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HOW WE THINK ABOUT BRAND 
MANAGEMENT

Page 1
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What is a brand strategy and why do I care?

 It provides the guidelines for your organization on HOW to behave and HOW to achieve your 
goals.

 It provides the rules to the game!

 Blue 32, Red 42, Right Split, Hut...Hut!

Page 2
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What is brand equity?

Page 3

“Brand equity is a set of assets (and liabilities) linked to a 
brand's name and symbol that adds to (or subtracts from) the 
value provided by a product or service to a firm and/or that 
firm's customers.”

-- David Aaker, Building Strong Brands

“A product is something that is made in a factory; a brand is 
something that is bought by a customer.  A product can be 
copied by a competitor; a brand is unique.  A product can be 
quickly outdated; a successful brand is timeless.”

-- S. King, WPP Group, London

“A company’s brand has almost nothing to do with its products 
or services anymore.  Branding is really a function of the 
dialogue between a company and it constituents.  The more 
meaningful that dialogue, the stronger the brand.”

--Larry Weber, head of Advanced Marketing Services for Interpublic and author of The 
Provocateur
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To financiers, brand equity = retained earnings.
To marketers, brand equity = retained customers.

Page 4

1. Cost-based approaches

2. Market-based approaches

3. Income-based approaches

4. Formulary approaches, for example:

Interbrand (and Financial World) !ŀƪŜǊΩǎ ά.ǊŀƴŘ 9ǉǳƛǘȅ ¢Ŝƴέ

-Leadership -Price premium

-Stability -Satisfaction/Loyalty

-Market -Perceived quality

-Internationality -Leadership/Popularity

-Trend -Perceived value

-Support -Brand personality

-Protection -Organizational associations

-Brand awareness

-Market share

-Market price and distribution coverage

Ways to measure brand equity
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Rewards of brand equity

Page 5

Provides value to customers by 
ŜƴƘŀƴŎƛƴƎΧ

• Interpretation/processing of 
information (i.e., shortening the 
decision-making process)

• Confidence in the decision

• Satisfaction with the experience

Brand
Equity

Provides value to the
organization ōȅ ŜƴƘŀƴŎƛƴƎΧ

• Efficiency and effectiveness of 
marketing programs

• Brand commitment

• Prices/margins

• Stock performance

• Brand extensions

• Trade leverage

• Competitive advantage

• Buys time when the company 
makes mistakes
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Top ten traits of strong brands*

1. The brand excels at delivering the 
benefits customers truly desire.

2. The brand stays relevant.

3. The pricing strategy is based on 
consumers’   perceptions of 
value.

4. The brand is properly positioned.

5. The brand is consistent. 

6. The brand portfolio and hierarchy 
make sense.

7. The brand makes use of and 
coordinates a full repertoire of 
marketing activities to build 
equity.

8. The brand’s managers understand 
what the brand means to 
consumers.

9. The brand is given proper 
support, and that support is 
sustained over the long run.

10.The company monitors sources of 
brand equity.

Page 6*According to Harvard Business Review, Jan/Feb 2000
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What makes a top brand?

Page 7

Top Brand 2nd Place
Coke                     Pepsi
(It has been estimated that more
than 50% of the worth of Coca Cola
Company is in its trademark.)

McDonalds Burger King

Intel AMD
(Market capitalization has increased
from $10 billion to $150 billion since 1991.
Intel measures brand equity as the price
discount needed to get a customer to accept
a PC without an Intel microprocessor.)

Hertz Avis

Wal-Mart Sears/K-Mart, Target, Kohl's?

Lowe’s (Home Depot?) HQ, Builder’s Square?
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Brand management is…

Page 8

“Brand management is a business strategy, NOT
just a marketing or communications strategy.”

--Rob Klein, Klein & Partners

A successful brand strategy requires a long-term commitment on the part of senior 
management as well as the entire organization.

