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Additional interest in brand 

building is being driven 

by the turbulent changes 

taking place in the business 

structure of the global 

economy. Acquisition, 

divestiture, deregulation, 

and global consolidation 

appear to be the norm, 

not the exception, and all 

this restructuring means 

changing marketplace 

relationships. Brands can 

EH�GHӾQHG�DV�XQLTXH��
proprietary marketplace 

relationships that provide 

long-term strategic value 

to the organization. These 

branded relationships are 

the core of the intangible 

assets of the new economy

For those newly created 

brands, the challenge is to 

move beyond the initial event 

of creating a new brand 

identity to a process that 

supports long-term brand 

EXLOGLQJ��2UJDQL]DWLRQV�ZLWK�
established brand equity have 

D�GLӽHUHQW�FKDOOHQJH��VWULNLQJ�
a healthy balance between 

meeting short-term business 

objectives and nurturing the 

long-term growth of the brand 

assets. In either case, the task 

is to develop and nurture a 

process that integrates brand 

building into the fabric of 

WKH�RUJDQL]DWLRQ·V�EXVLQHVV�
activities.

This new-found charm around 

brands is good news for those 
Karl D. Speak

Principal of Brand Tool Box, Ltd.

Brand Stewardship

By Karl D. Speak

2ULJLQDOO\�SXEOLVKHG�LQ�WKH�'HVLJQ�0DQDJHPHQW�-RXUQDO�
:LQWHU������

7KH�QHFHVVLW\�WR�EXLOG�EUDQG�OR\DOW\�LV�UDSLGO\�EHFRPLQJ�D�QHZ�EXVLQHVV�WUXWK��1RZ�PRUH�
than ever building brands has become a part of the routine business conversation, and 

for good reason. 2UJDQL]DWLRQV�DFURVV�DOO�FDWHJRULHV�DUH�SODFLQJ�PXFK�PRUH�HPSKDVLV�
on the use of brands in their business strategies. The increased popularity of brands as a 

strategy seems to be driven, in part, by a desire to emulate the success of nouveau riche 

FRPSDQLHV��OLNH�1LNH�DQG��0��,W·V�SRSXODU�WR�EH�D�EUDQG��JRRG�UHDVRQ. 2UJDQL]DWLRQV�DFURVV�
all categories are placing much more emphasis on the use of brands in their business 
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individuals in organizations who have held that 

informal position of “brand steward” – the folks in 

corporate communications departments or corporate 

identity professionals who have had that frustrat-

ing job of preaching to the uninterested. That “lone 

voice in the woods” now has a chance to be heard. 

2UJDQL]DWLRQV�QHHG�OHDGHUVKLS�LQ�PRYLQJ�IURP�
short-term brand management to the longer view of 

brand stewardship

*UHDW�EUDQGV��DQG�EUDQG�OR\DOW\��DUH�WKH�UHVXOW�RI�
organizations acting as stewards of the brand rela-

tionship. 

Stewardship 

0RVW�RI�XV�GRQ·W�W\SLFDOO\�DVVRFLDWH�WKH�FRQFHSW�RI�
stewardship with the world of business. Stewardship, 

the active process of safeguarding, protecting, and/

or building up valuable resources entrusted to our 

care, implies a sacred duty or higher obligation to a 

larger community. Stewardship principles and ideas 

are more commonly linked with the realms of reli-

gion and public service. In organized religion, stew-

ardship is about learning to wisely use and apply our 

´WLPH��WDOHQWV�DQG�WUHDVXUHVµ�WR�EHWWHU�VHUYH�*RG�DQG�
the universe. In the public service sphere, steward-

ship is usually part of a larger discussion about how 

to best use scarce resources to promote the well-

being of the public or larger community. 

What is Brand Stewardship?

:KLOH�VWHZDUGVKLS�LV�PRVW�VWURQJO\�DVVRFLDWHG�ZLWK�D�
GHYRWLRQ�WR�WKH�KLJKHU�FDOOLQJV�RI�*RG�RU�FRXQWU\��WKH�
basic concept is critically important to the success of 

EXVLQHVV�DQG�RUJDQL]DWLRQV�WRGD\��2UJDQL]DWLRQV�WKDW�
ZDQW�WR�WKULYH�LQ�WRGD\·V�PDUNHWSODFH�PXVW��LQFUHDV-
ingly, concern themselves with the higher values that 

VXSSRUW�WKH�EUDQG·V�SURPLVH�DQG�SUHVHUYH�WKH�GLV-
tinctive relationship with its markets. 

The best application of stewardship principles in the 

EXVLQHVV�ZRUOG�FRPHV�IURP�3HWHU�%ORFN·V�ZRUN�LQ�RU-

JDQL]DWLRQDO�GHYHORSPHQW��%ORFN�GHӾQHV�VWHZDUG-

ship as “the willingness to be accountable for the 

well-being of the larger organization by operating 

in service, rather than in control, of those around 

us.” Block goes on to describe the core ethos of 

stewardship as choosing service over self-inter-

est. 

