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    Praise for Star Brands

    “These days everything and everyone bills itself as a brand—from sodas to athletes, to, if they could (and if they existed), unicorns—but true brands, those that become integral parts of our lives, are cast from years, if not decades, of vested nurturing and leadership from a key group of people behind the scenes: brand managers. A great product, service, or personality without the proper guidance will simply simmer mildly without the potential of becoming what Rogoll describes as a “Star Brand.” This book provides a tangible framework to aim for that lofty status through clearly explained processes and milestones that both new and seasoned brand managers will benefit from implementing on behalf of the brand they’ve been entrusted with.”
~ Armin Vit, co-founder of UnderConsideration

    “Trying to jumpstart your career in brand management, but can’t decide between entering a top business school program or learning on-the-job from a successful experienced marketer? Do both … by reading this book.” 
~ Paul Smith, bestselling author of Lead with a Story and Parenting with a Story

    “Next time I get a tricky question from one of my clients, I might say, ‘Wait, let me check page X of Star Brands,’ as the book cuts all the corners and goes straight to the point on how to build a big brand.”
~ Renata Florio, global group creative director, Ogilvy & Mather

    “A startup cannot afford to wait to work on their brand until they are successful. Instead, the Brand Experience must be an integral part of how an entrepreneur approaches their company from day 1. In her book, Carolina gives entrepreneurs an insider view of how to apply the principles of brand building so their companies will be positioned to one day be a Star Brand.” 
~ Dave Knox, co-founder, The Brandery

    “In an attention economy, brands need to unlock their star power to ensure relevance and value exchange with the people most likely to purchase their products. The old playbooks for brand-building need updating and Carolina provides a refreshing framework for brand managers to build brands in today’s marketplace.”
~ Sarah Hofstetter, CEO, 360i

    “I thoroughly enjoyed reading Star Brands. Even after thirty-six years in the world of branding, I learned something new. Star Brands is written by someone who loves branding, thoroughly cares about her reader, and knows from her unique perspective as a practicing brand manager and as a teacher how to demystify brands for businesspeople, students, and even professionals looking to distinguish themselves in a competitive marketplace …

    Carolina’s unique combination of loving brands and loving to teach the subject is impressive.”

    ~ Jacquelyn A. Ottman, author, The New Rules of Green Marketing: Strategies, Tools and Insights for Sustainable Branding

    “One of the great pleasures of reading Star Brands is how authentically it reflects Carolina’s voice and the experience of working with her on the day to day challenges of building a great brand. Carolina has encapsulated her years of experience into a practical and fun guide to the process of marketing, from analyzing the lay of the land to defining a vision; developing and executing a plan; to measuring results and continuously feeding learning back into the marketing plan. She takes complex ideas and distills them to their essence, illustrates them with clear and easy to understand examples and then links them so that you clearly see the impact of each decision and how everything should work together. Whether you are new to marketing, a seasoned marketer who needs to mentor others or work on the agency side and want a fresh perspective on how a client approaches branding, Star Brands is a smart, pragmatic and empowering guide to marketing today.”
~ Alain Groenendaal, president and CEO, Grey Latin America

    “Having always found the study of branding—and the relationship we as humans have with brands—fascinating, it was an extremely rewarding experience to attend Carolina Rogoll’s Brand Management seminar. The unique star brand model she teaches, presented in this book, allowed myself and my fellow students to better understand how the processes of building a brand happen, and then also to apply them to real life cases. Not only do I better understand the discipline of branding more deeply, but also feel better equipped to build and manage any brand.”
~ Olivia Barry, SVA Masters in Branding Alum, Class of 2014

    “In an age of posts, likes, and tweets, we focus all too often on short term thinking and instant results. Carolina’s book presents a timely reminder that great brands and great businesses are built by people who can see the bigger picture and plan for the long term. Better still–she explains how to do it …”
~ Julian Boulding, president, thenetworkone
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    Foreword

    By Debbie Millman

    Marshall McLuhan and Quentin Fiore opened their 1967 book The Medium is the Massage with the image of a logo “printed” on a raw egg. Before the success of perennial brand darlings such as Nike, Starbucks, or Apple, McLuhan and Fiore commented on the “colonization of attention through the inscription of surfaces,” or the notion that logos would begin to appear on anything and everything. The caption on the yolk read, “A trademark is printed on a raw egg yolk by a no-contact, no pressure printing technique. Imagine the possibilities to which this device will give birth!” In 2015, we no longer need to imagine. Today we have brands on bananas. On basketballs and on a young man’s shaved head. Opportunities of every type—on coffee cups, in public bathroom stalls, on clothes, in marathon races, on diapers, in newspapers, political campaign posters, in philanthropy and even on wedding invitations—they have all become landscapes in which we can insert an impression of our brand affiliations. This inscription is no longer enough to capture the attention and the affection of an audience.

