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Introduction

By all objective means, it was a pleasant summer evening on a Tuesday
sat down at his office desk, watching the city landscape through the wi

all though. He was confused after too many meetings with his fel
days. He was also under pressure.

n July when Simon Kenton

opportunity for him to show his abilities and confirm that Int¢
brand consultancies, made the right decision by hiring him-miQ

oject team met to
discuss the event. A comment from his mentor cau attention bec minded him of a key
insight into consulting: “Yes, of coutrse, we have them thatCweshave the knowledge and

capability to conduct this strategy s § crucial that w ke them feel comfortable
e~proces

working with us, that they unde rd to the journey together.”
still caress”, one of his colle4 aid to~him jokingly a e meeting. Simon was excited not

Everyone agreed and it was

only to prove his skills to-his.men evalso wanted ss a new junior designer, named
Linda. %
Immediately he thought g trategy model@cg were frequently used as frameworks at

Interbrand to credte strorg bran d to guide the - gy process with clients: the brand definition
ebrand-experienge . his was a good start, he thought, but he knew

there was more ration available from the largenumber of projects Interbrand had been involved

in, rangi 0 Qgfzb : @%MW and Mini, to smaller projects like the naming
of the late rsche medel called Mac&n.@
A\ QN
N

ran pe tive Brand pgsitioging Target audience )
definition and insight : el
Iyés Drivers V E
@ ’ . :

@@@@

NN
F@e brand definition model (left) and the brand experience model (right)

He had’been involved in many projects since his start as a consultant and his notebook was filled with
notes and sketches from other client meetings. So he decided to consult his small Moleskin booklet.
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He wasn’t really sure what to look for. He was puzzled yet he felt ready to take on the challenge and
put the right pieces together.

Working Visually at Interbrand

Sketches and PowerPoint

Back at his desk he took out his notebook and looked at his visue r@s, dopied from the fli
client meetings. He was wondering how he would integrate these~ideas into the kick-off mee 0

have a better overview, he ripped out key pages from his notebeok and put them on hi (see
Figure 2). Q (.\
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Figure 2 K:(ti$.|sed by Interbrand consultants with clients.

He ewhat overloaded and he certainly did not want the client to feel overwhelmed and
c 2 This would only lead to paralysis by analysis, he reckoned. He took a sip from his water

and thought: “Well, I don’t have to make up my mind right now”. Then he piled all sketches on his
desk.

(N
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A senior designer passed by his desk, looked at him and asked “What’s up with the drawings? Are
you becoming an artist now?” but Simon only said: “Not really, but I have to prepare that meeting
with the new client we are creating a brand strategy for.” The senior desjgner stopped and told him to

million dollar slides’ and
d called the European

director for business development, who was luckily still in his offjee: @
A few minutes later, Simon was going through a handful of in slides tai

other clients that the London office had kindly sent him. He soon realized that these key slides-did riot
contain that many words but rather models, diagrams and o isualization. ade a
collection as a source of inspiration for the kick-off meeting ides and s em on

a large table (see Figures 3-a, 3-b) without noticing t@a

ASYLININIDVYN YW ONYHE

Ideal Real
customer customer
journey journey

Target

audience
reached

1. Segmentation

Craanizational/ brand Pamargeeds-and J' i J'
values and capabilities. ars of dewgahy

2. Financial 3. Demand 4. Competitive
Hrand positioning analysis analysis analysis

"sweet spot”
ECONOMIC ROLE OF BRAND BRAND STRENGTH
PROFIT INDEX (RBI) SCORE (BSS)
\} L) BRAND J BRAND RISK
NS EARNINGS (DISCOUNT RATE)

&
Sb l‘
Market opportunities Sr;g::?;:;m”

£. Brand value:

Net present value of brand eamnings

QS

Figure 3-b: Marke mand Business Audit Framework (left), Brand Valuation (right)

2N

the sketches and slides in front of him. What a wealth of knowledge on brand

strategy! ever, he realized that the visuals alone were not enough to assess their value for the
meetin, hich models should he show? And how should he show them, on slides or sketch them?
He re ed a client complaining in a meeting last week that too many slides were shown and that

g hard to pay attention. But he also thought that using interactive means such as sketching

for advice, but he also didn’t want to look clueless in front of her.
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There is no recipe

It was getting dark, and he saw light in his mentor’s office, so he knocked on the door and entered.
His mentor was standing in front of a huge magnetic board staring at\a lot of slides and he asked
Simon “What’s the matter, what makes you stay here so late?” Sirhon-teplied: “Well, there is this
kick-off meeting and I’m trying to make sense of how to impress the-client but also show him that we
want to collaborate closely with him”. His mentor smiled and invited-himto talkcabout it over a.cup’of,
coffee.