Businesses and other organizations that want to 

maintain strong, positive relationships with their 

targeted constituencies must continually protect, 

safeguard, and build up the value of their brand 

equities. Put another way, organizations are re-

sponsible for ensuring that their brands stand for 

value, service, quality and other attributes that 

matter most - over the long-term - to the people 

they serve. 

Stewardship, in this context, clearly applies to the 

FRQFHSW�RI�EUDQG�EXLOGLQJ��6WDWHG�VLPSO\��%UDQG�
stewardship is the leadership and accountability 

IRU�WKH�ORQJ�WHUP�ZHOO�EHLQJ�RI�WKH�RUJDQL]DWLRQ·V�
brand equities. It mediates the natural tension 

between the use of brand assets to contribute to 

WKH�RUJDQL]DWLRQ·V�RQ�JRLQJ�RSHUDWLQJ�UHVXOWV�DQG�
WKH�ORQJ�WHUP�SUHVHUYDWLRQ�RI�WKH�EUDQG·V�HTXLW\��
supporting future business growth. 

At the core of brand stewardship is a clear under-

standing of brand and the beliefs they are built 

upon. Brand is a promise and a relationship that 

goes far beyond the purchasing decision or the 

delivery of product satisfaction; it includes an 

HPRWLRQDO�SD\Rӽ��D�VHQVH�RI�VHFXULW\��SULGH�DQG�
LQ�VRPH�FDVHV��VHOI�GHӾQLWLRQ��%UDQGV�DUH�EXLOW�RQ�
a belief system; and it is these beliefs that sup-

SRUW�WKH�EUDQG·V�SURPLVH�DQG�FUHDWH�YDOXH�IRU�WKH�
WDUJHWHG�FRQVXPHU��*UHDW�EUDQGV�XQGHUVWDQG�DQG�
own the responsibility they have to their consum-

ers and are rewarded with loyalty in return. Brand 

stewardship, therefore, involves a long-term 

approach to maintaining the brand promise and 

brand relationships that create and sustain brand 
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equity. This, in turn, requires an ability to operate 

without self-interest and an understanding that the 

brand is bigger than any particular brand manager, at 

any given point in time. 

There are three basic reasons why brand stewardship 

is so important today. First, the growing popularity 

of decentralized organizations has minimized most 

FHQWUDO�FRQWURO�RU�LQӿXHQFH�RYHU�WKH�XVH�RI�FRUSRUDWH�
assets such as brand equity. This means brands are 

frequently left to drift. Second, the intense pressure 

RQ�SURGXFLQJ�VKRUW�WHUP�ӾQDQFLDO�UHVXOWV�KDV�FOHDUO\�
shifted the brand management focus to harvest-

LQJ�EUDQG�HTXLW\��QRW�UHEXLOGLQJ�LW��0RVW�FRPSDQLHV�
do not recognize the damage done to their brands 

caused by not re-investing resources in maintaining 

or strengthening them. Finally, there is the “revolv-

ing door” rationale for focusing on brand stewardship. 

The high industry turnover rate among brand and 

product managers results in a lack of continuity in 

managing the brand. This continual changing of the 

guard means that there is often no consistent, long-

term strategy for maintaining brand equity. Hence, 

the need for brand stewardship. 

It is my belief that brand stewardship is best sup-

ported by a holistic brand management process that 

employs a disciplined approach to preserving and 

JURZLQJ�DQ�RUJDQL]DWLRQ·V�EUDQGV��

Initiating the Brand Stewardship Process 

Integrating the brand stewardship discipline into the 

organization is challenging and takes time. The brand 

stewardship discipline challenges the organization to 

GR�EXVLQHVV�GLӽHUHQWO\��7KLV�PHDQV�D�FRPPLWPHQW�WR��
�� (QJDJH�WKH�H[HFXWLYH�OHDGHUVKLS�LQ�DUWLFXODWLQJ�
 ing  a vision and point of view on key market 

 place relationships 

�� ,QMHFW�D�FRQVLVWHQW�EUDQG�EXLOGLQJ�GLVFLSOLQH���
 throughout the entire marketing process 

�� (QJDJH�WKH�HQWLUH�RUJDQL]DWLRQ�LQ�UHLQIRUFLQJ�

WKH�EUDQG·V�SURPLVH�LQ�HYHU\�DFWLRQ�WDNHQ�E\�WKH�
organization - internally and externally.

Stepping Up to the Challenges of the 

Inside Brand Manager

Implementing any new discipline or process re-

quires the development and acceptance of a com-

PRQ�ODQJXDJH��$Q�HVVHQWLDO�ӾUVW�VWHS�LQ�WKH�EUDQG�
stewardship process, therefore, is to jump start a 

dialogue on brands and brand building in the or-

ganization. The conversation should begin with the 

executive team, move to the marketing and com-

PXQLFDWLRQV�IXQFWLRQV�DQG��ӾQDOO\��VHHS�LQWR�WKH�
JUDVV�URRWV��,W�WDNHV�D�GHOLEHUDWH��FRQFHUWHG�HӽRUW�
to get the brand conversation going, but it can be 

done. 