    Brands have become cultural transitional objects, and they now have the unique ability to both differentiate ourselves from others as well as fit in with those we seek to differentiate from. With brands we assert our beliefs, we telegraph our allegiances, we project out how we want others to view us. We choose brands that make us feel most socially confident and we wear these badges as personal signifiers … whether it is deodorant, coffee, water, shoes, or handbags. Virtually no brand is exempt from this cultural communication and at no time in our history as a species on this planet have we asked more of the brands in our lives.

    Why do people love some brands and not others? Why are some brands more successful than others? Why do people feel deeply connected to some brands and deeply dislike others? Ultimately, brands do more than differentiate categorically—brands also differentiate attitudinally. Now consumers choose brands that make them feel most socially confident and wear this badge of cultural acceptability … whether it be soda, sneakers, douche, condoms, cigarettes, beer, or mouthwash. As a result, we have entered a day and age where the notion of brand is an extension of human facility, whether it is psychic or psychological. Brands now create magical worlds inhabitants can understand, and where they can be somebody and feel as if they belong. We can now join any number of tribes in any number of ways and feel part of something bigger than who we are on our own. In 2015, consumers don’t just “get” brands. Brands also “get” people. And people like brands the most when they feel they fulfill their needs and “get” them.

    In Star Brands: A Brand Manager’s Guide to Build, Manage & Market Brands, author Carolina Rogoll provides a unique framework in understanding how this magic actually happens. In her position as both a brand manager at the world’s largest consumer goods company and as an educator in the world’s first graduate program in branding, Rogoll is uniquely qualified to reveal the wizardry behind the curtain and, in doing so, she bestows upon her reader the very tools necessary to grasp this elusive but ultimately attainable creative business process.

    Carolina does this by outlining her proprietary five-step framework aptly titled the “Star Brand Model.” This model provides practical information and structured guidance to build and manage any brand. Carolina clearly and cleverly communicates how her framework applies to many of the global brands leaders in the market today, and she accomplishes all of this while leveraging her decade of experience actually working on the frontlines of brand building (after all, she is practicing what she preaches).

    Contemporary culture is now almost entirely composed of brands, and I contend that the condition of brand reflects the condition of our culture. As Carolina writes in chapter six, everything we consume—even the most basic commodities like water and salt—are brands that satisfy needs. Experiences are brands. People are brands. Our role models are people, and thus our role models have become brands. Brands are so persuasive in their personal, political, economic, aesthetic, psychological, moral, ethical, and social consequences that they leave no part of us untouched, unaffected, and unaltered. Any knowledge of culture is impossible now without an understanding of the implications of “brand.” Fortunately for us, Carolina Rogoll fundamentally and unequivocally understands the living and working context of these implications. Her Star Brand Model can be applied to any brand, in any stage of its development, at any size and in any market, and in doing so, she shows how to honestly and authentically create meaning and momentum.

  


  
    Introduction

    I’ve been chasing Star Brands, those that shine above the rest, since an early age. When I was seven years old, I began collecting stickers and candy covers that had bold colors, interesting fonts, and distinctive shapes. I carefully selected and organized them in beautiful binders with translucent paper similar to stamp collector books. It was my private, curated collection of brands. By the time I was ten years old, I discovered the connection between branded products, marketing, and money. I started my first holiday business going after a very actionable target: households with extra cash in my neighborhood. I sold Christmas lanterns that I would carefully select at the wholesale market my mom would take me to. I realized I could sell them for almost twice the price to my neighborhood target. I rapidly expanded into offering a line extension, my self-made holiday cards that I would design myself. I knew differentiation and a touch of personalization were important so I talked to a local calligrapher to create some templates that I could use. I sold many holiday cards.

