germany
and Ireland. The adverts were shot in the local language, with Polish subtitles, and the
investment in production meant they had a cinematic quality that was revolutionary for
Polish beer brands. The commercial looked like they were for an international brand. The
quality message and feel of the communication, combined with the new packaging and
prize-winning medal, forced people to see the real quality of the beer. At the same time
Tyskie was priced at an affordable level, bringing this to the hard-working blue-collar
worker.

What was fascinating about the success of the Tyskie re-launch was how it appealed not
only to the core target of blue-collar workers, but also to younger men who were studying or
starting office jobs. They found the brand’s values of hard work and honesty attractive, and
liked the idea of buying a long-established Polish brand that had smartened up its act and
become a success.

Against all odds

Against the odds, the Tyskie brand has become the leading brand of beer in Poland. In
research it was rated by 35% of Polish consumers as the best quality beer, the strongest for
any brand. And Tyskie is also the number one brand in size, with a 14.3% Nielsen market
share, 6% points ahead of its closest rival (10). It shows the power of an inspiring vision
coupled with a clear action plan to drive a more effective marketing mix.
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Table 9.7: Tyskie comms brief.

What is the business issue?

Tyskie needs to break out of its home region in Upper Silesia and take on the premium, modern local
beers like EB, and the international beers like Heineken

What is the brand issue?

Outside the home region, Tyskie has low awareness, and the brand name is associated with ‘low-quality,
old-fashioned beer drunk by miners’

What is the role of communication?

First, get Tyskie on the radar screen. Second, provoke re-appraisal of the brand amongst potential
drinkers

Who are we talking to? [Core Target]

Men aged 35–45 who are embracing rather than rejecting progress, and so starting to experiment with
international brands. Care about their family, but favourite time is ‘with the boys’ talking about cars,
sport, etc. Blue-collar workers in supervisory role who want to get on. Prefer to drink full-tasting beer
with a good head, not ‘thin’-tasting ‘modern’ beer

What is the change in perception and behaviour we want? [Perception Shift/Brand Idea]

Now: Tyskie is a cheap, low-quality local beer I wouldn’t be seen dead drinking
Future: Tyskie is a full-tasting, rewarding Polish beer I’m proud to drink

What is the single idea that will trigger this change? [Benefits]

‘David versus Goliath’: Tyskie can take on the international beers and win

Why should they believe this? [Truths]

Primary: Tyskie has been winning medals for beer since 1629
Secondary (cue via product shots): golden colour and full, foamy head

Brand personality? [Personality]

Successful self-made man . . . who is honest and solid as a rock . . . and remembers his working class
roots

Style/tone

1. Lightness of touch, possibly use of humour, to get the message across without it being rejected
2. High production values will be a way of communicating the high quality message

Media channels

– Press/Posters: ‘medal winning since 1692’ brand truth (x million Euros)
– TV: ‘full-tasting beer I’m proud to drink’ and the brand personality (y million Euros)

Timing

– Storyboards: week 4 – Production: week 12
– Sign-off: week 8 – On-air: week 18
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Checklist 9: Communicating without ego tripping
Yes No

• Have you anchored all creative development on clear business
objectives?

� �
• Have you identified the specific role each part of the mix has to play? � �• Are your briefs tight and focused, highlighting the one key thing each

part of the mix has to do?
� �

• Have you looked at every aspect of the brand to see how it can help
communicate the vision?

� �
• Have you briefed your agencies in a way that is inspirational and

immersive?
� �

Handover

We have now come to the end of the book. By now you will hopefully have created an
inspiring vision and the action plans to turn it into growth. You may have the start of a
brilliant mix that will translate the vision into tangible marketing activities that drive growth
of the brand and business. You can now go back to the start of the book and re-visit the
brand vision checklist you filled in. You can score yourself and see how you have progressed,
hopefully with your scores getting better, not worse! In addition, in the following section of
the book you will find details of the templates and processes used in the workouts, along
with contact details for the brandgym partners. Good luck and let us know how you get on,
we value the feedback on which bits of the book work, and which need fixing.
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Business issue What is the business problem or opportunity that has prompted this
project?

Brand issue What is the brand issue you are trying to solve and how will the solution
help address the business issue?

Consumer evidence What qualitative and quantitative learning helps support the brand
issues?

Strategy application What will the strategy be used for? Specifically, which bits of the
marketing mix will it guide and inform and when will these hit the
market?

Internal stakeholders Who are the key influencers and users of the strategy? How will you get
them on board?

Agency terms Which are the key agencies who will be expected to use the strategy
and how will you get them actively involved?

Measurement How will the effectivencess of the project be judged both in brand and
business terms?