&UHDWH�DQ�2SHQ�%UDQG�$UFKLWHFWXUH�

Brand management is not rocket science. For too 

long the process of building brands has been held 

up as a “science” that is understood by a self-

appointed group of brand experts made up of 

advertising executives and marketing consultants. 

Building “branded” customer relationships is not 

WLHG�WR�DQ\�VSHFLӾF�PDUNHWLQJ�WDFWLF��VXFK�DV�DG-

vertising and promotion. Brand management goes 

well beyond any brand communications program. 

In fact, brand management is the practical process 

of coordinating all the functions of the organiza-

tion to produce a consistent brand experience. 

Brand equity is created when consumers actually 

experience - and prefer - the branded product or 

service. 

(YHQ�WKRXJK�EUDQG�PDQDJHPHQW�LV�D�UDWKHU�
straightforward discipline, it still needs to be un-

derstood to be practiced. The understanding must 

be universal, practical and the learning must be 

actionable. Creating wide spread awareness and 

knowledge of brand management is an important 
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step in the brand stewardship process. 

�� 8QGHUVWDQGLQJ�WKH�RUJDQL]DWLRQ·V�FXUUHQW�� �
 orientation toward marketplace relationships 

�� &UHDWLQJ�D�FRPPRQ�GHӾQLWLRQ�RI�WKH�FRQFHSW��
 of brand 

�� $UWLFXODWLQJ�WKH�IXQGDPHQWDO�SDUDPHWHUV�WKDW��
� GHӾQH�WKH�RUJDQL]DWLRQ·V�EUDQGHG�UHODWLRQ� �
 ships 

Brand Orientation - Describing the 

2UJDQL]DWLRQ·V�9LHZSRLQW�RQ�0DUNHWSODFH�
Relationships 

To successfully implement the brand stewardship 

SURFHVV��LW�LV�YLWDO�WR�XQGHUVWDQG�WKH�RUJDQL]DWLRQ·V�
point of view on marketplace relationships. So often 

is the case where corporate communicators or iden-

tity professionals become frustrated thinking that 

WKH�RUJDQL]DWLRQ�´GRHVQ·W�JHW�LW�µ�%HIRUH�WKDW�IUXVWUD-
tion turns into unhealthy stress the brand steward 

ZRXOG�GR�ZHOO�E\�XQGHUVWDQGLQJ�WKH�RUJDQL]DWLRQ·V�
inherent beliefs about marketplace relationships. 

(YHU\�RUJDQL]DWLRQ�KDV�D�SRLQW�RI�YLHZ��VWDWHG�RU�
unstated, of how they use their resources to build 

marketplace relationships. This point of view has a 

major impact on how it embraces and uses brand 

management the brand orientation, therefore, gives 

the brand steward critical insight and perspective on 

WKH�OHYHO�RI�HӽRUW�WKDW�ZLOO�EH�UHTXLUHG�WR�LPSOHPHQW�
a brand stewardship discipline. 

Below is a graphic model that can be used to un-

GHUVWDQG�DQ�RUJDQL]DWLRQ·V�EUDQG�RULHQWDWLRQ��This 
model attempts to depict an organization’s brand 
orientation by analyzing two fundamentally different 
marketing perspectives: 1) functional relationships; 
and, 2) customer relationships. In fact, it is possible 
to differentiate an organization’s brand orientation by 
placing it into one of four brand orientation catego-
ULHV�GHÀQHG�E\�WKHVH�GLIIHUHQW�PDUNHWLQJ�SHUVSHFWLYHV��
The organization’s perspective on either functional or 

7KLV�PRGHO�DWWHPSWV�WR�GHSLFW�DQ�RUJDQL]DWLRQ·V�
brand orientation by analyzing two fundamentally 

GLӽHUHQW�PDUNHWLQJ�SHUVSHFWLYHV�����IXQFWLRQDO�UHOD-
WLRQVKLSV��DQG�����FXVWRPHU�UHODWLRQVKLSV��,Q�IDFW��LW�
LV�SRVVLEOH�WR�GLӽHUHQWLDWH�DQ�RUJDQL]DWLRQ·V�EUDQG�
orientation by placing it into one of four brand orien-

WDWLRQ�FDWHJRULHV�GHӾQHG�E\�WKHVH�GLӽHUHQW�PDUNHWLQJ�
SHUVSHFWLYHV��7KH�RUJDQL]DWLRQ·V�SHUVSHFWLYH�RQ�HLWKHU�
functional or customer relationships - and, ultimately, 

its brand orientation - does impact its marketing be-

haviors, investments and priorities. 

