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“Despite being in Marketing and Business Development for over
30 years and having read a plethora of brand books, I have never
encountered a book that offers such clarity and confidence in
navigating a rebrand in a controlled, calm and structured way. I can
easily see myself revisiting this book to re-read it. My wish for you is
that it becomes well-used, with highlighted pages and turned-over
corners by anyone serious about leveraging brand strategies to win
customer loyalty and drive growth.”

Lucy Murphy, Chief Growth Officer, Linklaters LLP

“Rebrand Right was the perfect resource for me and my team as we
approached the first rebrand of our organization’s 25-year history —
we had to get it right. Fairley and Robb have written a masterpiece that
makes you want to take notes, look back on pages and then get back
to your team feeling inspired and ready to take action. A must-read for
every marketer!”
Kayci Evans, Head of Marketing and
Brand Partnerships, Evil Geniuses

“Effective marketing teams need a playbook to establish a common
understanding of brand strategy, but more critically, a practical
methodology to implement the grand vision. This is the first book to
do both and will be indispensable regardless of product category or size
of organization.”

Anil Gadre, Advisor and Chief Marketing Officer

“As a CEO, navigating branding can be daunting, but Sarah and
Rachel’s book makes it straightforward and enjoyable. Their decades
of experience are distilled into a clear, relatable guide that’s simple for
non-marketing leaders like myself yet packed with real-world examples
that have given me lots to think about. This is a must-read for anyone
looking to elevate their brand with confidence and ease.”

Philip Randerson, Chief Executive Officer, HotTopics

“I found the book authentic, engaging, practical and something that I
can see myself, my team, implementing at so many different parts of
our own business, brand and marketing journey. It was so refreshing
for me to read this — you made me fall in love with the concepts of
marketing all over again! Thank you! Rebrand Right is a practical guide
for every marketer —doesn’t matter if you are the CMO or someone who
has just started your career in marketing, this is a must-read for you! I
would encourage everyone around the leadership table, irrespective of
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the letters that follow the ‘C’to read this book to better understand the
impact that marketing can play in the company’s growth.”

Mehul Kapadia, Chief Revenue Officer,

Locus and Non-Executive Director, England Boxing

“Professionally I’'ve had three decades working in the world of brand
management. Every now and again you need to look yourself in the
mirror and this book is the perfect catalyst for that. The techniques,
process, templates and ideas are proven in the cauldron of delivery,
with pragmatic insights for the experienced or those starting for the
first time.”
Duncan Daines, Chief Marketing Officer &
Group Head of Engagement, Gama Aviation

“If you’re looking for a definitive guide on how to help your business
grow through effective brand management and strategy, then look no
further”

Pete Markey, Chief Marketing Officer, Boots

“Rebrand Right provides a step-by-step guide to rebranding the
organisation in a cohesive, holistic way, encompassing all elements of
the business in support of business growth. A must for any business
bookshelf!”

Amanda Jobbins, Chief Marketing Officer, Vodafone Business

“This is bite-size best practice for marketing that you will go back to
again and again because it’s timeless.”

Abigail Comber, Vice President Marketing

and Customer Experience, HCA Healthcare

“If you want the definitive guide to developing and implementing a
brand strategy that will deliver for your company this is it! Practical yet
strategic. The perfect combination!”

Sarah Tookey, Marketing Leader

“The book may be called Rebrand Right but it contains what you need
to define, build, and maintain a brand that resonates with your key
audiences and delivers on business objectives. It smartly deflects the
immediacy of the bells and whistles of fancy brand redos for a drains-up
company review that equips marketing with data for informed decisions
and a flexible lattice for action and results. This is one of those essential
‘book buddies’ you’ll keep with you for a very long time.”

Leo McCloskey, Chief Marketing Officer, Echodyne Corp
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“Rebrands can be painful, underwhelming affairs. This book will help
you avoid common pitfalls and give your rebrand the best possible
chance of succeeding”

Nick Liddell, Brand Strategist, Founder of Baron Sauvage

“This book demystifies the rebranding process, offering clear, actionable
advice that any business can implement to drive brand growth. A must-
read for anyone serious about brand strategy.”

Jack Parsons, UK’s Chief Youth Officer

“This book goes beyond just exploring the theory of rebranding; it
dives deep into the practical, transformative steps that can reshape how
both internal and external audiences perceive and connect with your
organization. It sheds light on the cognitive and emotional processes
that drive brand loyalty and trust, offering invaluable insights into how
rebranding can create a more powerful and resonant brand experience.”
Shallu Behar-Sheehan, Chief Marketing Officer,

Non-Executive Director and Trustee

“This is the book I wish I’'d had earlier in my career. It’s a faultless, fool
proof guide to anyone considering a rebrand, brimming with obvious
experience, relatable examples and practical steps to follow.”

Marisa Kacary, Chief Marketing Officer, WilsonHCG

“Rachel and Sarah generously share their deep experience to make the
rest of us better at brand. They show that brand is more than logos,
fonts and colours — it’s the people who live the brand each and every
day. If you’re new to brand, this book will help you to be successful on
your first try. If you already do brand, it will make you better and more
successful.”

Mark Baker, Fractional Chief Marketing Officer

“Rebrand Right cuts through the jargon, hype and proprietary garbage
so often used when branding is mentioned. The result is the first
hands-on, practical how-to book I've come across. You really could pick
this book up and use it to drive your rebrand step-to-step. It provides
really good advice on how and when to work with agencies and how
to brief them, and presents a powerful alternative to brand guideline
documents that suffocate brands more than they enliven them.”
Dom Hawes, Chief Executive Officer
Selby Anderson and Host of Unicorny podcast
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“If you are considering a rebrand, this book is your new north star.
Rachel and Sarah have expertly distilled their vast knowledge and
expertise, along with the best insights from countless industry resources,
into a hands-on, step-by-step guide. (They have done all the hard work
so you don’t have to.) It’s practical yet deeply insightful, offering a clear
path through the often murky waters of brand transformation. From a
client’s perspective, this book is absolutely vital. It’s the resource I wish
I'd had during my time at VWG and one I would have eagerly shared
with my peers. It educates without patronizing, arming you with the
knowledge to show you’ve done your homework and can challenge
your agencies constructively. It bridges the — often wide — gap between
agency expertise and client understanding, setting the stage for more
effective, aligned and ultimately successful rebranding efforts. Whether
you'’re a seasoned marketer or new to the branding game, this book is
invaluable for your professional toolkit.”

Silke Anderson, Fractional Chief Marketing Officer

“When it comes to rebranding, no one is more qualified than Sarah and
Rachel. Brand is often misunderstood, lost between business strategy
and marketing. But successful branding is what sets an average business
apart from an exceptional one. This book is your guide to getting it
right! With experience in more rebrands than anyone I know, Sarah
and Rachel have distilled their extensive knowledge into this invaluable
playbook on mastering brand.”

Alisha Lyndon, Chief Executive Officer, Momentum ITSMA

“This book is long overdue. For many years now, the world of branding
has become complex, long-winded and confusing, leaving marketers
with little or no confidence in what they are doing, resulting in many
simply winging it. This book is the definitive guide to know when, why
and how to rebrand. It’s written in a way that is easy to understand
and follow, leaving you chomping at the bit to get started. From a
creative perspective it has challenged me to completely rethink the way
I approach brand identity creation. This book is simply a must have for
anyone involved in branding”

Sean Cornell, Founder and Chief Creator, Wonderment

“There’s no better book to help you lean into the power of what
marketing can do to help drive the growth of a business. Must read!”
Gabie Boko, Chief Marketing Officer, NetApp
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Introduction

“We need to refresh our brand.”