Simon told him about the sketches and slides that he had gathered throughout the day and asked him:
“I looked at these sketches and models on the slides but could not\figure~gut how and/whento use
them”. “Well, if you want me to give you a recipg; I’'m afraid T-can’t jhelp you, but fcaw tell you
something about my experiences with sketching in working with-clients-On their branding-strategy.”

“First, if you hold a pen and head to the flipchart you ‘are telling your audience-thatyou know what
you are talking about and that you are capableof sketching it-on_the spot. Secenids3you are telling the
client: ‘I am here with you in this very moment~which-is very valuable and-shems the client that you
care about him and his situation. You are also-telling him: “This is not ceinplete” and you are inviting
them to contribute.”

“Speak to the other consultants, reach ‘out'to them after’work or dupinng the lunch break and ask them
about their own experiences with-slides-and sketches. You will quickiy zet a better picture of the pros
and cons of using these tools,/Oh, and ook at the-process of strategic/branding again and particularly
that text about Professional Services-Firms{ haye given you a(few weeks ago. Understanding both the
process of strategic brand consulting.as well as the generalcchallefiges of our profession will help you
identify the appropriate confent and make thie right visuatlization choices.*

It had been a longday forSimon and\ he was tired. Howgver, the conversation with his mentor was
inspiring and mofivated him to~dig deeper. He leekedyoyer to Linda’s desk but she was gone for the
day. It was dagkoutside and he’took one of the Tast trams to make his way home.

Brand strategizing - Getting it(rigtht and creating brand value

On the way home Simon went through‘4¢he-papers his mentor had mentioned to have a better idea of
both~what brand sfrategizing was alirabopt and also about the general challenges of the strategy
consulting profession:

What'is corporate branding®

Corporate branding is the sufiref organizational expressions that are communicated to its stakeholders,
through core values, the behavior of employees and via corporate communication to all internal and
external stakeholders(Corparate branding has received a lot attention recently and it is increasingly
acknowledged that©orparate branding refers to creating an organization’s unique characteristic and is
an important driver fer)added value for all stakeholders of a company.

A strong brand is~based on a simple idea, creates consistent experiences and produces emotional
images in thé\minds of the stakeholders. It can be defined as a living business asset, which creates
identification, “differentiation and value. Brand owners can benefit from a strong brand by
commadanding’premium, driving choice, engendering loyalty and optimizing costs.

Examples of strong brands include Nike with their strong and simple idea of honoring great athletes
instead’ of selling shoes, BMW creating “sheer driving pleasure” and ABB promoting “efficient
solutions for a better world”.
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Managing client expectations

It is important to manage client expectations and thus what takes to create a brand strategy. Branding
and brand strategy are closely connected to business strategy and affect all functions including
marketing, sales, R&D and human resources.

Q

Finance Finan,
Human
resources

Human
resources

Sales

: . Business 2 Brand Business Prand
From this: Marketing : sy B

Manufacturing
operations

Distribution D yrion

art of the marke gepartment. It should ideally guide
affecting point with internal and external
O%
1 to~develop the brse which defines what the brand should stand
ise 1

¢ brand prom he most inspiring and compelling thing that we
0/this audienc %promise is based on the assessment of the brand
as well as its values and it is also taking into
for the brand from a perspective of the external and
what the brand owner thinks about it, but also integrates
ivers of their current and future demand. Brands are created by
er and, based on this developing the positioning of the brand,
e brand promise.

n% developed into design concepts, strategic communication, behavior
strategy atid structure. cveonceptual elements are then implemented in everything the brand does
and in every touch p¢ internal or external stakeholders face. For example, the website of an
organization sho a.’; the brand promise alive through the appropriate design in line with the
brand, through the appropriate communication what is being said and how, as well as the behavior
which can be ed to as usability and interactivity on the website and the structure of the content

to various interpretations because of their ephemeral nature. This lack of physical evidence makes
branding and brand strategy in particular a subject to explanation, as well as requires the need to