7KH�FKDUW·V�YHUWLFDO�D[LV�LV�D�VSHFWUXP�WKDW�SORWV�DQ�
RUJDQL]DWLRQ·V�functional relationship. Functional 

relationship describes how an organization views 

IXQFWLRQDO�UHODWLRQVKLS�ZLWK�LWV�PDUNHWSODFH��2Q�WKH�
extremes, this spectrum suggests that organizations 

H[SHFW�WR�JDLQ�DGYDQWDJH�E\�GHӾQLQJ�WKHLU�IXQFWLRQDO�
relationship with their markets based either upon a 

product relationship or behavior/solution relation-

VKLS��2UJDQL]DWLRQV�ZKLFK�IDYRU�D�SURGXFW�RULHQWDWLRQ�
believe that they will maintain a competitive advan-

tage by continually delivering a superior product that 

VDWLVӾHV�D�SDUWLFXODU�QHHG��$W�WKH�RWKHU�HQG�RI�WKH�
VSHFWUXP��ZH�ӾQG�RUJDQL]DWLRQV��ZKLFK�EDVH�WKHLU�
functional relationships on satisfying a broader-based 

customer need. They do this by satisfying a broader 

VHW�RI�FXVWRPHU�QHHGV�WKDW�DUH�GHӾQHG�E\�D�EHKDYLRU��
for example – “athletic performance” shoes as op-

posed to “running shoes” – a complete, rather than a partial 
solution.

The other perspective described by this model is the customer 
relationship. This spectrum differentiates organizations based 
on where they put more emphasis on satisfying the 
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the needs of their trade customers or end users. 

2UJDQL]DWLRQV�ZKLFK�IDYRU�WKHLU�WUDGH�FXVWRPHUV�SXW�
more emphasis on the “push” side of the marketing 

lever. Those at the other end of the spectrum put 

more emphasis on a relationship with their end con-

sumers, and believe they will have greater advantage 

ZLWK�´SXOO·�PDUNHWLQJ�VWUDWHJLHV��

Taken together, these two marketing perspectives - 

functional relationships and customer relationships 

��KHOS�XV�EHWWHU�XQGHUVWDQG�DQ�RUJDQL]DWLRQ·V�RULHQ-

tation toward marketplace relationships and, ulti-

mately, its challenges in implementing the discipline 

of brand stewardship. Before describing each orien-

tation, it is worth noting that one orientation is not 

EHWWHU�WKDQ�DQRWKHU��$Q�RUJDQL]DWLRQ·V�RULHQWDWLRQ�LV�
nothing more than a basic approach to continually 

gaining competitive advantage. 

The orientation can also provide some insight into 

how the organization approaches brand manage-

ment. 

The Four Marketing Orientations 

The sales-driven organization (depicted in quad-

UDQW�$��EHOLHYHV�LQ�WKH�VXSHULRULW\�RI�LWV�SURGXFW�DQG�
YLHZV�WUDGH�FXVWRPHUV�DV�LWV�SULPDU\�FRQFHUQ��0DQ\�
organizations have this orientation. They generally 

believe in building brand equity primarily with their 

trade customers, mostly through sales activities and 

RQH�RQ�RQH�UHODWLRQVKLSV��$Q�H[DPSOH�ZRXOG�EH��0��

The product/technology-driven organization (de-

SLFWHG�LQ�TXDGUDQW�%��UHOLHV�RQ�LWV�SURGXFW�RU�WHFK-

nology abilities to create and sustain superior rela-

tionships with its end users. Its brand orientation is 

based upon a belief that its superior technology is so 

valued by end users that it can pull or dictate terms 

ZLWK�LWV�WUDGH�FXVWRPHUV��2UJDQL]DWLRQV�ZLWK�WKLV�
type of brand orientation believe that their technical 

competence is their loudest brand voice and place 

less emphasis on the other dimensions of the brand re-
lationship. Microsoft is a good example of a company 
with this type of brand orientation. 

The opportunistically-driven brand orientation is de-
picted in the lower left side of the graph, or quadrant 
C. Organizations with this orientation believe that their 
competitive advantage is driven by being particularly 
responsive to the needs of their trade channels. Hence, 
they place a lot of stock in marketplace relationships 
with trade customers. Generally these organizations 
built their initial brand equity with a sales-driven ori-
entation and used the success of a particular product to 
establish brand equity. This success was followed by 
expanding the product set based upon the opportunities 
dictated by their dependence on trade channels. Orga-
nizations here are vulnerable to distressing their brand 
equity by extending their brand recklessly in reaction 
to the wishes of their trade customers. Certainly, com-
panies with this orientation can be very successful, but 
they must pay extra attention to their brand manage-
ment practices. Coleman, the outdoor products com-
pany, is a typical example. 