“People don’t know who we are.”

“We need to become one brand, one company.”

“The brand isn’t working. It needs to drive more growth for us. You
need to fix it”

Have you heard any of these recently?

Are you wondering where to start and what it takes to rebrand
successfully? Maybe you're already under pressure to make changes but
you’re not sure they’re the right ones. Perhaps you just have a hunch
that your brand isn’t performing as strongly as it could and needs a
rethink.

Welcome. You're in the right place. This is your guide on how to refresh
your brand and marketing to drive business growth. How to rebrand
right.

We’re Rachel and Sarah. We’ve worked on rebrands for over two
decades. Close to 100 of them, for some of the world’s most famous
global brands, promising start-ups and wonderful charities. Across the
A-Z of industries, from accounting firms to zoos. But in the first decade,
we didn’t always feel certain that we were making the right changes to
drive growth.

Like you, we read and loved the books that share the theory, principles
and ‘laws’ of brand and marketing. We read of others’ rebrand successes
in glossy stories and dry case studies. But none of them told us exactly

Xiii
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Rebrand Right

how to run a rebrand and most of them were so full of jargon they
made our heads hurt. So we blindly followed agency advice — leading
changes without really knowing whether they were going to make a
difference.

Perhaps you feel a bit like this too? A third of all marketers rate their
brand-building knowledge as average to very poor and only 21%
rate it as excellent.! In our hundreds of conversations with marketers
and consultants we know that imposter syndrome is really common,
even for people in senior roles. And leading a rebrand can trigger it
badly. Because rebranding is not just about doing better marketing or
redoing a brand identity. It requires a holistic marketing skillset. You
have to know what actually needs to change and why, then identify the
right brand strategy and implement it across the whole organization,
experiences and marketing. This is what rebranding means to us and
this is what we cover in this book. Whether you call it reinvigorating,
refreshing, revolutionizing or rejuvenating the brand, it’s about making
positive changes to your brand to drive business growth.

It has taken working at the world’s largest brand consultancy, as
marketing leaders, chief brand officers and advisors to some of the
world’s most valuable companies for us to work out how to do this
properly. What we always wanted was a clear, step-by-step process
identifying why and how to make successful changes to a brand
within a business, with all its politics, idiosyncrasies and resistance to
change. But we’ve had to figure this out ourselves — the hard way.

We hope this book will make it easier for you. It’s really clear and
practical. It draws on our breadth and depth of brand-building
experience and the latest thought-leadership on how brands actually
help businesses grow. It shares specific and practical details of how to
diagnose, define and deliver your rebrand.

This requires detective work at the beginning to understand what’s not
working well for your brand. We’ve seen this diagnosis stage missed
out in so many rebrands. Changes to strategy, identity, messaging,
marketing and experiences are made without really knowing what
problem they’re trying to solve. Then you face that disappointing
conversation with your chief executive officer (CEO) and chief financial
officer (CFO) that the investments made “weren’t worth it”. Let’s avoid
that together.

Xiv
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Introduction

In Part 1, ‘Diagnose’, we’ll explain the four factors you control that
underpin how brand changes drive growth (chapter 1) and how to
diagnose what’s really wrong with your brand and get buy-in for the
changes that are needed (chapter 2).

In Part 2, ‘Define’, we'll talk through how to create a brand strategy that
ditches the jargon and actually engages the organization (chapter 3)
and how to develop a brand identity that stands out, inspires creativity
and works cohesively (chapter 4).

In Part 3, ‘Deliver’, we explain how to engage the whole organization
to improve the buyer and employee experience to align with the brand
strategy (chapter 5) and how to align your marketing strategy with
the brand diagnosis and strategy, driving from brand to demand to
revenue (chapter 6). We finish with how to measure the impact of your
changes and sustain momentum by feeding your plans and making
improvements (chapter 7).

Our methodology isagnostic: business to business, business to consumer,
whatever your size, markets, countries, industry or niche. You might be
working on an 80-year-old brand making a category pivot. You may
have a relatively new brand and you’re now ready to brand ‘properly’
following an influx of investment. You could be in the aftermath of a
merger and acquisition (M&A) maelstrom — trying to make the most of
the brands you own and get a group of separate companies and people
to work collaboratively. Perhaps you're experiencing a worrying sales
decline, or seeing talent leave in droves. Refreshing your brand can help
in all of these instances. We share stories of turnarounds throughout
the book, the right shortcuts to take when time and money are limited
and 30 ‘watch-outs’ to help you avoid common mistakes.

What you won’t find in this book is us telling you that you’ve been
getting it wrong. We’re not fans of ‘experts’ who berate marketers
for not being good at their jobs. We all do the best we can with the
knowledge we have. When we talk about rebranding right, we mean
helping you get it right for your brand.

We want you to feel in control and fully equipped to lead this. We
want you to know how to guide the organization through the changes
needed to achieve the growth you’re looking for. We want you to know
how to get leadership buy-in on the journey and how to get the best
from your agency relationships. We want you to understand what

XV
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Rebrand Right

‘good’ looks like and what ‘realistic results’ are. We want you in the
boardroom confidently justifying the changes and investment needed.
Because here’s the thing — you should be one of the most valuable
people in that room. Brands contribute on average 19.5% and in many
cases well over 50% of enterprise value.? The impact you can have with
a rebrand is huge.

So, grab a coffee and your highlighter. Get ready to rebrand right.

Xvi
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Chapter 1
The four factors
of brand growth

What you will know by the end of this
chapter

How your rebrand can drive growth

The four factors that influence brand growth

The things you control that contribute to those factors

Examples of brands that made changes to those factors and turned
around their growth

How to quickly assess where your brand stands today against these
factors

hat’s the point of a rebrand? To refresh, reinvigorate, modernize,

streamline and make your brand and marketing more effective,
right? But that’s not what you're measured on. Rebrands should lead to
growth. They’re instigated to help turnaround a decline or create more
momentum. So, we have to start with an understanding of how brands
actually impact growth.

The great news is that we know a lot about how and why brands grow,
thanks to data and insight companies like Kantar; academic institutions

3
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Rebrand Right

like the Ehrenberg-Bass Institute; industry bodies such as WARC and
the IPA; neuroscientists, behavioural economists and behavioural
scientists; and agencies and individuals within them. Their work, plus
our experience, has helped us to identify the four ways rebrands drive
growth and the four factors that underpin them. This chapter takes you
through them one by one.

We're going to explain this as simply as possible. Much of the great
work referenced above is academic and jargon-heavy. It’s hard to trawl
through words like predisposition, penetration, salience, affinity, heuristics
and mental availability. Throughout this book we ditch the jargon and
express all of what we know in clear, simple language. It helps us and
the brands we work with and we hope it will help you too.

How your rebrand can drive growth

There are four main ways that rebrands can drive growth:

1. Attracting more buyers

2. Stretching into new sources of revenue

3. Supporting price increases

4. Improving employee engagement, decision-making and cohesive
working practices across the business

1. Attracting more buyers

For most brands, the biggest shifts in growth come from attracting new
buyers. It’s often called improving acquisition or penetration. Yes, you
need to also retain loyal ones and continue to cross and upsell, but data
shows this isn’t enough to drive growth. You need to get more new or
infrequent buyers to buy from your brand.?

