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  Praise for Clyde Fessler and Rebuilding the Brand

  I have had the opportunity to observe a number of “marketing/brand management experts” across diverse industries over the last forty years but have never seen the likes of Clyde Fessler’s creativity in defining and bringing to life the concept of “radical marketing and branding” strategies. People in the motorcycle industry laughed at his approach to marketing challenges, but they ridicule no more. His outside-the-box solutions boosted consumer confidence, and significantly improved market share brought about the creation of new products. His creativity and tenacity, combined with the talent of Rich Teerlink and other colleagues at Harley-Davidson, laid the foundation for significant increases in shareholder value. If you want your organization to preempt the competition, read this book.

  —Bill Gray, retired VP of Human Resources, Harley-Davidson Motor Company

  

  Clyde was truly one of the greatest leaders in Harley-Davidson’s history. He helped lead Harley-Davidson to its current position as one of the top 100 brands in the world with market share leadership in virtually every customer segment. He always challenges conventional thinking and was a pioneer of the “close to the customer” philosophy of marketing. He lives with the customer and understands the customer better than anyone. There is a lot of wisdom in this book. It should be required reading for any business school marketing class.

  —Jeff Merten, Former Vice President and General Manager, North American Sales, Harley-Davidson Motor Company

  

  This incredible book gives you a good idea of how effective Clyde Fessler has been in helping to make Harley the amazing success story it has become. He gets what we motorcyclists are all about. His idea of a vacation is riding his bike to Sturgis, or Laconia, or maybe Daytona. He understands the customer and knows how much we love Harley bikes, because he shares that love with us. Thanks for all you’ve given us, Clyde. May the adventure continue and the good times keep rollin’!

  —Pat Simmons, Doobie Brothers

  

  Harley-Davidson may not have experienced 100 plus years of uninterrupted production without Clyde Fessler. I understand that this is a bold statement and that there were many thousands of individuals, from company men and women to dealers to the vital brand-loyal customers who held in there when the product was substandard and the company unresponsive to their needs. Clyde’s legacy with Harley-Davidson is that he created the innovative programs and products that spread this intensely vertical brand and created products and services that anyone could embrace.

  Rebuilding the Brand is a testament to Clyde, the focused, educated, endeavored individualist who burst through walls of dogma to see that “turning left” will set you free. It is also about building a brand, now one of the world’s most recognized and popular brands, that at one time was primarily known as the motorcycle of choice for ruffians. Grandmothers didn’t buy motorcycle T-shirts for their precious grandchildren before Clyde Fessler. They do now.

  Lastly, this book is a great read from a colorful, engaging, deliciously intellectual man who has lived his life, twisted the throttle and flat out spread the love about a product the world now embraces.

  —Dean V. Bordigioni, Bordigioni Family Winery, LLC

  

  Clyde and I rode together for the first time in the early 1980s when Jefferson Starship had a gig at Summerfest in Milwaukee, Wisconsin, and we have been riding together ever since. When the band went their separate ways, it was Clyde’s marketing strategy at Harley-Davidson of “turning left when the competition turns right” that led me to a second career. His advice really helped me stand out and be noticed above the crowd. Not only for the unique brand-building ideas, but for Clyde’s many pearls of wisdom, Rebuilding the Brand is a must-read book.

  —Craig Chaquico, former Jefferson Starship guitarist

  

  Rebuilding the Brand is a textbook study of the Harley-Davidson turnaround, saving the brand, and making Harley-Davidson the King of the Road. The book would make a great textbook case study at every business school in the nation.

  —Robert W. Miller, Executive Chairman, TH-INK TECH, INC.

  

  It was the fall of 1986, I was the cofounder/editor of a brand-new motorcycle magazine called Harley Women. My partner in the magazine and I had a meeting with the big boys at Harley-Davidson in Milwaukee. I was nervous … we were going to meet their Marketing Director, Clyde Fessler, for the first time. Cut to Sturgis, 1988. The magazine was going well, and our MotorClothes for women line was gaining speed. I ran into Clyde in the parking lot of the Super 8 motel in Sturgis. He was so passionate! I could tell he understood what women riders wanted and needed. Harley-Davidson was finally going to make clothing for us women! Clyde not only lives Harleys, but everything that goes with them. His enthusiasm is contagious and continues to encourage me today.

  —Cris Sommer Simmons
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  This book is dedicated to the love of my life, my wife, Joan, my best friend and a true partner. Her inspiration, guidance, and support have led me to new horizons, a new career, and this book. They would not have happened without her.

   

  One hundred percent of the royalties from the sale of this book will be divided between the Muscular Dystrophy Association and the Children’s Hospital of South Dakota.
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  INTRODUCTION

  I just happened to be in the right place at the right time.

  Maybe I was the right guy for the circumstances, or maybe I just got lucky. It’s probably some of both. When I joined Harley-Davidson as advertising and promotions manager in 1977, I was thirty-five years old. Little did I know what was in store for me and the company over the next twenty-five years.