Finally, we come to the marketing-driven orientation, 
depicted in quadrant D. Organizations which subscribe 
to this brand orientation have developed a richer sense 
of brand equity. In most cases, this is due to competi-
tive necessity. These organizations believe in the value 
RI�LQÁXHQFLQJ�HQG�XVHUV�DQG�NQRZ�WKDW�WR�FHPHQW�DQG�
build the brand franchise they must have a functional 
relationship that goes beyond a product or set of 
products. To maintain an enduring relationship with 
end users, they know that their brand must relate to a 
very important behavior or solution. A prime example 
is Nike, which began as a sales-driven company and 
evolved to its current brand orientation. 

What’s the best brand orientation? It depends upon 
many factors. In reality the challenge is to create 
movement across each axis and evolve brand rela-
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&UHDWLQJ�D�&RPPRQ�'HӾQLWLRQ�RI�%UDQG�

Brand is a marketing concept used with almost reck-

less abandon. Reading through a stack of reference 

materials on the subject is a very confusing experi-

HQFH�WR�D�SHUVRQ�XQIDPLOLDU�ZLWK�WKH�VXEMHFW��<HW�
to create the common language needed to improve 

brand management and integrate the brand stew-

ardship discipline, we must have a workable, shared 

GHӾQLWLRQ�RI�EUDQG��

7KURXJK�WLPH�WKHUH�KDYH�EHHQ�PDQ\�GLӽHUHQW�PRGHOV�
GHYHORSHG�WR�GHӾQH�WKH�FRQFHSW�RI�EUDQG��8QIRU-
WXQDWHO\�WKH�UHVXOW�KDV�EHHQ�GHӾQLWLRQV�WKDW�HLWKHU�
attempt to perpetuate the “black-box science” re-

ferred to earlier in this article or they have been too 

FRPSOH[�RU�DFDGHPLF�IRU�DQ\�SUDJPDWLF�XVH��1HLWKHU�
DSSURDFK�JLYHV�XV�WKH�´ZRUNLQJ�FORWKHVµ�GHӾQLWLRQ�
required to implement the discipline of brand stew-

DUGVKLS��:H�QHHG�D�GHӾQLWLRQ�WKDW�LV�VLPSOH�WR�XQ-

derstand and use, yet robust enough to support this 

important organization discipline. 

)ROORZLQJ�LV�D�WLPH�WHVWHG�PRGHO�WKDW�GHӾQHV�D�
brand in terms of 3 basic characteristics. 

 
,Q�PDQ\�FDVHV��D�EUDQG�LV�ӾUVW�GHVFULEHG�E\�LWV�IXQF-
WLRQDO�RXWSXW��:KDW�GRHV�WKH�EUDQG�GR�IRU�XV"�7KLV�
is a called a brand competency. Consumers gener-

DOO\�GHӾQH�D�EUDQG·V�FRPSHWHQF\�LQ�VWUDLJKWIRUZDUG��

general terms. This brand perception then becomes 

the basis for determining the comparative set of 

brands in making purchase decisions. 

The second perceived brand characteristic is known 

as brand standards. These attributes describe the 

distinctive brand characteristics that describe how a 

brand delivers its competency. Brand standards play 

a very important role in creating brand preference in 

most product and service categories. 

Brand style is also important, especially as the cat-

HJRU\�PDWXUHV��6RPHWLPHV�UHIHUUHG�WR�DV�WKH�EUDQG·V�
SHUVRQDOLW\��WKLV�SHUFHSWLRQ�GHӾQHV�WKH�GLVWLQFWLYH�
attributes that become the basis for how the brand 

communicates with its constituents. 

This model has proven to be very useful in brand 

VWHZDUGVKLS�HӽRUWV�EHFDXVH�LW�LV�VLPSOH�WR�XVH�DQG�
understand. It is also very helpful in creating and 

promoting a common language around brand stew-

ardship. 

'HӾQLQJ�%UDQG�5HODWLRQVKLSV���
Brand Stewardship Framework 

)RU�EUDQG�VWHZDUGVKLS�WR�HӽHFWLYHO\�WDNH�KROG�LQ�DQ�
organization there must be a solid framework to sup-

SRUW�WKH�GLVFLSOLQH��7KLV�IUDPHZRUN�GHӾQHV�WKH�NH\�
milestones in the process that supports long term 

growth of brand equity. The framework supports the

brand stewardship process in the context of com-

monly accepted brand management techniques. 

8QIRUWXQDWHO\��PRVW�RUJDQL]DWLRQV�GRQ·W�H[HFXWH�HDFK�
step on a regular basis, as a part of a robust brand 

PDQDJHPHQW�UHJLPHQ��,Q�JHQHUDO��ZH�ӾQG�WKDW�RUJD-
QL]DWLRQV�H[HFXWH�WKHVH�GLӽHUHQW�EUDQG�PDQDJHPHQW�
techniques sporadically and most often in a reactive 

manner, attempting to accomplish them in a com-

SUHVVHG��XQUHDOLVWLF�WLPH�IUDPH��2UJDQL]DWLRQV�PXVW�
proactively engage in each of these brand manage-

ment activities, to ensure the growth of their brands. 