2. Stretching into new sources of revenue

Large brands can see sales plateau. If this is the case, you may also need
to ‘stretch’ your brand to grow. Stretching your brand can include
redefining your strategy and innovating from there, expanding your
range, getting more people to think of your brand across more usage
occasions, becoming associated with more of the reasons why people
come shopping, or undertaking Mergers and Acquisitions (M&A) activity.
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The four factors of brand growth

3. Supporting price increases

Growth in profits can come from raising your prices. Rebranding can
create higher ‘perceived value’; a belief that something is worth the
price being asked for. As Rory Sutherland states, “Value resides not
in the thing itself, but in the minds of those who value it. You can
therefore create (or destroy) value in two ways — either by changing the
thing or by changing minds about what it is’* Rebranding can be all
about changing minds to increase value. While marketers don’t always
get to set the price, they play a critical role in framing it.

All three of these ways to grow require you to get into the minds of
your buyers. In Kantar’s words it’s how to “predispose more people™ to
feel like your brand is the right choice. For Professor Byron Sharp of the
Ehrenberg-Bass Institute for Marketing Science, it’s “how to get a brand
thought of, more often, in more buying situations™.® To justify a price
increase you’ll need people to believe your brand is worth the price
you’re asking. And none of this can happen if no one pays attention to
your brand in the first place.

The problem is that people aren’t eagerly looking out for your brand.
Most people don’t think that much about brands and they’re bombarded
with options. So, what happens? Well, our brains don’t slowly analyse
the rational pros and cons of 30,000 brands within a supermarket and
then make a choice.” We’'d never get out of there! The human mind has
shortcuts (called heuristics) that overtake our rational decision-making
process.® The harsh reality is that we screen out most of the options and
have ‘go-to’ brands that we grab (if we’re in the supermarket), or that
become our shortlist of options if we’re making a bigger purchase (like
buying enterprise software).

Imagine we gave you money to buy a new car. Which brand of car would
you buy? We bet you came up with an answer, or at least a shortlist,
almost immediately. And we bet there were at least 20 well-known car
brands that weren’t on the list, despite them having high-performing
models in the same price bracket. In fact, research shows that even with
cars — a significant, expensive purchase that you might assume people
consider more than other categories — the number of brands on most
people’s shortlist is just two.’

What happens, without us realizing, is that we tap into a mental
network in our minds about car brands. Neuroscience proves
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that brands exist in our minds as a complex network of nodes that hold
pieces of information. What’s in these nodes? Associations and assets.
Associations are the words, thoughts and feelings people have about a
brand. Assets are the multi-sensory things that help people recognize a
brand: like logos, colours, shapes, taglines, music.

These networks of associations and assets are important. IPSOS
research showed that, “Brands with richer and more positive mental
networks provide more mental cues at the moment of choice and,
as a result, have larger market shares.”'® Kantar explain, “strong and
consistent” connections, “predispose more people to buy the brand
more often”. Brands with strong predisposition have nine times more
volume share, people will pay twice the price for them and they’re
twice as likely to grow value share in the future than brands with
weaker predisposition.!!

So how do we build strong predisposition? Or in simpler terms: how
do we make people feel our brand is the right choice? Three ways:
relevance, ease and difference.

According to Kantar, in a study across 54 markets and 540 categories,
relevance (what they call being ‘Meaningful’) and difference together
determine about 60% of how predisposed people are to buy a brand.'?
The other 40% is down to how ‘salient’ your brand is. Salience is about
making sure you’re automatically thought of in a buying situation. We
call it being ‘easy to mind’. And this ties back to those mental networks
of associations and assets again. Professor Byron Sharp in How Brands
Grow points out, “Brand salience depends on... the quantity and quality
of memory links to and from a brand.”*?

So, your job is to make people feel your brand is the right choice,
by building relevant and different associations and assets in their
minds, and to ensure your brand comes to mind easily when
they’re ready to buy.

We suspect you've heard about the importance of relevance, ease and
difference before. They’ve been talked about for decades, though not
always explained clearly. But there’s one other critical thing that can
make or break the success of your brand: that’s being cohesive.

Cohesiveness can make or break your rebrand. You can spend weeks
identifying the new associations you want to build, then hear the CEO
refer to the old ones in the next all-employee meeting. You can spend

Review proof only - not for circulation



The four factors of brand growth

thousands on a brand agency to develop the right assets but fail to engage
marketing colleagues to confidently use them. You can communicate
the associations you want to be known for, but not engage employees
to deliver them through the buyer and employee experience. As Denise
Lee Yohn states: “What separates a truly great brand from one that is
merely good is whether the company is capable of a complete and
thorough implementation of its brand as its business.”**

Being cohesive is a theme you’ll find in all our chapters, but it’s not one
you’ll read about in many other brand and marketing books. That’s
because you only really know how important it is when you’ve worked
on a lot of rebrands and seen some succeed and others fail. You have to
consider all four factors — cohesion, relevance, ease and difference — to
rebrand successfully.

No one person can drive cohesion alone — you need to engage all
employees in the journey. And the great news is this can be another
mechanism for growth.

4. Improving employee engagement, decision-making and
cohesive working practices across the business

The reason many businesses want to refresh their brand can be nothing
to do with buyers. It’s to generate a sense of cohesion across disparate
business units, often as a result of playing M&A ‘Pacman’ and failing
to properly integrate new entities that have been acquired. There’s a
common internal communications theme we’ve seen across almost
every large business we’'ve worked with: “One ”» One EY, One
Siemens, One Team, One Dream... When book value trumps market
capitalization (i.e. when the whole of the business is valued at less
than the sum of its parts), investors can clamour to break a business
apart, returning value to shareholders. Refreshing a brand can be
a way to inspire and engage all employees around a common goal,
stimulate more cohesion across working practices and collaboration
across the business to improve performance. It can improve employee
engagement, satisfaction and retention and make the whole worth
more than the sum of its parts.

Your rebrand remit

Your rebrand remit as a marketer will likely sit under one or more
of these four growth challenges: how to get more people to choose

7
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to buy your brand; how to know where to stretch to; how to create
stronger perceived value; and/or how to improve engagement and help
the business work more ‘as one’.

Here’s a summary of how rebrands can drive growth, what you need
buyers to feel and do, and the four factors that enable this. This is our
model of brand and marketing success, based on our experience and
the latest brand and marketing studies, neuroscience and behavioural
economics. It helps you structure your diagnosis on where things are
going wrong and right for your brand and what your focus should be.

Table 1: Your rebrand remit

YOUR REBRAND REMIT
Rebrands can drive growth by:

Attracting | Stretching into | Supporting price Improving
more new sources of | increases by increasing | engagement and
buyers revenue perceived value performance

Buyers need to:
Feel like your brand is the right choice (be predisposed to buy you)

Think of you more often, in more buying situations
Believe you’re worth the price you're asking
Notice you

To achieve this, your brand needs to be:

Cohesive Relevant Easy Different

4 N

Little note: in this book we refer to the people who already or
could potentially buy from your brand as buyers, not customers,
clients, consumers or target audience. We understand that
buyers buy from multiple brands. They are never only our
brand’s customers. We cannot take their custom for granted.
Calling them buyers stops us from becoming complacent.
It encourages us to consider carefully what they experience
compared to new buyers, for example in the pricing they are
offered for repeat purchasing. For non-profits we realize that
the growth challenges and audiences are slightly different. But
the four factors — being cohesive, relevant, easy and different -
apply just as much.
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The four factors of brand growth

The four factors that influence brand
growth and the things you control that
contribute to those factors

Let’s go deeper into the four factors that can ensure your rebrand
achieves your growth objective. We’ll explain the ways in which your
brand can become more Cohesive, Relevant, Easy and Different, or
‘CRED’ for short, and give you a quick way to assess your brand CRED
at the end of the chapter.