    And so I went on my journey on playing with brands, with my sporadic business ideas: jewelry from Czech Republic, revamped paintings upgraded by placing them in nicer and colorful frames, and so on. I did this for a couple years, but my businesses really never took off as a sustainable brand. I didn’t really have a consistent or organized approach on how to grow my product lines or how to differentiate them. I was being too transactional. I also wasn’t really making much money and didn’t know how to manage these businesses as brands. I decided that I was better off focusing on my studies so I could graduate and learn how to build brands at a real company some day.

    I began studying business administration. After completing my studies to earn this and another degree in marketing and management, I was hired by Procter & Gamble (P&G), the world’s largest consumer goods company and the “Mecca of Brand Management,” prior to graduating from college. I was in heaven. I remember talking to my favorite marketing teacher about landing a job at P&G and him telling me, “Carolina, this is amazing. You will be playing and learning how to grow brands and even getting paid for it.” I knew at that moment that my love affair with the art and profession of building brands had formally begun. It seemed like it was the job I was preparing myself for since I was seven years old. That is how I got started in my profession of learning how to build Star Brands.

    Fast forward to today. After studying the best Star Brands for over a decade, I learned how to build these brands. I’ve been privileged to successfully build, manage, and market a billion dollar brand. Passionate about building capability, I’ve been teaching what I believe has made these brands successful for a couple of years too. Star Brands prove best the marketing, theory, and brand management practices that work.

    Now, in this book I’ve summarized my brand-building experience in the form of an easy-to-follow, step-by-step approachable framework for your benefit as well.

    The Star Brand Model is my personal take on an ideal brand-building process. It’s a compilation of over a decade of experience building brands at the front lines of a big multi-national company and the soundest theory I’ve encountered in my research, marketing, and business studies—from business administration to the traditional MBA. I’ve also had the opportunity to personally interview many brand-building minds from active chaired professors at top international business schools to Chief Marketing Officers. The Star Brand Model has been curated with experience of real brand management practitioners as well as top-notch academic theory.

    In this book I will take you through the Star Brand Model, a five-step framework that provides practical information and structured guidance to build and manage a brand, just like brand managers do. You will learn how to assess the brand’s unique challenge to get crystal clear on what your brand stands for, who it should target, how to craft a solid brand strategy for growth behind a solid marketing mix, and then measure your success once in market. The Star Brand Model can be applied to any brand, existing in any stage, from a brand merely on the brink of conception to one with a strong, rich history.

    This book has two audiences. One is the graduate level student from my Brand Management class. The other, any professional or startup that wants to learn how to successfully build a brand in a very practical way. I want to simplify the existing brand management theory for students and professionals and make it more actionable with a touch of reality. I suspect that most active professionals are not able to sign up to do a two-year MBA, navigate a dense MBA text book on their own, or shadow a real brand manager to learn about brand management. Meeting the needs of these readers was my main motivation in creating this book.

    As a professional brand builder, it is my personal wish that you benefit from a strong theoretical yet practical foundation like the Star Brand Model to build any kind of brand. As business people and marketers, I believe we have the responsibility to create better brands and products that truly fulfill peoples’ most desired needs. To do so we need to understand the theory and follow a disciplined process to building brands that meet the needs of the people we market to. This is my contribution to you, the future brand builder.

    May you use the Star Brand Model to successfully build, manage, and market brands. Let’s get started and good luck!
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    Star Brands

    “Tell me your name and your favorite brand.”

    I ask my students this same question every year on the first day of my class in the Master’s in Branding program at the School of Visual Arts. One by one, they begin raising their hands, introducing themselves and sharing their favorite brands. Some seem very excited to associate themselves with a brand, while others are far more reticent, trying to decide on just one.

    I’ve taught this class for several years now, and I continue to be amazed at the consistency of the brands that the students name as their favorite. As you might well imagine, brands such as Coca Cola, Apple, Starbucks, and Nike all make repeat appearances, as do regional fashion favorites and popular “green” brands.

    For some students, the enthusiastic supporters, a favorite brand is more than a simple product preference; it is a statement of character. In some way, large or small, the brand has qualities they identify with, the same qualities that they want others to see in them. They love these brands and are proud to be associated with them.

    The passion these students exhibit for their favorite brand is the gold standard for measuring a brand’s success. Brands that are able to connect with the hearts and minds of their customers are brands that will thrive. Beyond providing unique and functional benefits, these brands have built relationships with their customers over many years, fostering emotional ties and creating long-term brand loyalty.