A brand strategy impacts:
• hiring and training practices
• corporate culture
• accountability
• staffing
• product development
• delivery
• pricing
• marketing
• advertising and promotion
• and ultimately, your position in the market
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Definition of a strong brand

Page 9

As two sides of a single coin, we define a strong brand as having “the ability to 
acquire and retain customers more efficiently and profitably than competitors over 
the long-term.”  These two elements of a single strategy are brought to life through…

…an effectively communicated brand 
promise (i.e., customer acquisition)

…the effective internal 
operationalization of the brand promise 
through a strong brand experience (i.e., 
customer retention)
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Measuring brand equity

Page 10Source: Klein & Partners’ Brand Equity Model

Brand 
Strength

Market 
Strength

Financial 
Strength

Brand
Equity

The
Promise

The 
Experience

The 
Architecture

Brand
Strength

ΧƻǊ .ŀǊǊƛŜǊǎ

-Physicians
-Location

-Insurance
-Scheduling

-Access
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Measuring brand equity

As the diagram on the previous page illustrates, there are three primary components of brand 
equity:

 Financial Strength:Strong brands are financially sound.  It is important to gauge how “fiscally responsible” external 
stakeholder groups believe your brand is (in addition to understanding your true financial position), as well as your utilization 
share.

 Market Strength:Even a brand that creates consumer demand must also make itself available to that attracted group.  
Market Barriers can get in the way of creating a strong brand.  If you are not conveniently located or if you do not have a 
strong physician referral program or don’t take the appropriate insurance or if you make it hard for people to schedule 
appointments, etc. your brand is creating Market Barriers to use… the opposite of Market Strength.  Creating Brand Strength 
is tough enough without adding unnecessary barriers.

 Brand Strength:It is all the aspects of your brand that create consumer “demand.”  It is how you present your brand to your 
constituents and how they experience it.

ïAnd the three components of Brand Strength include:

 the promise:is the actively communicated value proposition that entices trial (i.e., Attraction).

 the experience:is the operationalization of the brand promise into the actual patient/family experience (i.e., 
Attachment).

 the architecture:is the structure of the organization both from a brand promise communication standpoint and from 
an operational standpoint (i.e., How do all the brand family members speak and act with a unified voice?).  This is 
the internal rules of engagement process regarding how all the brand family members play nice in the sandbox and 
are held accountable for their team play. (e.g., Do consumers understand what a system is?  Do they care?  What 
value does it add?)

Page 11Source: Klein & Partners’ Brand Equity Model
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Market Strength (aka: Market Barriers)

• For example… Patients are often very 
location sensitive.  This can often be a 
major barrier to use.  But there are 
other barriers.

• Location...Location...Location (as 
Ray Kroc always said)

• While hospitals spend money trying 
to build their brand so that people 
will be attracted to using them, 
location of the hospital (or its 
convenience) remains a dominant 
factor in choosing a hospital.

• It is a factor that can work for your 
hospital or one that work against 
your hospital  i.e., a double-edged 
sword.

Page 12Source: Klein & Partners’ Brand Equity Model

Market
Strength
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How Brand and Market Strength Interact: Push/Pull (or Yin/Yang)

 A strong brand creates interest in itself for initial and repeat use and it also has to make sure it is “available” for those who 
want to use it.  That is why strong brands pay attention to the Push/Pull aspects of their brand strategy:

ïPull (aka, Brand Strength): A strong brand creates interest in itself through its marketing and communication and 
experience efforts that make people want to use it (again).  Essentially, with this strategy, consumers “pull” the brand 
through the distribution channel with their interest.

ïPush (aka, Market Strength): Consumer interest can be undermined if the service is not readily available (i.e., there is some 
Market Barrier) or some other hurdle gets in the way of interest and actual behavior.  For example, without a strong 
physician relationship, physicians can undermine a brand that consumers are interested in; not being in key insurer 
networks can cause people to go elsewhere; and having locations inconvenient to people can cause them to go elsewhere.

 When developing a brand strategy, both Push/Pull elements must be coordinated.  Addressing just one is like a body builder 
exercising only one arm...