Factor 1: Be cohesive

Here’s the most important point about cohesion: a brand is not just
about design, communications and marketing; it’s about everyone and
everything working well together — across the product, pricing, buyer
and employee experience. Michael Eisner, former CEO of Disney,
explains, “A brand is a living entity — and it is enriched or undermined
cumulatively over time, the product of a thousand small gestures.”'> We
suspect you know this, but perhaps you struggle to get the organization
to embrace this. We hope to help you get over this hurdle.

When we talk about cohesiveness we mean:

things, touchpoints, experiences and people being united and
working together effectively

your brand feeling like it has a sense of consistency over time, but
allowing for appropriate flexibility to stay fresh.

Where it starts is by ensuring that a change of management does not
de facto mean a change in brand. As a marketing leader, you need to
remember that you're a short-term caretaker on a brand’s long journey.
But we’ve met new chief marketing officers (CMOs) who've spent only
30 minutes of their first three months in the job understanding the
previous work on the brand, then the next 30 months pulling it apart
and redoing the identity to make their mark. When there’s no brand
diagnosis, no depth of understanding of the equity within the current
associations and assets or of the problem you need to solve, the brand
identity is often the first casualty. So many get wilfully disregarded and
redone, throwing away familiarity, trust and being easier to buy in the
process. This can provoke a customer outcry and a significant decline in
sales (search the cautionary tales about Tropicana, Gap and Mastercard).
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Instead, take a leaf out of Boots CMO Pete Markey’s playbook:

Often as CMOs we can come into the business and think we need to
do a scorched earth strategy. I can start again. Wrong approach...
What I've always done is gone, where’s the brilliance? Where’s the
magic happening? Who’s doing it and how do we get more of it? We
fuse the sort of greatest hits, the best of Boots of yesteryear, but we’re
progressive for the future...'®

As a brand leader you're a guardian of something that will outlast your
tenure. It’s important to retain the relevant equity and familiarity in
your brand associations and assets so they continue to tie together all
of your marketing and experiences and help your brand be recognized.

Think how much McDonald’s has changed over the years: new ways to
order and pay, redesigned restaurants, new products, etc. But the brand
identity still feels familiar to the point where the name is not needed
on an ad because the assets are so strong we know it’s McDonald’s.
Difference and freshness can be introduced in ways other than changing
the brand identity.

But when we talk about building a cohesive brand it’s about much
more than identity. It’s about:

Balance. Understanding, respecting and building on long-term
historical associations that are still relevant, while ensuring you
understand the future priorities of the business so your brand
strategy reflects a balance of familiarity and stretch.

Not treating Marketing and HR, and brand strategy and culture, as
separate and unrelated. The inside needs to deliver what’s promised
outside. Buyers and employees are indelibly connected. And there
is no ‘employer brand’! Just like there’s no ‘shareholder brand’
There is one brand and different people it needs to appeal to.

Ensuring your HR policies and practices, and not just your
marketing, are aligned with the brand strategy.

Putting practices in place that get things done effectively. Not
through dogmatic policing but through equipping, inspiring and
galvanizing the team.

Integrating brand marketing and demand generation campaigns

and ensuring you have the right long-/shortterm balance and
investment.

10
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Making sure your executions are effective in different countries and
in the latest cultural contexts.

Understanding what sits at a brand level and what sits at a product/
service level and how identity, naming and marketing should
reflect this.

Your perceived value being in line with your price.

Not making promises you don’t intend to keep. There are too many
examples of brands being called out by customers, or regulators for
not living up to their promises. Telling the truth and acting with
integrity are a must for all brands.

We’ll cover how to be cohesive in every chapter, since, as Anil Gadre,
advisor and CMO identifies, “Being cohesive is the essential ingredient,
like salt in a recipe””

Factor 2: Be relevant

There are six different facets to being relevant: being relevant to the
right people, to what they care about, to cultural and market shifts, to
more need states or usage occasions, to each stage of the buyer’s journey
and why they come shopping. So often, a rebrand intended to stem a
decline in sales doesn’t need a logo change, it needs a relevance change.

Be relevant - to the right people

Remember we said that brands can grow by attracting as many new
buyers as possible? And that most of them will likely be buyers of your
competitors and light buyers of the category (read Professor Byron
Sharp’s How Brands Grow if you want to understand this more deeply).
Maybe your rebrand problem is that you’re not relevant to, or reaching
enough people. Perhaps you're targeting so narrowly that you just can’t
reach that next stage of growth?

It certainly was the step-change for Nike. In 1988 they realized that
they were limiting their growth by talking only to elite athletes. The
brief that led to the infamous slogan, ‘Just Do It read:

We need to grow this brand beyond its purist core.... It’s time to widen
the access point. We need to capture a more complete spectrum of the
rewards for sports and fitness.'®

II
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Contrast this, as authors Greg Creed and Ken Muench do with the
brand Brooks. Brooks have narrowed their buyer focus over the years
to just runners. Their annual sales in 2019 were just under US$750m.
Nike’s at the same point? Just under US$40bn."

The other people you need your brand to be relevant to are employees.
We’ve seen so many experts advising businesses on brand without any
consideration or involvement of employees beyond the leadership
team they’re presenting to. This is a mistake.

The associations you want to build in buyers’ minds about your brand
have to be understood and delivered from the inside, by the people
shaping the buyer experience. Brands are built through every experience
or interaction a buyer has that the brand name is attached to. The
product, customer service call centres, the person at the checkout, the
waiter at breakfast, the person fixing your boiler, the sales team. We’ll
talk about how to engage employees at every step in the process.

Besides buyers and employees there are other people who matter in
building brands. It helps to identify and reach influential voices that guide
buyers in your category whether that’s leading wine masters, industry
analysts, travel agents, pharmacists, or TikTok beauty influencers. They’re
not just valuable as potential promoters of your brand but also as a
source of insight for your brand strategy development.

The other people who can make or break your brand’s success are
shareholders, investors, non-execs and, most importantly, the C-suite.
The CEO and CFO in particular have to understand why what you're
doing is important to their priorities so you can secure the investment
you need to make a difference. You have to make this rebrand process
relevant to them. We’ll be addressing how to do this at different points
throughout the book.

For now, know that relevance starts with people — and not just your
buyers.

Be relevant - to what people care about

Brands are the bridge between what you want people to buy, join or
invest money or time in, and why anyone is going to care about it.
Those associations you’re trying to build have to be created with this
in mind. This is basic brand strategy, but it’s amazing how so many
organizations still get it wrong. They talk only about the company, the

12
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product, the functions and features, but not about why anyone will
care. Here’s a couple of quick examples so you get what we mean.

/

Case study: Dove

Relevance for Dove started with the belief (following
conversations with women in their ad agency) that the beauty
industry made women feel ugly.?’ Further research then showed
that “Only 4% of women around the world consider themselves
beautiful” and “6 out of 10 girls are so concerned with the way
they look, that they actually opt out of participating fully in
daily life, from swimming and playing sports, to visiting the
doctor, going to school or even just offering their opinions.”*!