    The brands that do this consistently year after year, the ones that my students continue to raise their hands for are what I call Star Brands. They are the celebrities of the branding world, the leading lights that we all look to in admiration, and sometimes, a little awe.

    Brands don’t become stars overnight. Star Brands are a result of many smart and assertive brand choices backed up by a strong and successful business model. Building them requires careful planning and thoughtful execution consistently over many years. The people responsible for building Star Brands have mastered the balance of brand love and business fundamentals. Star Brands are not only loved, they are profitable.

    That said, not all Star Brands are the same. Each possesses a unique set of cultures and business practices; for example, no one would ever mistake IBM for Ben & Jerry’s. However, for all of their uniqueness, I do believe that all Star Brands possess certain core qualities, in varying degrees, which are:

    Core Qualities of Star Brands

    
      	Clarity

      	Consistency

      	Higher Order Purpose

      	Emotional Connections

      	Superior Benefits

      	Commitment to Learning
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    McDonald’s has historically been very clear about what it sells and to whom.

    Clarity

    The Ancient Greek maxim of “Know Thyself” speaks to the importance of individual self-awareness and knowledge. This maxim also applies to brands. Star Brands know who they are. They know what drives their success, what limited them in the past, as well as how to grow and thrive in the future. This includes understanding their customers’ needs, the insights to connect with them, and the right marketing mix for effective communication. When a brand knows what it stands for and whom it is trying to delight, it can execute its communication plan and product offering with excellence.

    Consistency

    Star Brands have consistent and recognizable branding and communication. Consistency in communication requires discipline. A brand experience is defined by “touch points,” all of the points at which your brand’s product or service touches the consumer. Star Brands surround consumers with total brand experiences that not only surprise and delight them, but also look, feel, sound, and smell how the brand intends, consistently, regardless of the touch point.

    Consistency pays out. Frequent exposure to the same brand identity and message helps increase brand recognition and awareness. If you have a well-defined and managed brand identity combined with messaging that is compelling and executed consistently, your media investment will also have higher returns and go further in building the strength of your brand. Every time you make a change to your brand message or identity, you will have to retrain your consumer to recognize it. In other words, you must rebuild your consumer’s brain to associate these new images and emotions with your brand.
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    “A Coke is a Coke and no amount of money can get you a better Coke … all the Cokes are the same and all the Cokes are good” ~ Andy Warhol

    Higher Order Purpose

    People like people who think like they do, and if given a choice, they will flock to a brand that supports their same ideology. According to a study conducted by research agency Millward Brown and Jim Stengel, former Global Marketing Officer of Procter & Gamble, having a higher order purpose or ideal that the company seeks to contribute to the world was the single most important denominator across the fifty fastest growing brands from 2000-2010.

    For the brands studied, their purpose was the core driver of strategy, innovation, decisions, and behavior. Star Brands are intentional with their purpose and aspire to deliver on a higher meaning beyond the product or service they sell. Therefore, it is very common that in the process of reaching stardom, great brands become more intentional about their purpose and actively communicate it.
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    Since its inception, Yvon Chouinard has committed Patagonia to be a valuable resource for environmental activism & advocacy.

    Emotional Connections

    Brand relationships are like human relationships; we become acquainted, we try their goods or services, we decide whether we like them or not, and then we begin to have, or not have, a longer and deeper relationship. Star Brands develop long and meaningful relationships with their customers, and they do this in part by establishing strong emotional connections.

    Just as in human relationships, brands cannot, and should not, try to create strong emotional ties with everyone. However, once a relationship is formed, it should be treated with care and nurturing attention. Star Brands don’t treat their customers like ATMs or simply as sources of profit. They see them as co-creators in the brand conversation, striving to meet their needs and satisfy their desires with verve and confidence.

    Superior Benefits

    The benefits a brand offers are what set it apart from its competition. The more distinctive the benefit, the more distinctive the brand, which will in turn attract the greatest number of customers. Benefits don’t have to be purely functional. They can also be aesthetic, emotional, or stylistic. How or why a brand delivers a product can be an even more powerful driver of choice than how well that product performs; performance all too often becomes mere table stakes in the competitive arena. Star Brands focus on offering relevant and authentic superior benefits. They excel at delivering, communicating, and nurturing their most distinctive characteristics. This allows them to drive preference among the right set of consumers.