Page 13Source: Klein & Partners’ Brand Equity Model
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Brand Strength: building a strong brand

Page 14

Awareness

Non-patients Patients

Attraction Attachment
Environmental

Factors

Retention
Recommendation

Repeat/Increased use (SOW)
Trial use

Key
Brand

Promise
Metrics

Key
Brand

Experience
Metrics

T-O-M

Source: Klein & Partners’ Brand Equity Model
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The Promise



Klein
x2

®
Rx

%

p(q)

™

H

Klein
x2

®
Rx

%

p(q)

™

H

research for your brand’s health

Elements of a brand promise

Page 16

Brand
Essence

3-4 words that describe 
your brand’s heart and 

soul.

Why your brand promise is 
believable; ways the 
organization can support and 
live the promise.  It is a 
“reason to believe.”

How the brand is 
different from the 

competition.

How the brand promise 
is relevant to 
consumers: how the 
brand will benefit 
customers rationally 
and emotionally.

What human 
personality traits 

this brand 
exhibits.  Part of 

the brand 
identity.

A statement actively 
communicated to 

consumers that creates a 
unique and meaningful 

image and set of 
expectations in the 

consumer’s mind.

How the brand is 
visually presented. 
Part of the brand 
identity.
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What is brand identity?

Page 17

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

-- David Aaker, Building Strong Brands

“Brand identity is a combination of visual, auditory, and other sensory 
components that create recognition, represent the brand promise, provide 
differentiation, create communications synergy, and are proprietary.”

-- Brad VanAuken, Brand Aid
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The components of brand identity

Page 18

Core

Extended

Brand as
Product

Brand as
Org.

Brand as
Person

Brand as
Symbol

Source: David Aaker, “Building Strong Brands”

Brad VanAuken in Brand 
Aid calls this your “brand 
essence” and Kevin Keller 
in Strategic Brand 
Management calls it your 
“brand mantra.”

Brand Essence Examples

Nike: authentic athletic performance

Post-Its: fast friendly communication

Disney: fun family entertainment
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Your brand position must address key brand identity elements…

 Your brand position must be consistent across your:

ïOrganization: Is our brand being communicated and operationalized consistently across the 
enterprise?

ïProducts: How do our products’ positions “connect” to each other and to the whole?

ïLogos/Icons: When consumers see our logo, does it produce the image that we are 
presenting?

ïPersonality/Customer Relationship: Is our personality and relationship with customers 
consistent with our brand position?

Page 19
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Your brand dialogue is impacted by consumer behavior

Page 20
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éor Learn, Feel, Do

FCB Planning Grid
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Seeking relevancy for your brand promise

Page 21

Messenger Oriented
(Internal Perspective)

More than 3,500 
physicians in our 

network

Conveniently located

Receiver Oriented
(External Perspective)

I won't have to switch 
physicians after all

I feel better knowing 
my family can visit 

me often

Chances are my 
physician is in the 

network

Convenient for 
family members to 

visit

Attributes Consequences Values

Less relevant
Less defensible

More relevant
More defensible
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The brand position game (remember the “King of the Hill” game?)

Page 22

Position occupied
by competition

Position is not

occupied through

either uncertainty

or lack of perceived

differentiation

Your organization

occupies the

position

Strengthen and Defend

Reposition Yourself
and Competition

Reposition Yourself
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Brand position options

Page 23

Positioning Development Process

Strengthen

and defend

Is it feasible

to reposition

yourself?

Is it possible

to reposition 
you and 

competition?

Structured Strategies:

Corporate Identity

Competitive Distance

Segment Selection

Analyze

Market

Situation

Select

Position

Yes

No

Yes

No

Marketing

Mix/Goals

Strategies

Advertising

Strategies

based on

Structured

Strategies

Selected position

is the same as

current one

Selected

position is not

occupied

Selected

position is 
occupied by 
competition

How is your brand 

perceived by your 

target audience?

How meaningfully 

different are you 

from your 

competitors?

What segments 

are most attractive 

to your brand(s)?