Their brand idea of ‘honest/real beauty’, which launched with
‘The Campaign for Real Beauty’ in 2004, is highly relevant to
the women and girls they are targeting. It’s intended to create
a more positive relationship with the way they look, helping
to raise their self-esteem and realize their potential. Identifying
this relevant insight into what their buyer was struggling with
has seen this soap brand worth US$200m in the early 1990s grow
into a brand estimated to be worth nearly US$6.5bn by 2023.22

\

Case study: Nike

Nike began marketing their brand focusing heavily on the
product. Each monthly ad in Runner’s World simply introduced a
new model.? But in 1977 there was no new model to focus on, so
the brief became “write something that makes runners feel good
about themselves”* The resulting ad showed a solitary, distant
runner on a long road, with the line, ‘“There is no finish line! On
seeing it, runners sent letters to Nike thanking them for supporting
them and used the ad as a poster on their walls at home.

Review proof only - not for circulation
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/

From that point onwards, Nike shifted their focus from purely
pushing product to putting themselves in their buyer’s shoes.
Nike inspired runners with their understanding of the runner’s
experience: emotion, grit and sweat. They defined a mission
that still stands today:

“To bring inspiration and innovation to every athlete*
in the world.

*If you have a body, you're an athlete””

This shift inspired the famous line, ‘Just Do It, but it started
with this effort to become more relevant on an emotional level
— to simply express “something that will make runners feel
good about themselves.”

-

\

Case study: Salesforce

Salesforce prioritized deeply understanding and connecting
with their buyers from the beginning. They didn’t just spend
time with customers, but also queried prospects on why they
didn’t choose Salesforce and spent time with the larger buyers
to identify the functionality they needed.?

In 2016 they were running an event for a particular set of buyers
they’d worked closely with and wanted a name for them. Sarah
Franklin, leader of their developer relations team identified
them as ‘Trailblazers’ based on a common mindset they shared.
They were people who “want to learn, to better the world, they
aren’t afraid to explore, they crave innovation and enjoy solving
problems and also giving back”.”

What Salesforce promise today is that “everyone who wants to
innovate and deliver success with Salesforce can be a Trailblazer.
Whether you’re just starting your career or reskilling for a new
one. Whether you’re an experienced leader helping teams to
deliver digital transformation or an entrepreneur building
business apps.”?® They have built a powerful sense of identity
and community with their buyers built on a relevant mindset,
not just a relevant product.

/

/
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Ensuring you’ve got the right answer for your brand starts by identifying
what your buyers care about that they can get, feel or experience by
using your brand. You need something clear and simple that you can
build the brand around over the long-term.

Be relevant - to cultural and market shifts

Cultural codes are the shared meanings, expectations, values and
norms that influence what buyers find relevant. These can change,
both in society and in buyer expectations. Organizations can see a
steady sales decline as they continue to build brand associations that
are based on a set of beliefs that buyers just don’t share or value as
much anymore.

4 N

Case study: Taco Bell

Taco Bell turned around a precipitous decline in sales with
a successful rebrand built on a better understanding of the
cultural codes that were relevant to their buyers. They had been
operating on an outdated belief that their buyers saw food as
fuel. This served them well in the 1990s, but by 2011 their buyer
research unearthed that “food wasn’t just fuel anymore... a
brand had to offer a memorable, shareable experience”? To
reflect this cultural shift the CEO’s motto became “From fuel to
experience. He had it printed up and put on everyone’s desks. In
addition to being affordable, delicious,and convenient, Taco Bell
would become surprising, exciting and shareable.”*® Note the
words ‘in addition’. This rebrand didn’t throw out strong brand
associations, it added more relevant ones in line with cultural
shifts. With this change in focus for the brand, innovations in
their product and marketing followed: the Doritos Locos Taco,
the Quesalupa and campaigns like ‘Live Mds’. Sales increased
year on year.

15
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4 N
Case Study: IBM

IBM provides an example of aligning brand associations
with market shifts. In 2008 the world was becoming more
interconnected, data-driven and complex. IBM rebranded
around the idea of ‘building a smarter planet, positioning
themselves as a leader in helping the world create systems that
were smarter, across industries like energy, water, traffic and
education. This brilliant synergy between the business changes
they were making, and the brand and marketing work that
helped people understand why they should care, significantly
helped expand IBM’s market potential and won their agency,
Ogilvy, the Gold Effie.’!
. /

Be relevant - stretch into more need states or usage
occasions

Has your growth stopped because you’ve reached a ceiling? Is this
really your rebrand problem? Maybe it’s time to stretch a little. There
are different ways to stretch. The obvious one is through introducing
new variants, sizes or formats to your core product or increasing
the number of products or services your brand offers. Kantar have
identified that Consumer Packaged Goods “brand leaders offer more
choices than their closest rivals. In fact, range is almost essential to
gaining dominance in a category.”*

Another way to stretch is through M&A activity, as Duncan Daines,
CMO and Group Head of Engagement at Gamma Aviation, told us:

In order for me to generate organic growth in market share... it
could take me 15, 20 years in order to gain, I don’t know, maybe 2
or 3 points of market share. If I'm lucky. At the same time, I have
competitors who are trying to churn me out of my positions... It
becomes more opportune to then look at Me>A strategy rather than
doing the hard yards of traditional organic marketing.*

Stretch growth can start with a redefinition of what you are and what
you do. IBM redefined their remit from an e-business technology
solutions company to one focused on building a smarter planet.
Baileys reframed their product from being a cream liquor drunk

16
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mainly at Christmas to an adult treat. The shift dramatically boosted its
consumption occasions and increased global sales by 32% in five years.
Sheila Cunningham, Baileys’ Global Head of Planning, Diageo reminds
us that “the brands we shepherd needn’t be forever beholden to the
conventions of the categories they came from. We should be confident
in future-proofing our brands through finding more dynamic category
contexts to play within.*

4 N

Watch-out #1: Know when to stretch, when to
steal

One of the things that really influences whether you should
stretch your range is your brand’s size. Kantar’s research
indicates that less is more for smaller brands, as 80% of their
growth will come from stealing buyers from competitors within
the category, rather than extending their range of products,
whereas bigger brands get only one in ten of their incremental
sales in this way, so adding different products or services can
be a helpful investment for growth.*® The shorthand is: steal if
you’re small, stretch if you’re big!

- /

a N

Watch-out #2: Don't assume you need a new
brand

There can be a tendency internally to believe that stretching
means you need a new brand rather than a new variant, but
there’s great efficiencies of scale that come with managing one
versus multiple brands so approach this carefully. Even highly
bespoke, completely different products can still sit under the
same brand as long as the brand strategy is expansive enough
to contain them. Amazon is a classic example. And just look
at many of the luxury hotels in the Corinthia Group, Four
Seasons or Rosewood collection. Different buildings, locations,
restaurants, spaces, penthouses, spas, gyms, bars, yet still the
same brand.

17
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Be relevant - at each stage of the buyer’s journey

You need to understand how relevant your brand is at each stage of the
buyer’s journey. You can do this using a ‘brand funnel’ Figure 1 shows
a typical example. You're gauging the movement of buyers from top of
funnel (ToFu), which covers awareness, familiarity and favourability,
to bottom of funnel (BoFu): consideration and intention to purchase.