    Commitment to Learning

    A learning organization, a term first coined by MIT scientist Peter Senge, is one that facilitates the learning of its members to expand their thinking capacity, allowing them to better adapt to the changing market conditions and evolve over time1. Star Brands have systems in place to document their history and key lessons so they can be shared across the organization to help make better future decisions. They learn from the past and quickly adapt to the future.

    Star Brands, as learning organizations, fuel a compelling vision for the future and invest in innovation. They turn their learning into future market leadership with groundbreaking innovation that challenges category norms. Think of Google’s 10X projects (those developed with the mindset of making products or services ten times better than what exist today rather than designing only for marginal improvements), such as the self-driving car or the balloon that gives Internet access to remote areas. These ideas push the limit of imagination and technology to deliver on Google’s purpose and go well beyond its main search engine product and current primary source of revenue.
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    A commitment to learning can lead to creative new endeavors such as Google’s self-driving car.

    Star Brands’ relentless commitment to learning guarantees that they will never be stuck in time. If they learn faster than the competition, they will also always come out ahead. If Charles Darwin would apply his evolution theory to brands, he would talk about learning organizations: “It is not the strongest of the species that survives, nor the most intelligent that survives. It is the one that is the most adaptable to change.”

    THE STAR BRAND MODEL

    In the realm of human achievement, the nature vs. nurture debate is long running and not likely to be settled anytime soon. However, brands aren’t born, they’re made, and while certain characteristics of a brand come about out of fortuitous circumstances, most successful brands are the result of following well-defined processes or frameworks.

    A brand framework is not a formula, but a guided set of strategic choices that you can make on a consistent basis to increase the odds of achieving brand love from your customers. Over time, these choices are calibrated with failures to achieve strong and consistent market performance. Following a framework to build a brand is known as the brand-building process.

    Successful brands often follow a disciplined and consistent brand-building approach. It’s easier to accomplish a goal knowing which steps to follow than figuring it out randomly as you go or trying multiple things at once. Brand building is about creating differentiation in the market place — and communicating those differences effectively, to the right consumers, at the right time.

    The Star Brand Model presented in this book is a simple yet powerful five-step process for building brands. My ultimate goal is to offer a strong foundation to those seeking to learn brand management principles to construct robust, effective and successful brands that deliver on a desired business goal. Following the Star Brand Model will not only help you inculcate the qualities of Star Brands within your organization, but it will provide a strategic outline for putting those qualities to work in the marketplace.
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    The Star Brand Model

    The simple five step model for building powerful brands

    The Star Brand Model is inspired by the lessons of what Star Brands do best, backed up with real-life brand management experience. It’s a hands-on brand model written by someone who has been on the job for several years. Less theoretical and complex, the Star Brand Model is actionable and ready for you to use.

    Using the Star Brand Model to build a brand will also help build the confidence of key stakeholders, including management, clients, and investors. Knowing there is an actionable plan with well-defined metrics gives stakeholders the confidence to take risks with you. This is true for existing companies determining budgetary allocations as well as start-ups looking for funding.

    As a brand builder, you won’t get all of the choices right or be able to control everything that happens to the brand. However, many brand choices are within your control and with the right attitude, a little bit of luck, and the Star Brand Model, you can build your brand successfully.

    How to Use the Star Brand Model

    Building a brand is a journey, so I will walk you through a series of steps, a process of discovery, strategy, creativity and action using the Star Brand Model. Following the steps in order will give you the greatest chance of success. If you are already well along in your brand journey, refining the earlier steps will ensure that you have based your strategic decisions on strong fundamentals.

    Regardless of where you are in the brand-building process, each step will help you ask and find answers to important questions to further your progress. Answering these questions will give you and your team greater focus and help you make strong strategic decisions to bring your brand to market. Each step will include case studies and real and hypothetical examples to maximize your learning. There are five steps in the Star Brand Model. The first four focus on defining your brand and strategic goals, while the last focuses on building a plan to implement them in the marketplace.

    Step 1—Brand Assessment and Goal Setting

    In this step, you will learn how to define the market environment you will be operating in, including an assessment of the brand’s core strengths and weaknesses via a SWOT analysis. The goal of this first step is to articulate the current status of your brand and to begin to chart your brand-building trajectory. Based on this starting point you will be able to formulate core business challenges and set a vision for your ultimate success.