Prototyping How do you plan to bring to life the strategy so you can explore it with
consumers and the business team?

Tool 1: Brand-led business briefing template.
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Core =
..................

...............

....................

................

INDIRECT

2..................

YOUR BRAND

Market = ‘.............................................’

DIRECT COMPETITION
= ...................

1..................

3.................. 4..................

Tool 2: Market definition.
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Core consumer target

Secondary targets

Tool 3: Consumer targets. Fill in values, attitudes, needs.
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Your brand

Attitudes to life Interest centres

Needs Socio-demographics

Tool 4: Core consumer portrait.
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Brandscape direct
competition:

Brandscape indirect
competition:

Look BACK: what
made us famous?

Brand mix hits
and misses?

Look FORWARD:
emerging cultural codes

and trends

Tool 5: ‘James Bond Tool’.
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• Facilitation: get an expert facilitator to design the process and run the workshop. That way, you can
concentrate on the content and let someone else run the process.

• Get the right team: there are two reasons to have someone in the workshop team and ideally
everyone should fit both of these. First, you need people who are great ideas people: sparky,
energetic, positive and can-do. Second, you need to have the key people who need to buy into the
vision to make it happen. Ideally you will also have a spread of skills such as marketing, R&D, sales
and consumer insight.

• Involve the agencies from the start: the key people from the creative agencies, especially design
and advertising. They will have more ownership of the vision if involved in co-creating it. In addition,
the best agency people are brilliant brand ideas resources.

• Bite-size presentations: limit presentations to a maximum of 30 minutes and 15 charts. Brief all
presenters before the workshop and insist you see their charts before the workshop, not during it.

• Avoid death by Powerpoint: where possible, get people to ‘show and tell’ using props such as
products, press adverts and packaging.

• Workshop not committee: use several smaller tables with four to five people per table, rather than
having everyone sat round one long table as if they were in a bored board meeting. This makes it
easier to work in small teams and encourages discussion.

• Manage the energy: the workshop needs carefully designing to manage the energy flows and create
some ‘theatre’. For example, may design the process to end on a bit of a low on day one, so you
can start with a ‘bang’ on day two.

Tool 7: Workshop tips and tricks.
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•

•

•

•

•

Your brand

Tool 8: Brand manifesto.
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CRITERIA Score 1 (Rubbish) LIKES ‘HOW to’s’/ISSUES

to 10 (fantastic)

MOTIVATING for the
team

MOTIVATING for the
consumer

DIFFERENT (if
executed well)

CREDIBLE (if
executed well)

Tool 12: Brand vision evaluation matrix.
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BRAND VISION BUILD

BUSINESS
BUILD

4. Image builder

2. Hero1. Cash builder

3. Drain

+

Hi

Lo

0 ++

Tool 13: Brand and business building matrix.
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NEW VENTURES PROPOSAL

WHAT: what is the extension idea? Product? Packaging? Price point?
……………………………………………………………………………………………
……………………………………………………………………………………………

WHERE: where will people buy it?
……………………………………………………………………………..................

WHY: why will people want to buy it?
……………………………………………………………………………………………
……………………………………………………………………………………………

WHEN: EARLIEST possible launch date………………………………………….
RECOMMENDED launch date   …………………………………………

BRINGING TO LIFE THE VISION:
- Value driver 1:...............................

- Value driver 2:...............................

- Value driver 3:...............................

- Value driver 4:...............................

- Value driver 5:...............................
OVERALL BRAND-NESS

LO OK HI

BUSINESS POTENTIAL:

- Consumer appeal:

- Differentiation:

- Sales Mill Euros (5 yrs):

- Gross profit margin %:

- OVERALL BUSINESS POTENTIAL: OK HiLo

OK HiLo

OK HiLo

OK HiLo

Tool 14: Example of venture proposal (‘Growthprint’).
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++++++
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++

Functional stretch

Credible with
products +
descriptors

Credible with
sub-branding

New brand

Tool 15: Brand credibility boundaries.
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Platform Masterbrand Extension platform 1: Extension platform 2:

Positioning:

– Market definition

– Target

– Insight

– Benefits

– Truths

– Personality

– Brand idea

Image effect:

– Reinforces

– Adds

– Subtracts

Stretch

– Functional

– Emotional
Branding

Versions

Format

Tool 16: Relationship between extension platforms and masterbrand.
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COMMS BRIEF: ..........
What is the business issue?

What is the brand issue?

What is the role of communication?