Total market 100%
69%
Awareness | am

aware of [brand] 31%
2

Familiarity | know [brand] 7%

2

Favourability | like [brand] 6%

96%
Consideration | will

consider [brand] 25%

Intention | intend to 23% H

purchase from [brand]

Figure 1: Brand funnel

This starts with 100% of the market and shows how many buyers convert
from one stage to another (arrows on right) and what percentage of
buyers are left at any given stage; it’s known as a true funnel.

You get these numbers from quantitative research by asking buyers
to name brands that come to mind spontaneously for the category
(unpromoted or unaided awareness), before prompting them with brand
names to ask if they are aware of them (aided awareness). For the brands
they are aware of; you then ask them how familiar they are with these
brands. For those they are familiar with you ask if they would consider
them. And for those they’d consider, you ask whether they would buy
from that brand within a specific timeframe (typically much longer for
B2B than B2C). All of this is best understood relative to competition and
category norms. What you’re looking for are the ‘leaks’ in the funnel,
where the percentages in the arrows drop considerably.

Can you see where the problems lie in Figure 17 In this example, the
main ‘leak’ is at awareness; 69% of buyers don’t know the brand’s
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name. But there is also a leak at familiarity. Awareness, familiarity and
favourability are usually built together, so we'd focus on increasing
awareness and associations with buyers. The further down the funnel
the leak appears, the more we’'d focus on making the brand easy to buy.

There is debate on whether a buyer’s journey is linear, or circular, or
personal to them. People also argue that you need funnels customized
for your brand. We say you have to start somewhere. Customize your
funnel in year two, because it takes thought and buy-in and won’t make
the difference in year one. Brand funnels tell you where to focus your
efforts and spend. They are invaluable in conversations with leaders to
show the size and shape of the challenge ahead.

Be relevant - to why your buyer comes shopping

The final aspect of relevance is understanding the reasons your buyer
comes shopping and ensuring your brand is associated with them. This
is also crucial to becoming easy to mind.

Factor 3: Be easy

Be easy - to mind

Being easy to mind means automatically popping into people’s minds
in a buying situation. Professor Byron Sharp calls being easy to mind
“mental availability”3¢ It’s also called ‘brand salience’ We saw from Kantar
research that it explains 40% of ‘predisposition’ — helping buyers feel that
your brand is the right choice. And we know that this is key to growth.

So, how do you become easy to mind? You've got to become associated
with the reasons people come shopping. These are often called usage
occasions, need states or ‘Category Entry Points’ (CEPs).¥”

Here’s an example: you're on holiday, sitting in the blazing sunshine at
a beach bar. You really fancy a beer. Corona wants to be the brand that
pops into your head. They’ve spent years building up associations and
assets that link Corona to that moment and that feeling, even if you’re
in a sweaty bar in town rather than that idyllic beach.

Here’s some other Category Entry Points and some of the brands that
we associate with them:

I want to repaint my living room. Out comes the Farrow &
Ball palette.

19
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I’'m desperate for a better night’s sleep. I need to get some
Ambien.

I’m planning a romantic city-break. Well, everyone knows that
Paris is the city of love.

I want our business to run better. SAP are known for that.

I want the best way to set up accounts for my new business.
Sage are known for helping small businesses.

I want to stay where the stars do in London. Corinthia or
Claridge’s are the places to be.

What’s important to realize is that both the number of Category
Entry Points your brand is associated with and the strength of this
connection are key. The fewer Category Entry Points a customer
associates with a brand, the greater the likelihood of choosing
another brand. And being associated with a lot of them increases the
likelihood that your brand will be the one selected when a buyer
switches. It’s also important to prioritize being associated with the
most popular ones. Research by the Ehrenberg-Bass Institute has
shown this applies both to business-to-consumer (B2C) products and
business-to-business (B2B) brands.?®

We’ll tell you how to work out what the ones are for your category, how
to choose which ones to focus on and how to build them into your
marketing. All you need to remember at this point is that Category
Entry Points (CEPs) mean the reasons people come shopping and that
brands are primed for growth when buyers think more often about
you, in more buying situations. As Professor Jenni Romaniuk, of the
Ehrenberg-Bass Institute for Marketing Science, expresses:

CEPs influence which brands are initially mentally available in
decision-maker memory — and form the list of initial ‘go to’ options.
Understanding CEPs helps you build useful associations between
your brand and the category’s core buying situations. Therefore,
when a buyer enters the category, your brand has a greater chance
of being mentally available, which is the first step to being bought.*

Be easy - to find, navigate and buy
There’s another part to being easy — being easy to find and buy. It’s no good
predisposing people to want your brand if they’re then not able to buy it.

20
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Maybe they can’t find you online or on the shelf in the supermarket, or
can’t find the right product among the thousands you offer. You've got to
make buying easy. It starts by being present in the right places. Kantar’s
data shows that “Brands that are always present attract 7 times more buyers
compared to those present on just one half of buying occasions”.*

But don’t beat yourself up if you're not everywhere your buyers are. Only
the top 5% of brands are in over 80% of the right places.*! It’s something
all brands have to work on. There are lots of direct and indirect ‘routes
to market;, like using influencers or working with affiliates. Gymshark is
one of the most successful examples of this with their use of Gymshark
athletes. In August 2020 they became only the second brand in the UK
ever to achieve unicorn status with no external capital funding.*

Being easy to navigate can be a thornier problem to solve. This is
particularly challenging for many B2B organizations, especially tech
companies. We've worked with some where it took up to six months
to train a new sales team on the portfolio. Even if the company could
afford for sales not to be quota-bearing for half a year, it was unlikely the
buyer would have that kind of time available to invest in understanding
which brand, product/service was right for them.

You need to ask these questions:

How straightforward is your portfolio for marketers and sellers to
understand?

Do your buyers and customers understand what products and
services are right for them, what goes with what, and what the
natural upgrade path is?

When they visit your site, are you showing them the right things to
help them answer their need?

Are you making it easy to buy or easier not to?

Imagine everything you sell in a stock room. Are you clear on which
products/services are the priority to put out on the shelf for the buyer
to see? Which ones are your priorities for revenue growth? What gets
to be at eye level? What will get promoted at the end of aisle? What do
buyers typically buy first? What do they go on to buy? What do you
want to cross-sell and upsell?
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You may not be in retail, but your sales colleagues and web designers
need these answers to inform the experience. If you have multiple
products or services it’s unlikely you can afford to promote them all
equally, so prioritizing them is critical. Figuring out this aspect of
being easy to navigate is often wrapped up in language like ‘brand
architecture’ and ‘brand portfolio strategy’.

The work that may be required from you is to:
1. Establish a clear role for the different parts of a brand portfolio.

2. Communicate the relationships between different parts of a brand
portfolio using an appropriate naming strategy and identity assets.*

Be easy - to use

We once checked into a hotel where there were no reception staff. The
idea was that guests fill in a form on a tablet, load up their card key and
are good to go. But it didn’t work, so we were left wandering the halls,
looking for someone who could help us. It was late. We were tired and
felt increasingly frustrated.

We’ve all experienced poor customer service. It’s galling when you hear
things like, “That’s not my area” or, “We outsource that to a partner so
that’s not really within our control”. When your siloed, messy, internal
issues spill over into a negative customer experience, your brand
has a problem. Your brand does not feel good and that becomes an
association that you never wanted to build in people’s minds.