    Step 2—Defining Brand Equity and Target

    This step is about defining what your brand stands for and to what group of consumers it most appeals. You will learn how to define your brand equity and select the target audience for whom your brand is most relevant. This step is based on the principle that what your brand offers—your Equity—and the type of audience you choose—your Target—are highly interdependent.

    Step 3—Crafting a Communication Strategy

    In this step, you will learn how to discover insights and benefits for your brand, and how to use these to generate new communication ideas. You will also learn how to write an advertising brief—the foundation for effective brand communication. I will also discuss the media world in general, as well as share enlightening case studies about credit cards, beauty products, and beer!

    Step 4—Establishing the Marketing Strategy

    In this step you will learn how to define the ideal marketing mix by understanding and selecting core components of your brand’s marketing strategy. We will also learn how to quantify the impact this mix will have on potential sales and brand growth.

    Step 5—Building the Marketing Plan and Measurement

    This is the meatiest step of all and where the previous four steps culminate. You will learn how to bring all the elements together into a solid business plan with a well-defined marketing mix. The marketing plan will also include the defined core elements of your brand from the previous steps as well as go-to-market choices for your product or service such as pricing, distribution, and promotion, including communication and media. This step will also include a measurement plan for determining the success of your strategy in market.

    You can use the Star Brand Model with any entity, product, brand, or person that you are looking to successfully transform over time. You can even use the Star Brand Model for your personal career development—helping to define your leadership or professional equity in the same way a brand would. After all, throughout your career you are looking to increase your market value and hone in on what sets you apart from other professionals. Just like a brand, having a clear, well-defined equity helps you determine where you want to work and which target companies might be interested in you. You have to break through the clutter in the marketplace when you are trying to build your career.

    Ultimately, the Star Brand Model is about success—both for brands and individuals. Achieving success is a matter of defining: who you are, what you stand for, where you belong, and what to communicate—coupled with a solid action plan. Let’s get started by first looking at the people behind Star Brands, and what they do to build them.
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    The Leaders Behind Star Brands

    Star Brands are the cumulative expression of an entire organization’s efforts to shape and build a brand. This does not happen spontaneously, but through the coordinated efforts of men and women we call brand managers. They can exist at the executive level in large corporations, overseeing specific brands, or they can exist at the small business level, where brand manager is but one of the many hats a small business owner wears. Regardless of level, a brand manager is the person responsible for the development and execution of a brand strategy seeking to grow the brand’s awareness, competitiveness, and value in the marketplace.

    At its heart, this book is really about teaching you to be a better brand manager through the Star Brand Model. But before we dive into the model, I’d like to dedicate this chapter to what it means to lead a brand. Let’s begin by taking a look at the origin of brand management, when the core principles were first put into place.

    PRINCIPLES OF BRAND MANAGEMENT

    Let’s go back in time to the early 1930s to Cincinnati, Ohio, where a young Neil McElroy was struggling to survive in a tumultuous market. A promotions manager at Procter & Gamble (P&G), McElroy was frustrated by a lack of resources and manpower needed to properly promote the Camay soap brand he was supervising. Not only was he competing against brands from Palmolive and Unilever, but also against Ivory soap, another P&G brand. He became convinced that in order to succeed, he, and Camay, would need greater independence in the organization coupled with a singular focus on the brand.1 On the morning of May 13, 1931 McElroy sat down and wrote a very compelling memo to his boss, P&G’s president R. R. Deupree. Little did McElroy know that his memo would not only forever change the very structure of P&G, but would alter the entire consumer goods industry.

    Over the course of three pages, McElroy laid out his plan of creating a concentrated task force of what he referred to as “brand men.” His recommendation specifically stated that each brand should be assigned a dedicated team that would better manage all aspects of the brand and help each to become differentiated, something that didn’t exist up to that day.

    Not only did he receive additional resources and manpower, his “brand men” memo became the catalyst for P&G restructuring its business around brands and laid the groundwork for P&G’s subsequent astronomical success. The McElroy memo forever changed how consumer goods companies would organize themselves. The brand management system shifted the focus of the company’s operations by balancing centralized oversight with decentralized decision-making by brand groups, which would have unique knowledge and insight into a brand and the market forces surrounding it.2

    What makes the McElroy memo so special, besides being the origin of brand management, is that a close read of the memo will reveal six principles of brand management that remain valid to this day: Analysis and Measurement, Executional Leadership, Accountability, Collaboration, Brand Advertising, and Operational Discipline3. A manager of Star Brands will need to master them all.