Who are we talking to? [Core Target]

What is the change in perception and behaviour we want? [Perception Shift/Brand Idea]
Now:
Future:

What is the single idea that will trigger this change? [Benefit]

Why should they believe this? [Truth]

Brand personality? [Personality]

Executional equities

Media channels

Timing

– Creative: week – Production:

– Sign-off: week – On-air:

Other notes

Tool 18: Comms brief.





brandgym network

1. Brand identity and design

DJPA (Breaker, Dubbelfrisss)
Contact: Hans Muysson
email: hans.muysson@djpa.com
Location: Amsterdam, The Netherlands
Phone: +31 2079 888 79/88
Web: www.djpa.com

JKR (John West, J20)
Contact: Andy Knowles
email: andyknowles@jkr.co.uk
Location: London, UK
Phone: +44 (0) 2074 288000
Web: www.jkr.co.uk

Vibrandt (Milli)
Contact: Simon Gore
email: simon.gore@vibrandt.co.uk
Location: Windsor, UK
Phone: +44 (0) 1753 624242
Web: www.vibrandt.co.uk

2. Semiotics

Space Doctors (Golden Barrel, SAB Miller)
Contact: Finoa McNae
email: f.mcnae@space-doctors.com
Location: Hove, East Sussex, UK
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Phone: +44 (0) 1273 710105
Web: www.space-doctors.com

3. Marketing capability

Brand Learning (T-Mobile)
Contact: Andy Bird
email: andy.bird@brandlearning.com
Location: Hampton Wick, Surrey, UK
Phone: +44 (0) 2086 148150
Web: www.brandlearning.com
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the brandgym: A practical workout for boosting brand and business

the brandgym is a refreshingly simple, practical guide to brand management and how
it can boost business performance. The book reveals the fundamental differences
between the winners and losers in the branding battle, illustrated with inside stories
from Unilever, Gillette, Apple and others. A programme of eight ‘workouts’; will help
you raise your own game in key areas such as insight, portfolio strategy, positioning
and innovation.

‘‘There is a lot to be learned from Taylor’s in-depth examinations, but he is concise
and the book is readable. It’s written for the practising manager and is short, snappy
and practical. This is vigorous, intelligent stuff, from someone who knows what he’s
talking about.’’ Marketing Business

‘‘Taylor’s style is refreshingly down-to-earth, with loads of advice on how to grow
your brand. The book challenges you to raise your game in key areas such as portfolio
strategy and extension. It is a bit like a Haynes car manual for brands. So, if you want
to get under the bonnet and do some real work on your brand, not just admire the
bodywork, then it’s definitely for you.’’ Marketing

‘‘More like a mentor than a textbook. Refreshingly straightforward and easy to apply
immediately to day-to-day work, as I am now doing with my team.’’ Carol Welch,
Innovation and Business Director, Cadbury Schweppes

‘‘A practical, up-to-date manual on the do’s and don’ts of creating powerful brands.
Full of great examples, many based on personal experience, and very easy to read.
Highly recommended to all brand builders. Anthony Simon, President Marketing, Unilever
Bestfoods

ISBN 978-0-470-84710-7 John Wiley & Sons, Ltd.



Brand Stretch: Why 1 in 2 extensions fail and how to beat the odds

Brand extension is a red-hot issue for brand teams and boardrooms alike. Done well, it
has the potential to create explosive growth, but the overcrowded extension graveyard
shows how hard it is to stretch successfully. This book provides practical help on
both the method and mindset needed to boost your chances of winning, illustrated
with cases on Dove, Bacardi, Virgin, Starbucks, easyGroup and many others.

‘‘If this review were to be only two words, they would be ‘‘Buy this!’’. David Taylor’s
new book is an essential, authoritative and easy-to-understand read for anyone
working on a brand or companies exploring the potential for stretching theirs. The
theory is supplemented with some outstanding examples’’ Media Week

‘‘David Taylor writes lucidly and is very entertaining. This is important stuff from a
leading thinker who sees the pitfalls of the modern fad for brand extension – highly
recommended.’’ The Marketer

‘‘This is an admirable book, packed with real-life messiness and dozens of examples.
Even better, this is a book with a point of view. Taylor is opposed to what he calls
the ego-trips of companies such as Virgin and easyGroup.’’ Management Today

‘‘Brand Stretch is a triumph of clear thinking, implementable ideas and innovative
concepts.’’ Mark Ritson, Professor of Marketing, London Business School

‘‘David Taylor’s latest book offers a powerful combination of well-researched case
studies and practical tips. In a world where the ability to stretch is a key source of
competitive advantage, Taylor’s advice is required reading.’’ Andrew Harrison, Marketing
Director, Nestle Rowntree

ISBN 978-0-470-86211-7 John Wiley & Sons, Ltd.
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