Your experience with a brand needs to live up to what’s promised and
be easy to move through. This touches all aspects of an organization
so you need to engage all employees in your brand strategy so they
understand what’s expected of them.

The strategy itself also needs to be easy to use. Do people inside your
organization get it? Is it simple enough? Or is it mired in complicated
jargon and shown in a multi-layered brand onion or pyramid? We’ll
give you a simple, proven model, talk about how to engage employees,
and explain how to turn the strategy into messaging.

Be easy - to pay attention to
To build any association in our buyer’s minds, we’ve first got to get
their attention.
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Generating an emotional response from creative executions really helps.
We know this thanks to people like Iain McGilchrist and his extensive
work on brain lateralization (the way the right brain and left brain do
things differently) captured in The Master and His Emissary and Orlando
Wood’s analysis of this and its importance for brand building in Look Out.

There are five different types of attention. The right hemisphere of the
brain is occupied with four of them. It’s vigilant, alerting us to new
experiences and it prioritizes what the left side of our brain, which is
all about focused attention, should concentrate on. As Iain McGilchrist
shares, “In almost every case, what is new must first be presented in the
right hemisphere, before it can come into focus for the left... it alone
can bring us something other than what we already know.”*

So, what gets the attention of our right hemisphere? Orlando Wood
explains that getting the attention of the right requires tapping into a
more emotional strategy. Emotion helps to embed associations in our
minds and helps predisposition.*

Emotional response plays an important role in orientating and
sustaining attention.

It also helps to place experiences firmly in long-term memory....

Moreover, it helps us to decide for or against something in the future
when the time comes — to conjure up a feeling for or against a certain
course of action.*®

Case study: Sage

When we worked together on Sage in 2014, we conducted
research with buyers to dig deeper into a more emotional
territory for the brand. Beyond the functional support the tech
provided, small business owners spoke most about how they
wanted to feel: peace of mind and in control. Whether they
used Sage or not, they believed they were a dependable provider
versus the other options in the market. We evolved the brand
strategy and marketing to focus on the idea of building business
confidence. Wunderman Thompson’s ‘Boss It’ campaign drove
engagement and sales for Sage by brilliantly reflecting this,
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and injecting humour into the creative, celebrating the small
businesses that were ‘bossing it’ post-pandemic. Being clear on
an emotional territory the brand can own has helped Sage
become an even more easy to mind and relevant choice for
small business buyers.*’

- /

The emotional response that’s appropriate for your brand is defined in
your brand strategy. Sage build confidence, Cadbury focus on the spirit
of generosity, Amex on reassurance — they’ve got your back.

Being easy to pay attention to also means you can’t be boring. It sounds
obvious. But around 50% of all ads generate no emotional response
whatsoever. The reaction is neutrality.*® The last thing a brand needs is
to make no impact at all on the buyer!

Be easy to recognize

Finally, you need to be easy to recognize. If people don’t quickly make
the connection between your communication and your brand name
then your marketing dollars can be wasted. According to a study of 143
TV ads by the Ehrenberg-Bass Institute, only 16% of advertising is both
recalled and correctly attributed to the brand. What helps counter this
is having a brand identity that is used cohesively and stands out from
competition. This takes us to our fourth factor — being different.

Factor 4: Be different

For decades, brand strategy books have been using phrases like
‘differentiate or die!” Recent books on strategy profess “The market
doesn’t reward better, it only rewards different”** Both are overblown
statements. Differentiation alone does not make or break a brand —
nothing alone does — but it is very important.

A study of customer perceptions of brand differentiation related to
stock price showed that the average next-year risk-adjusted stock return
for firms with increased versus decreased differentiation was 4.8%,
versus —4.3%.%° A second study analysing 872 brands’ financial results
between 2006-2022 across multiple categories showed that difference:

1. is the number one driver of share outperformance
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2. accounts for 35% of share growth, and
3. isincreasing in importance.’!

And we’ve already seen from Kantar’s work that it helps predispose
people to buy.

So, it’s important, but what does difference really mean? We know there
are debates in marketing circles about the meaning of ‘differentiation’
and distinctiveness’, and which one to use when. To us it’s splitting hairs.
Far more helpful is to understand the different ways to be different, which
we’ll cover here. The problem with the word is that what often springs
to mind is the 1940s’ idea of unique selling propositions (USPs), which
is based on the outdated assumption that every brand has a genuine
functional difference that is unique to them (e.g. Persil washes clothes
whiter). The reality is that most do not, and functional differences are so
fleeting that even if you do have one for a bit, it’s unlikely to last.

So, what else can difference be about? There are four areas:

1. Distinctiveness — an identity that stands out from the competition
based on a suite of Distinctive Brand Assets that help your brand
to be recognized.

2. Perceptual leadership — being perceived as a brand that sets trends,
innovates and leads a category and/or challenges the status quo.

3. Relative strengths — being perceived to be better at or more
associated with something that matters to your buyers. You don’t
have to be the one and only.

4. Emotive clarity — an odd one, we know, but Kantar’s research show
that this also contributes to a perception of being different.*

4 N
Case study: Liquid Death

Liquid Death, a healthy beverage brand that began by selling
water, are a great example. They have difference on so many
dimensions: name and a very distinctive look and feel; emotive
clarity, particularly through the use of humour; a leading
responsibility platform; product size, material (a 700ml can of
healthy beverages versus water in transparent plastic bottles
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and sugar-filled drinks in cans). They’ve challenged the status
quo at every level of the brand building process and combined
this with a highly relevant sense of purpose:

Our evil mission is to make people laugh and get more of them
to drink more healthy beverages more often, all while helping
to kill plastic pollution.>

People aren’t just predisposed to buy it, they’re willing to wear
it! Even getting tattoos of the brand’s logo. Merchandize and
special collaborations often sell out, like the US$225 gold watch
that netted US$145,000. Being different is a huge part of how
they reached a US$1.4bn valuation in just seven years.>

Where they’re struggling is being easy to buy. They’re up against
the dominance of Coca-Cola, PepsiCo and Anheuser-Busch in
the traditional retail environments, so from the beginning they
had to think differently about their routes to market. Their first
distributors were bars, tattoo parlours and liquor stores (and
their delivery transportation was occasionally a hearse). Their
other challenge at the time of writing is relevance — converting
their high awareness into better conversion down the funnel -
getting more people aware of it to consider drinking it.

Case study: Salesforce

From the beginning, Marc Benioff, Chair and CEO of Salesforce,
was focused on differentiation. He calls it the most important
rule in marketing. Their relative strengths at launch were ease of
use, a business model of shared risk and low-risk commitment.
What they added to this was a highly distinctive set of identity
assets, a different way of engaging with customers in events
such as Dreamforce and a strong emotive connection between
employees and buyers — all classified as ‘Trailblazers’. Salesforce
have become one of the most highly valued B2B brands in the
world, ranking high in all the three global brand valuation
studies.*

26

Review proof only - not for circulation




The four factors of brand growth

Both founders give us cautionary tales of why difference in functional
benefits is fleeting:

If your brand is functional benefits you don’t have a brand because
you can’t own functional benefits. I can’t own aluminium cans. So
the minute Coke or someone else makes a can of water I spent all my
marketing dollars to tell people why their product is great.>

Mike Cessario, Founder, Liquid Death

In Marc Benioff’s words,

)

A brand is a company’s most important asset. A company can’t ‘own
its facts. If the company’s facts (speed, price quality) are superior
to the competition, any good competitor will duplicate them, or
worse, improve upon them, as soon as possible. What a company
can own, however, is a personality... It goes beyond logic. It’s an
emotional attachment, and that’s an asset that cannot be stolen by
any competitor.>®

If you're in awe of these two brands, be reassured that it’s rare for brands
to be different on multiple dimensions. Kantar explain that Doritos’
perceptual difference rests in a couple of things: their strong flavour;
and their distinctive look and feel. TikTok are seen to be stronger than
competitor brands on measures like ‘shaking things up’ and ‘leading
the way’, which are both about perceptual leadership.