Structured Strategies source:  Professor Keith Adler, Michigan State University (my grad professor)
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HOW SEGMENTATION FITS IN WITH 
YOUR BRAND STRATEGY

Page 24
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Benefits of segmentation

Page 25

• Design responsive services to meet the needs of  the marketplace

• Determine effective and cost efficient promotional strategies

• Evaluate the organization's market position and competitive stance

• Provide insight on present marketing strategies
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Steps in segmenting the market

Page 26

Situation Analysis
Market

Segmentation

Market Targeting
Product

Positioning

Evaluate the 
organization's current 
situation

Identify bases for 
segmenting the market

Develop profiles of 
resulting segments

Develop measures of 
segmentation 
attractiveness

Select the target 
segments(s)

Develop product/service 
positioning for each 
target segment

Develop marketing mix 
for each target market
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Criteria for a viable market segment

Page 27

1. Measureable/Definable

2. Meaningful/Large Enough (quantifiable)

3. Reachable

4. Responsive to marketing efforts

3 4 5 6 7 8 9
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Ways to segment consumers

Page 28













Age

Gender

Family size

Life stage

Income

Education











Zip codes

Cities

Counties

States

Geo/Cluster codes







Benefits sought

Perceived risk

Readiness stage/ 
Awareness









Usage/Occasions

Loyalty/Switching

Type of insurance

Employment









Social class

Personality

Lifestyle

PATH
T M

Demographics Geographic

Cognitive Behavioral

Affective
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The customer life cycle and the brand strategy

Page 29

Healthy Diagnosed Treatment Life

Brand
Promise

Products

Brand
Relationship

Consistent message

Products and their messages can vary by customer life cycle as long as they 
connect with the brand promise.

Customer relationship can vary but should have major consistent bonding orientation.

(How you operationalize
and execute the brand
promise.)
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Page 30

The
Architecture
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Brand architecture

Page 31

• Brand Architecture refers to how you organize the different brands that comprise your organization.  It 
provides for the roles each brand plays and the rules of engagement within and between brands so 
that every brand in the brand family is optimized in terms of what it brings to the table.

• Key things to remember about a brand family:

• Managing a brand family is like managing a play…

• Roles must be defined

• Lines must be memorized

• Each player must stay within their defined parameters

• Not all brands can be the lead

• Without brand family rules, related brands do not play well in the sandbox

• Which brand takes the lead can effect the entire outcome of the brand family
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Managing your brand family (i.e., brand architecture)

Page 32

.     Branded House      . .        Subbrands        . .                 Endorsed Brands               . .    House of Brands    .

Same

Identity

Different

Identity

Master

Brand as

Driver Co-Drivers

Strong

Endorsement

Linked

Name

Token

Endorsement

Shadow

Endorser

Not

Connected

BMW GE Capital
GE Appliance

Buick
LeSabre

Gillette
Sensor

Courtyard by
Marriott

McMuffin Grape Nuts
(Post)

Tide
(P&G)

Touchstone
(Disney)

Source: David Aaker, “Building Strong Brands”
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Defining brand roles

 Driver Brand (drives the purchase decision)

ïDo people choose your organization for all their _______ needs and then the 
product/service that best suits their needs?

 Endorser [Supporting] Brand (supports or provides credibility to the driver brand’s claims)

ïDo people choose a particular product/service for a preferred reason but are confident in 
their choice by the fact that it is provided by your organization?

 Strategic Brand (key to the future performance of the organization; heavy resources placed on 
this brand)

ïWhat is your “Big Mac?”  That is, do you have a key product that everyone connects with 
you?  It is your most important connection with customers.

 Silver Bullet (the product/service that typifies what the organization stands for)

ïOften a logo or mascot in sports, does your organization have that one silver bullet that 
stands for your core brand essence?  (e.g., your Ronald McDonald?)

Page 33Source: David Aaker, “Building Strong Brands”
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Strategic product lines

 There are essentially three product lines that can be considered “strategic brands” for the 
hospital.  They are the “3-Cs.”

ïCancer

ïCardiac

ïChildren

 Each of these product lines has a “halo” effect on the rest of the hospital.  Not only do they 
enhance the overall reputation of the brand but they afford it “geographic reach.”  That is, 
hospitals with a strong reputation in cancer, for example, not only are well-thought of for other 
medical situations in their own market but in other markets as well.

 Hospitals without a leadership position in one of these areas tend to be considered 
“community” hospitals with little geographic reach.