Key pieces of the brand stewardship framework in-

FOXGH��

Branding Identity Strategy - This is the process 
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Beyond Stewardship to Brand Infusion

a mediator Special attention must be paid to strik-

LQJ�WKH�SURSHU�EUDQG�VWHZDUGVKLS�EDODQFH��:HLJKLQJ�
WKH�EUDQG·V�FRQWULEXWLRQ�LQ�WKH�PDUNHWLQJ�PL[�DJDLQVW�
how the marketing mix is adding back value to the 

JURZWK�RI�WKH�EUDQG·V�HTXLW\��

Brand Equity Measurement - Brands exist in the 

PLQGV�RI�WKHLU�WDUJHWHG�FRQVWLWXHQWV��:LWKRXW�UHJXODU�
measurement of brand perceptions, however, us-

LQJ�UREXVW�UHVHDUFK�WHFKQLTXHV��LW�LV�YHU\�GLԀFXOW�WR�
PDQDJH�DQG�JURZ�EUDQGV��2XWVLGH�LQ�WKLQNLQJ�LV�DQ�
integral part of the brand management belief system. 

By this, I mean the discipline of seeing things through 

the eyes of your customers. It is important to realize 

WKDW�EUDQGV�DUH�GHӾQHG�E\�WKH�SHUFHSWLRQV�RI�SHRSOH�
outside the organization, and that to manage a brand, 

therefore one must aim to understand those percep-

tions.

Brand Stewardship Needs a Brand Steward 

:KR�LV�WKH�EUDQG�VWHZDUG�LQ�DQ�RUJDQL]DWLRQ"�,Q�WKH�
EHVW�FDVHV�LW�LV�WKH�&(2�RU�D�VHQLRU�H[HFXWLYH�ZLWK�
UHVSHFW�DQG�FORXW�LQ�WKH�RUJDQL]DWLRQ��0RVW�RIWHQ��
KRZHYHU��RUJDQL]DWLRQV�GRQ·W�GHVLJQDWH�D�VSHFLӾF�
individual to serve as a brand steward. The task is 

VSUHDG�RXW�DPRQJ�D�QXPEHU�RI�GLӽHUHQW�SHRSOH�ZKR�
DUH�UHVSRQVLEOH�IRU�GLӽHUHQW�SLHFHV�RI�WKH�EUDQG�
relationship. Sales executives are responsible for the 

revenue producing portion of the brand relationship. 

0DUNHWLQJ�H[HFXWLYHV�DUH�UHVSRQVLEOH�IRU�DGYHUWLV-
ing, promotion and the product management aspects 

DӽHFWLQJ�WKH�EUDQG�UHODWLRQVKLS��&RUSRUDWH�FRPPX-

nications has responsibility for identity and broader 

EUDQG�FRPPXQLFDWLRQV��8QIRUWXQDWHO\�WKH�LQWHUHVWV�
of each of these groups are driven by short term 

RULHQWHG�DFWLYLWLHV�DQG�PRWLYDWHG�E\�GLӽHUHQW�SHUIRU-
PDQFH�FULWHULD��-XVW�EHFDXVH�DQ�RUJDQL]DWLRQ�GRHVQ·W�
have a recognized brand steward, with the attendant 

UHVSHFW�DQG�FORXW��GRHVQ·W�PHDQ�WKDW�WKHUH�DUHQ·W�
EUDQG�´EHOLHYHUVµ�ZDONLQJ�DURXQG��8QIRUWXQDWHO\�WKHVH�
“believers” do not have the clout and tools required 

WR�EH�EUDQG�VWHZDUGV��,W·V�RIWHQ�WKH�FDVH�that the most 
ardent brand stewards reside in corporate functions 
such as the corporate communications department. 
Not being a part of the operating unit or business line 
PDNHV�WKHLU�MRE�YHU\�GLIÀFXOW��&RUSRUDWH�FRPPXQL-
cators, for example, lack the clout that comes from 



�

,W·V�RIWHQ�WKH�FDVH�WKDW�WKH�PRVW�DUGHQW�EUDQG�VWHZ-

ards reside in corporate functions such as the corpo-

UDWH�FRPPXQLFDWLRQV�GHSDUWPHQW��1RW�EHLQJ�D�SDUW�
of the operating unit or business line makes their job 

YHU\�GLԀFXOW��&RUSRUDWH�FRPPXQLFDWRUV��IRU�H[DPSOH��
lack the clout that comes from directly contributing 

to the top or bottom line. The only tools available to 

a self-appointed brand steward in corporate commu-

QLFDWLRQV��WKHUHIRUH��DUH�WKRVH�RI�´LQӿXHQFLQJµ�DQG�FD-
joling. These believers often feel that they are a “lone 

voice in the woods”. 