Remember that you don’t need to be ‘unique’. The reality is that you just
need to be perceived as relatively different: better or more associated
with something that matters to your buyers. And you need to present
your brand differently in order to get noticed and be easily recognized
as you. This requires you to understand competitors’ brand strategies
and Distinctive Brand Assets, and buyers’ perceptions of competitors.

The four factors your brand needs to be and
what to do about it

A picture of your rebrand remit is emerging. Your job is to decide
upon, and be noticed and remembered for, a relevant and different set
of associations and assets in people’s minds. To rebrand right you need
to evolve these things carefully. You need to: identify the associations
and assets that don’t need to change; identify what’s not working well
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that you should change; and identify what’s missing or lacking that
you need to add. You also need to make your brand easy to mind and
notice. If you get those things right, your brand makes it onto people’s
shortlists. You then have to make it easy for people to take the action
required to meet your growth objectives — to find and buy the brand.

Brand strategy, branding and marketing all play roles in this process.
Brand strategy identifies the relevant and different associations we
want and need to stand for. Marketing strategy is about finding ways
to embed them in the right people’s minds and ensuring the brand
is easy to find and buy - so people take action in the way needed to
grow the business. ‘Branding’ (creating and applying identity assets)
and marketing help get the brand noticed and recognized; trigger,
refresh and embed associations; and drive demand and consumption of
products and services. Marketers should influence decisions on product,
customer and employee experience and pricing to ensure things are
cohesive — that the desired associations are delivered and pricing is in
line with perceived value. But brand-building isn’t just a marketer’s
job. Things and people need to be working together effectively, aligned
across the buyer and employee experience, for the desired associations
to be built. It’s not just about driving buyers to take action, it’s about
ensuring leadership and employees take action too.

For a summary, look at Table 1 which we have included again here.

Table 1: Your rebrand remit

YOUR REBRAND REMIT
Rebrands can drive growth by:

Attracting | Stretching into | Supporting price Improving
more new sources of | increases by increasing | engagement and
buyers revenue perceived value performance

Buyers need to:
Feel like your brand is the right choice (be predisposed to buy you)
Think of you more often, in more buying situations

Believe you’re worth the price you're asking
Notice you

To achieve this, your brand needs to be:

Cohesive Relevant Easy Different
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Assess your brand CRED

Where does your brand stand on the four factors? Get out your red,
yellow and green pens and do a quick assessment. You’ll get a visual
snapshot that you can compare to a deeper diagnosis that we’ll share in
the next chapter. Ask your team and leadership to do the same. Do you
all agree on the problems and priorities?

Table 2: Cohesion assessment

C: How cohesive is your brand? Yes | Somewhat | No

(green) | (yellow) | (red)

1. You’ve got the right balance between
building on past strengths and adding
associations needed for the future.

2. Colleagues are clear on the brand
strategy and are using it to take
decisions that shape the buyer and
employee experience.

3. Leadership is role-modelling and
communicating the strategy.

4. Brand strategy is embedded across HR
policies and procedures.

5. Identity, messaging and experiences
are cohesive across touchpoints.

6. Price reflects perceived value.

7. Brand and demand campaigns are
integrated.

8. Long/short campaign split and
investment is right for your business.

9. Executions and media are integrated,
customized and localized effectively.

10. All branding initiatives aimed at
employees and prospective recruits are
aligned with the overall brand strategy.

11. You understand what should sit at a
brand level and what sits at a product/
service level and how communications
should reflect this to buyers.
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Table 3: Relevance Assessment

R: How relevant is your brand?

Yes

(green)

Somewhat

(vellow)

No
(red)

You understand how your rebrand

is relevant to the C-suite and their
priorities to secure the investment you
need.

You know your growth remit, whether
attracting new buyers, raising perceived
value to raise prices, stretching or
improving engagement.

You're clear on the people you need to
attract and reach, and what they care
about.

You're clear on the associations you're
building and how they’re meaningful to
the people you're trying to reach.

You understand the market and cultural
shifts that are influencing buyers and
employees.

You know the reasons buyers come
shopping, which are most common, and
which you should focus on.

You understand the buyers’ journey
from knowing your brand’s name, to
what it offers, liking it, considering it and
intending to purchase from it, and how
‘leaky’ this funnel is.

You understand why buyers and
employees would or would not
recommend your brand.

Table 4: Ease assessment

E: How easy is your brand?

Yes

(green)

Somewhat

(vellow)

No
(red)

Your brand is associated with the most
important Category Entry Points.

Your brand is easy to find.

Your brand and products are easy to
navigate — for the sales team and buyers.
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4. Your brand is easy to buy.

5. Your brand is easy to use.

6. Your long-term brand building campaigns
generate an emotional response.

7. Your brand is easy to notice through
your use of Distinctive Brand Assets and
creativity.

Table 5: Difference assessment

D: How different is your brand? Yes | Somewhat| No

(green) | (yellow) | (red)

1. You understand competitors’ brand
strategies and Distinctive Brand Assets
and hence what to avoid.

2. Buyers and employees/prospective
recruits play back that your brand is
different from competition.

3. You have a suite of Distinctive Brand
Assets.

4. You know what your relative strengths
are versus competition (and buyers
agree).

5. You are challenging the status quo and/
or leading the category in some way.

6. Buyers associate an emotion with your
brand.

So, what’s your brand CRED? Can you already identify the areas you
need to focus on for your rebrand? Take our CRED quiz on www.
rebrand-right.com to get your personalised score and recommendations,
and compare your results to others. Please don’t worry if you’re staring
at a lot of ‘no’ or ‘somewhat’. If you had a ‘yes’ across the board, you
wouldn’t need to rebrand in the first place! But you do need to find out.
That’s why you need the next chapter: your brand diagnosis.
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Now you understand the theory,
let’s get practical.

@ Diagnose

Understand what's going wrong

In Part 1, ‘Diagnose’, we explain the four factors you control that
underpin how brand changes drive growth (chapter 1).

We then show you how to diagnose and present what’s really wrong
with your brand, assessed against these four factors, to get buy-in for
the changes that are needed (chapter 2).

@ Define

Create the right strategy and identity

In Part 2, ‘Define’, we explain how to create a brand strategy that
ditches the jargon and actually engages the organization (chapter 3).
Then we cover how to develop a brand identity that stands out,
inspires creativity and works cohesively - moving away from typical
guidelines to a better approach that inspires all users (chapter 4).

© Deliver

Engage everyone to drive brand to demand

In Part 3, ‘Deliver’, we explain how to engage the whole organization
with the strategy to improve the buyer and employee experience
(chapter 5), how to craft a marketing strategy that drives brand to
demand to revenue (chapter 6), and how to measure the impact of
your changes and keep the momentum going (chapter 7).

In all good bookshops

Buy now

Visit rebrand-right.com for more resources and to keep in
touch with news of book, courses and coaching
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