Page 34
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System structures

Page 35

Hub and Spoke System System of Equals

Health
Plan

Physician
Group

Hospital
A

Hospital
B

Ancillary
Services
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Brand architecture – system example

Page 36

Hospital A

Hospital B

Hospital C

Hospital X

Services X

Hospital A

Hospital B

Hospital C

Hospital X

Services X

Driver
Brand

Endorser
Brands

Endorser
Brand

Driver
Brands
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Brand architecture – system example

Page 37

Hospital A

Hospital B

Hospital C

Hospital X

Services X

Driver
Brands

x
No link

This structure also depends on whether or not there is a dominant brand in the family...
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What’s in a name?

Page 38

 Plenty

 A majority of consumers will pay more for a “known and trusted” brand name.

 All the good names are taken (unless you use a brand name within your own 
brand family)

 Made-up words are about all that is left.  (Empty Vessels remain the most 
common new brand name.  Empty vessels come with no brand image or 
baggage.  But they must be filled quickly and appropriately.)

 How a name sounds is more important than how it looks, or what it initially 
does not mean.
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The
Experience
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Understanding experience

The three states of EXPERIENCE: Where BRAND fits in:

1.  Expectations before the experience 1.  Brand promise (expectations)

2.  The actual experience 2.  Brand experience

3.  Brand memory over time 3.  Experience + Promise

 Expectations can be set from indirect experience with the brand, previous direct experience with the brand, 
word-of-mouth, marketing and communication from the brand, or from any other form of communication or 
interaction.

 The actual brand experience is impacted by those expectations the customer brings with them to the 
encounter with the brand in relationship to how well the experience is delivered.

 Memory of the actual experience is affected by how well the experience met positive expectations or 
countered negative expectations.  The bigger the failure in the experience, the longer and more negative the 
memory halo effect will be (i.e., “memory telescoping” – making a memory better or worse than it really 
was).  This memory can influence someone who is now in a position to influence another person’s 
expectations (as well as coloring their own for the next experience).  And the cycle starts all over again…

Page 40

Strong brands own their experience!
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Internal Stakeholders           Patients               Consumers               Other External Stakeholders

Operationalizing your brand strategy

Page 41

(External - patient acquisition)

• Communications strategy - the BRAND PROMISE

• Consistency over time.

(Internal - patient retention)

• Must first reach internal team members (staff)

• You must OPERATIONALIZE the strategy – the BRAND EXPERIENCE

• If all staff are not walking the same talk you will not keep your brand promise

• Physicians are the fifth “P” in the 4P’s of marketing (i.e., Personal selling)
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Managing your brand over time

Page 42

The evidence clearly shows that brand building is an investment rather than a cost, a 
necessity rather than a luxury, and a priority shared by the most successful corporations.

Operationalization

• Hiring and training practices

• Staff accountability

• Corporate culture

• Products/Services

• Customer service

• Pricing

• Distribution

• Marketing/Advertising

Over The Long-Term

• Consistency (“A brand strategy is harder to 
maintain over time than it is to create.”)

• Commitment from the top

• Resources/Investment

• Committed brand architecture plan (i.e., 
the brand family)

• Brand responsibility/Leadership

• Tracking system
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Managing your brand over time

 EVOLVING an Identity: gradually evolving a brand’s identity over time so that it eventually 
takes on an improved or even a completely new identity.

 AUGMENTING an Identity: retains the existing core identity but augments or extends it with 
additional identity elements.

 No brand can stand still; like a human, a brand must continually grow, learn, make mistakes, 
get sick, heal, etc. (and sometimes die)

Page 43
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HOW WE BUILD HEALTHY BRANDS
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Building a healthy brand

 The goal of your brand management process should be to attain, retain, or regain a 
brand leadership position:

ïcreating a new brand

ïrepositioning an existing brand

ïdefending a brand leadership position

ïrepairing brand damage (i.e., baggage)

…to be the King of the Hill!

Page 45
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The process... BRANDprintsm
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Where are we now?
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 The first phase – Where are we now? – provides an 
understanding of the current competitive landscape 
along with your strengths and weaknesses, as well as 
opportunities and challenges.  This phase helps set the 
realities or parameters for moving the brand forward.

 The second phase – Where do we want to go? – focuses 
on determining what opportunities exist for 
(re)positioning the brand, defending the brand, and even 
repositioning the competition.