    Analysis and Measurement

    Brand managers are expected to have a pulse of their brand and the market at all times. McElroy makes the case for studying the “field”, i.e. the market, as the primary means of analysis. In his memo he gave great detail on how to analyze market performance with personal investigation of retailers and consumers trends. He suggested that where the brand is performing well “examine carefully the combination of effort that seems to be clicking and try to apply this same treatment to other territories that are comparable.” In short, understand the history of your brand’s performance in the market, note what is working, and seek to apply that knowledge to analogous areas that are underperforming.

    Executional Leadership

    McElroy places the “brand man” as the leader of the brand. This includes leading the planning and execution of brand activities. This is why brand managers are often perceived as project managers, responsible for the coordination of a plan to move the brand toward its strategic goals.

    Accountability

    With leadership comes accountability. McElroy intentionally used the reference of “take full responsibility” when describing critical brand activities the “brand man” performs. He or she needs to assume complete responsibility for understanding brand strategy, advertising, budget, and ultimately, the market sales.

    Collaboration

    Even with the brand manager in the driver’s seat, McElroy emphasized the importance of collaboration with subordinates and district and division-level sales managers. The “brand man” should obtain the district sales manager’s authority and support for corrective action, as well as establishing ongoing communication and check-ins “a number of times a year to discuss with him any possible faults in our promotion plans.” Strong interpersonal and communication skills are a must for any successful brand manager.

    Brand Advertising

    McElroy began his Procter & Gamble career in the advertising division. He was well aware of the demands of the advertising process, which included evaluating the ads or “printed words,” and planning and budgeting for it. So he expected the “brand man” to be the one responsible for all brand advertising. Similarly, he expected the “brand man” to “experiment and recommend wrapper revisions” alluding to the importance of the brand’s packaging and the brand managers’s thought leadership needed in this area as well.

    Operational Discipline

    Finally, McElroy describes what might be the most important quality of a “brand man”—one who can instill discipline and rigor into the brand-building process and “follow through to the very finish to be sure that there is no let-down in sales operations of the plan,” and “to be sure that the amount of money proposed can be expected to produce results at a reasonable cost per case.” In other words, a “brand man” is someone who can make a plan and budget, execute that plan, and then measure the results for future action.

    MODERN BRAND MANAGEMENT

    While today’s brand managers greatly benefit from following the original brand management principles from McElroy, their jobs have also become increasingly more complex in the last decade. The changing nature of today’s consumers, the fragmentation of media, and the rise of digital technology have placed significantly new demands on today’s brand managers.

    Modern brand management is the intersection between growing the brand, business and people. So what traits do Star Brand managers need to cultivate to set them apart? I have posed this question many times to peers, mentors, executives, and recruiters. While their answers were not all the same, a core suite of characteristics began to emerge which paints a picture of a brand manager most likely to succeed.

    Confident Business Leaders

    They are visible leaders that are personally accountable for the vision and results of the brand. They make plans and remove barriers. They take the blame when things go wrong and are the calm amidst the storm. They motivate and encourage the team when times get tough and lead with both the heart and the mind. They are the role model of the team and possess the values they want the team to embody.

    Set Stretching Goals and Deliver Them

    They deliver exceptional results. They set stretching goals behind bold visions and guide the team to reach them. They have a keen understanding of the realities of the business, its strengths and weaknesses. Then they add hope to this reality and dream big about where the business can go if the team performs at its best. They communicate this vision clearly so they can drive it. They are determined to lead the team to victory.

    Build the Brand with New Ideas

    They create new ways to win the consumers’ hearts and minds either with new products or new ways to connect with them. They champion and nurture big ideas. They are persistent in learning how ideas perform in the market and strive to continuously make them better.

    Stay Open, Flexible and Curious

    They recognize the need to be flexible and curious to keep up with today’s consumer, market, and technology. In an “always on” world, we will need more “always on” brand managers4. They stay open to new ideas and different ways to do things. They never stop learning because they know they owe it to themselves, their team, and the brand they manage. They lead a learning organization.
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