6




914-007-1

Interbrand

ensure a common understanding what the concepts really stands for. Further, a strategic branding
project is difficult to evaluate because it unfolds over time and therefore clients, especially those not
familiar with a strategic branding project, are usually insecure. Branding/is very knowledge-intensive
and the knowledge asymmetry between consultants and client can be ve igh. For consultants it is

These circumstances make it important that professionals are av re@he impact.On the rel

with the client and thus the success of the project. It is up te-the-individual professional to ¢ ze
the consulting service with every client and to add value in the-interaction;\.e. “how” the(Consulting
service is delivered. These are sources for differentiation, sati iént retention

In professional services firms, such as strategic brand hallenge o 1bility can
be overcome and made more concrete by putting them and pictures to @ atain to the client

the “why”, “what” and “how” of a project and

visual @}6@
le competenc
Q)

d.hoping to say “KiX to Linda, Simon walked through the
of magazines and other artifacts
about how he would use slides and
, probably realized that branding is a lot

@u acquire this knowledge only through
@ o | demonstrate this competence in a client

etences: knowledge of the subject matter, the

e ability to build a relationship and collaborate
sting for the client because too much information
o and welcome the imagery created by the sketches.”
6) in front of him on a piece of paper.

(lient

Tnak S P
o]

Curlowmu can

gp on Vace bow

Descnptive

F u@ositioning options explained through a matrix

“This is very helpful in making sure they really understand what positioning is and also to build trust.
It is natural that our client does not think about branding all the time the way we do. First, you can

7
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introduce the general positioning options by showing this matrix (Figure 5) and explain the difference
between a company focused and client focused perspective as well as a descriptive or associative
perspective. Then if it comes to the process of creating and implementing a brand position this
metaphor (Figure 6) is a good way of explaining it. It is the example of finding the right location, then
i to build mock ups and

metaphor and another good thing is that you can always use
where we are in the strategy process throughout the project.”

PositioningI

\

/ \

' A}
Land for building [
/ \

e IR R

Look and Feel
of a building
as sketch.

Positioning II

Building a Mock - up

Realization

ith a flipchart. Y ch a different group dynamic in the

pared to . You can really bring together the client’s
artis best when you can refer to how they feel about

elationship.” Simon was happy about this

ere he met a senior consultant who told him: “No matter what
e is part of the process, engage him and let him work with you.
¢t, he will feel more committed to this particular project in spite of
¢ may be involved in. Make him enjoy the process, excited about the
esult.”

project and’not only abo

‘ mon, but he was still wondering how to achieve such results. The senior

show them on %d or on a flipchart, the brand definition model. It is a good way to start the
itbrand strategy and what the process is going to look like. If you want to get their
'ow the best source for their company data, existing reports or potential interviewees,

Ov ch Simon was able to meet with another highly experienced consultant. Since it was a very
mild summer in Zurich they decided to go to a Thai restaurant, and go to the lake to enjoy some
sunshine before the next meetings. Jessica, who had been working for Interbrand for many years, was

8
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a bit tired from an international project that made her spend a lot of time overseas. So she was really
happy to enjoy some sunshine and fresh air. She started by asking Simon: “So, what is it you wanted
to talk about? How to design the best client meeting kick-off ever?”” and smiled at Simon. She added:
“Well, do you know how much they know about branding? This is an important aspect.” Simon
answered: “Well, it seems to me that their knowledge about branding-i8 pretty uneven, since they
come from various backgrounds such as art, sponsoring, and business:? Jessica had a recommendatiofy
on hearing this: “So then, one thing you want to make sure is £o bring éverybody on the same.pége.
This is very important since it is very likely that the client feels.insécure about a branding strategy
which is different from a business strategy. That is why we have to earefully design and orchestrate
every interaction with the client, in particular face-to-face, meetings. Since it is a lot abgutSizust and
confidence, delivering this process as a collaborative €Xperience~is egsential”. “Alright” ~Sinion said,
“this is putting me even more under pressure, so let’s bemore specific. Lhave seen mueh visualization
on the slides and many sketches on flipcharts, so when should\ I sketch and whenCshould we go into
presentation mode?”’