:KDW�PDNHV�D�JRRG�EUDQG�VWHZDUG"�7KH�DWWULEXWHV�RI�
DQ�HӽHFWLYH��VXFFHVVIXO�EUDQG�VWHZDUG�DUH��
�� %UDQG�VWHZDUGV�UHDOO\�´JHW�LWµ��7KH\�XQGHU-
stand and believe in the concept of brand steward-

VKLS��,W·V�DOVR�LPSRUWDQW�WKDW�WKH\�FOHDUO\�XQGHUVWDQG�
the brand management discipline. 

�� %UDQG�SURXG��%UDQG�VWHZDUGV�QHHG�WR�EH�
“brand proud.” This pride is usually based on their 

EHOLHI�LQ�WKH�EUDQG·V�SURPLVH��DQG�D�FRQYLFWLRQ�WKDW�
they share some of the same values as the brand 

LWVHOI��0RUHRYHU��WKH\�NHHS�WUDFN�RI�DQG�DGG�WR�WKH�
EUDQG·V�P\WKRORJ\��7KH�SXUSRVH�RI�D�EUDQG�P\WKRO-
ogy is to pass along stories that demonstrate and 

HPSKDVL]H�WKH�EUDQG·V�EHOLHI�V\VWHP��7KHVH�VWRULHV�
dramatize the ethos of the brand by making heroes 

of individuals who dramatically demonstrate their 

understanding of and commitment to brand values in 

real-world situations. 

�� 5HVSHFWHG��7R�EH�DQ�HӽHFWLYH�EUDQG�VWHZDUG��
an individual must be highly respected in his or her 

organization. The necessary respect is generated 

EDVHG�XSRQ�WKH�VWHZDUG·V�SURIHVVLRQDO�UHSXWDWLRQ�DQG�
a track record that includes earning his/her stripes in 

D�IXQFWLRQDO�DUHD�WKDW�LV�SUL]HG�E\�WKH�RUJDQL]DWLRQ·V�
senior management team. 

�� %UDQG�0HWKRG�$FWRUV��%UDQG�VWHZDUGV�DUH�
leaders by walking the talk. They do this by being in 

“brand character” all the time. Like any good method 

actor, the outside world has a hard time distinguish-

senior management team. 

�� %UDQG�0HWKRG�$FWRUV��%UDQG�VWHZDUGV�DUH�� �
 leaders by walking the talk. They do    

 this by being in “brand character” all the time.  

 Like any good method actor, the outside world  

 has a hard time distinguishing the actor from  

 the character. 

Starting the Brand Stewardship Process 

,W�ZRQ·W�EH�HDV\�WR�JHW�WKH�EUDQG�VWHZDUGVKLS�SURFHVV�
HVWDEOLVKHG�LQ�DQ�RUJDQL]DWLRQ���EXW�LW·V�ZRUWK�LW��,W�
ZLOO�WDNH�WLPH��SHUVHYHUDQFH��DQG�GHVLUH��:H�KDYH�VHHQ�
LW�KDSSHQ�LQ�GLӽHUHQW�RUJDQL]DWLRQV��)ROORZLQJ�DUH�D�
few activities that can be very helpful in stating and 

PDLQWDLQLQJ�WKH�SURFHVV��
�� (GXFDWH�WKH�H[HFXWLYH�WHDP�²�WKH�VXSSRUW�RI�
WKH�VHQLRU�PDQDJHPHQW�WHDP�LV�PDQGDWRU\��0RVW�
executives are lean when it comes to brand manage-

PHQW�NQRZOHGJH�DQG�WHUPLQRORJ\��*HW�WKHP�LQ�D�URRP�
and make the idea real, practical and show how it will 

SD\�Rӽ�IRU�WKH�RUJDQL]DWLRQ�

�� &UHDWH�D�EUDQG�ERDUG�RI�GLUHFWRUV�²�\RX�ZLOO�
need help keeping the momentum going. Solicit key 

OHDGHUV�WKURXJKRXW�WKH�GLӽHUHQW�IXQFWLRQV�ZLWKLQ�\RXU�
organization. Have them be your advocates and ad-

visers. 

�� &RQWLQXDOO\�FRPPXQLFDWH�²�XVH�H[LVWLQJ�LQ-

WHUQDO�SXEOLFDWLRQV�WR�WHOO�WKH�EUDQG�VWRU\��,I�\RX�FDQ·W�
JHW�VXԀFLHQW�HGLWRULDO�VSDFH��FUHDWH�D�%UDQG�6WHZDUG-

ship publication. 