  I grew up in Sheboygan, Wisconsin, where my father had a small business—actually, several businesses. In one of his entrepreneurial adventures, he rented railroad passenger cars and organized day trips to Chicago Cubs baseball games. During the three-hour train ride to the Windy City, he held games of chance—a spinning wheel or some other carnival-type game—and earned enough to pay for the transportation and baseball tickets with something left over. I went along on some of those trips and collected the money and sold raffle tickets. It was a valuable learning experience in marketing, promotion, and salesmanship.

  In high school, I was referred to as the Fonz. Leather jacket, long hair, black ’51 customized Ford with dual exhausts and moon hubcaps. Mr. Cool. When I got caught smoking on school grounds, they suspended me from school athletics. So instead of playing varsity sports, I got involved in Catholic Youth Organization sports, student government, school plays, and planning events—homecoming, dances, the prom. When the high school sports teams played away games, I lined up buses to take students to the games. It was a good way to make a few bucks, and it taught me a lot about teamwork and how to motivate people.

  At Notre Dame, I majored in English and finance and had my eye on law school, but I was still a bit of a rabble-rouser at heart; I even got arrested in Fort Lauderdale on spring break. After graduation, I purchased my first bike, a Honda 90—not what the Fonz would have ridden, but it got me around.

  Law school bored me, or maybe I was just tired of going to school. After basic training in the National Guard, I got my first job with Kohler Company. We sold air-cooled engines to original equipment manufacturers in different industries—construction, power generation, landscaping, snowmobiles. Kohler taught me a lot about engines, transmissions, and recreational equipment.

  After five years, I went to work for Arctic Cat, which makes snowmobiles in Thief River Falls, Minnesota. I traveled a lot, working with their dealership network. My job included the development of advertising campaigns, sales promotions, and dealer incentives. I also got to work with their racing team. Arctic Cat gave me a lifelong passion for recreational machines.

  When it became evident that the snowmobile industry had peaked, I answered an ad for product manager at Harley-Davidson. They felt my background would be better suited for advertising and offered me the job of advertising and promotions manager, reporting to the director of marketing services. That was 1977, four years before thirteen of Harley-Davidson’s top brass purchased the company from American Machine and Foundry (AMF) in a leveraged buyout.

  By 1979, I was head of marketing services. In 1985, as Harley was on the verge of bankruptcy, our general sales manager left the company, and I was appointed the new general sales manager. I held several other positions over the years—such as director of licensing, VP of MotorClothes®, VP of general merchandise, VP of Motor Accessories, and managing director of Europe—until I became vice president of business development in 1996, the job I held until retirement in 2002.

  So that’s the résumé. Learning promotions at an early age, getting a financial education at college, understanding engines, and working with dealerships and their marketing requirements served as ideal preparation for what was to come. The rest, as they say, is history.

  Many histories have been written about the Harley-Davidson company and its phoenix-like rise from the ashes of near bankruptcy to its laudable position among worldwide corporations today. There are histories of how Harley overcame the huge quality gap that existed between their bikes and Japanese bikes, histories of how Harley fought through crippling cash-flow problems and bankers ready to pull the plug, and histories of how Harley managed to out-Japanese the Japanese manufacturing methods of employee involvement, just-in-time inventory, and statistical operator control. But this is not another history book.

  Rebuilding the Brand: How Harley-Davidson Became King of the Road is about branding. It is the story of how the marketing team at Harley took a brand whose image was downright awful and changed it, built it into the iconic brand the company enjoys today. I describe the methods we used to change the image, create more sales, build cash flow, and leave a legacy for generations of riders to come. At the core of our methods was the concept of “turning left” when the competition turned right. In effect, Harley-Davidson turned away from the path the competition took and went in a different direction.

  This is not my story. It may be my perspective, the way I remember it, but it is truly the story of a group of talented and determined people— employees, dealers, and customers—who came together for a common purpose: to preserve the Harley-Davidson legacy so that the Bar and Shield, and all that it represents, might be held up as a model and admired the world over.
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  BRAND EXPERIENCE

  Imagine: You rise up on your toes, bring your foot down hard on the starter of the classic XLCH Sportster, and hear the familiar “potato, potato, potato” of the engine. Your fingers grasp the handlebars, and a vibration runs the length of your arms and over your shoulders, until it melds with the rhythm of your heart. A twitch of your thumb and the engine roars. Your body shakes, and your knees flex to grasp the power between them. You settle into your seat and prepare for the journey.

  In moments, the landscape glides past, and your senses are assaulted—the green of the grass and the bright blue sky, the tart smell of an orange grove or the musk of newly mown hay, the rising sun reflected in a clear mountain lake, or the serenity of a meadow of mustard grass gently waving in a soft breeze.

  You are riding a Harley-Davidson motorcycle, and you are one with the bike.

  It is an experience like no other, and it is crucial to the selling of Harley-Davidson motorcycles. To a true Hog, it is never about the destination. It is forever about the journey. It is the ride itself that matters. Once that is understood, the marketing of motorcycles becomes obvious.

   

  What Is Brand Experience?

  According to some heavily degreed academics named Brakus, Schmitt, and Zarantonello, “Brand experience is conceptualized as sensations, feelings, cognitions, and behavioral responses evoked by brand-related stimuli that are part of a brand’s design and identity, packaging, communications, and environments.”1 In short, brand experience equals the sum of all points of contact with a brand. This includes both empirical evidence (how well the product performs) and peer assessments (how our friends and colleagues feel about the brand).