The power of sketching

“Well, first of all you cannot plan feverything,~and.you’ need to e€xpect anything during a client
meeting. I had meetings where we had everything.onslides and as soon as we started sketching we
had such a good flow that we képt going and didnit use slides anymore. In the end the client was
collecting all the flipchart sheets although the same content was-already on the slides. From my
experience sketching really rhakes'people-understand the subjéctumatter and in an area as complex as
strategy you need that. I would do.it when the’content is diffisulbtp digest; in this kind of situation,
sketching can really make a difference angd encourage fieopieto ask questions — something which
managers don’t do enough sometimes. If you use mangshides it might be too overwhelming for the
client and it also séts up an _authoritative relationshipyspch as “we know - you don’t”. By contrast
sketching invites‘the €light to contribute, to be partofithe exercise. Jessica added: “I’m not suggesting
to always use/Sketehing but to’use it at times whendyou want to explain something further, when you
want to invife the client to.collaborate and provide his view.”

“Let mg” givey you ad_example”, she said,~<sketching is a good tool for reducing complexity and
bringing the discussion dewn to a very.basie’lgvel. [ was once with a high ranking executive of one of
the dargestindustrial ¢onipanies in Gernfany’and this client could not make a decision. I just wanted to
bring the choices Tfrom seven down(tq three or four. So I drew seven boxes with the numbers 1 to 7
underneath andwrote one key wardin;every box, handed him the pen and asked him to cross out any
box he didn’t-find appropriate.(In.the’end we had only four instead of seven ideas that we took to the
next board.meeting. Before,(with-a lot of slides, he wasn’t able to make up his mind. All it took to
reach eur goal was a simpielper. We have to tailor the brand strategy process to the client. I’'m sure
you noticed plenty of geodexdamples. Select the most relevant information for your client at this point
in time and customize(the jeusney for your client.”

On their way back-frem the lake, Simon felt uplifted, because he had the feeling that this conversation
was very inspiring and insightful. However, he was still a bit confused and thought about where to
start with the planning of the kick-off meeting.

Conclusion

From_these interactions, Simon understood several things: This meeting must display Interbrand’s
competence in brand strategizing, including building and managing successful brands, and at the same
time the meeting should foster good relationships with the client. He would have to find a way to have
the best of both worlds, PowerPoint prowess with analytical brilliance, as well as empathic and
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involving sketching to show they can think on their feet and listen. But the devil is all in the detail, he
thought as he began to structure the meeting agenda.

One thing was sure though: Simon realized how important visualization/vas in strategy meetings with
clients. He still didn’t have a clear picture in his mind how to do this_in\the_coming meeting, but he
pushed himself with the promise to ask Linda out for a drink whe kick-off workshop w

successfully over. Fortunately, he had a few more hours to prepayé @
Case Questions:

S

1) lting (with regard to

2) i lides and sketching
% ents

3) T the-elient ki atshiould be the outcome

4) nd with the client, and

or Sketching) of choice
vould use in the kick-off.

5) Ay Aot future consultant trainings on “managing
vinclude and why?
s how you would classify them in a useful

7 (2001). Fro vision to brand evaluation. Oxford, Butterworth-Heinemann.

2012). Brand 7@

Maister, D. H. (1993). Managing the Professional Service Firm. New York: Simon & Schuster.

&)

Sharma, N., Patte

¢
&

. (1999). The impact of communication effectiveness and service quality
ent in consumer, professional services. The Journal of Services Marketing,

on relationship
13 (2), 151—1

&
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A) The brand definition model

Brand owner perspective
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B) The brand experience mo
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C) Sketches used by Interbrand consultants with clients
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D) The revised models:| Brand chomeft), custor@@y (top right), brand management task
(bottom)
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F) Brand Valuation Model

ROLE OF BRAND BRAND STRENGTH
INDEX (RBI) SCORE (BSS)

BRAND
EARNIMNGS

_ Brand
" strategy
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Finance

To this:

Cuslowes can
gp & me*‘;ﬂ'-"*
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I) Positioning explained through a metaphor
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Positioning II
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Building a Mock - up

Phase 4: Brand Implementatio
Realization
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