 The third phase – How do we plan to get there? – serves 
to evaluate the brand position and its executional 
requirements to ensure that the strategy objectives are 
being met (i.e., the promise is on target and can be 
operationalized).

 The fourth phase – Are we on track? – monitors your 
brand position over time to ensure that it remains on 
track with the target audience(s).

The entire brand management research process provides a blueprint for organizations to gain and maintain a 
healthy brand.  Its four phases engage all key internal and external stakeholder groups in an information 
gathering and processing forum.
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BRANDprintsm
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Klein & Partners’ brand health viewpoint
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Measuring the
customer

experience

Measuring the
brand promise

Brand
Health

The Klein & Partners brand 
health model integrates the 
key outcome variables from 
traditional CSM and A&U 
studies.  So when you wish 
to conduct a CSM or an A&U 
study, results can be 
compared.

Understanding 
how well you have 
operationalized 
your brand 
promise provides 
the key second 
half of 
understanding 
your brand’s 
health – Is my 
ōǊŀƴŘΩǎ 
experience 
creating retention 
among my 
existing 
customers?

Determining your 
brand’s position in 

a competitive 
context provides 

the key first half of 
understanding 

your brand’s 
health – Is my 

promise attracting 
new customers?
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From CSM to “Brand Experience” measurement
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Satisfaction
Loyalty

Recommendation
Repeat use

Traditional
Satisfaction

Model

Brand
Experience
Measures

Integrated
Brand Health

Model

Brand
Promise

Measures

Commitment
Loyalty

Recommendation
Repeat use
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Commitment vs. Loyalty

 It is critical to understand that loyalty and commitment are two different constructs:

ïLoyalty is behavioral (i.e., What you buy)

ïCommitment is emotional (i.e., How you feel about what you buy)

 A person can be behaviorally loyal to your brand, buying it over and over but not be committed 
emotionally to the brand.  These customers are vulnerable to switching because: 1) the brand 
experience may falter; 2) they just don’t care that much about brand choice; 3) another brand 
may come along with a better offer; or 4) no single brand totally satisfies their need-state.  
Gaining emotional commitment from a customer can lock in behavioral loyalty unless: 1) 
market factors (such as switching, availability, price issues, etc.) come heavily into play; 2) 
customers remain multi-brand committed.

 “From a marketing perspective, loyalty can be bought while commitment can not.”

--Dr. Jannie Hofmeyr

Page 50Source: Dr. Jan Hofmeyr, Commitment-Led Marketing
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The definition of commitment

 Brand commitment is an emotional or psychological attachment to a brand within a product 
class  (Fournier 1998; Lastovicka and Gardner 1978), and this definition is attitudinally rather 
than behaviorally based (Bloemer and Kasper 1994; Traylor 1981).

 Commitment is a state of mind.  (Dr. Jan Hofmeyr, “Commitment-Led Marketing”)

Page 51
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Brand attraction
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The more appealing your brand is to non-patients, the more attracted 
they will be to it over other brand choices.  However, if non-patients find 
another brand more appealing, they will be attracted to it over your 
brand.

Non-
Customers

Non-
Customers

Non-
Customers

Non-
Customers

Your
Competitor

Your
Brand
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Brand attachment
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Customers

Customers

Customers

Customers

Your
Competitor

Your
Brand

The more attached your patients are to your brand, the less they are attracted 
to competing brands.  In contrast, unattached patients are very open to 
competing brands.  But there are several reasons for a patient to be 
unattached to your brand...
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Commitment clarifies the role that satisfaction plays in predicting 
switching intent
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Patients not attached to Brand 
A are more likely to switch as 
their satisfaction decreases.

Attached patients are 
equally unlikely to switch, 
regardless of how satisfied 
they are.

Terrible Perfect
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Thank you
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Thank you for the opportunity to present Klein & 
Partners’ brand viewpoint.  For more information, 
please contact:

Rob Klein

President

Klein & Partners

412 Ashbury Dr.

Hinsdale, IL  60521

(630) 455-1773 [office]

(630) 915-7764 [mobile]

rob@kleinandpartners.com

www.kleinandpartners.com