  To produce a good experience, the brand must have personality.

  
    A Very Brief History of Motorcycles

    

    Most motorcycle makers grew out of the bicycle business—add an engine to a bicycle, and an industry is born. Harley-Davidson began in a Milwaukee garage in 1903.

    The industry prospered and grew as more people sought inexpensive transportation—until the Great Depression. Suddenly, no one could afford to buy anything. Only two American motorcycle companies survived: Indian and Harley-Davidson. Shortly after World War II, Indian stopped making motorbikes.

    During the 1950s and ’60s, a few European bikes made their way to America, notably the English Triumph and the Italian Aermacchi, even a few German BMWs. But Harley had most of the market to itself.

    Enter the Japanese. In the 1960s and ’70s, Honda, Yamaha, Suzuki, and Kawasaki began selling motorcycles in the United States. Initially, they were not seen as a threat; they had no dealer network, and their bikes were small and technologically limited. But that quickly changed. Soon Japanese bikes flooded the market, and not just the small ones— big heavyweights, too. Honda alone built its brand to a 65 percent market share.

    Until 1981. That’s when Harley-Davidson started to fight back.

  

  Brand Personality

  We form opinions of other people based on their personalities and how we interact with them. Likewise, we form opinions of a brand based on its personality and how we interact with that brand—our brand experiences.

  Every brand develops a personality over time. If people like the brand’s personality, they buy it. If they like it a lot, they tell their friends and become loyal to that brand. They can’t be lured away by price or promotion or anything else a competitor might throw at them. Ultimately, the better the personality and the more people who like that personality, the further the brand sets itself apart from competitors.

  To create a personality that customers are going to like, you have to closely align your brand personality with your customers’ personality. For instance, people not only buy motorcycles for transportation but also to fulfill their need for self-expression and individualism. So aligning Harley-Davidson with “rugged individualism” was critical to creating and maintaining the brand’s personality.

  Here are four steps to add personality to any brand:

  
    	Make certain that the performance of the product or service is at least acceptable. Preferably, the product or service has a reputation for good quality. Without that, you’re going to struggle.

    	Create a story or stories attached to the brand. The more mythical and surreal the stories, the better.

    	Turn left. Offer some sort of cultural contradiction, a mismatch between the accepted norm and what the brand has to offer.

    	Make sure the brand maintains its personality. Engage your customers on an ongoing basis. Create new myths and stories. Brand personality is a living thing; it must be fed and nurtured.

  

  The Harley Personality

  In the first few decades following World War II, Harleys leaked oil and were frequently in the shop for repairs. Empirical evidence showed a slow, poor-quality product. The general public saw Harley riders as rowdy hooligans, grubby and unkempt. In short, the brand personality of a Harley-Davidson was dirty, sloppy, and nasty, a personality that was not likely to win many friends (customers).

  How had this happened?

  Veterans returning from World War II sought respite from the dull (comparatively) 1950s by riding their motorcycles throughout the countryside and raising hell in the process. They formed tribes—Pagans, Outlaws, Hells Angels—and lived a life of adventure on the road. Having no new motorcycles to ride (all had gone to the war effort), they bought prewar bikes and chopped them up to suit their taste, removing fenders to lighten the bikes, changing the bore and stroke dimensions to create more horsepower, adding free-flow exhausts and free-flow air cleaners and custom seats, and most impressive, extending handlebars to outrageous lengths. These modified bikes became known as “choppers.”

  Several motion pictures helped define the roughneck image of the motorcycle rider. In The Wild One (1953) starring Marlon Brando, biker Johnny Strabler and his motorcycle gang terrorize a sleepy California town. Loosely based on a true story of a band of hooligans terrorizing Hollister, California, The Wild One reflected society’s growing fear of motorcycle gangs and motorcycle riders in general. (Ironically, though biker gangs are more often associated with Harleys, Brando rode a Triumph motorcycle in the movie.)

  Other motorcycle movies further fed the anxiety. The Wild Angels (1966) and Hells Angels on Wheels (1967) starring Peter Fonda and Jack Nicholson, respectively, led to one of the most famous biker movies of all time, Easy Rider (1969), starring both Fonda and Nicholson. Harley-Davidson motorcycles figured prominently in each movie and helped foster an image of evil and discontent. Motorcycle riders, particularly those who rode Harleys, were unsavory lawbreakers.

  Meanwhile, Japanese bikes, which began flooding the US market in the 1960s and ’70s, developed their own personality—sleek and fast. They ran seemingly forever without breaking down or leaking oil, the perfect utilitarian vehicle for everyday transportation.

OEBPS/Images/title.jpg
BRE BU II/_&NIG\T]H E

CLYDE FESSLER





OEBPS/Images/cover.jpg
BRAND

= HOW HARLEY-DAVIDSON
‘}@ BECAME KING ROAD

CLYDE FESSLER





OEBPS/Images/logo.jpg
ALLWORTH PRESS
NEW YORK