�� +ROG�WKH�EUDQG�DFFRXQWDEOH�²�LQFRUSRUDWH�D�
metric that can be used as a part of your organiza-

WLRQ·V�DQQXDO�SHUIRUPDQFH�DQG�HYDOXDWLRQ�SURFHVV��
�� %H�D�UHVRXUFH�²�EHFRPH�D�UHOLDEOH�VRXUFH�RI�
reference material on brand management techniques 

and subjects. Sponsor training activities, start a refer-

ence library. Send out periodic case studies and other 

currently published articles that can educate inter-

HVWHG�VWDӽ�DQG�H[HFXWLYHV�
%UDQG�VWHZDUGVKLS�KDV�D�KLJKHU�SXUSRVH��,W·V�D�FRP-

mitment that allows individuals to make a lasting 

FRQWULEXWLRQ�DQG�PDNH�D�GLӽHUHQFH��%UDQG�OR\DO�FXV-
tomers depend upon brand stewards. 
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of aligning the business strategy with the brand-

ing identify system of the organization. The objec-

tive of any branding identity strategy is to establish 

the most advantageous marketplace relationships 

- in line with the business strategy. Simply stated, 

the branding identity strategy creates a branding 

QRPHQFODWXUH��QDPLQJ��V\VWHP�WKDW�RSWLPL]HV�DQG�
coordinates the portfolio of brand names in line with 

the business strategy. 

Brand Strategy - The focus of the brand strategy 

is to clearly articulate the dimensions of each brand 

identity. The articulation of the dimensions of each 

brand is the basis for consistent, integrated com-

munications. This part of the framework, known as 

brand infrastructure, is a critical part of the brand 

VWHZDUGVKLS�HӽRUW��)RU�HDFK�EUDQG��WKH�EUDQG�LQIUD-
VWUXFWXUH�VKRXOG�FOHDUO\�GHӾQH�WKH�IROORZLQJ��
�� %UDQG�SRVLWLRQ���$�XQLTXH��FRPSHOOLQJ�VWDWH�
� PHQW�WKDW�VXPV�XS�WKH�EUDQGV·�XOWLPDWH�PDU�
 ket position, meeting all of the standard po  

 sitioning criteria. 

�� %UDQG�JRDO�GLPHQVLRQV���$�VHW�RI�GHVFULSWRUV���
 using an accepted brand model (such as the  

� RQH�GHVFULEHG�DERYH��WKDW�FOHDUO\�GHӾQHV�WKH��
 distinctive dimensions that will give the brand  

 its advantage. 

�� %UDQG�SURPLVH���$�FRQFLVH��LQVSLULQJ�VWDWH� �
� PHQW�WKDW�UHӿHFWV�WKH�EUDQG·V�FRUH�� � �
 value proposition to its consumers.    

This is a statement to be used for internal audiences  

and becomes the mantra for “living the brand”. 

�� %UDQG�FKDUDFWHU���$�WUDQVODWLRQ�RI�WKH�EUDQG�
dimensions in a set of descriptive imagery. 

Brand Management Strategy - This is the annual 

strategy that focuses the on-going marketing activi-

WLHV�RI�WKH�RUJDQL]DWLRQ�RQ�UHLQIRUFLQJ�WKH�EUDQG·V�
intended promise. It is here where theory meets real-

ity, where much of the contention in brand manage-

PHQW�H[LVWV��7KH�EUDQG�VWHZDUG·V�YLVLRQ�DQG�JXLG-

ance can provide real value at this juncture, acting as 

a mediator Special attention must be paid to striking 
the proper brand stewardship balance. Weighing the 
brand’s contribution in the marketing mix against how 
the marketing mix is adding back value to the growth 
of the brand’s equity. 

Brand Equity Measurement - Brands exist in the 
minds of their targeted constituents. Without regular 
measurement of brand perceptions, however, using 
UREXVW�UHVHDUFK�WHFKQLTXHV��LW�LV�YHU\�GLIÀFXOW�WR�PDQ-
age and grow brands. Outside-in thinking is an integral 
part of the brand management belief system. By this, I 
mean the discipline of seeing things through the eyes 
of your customers. It is important to realize that brands 
DUH�GHÀQHG�E\�WKH�SHUFHSWLRQV�RI�SHRSOH�RXWVLGH�WKH�
organization, and that to manage a brand, therefore one 
must aim to understand those perceptions.

Brand Stewardship Needs a Brand Steward 

Who is the brand steward in an organization? In the 
best cases it is the CEO or a senior executive with 
respect and clout in the organization. Most often, how-
HYHU��RUJDQL]DWLRQV�GRQ·W�GHVLJQDWH�D�VSHFLÀF�LQGLYLG-
ual to serve as a brand steward. The task is spread out 
among a number of different people who are responsi-
ble for different pieces of the brand relationship. Sales 
executives are responsible for the revenue producing 
portion of the brand relationship. Marketing execu-
tives are responsible for advertising, promotion and 
the product management aspects affecting the brand 
relationship. Corporate communications has responsi-
bility for identity and broader brand communications. 
Unfortunately the interests of each of these groups are 
driven by short term oriented activities and motivated 
by different performance criteria. that the most ardent 
brand stewards reside in corporate functions such as 
the corporate communications department. Not be-
ing a part of the operating unit or business line makes 
WKHLU�MRE�YHU\�GLIÀFXOW��&RUSRUDWH�FRPPXQLFDWRUV��
for example, lack the clout that comes from directly 


