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The process of managing products and brands is focused and includes many disciplines, 

typically administered by one or more individuals who fulfill this role within an organi-

zation. Because of the critical nature of this endeavor, it is important to “get it right” in 

terms of developing, testing and bringing new products to market—then retiring them as 

appropriate to make room for future improvements or other offerings. Good product and 

brand managers come from varied backgrounds but typically have strong communication 

skills, are comfortable with ambiguity, have a business sense about them, can forge a clear 

path out of an otherwise mess and understand basic design and product development 

processes. They are constantly looking for ways to extend the life of a product, as well 

as potential new product ideas that can be further refined and tested. They like and use 

marketing research, because it helps them do their job better, which includes areas such 

as positioning, developing a brand identity, applying AI smartly, taking responsibility for 

marketing results and using product management KPIs to understand their results better.

Abstract
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Product management is defined as creating a new product and managing its development, 
launch and ongoing improvements. Branding is about creating a perception that is strong 
in the consumers mind that influences purchasing decisions, loyalty and feelings about the 
brand. These two concepts should be intertwined and work together to influence your target 
audience to be willing to pay for your product and produce profit for the company.

Do Harley Davidson Wine Coolers or Colgate Beef Lasagna make sense to you? Both were 
product failures. Do hard-core motorcyclists who wear black leather outfits and roar their en-
gines seem like they would embrace wine coolers? Probably not, whiskey would make more 
sense. Does a toothpaste manufacturer seem like it would be good at frozen meals? Of course 
not. No one eats toothpaste for dinner.

The balancing of these two functions—product development and branding—is critical for 
every company and can be accomplished through the application of 10 principles that pro-
vide the best opportunity for long-term success.

Product Fails

Introduction

Harley Davidson Wine Coolers Colgate Beef Lasagna

MANAGING PRODUCTS AND BRANDS
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1 
Product Development Is a Disciplined Process 

Product Development

First, you need to find or create a need within the market. What’s something your customers could use—that they 
aren’t getting now—that they might be willing to pay for? There are probably some ways they would like to think/
feel about that product and basing its conception. Developing your product based on real/potential customers will 
always be better than relying solely on internal thoughts and ideas.

How are you going to develop this product? What are the critical steps? Like accomplishing anything important, it’s 
best to start with a good outline of what you’re trying to do and how you think you can accomplish it.

Your first draft usually isn’t your best draft. What can you do to enhance your product as you start to better under-
stand what your target market needs, how easily it’s going to be for you to produce it and how you might get it to 
market?

Once the product is in decent shape, how will you talk about it to prospects? How will you bring it to market?

How will you brand it? Is it part of an existing family of products (does it need to look like it is)? Do strangers “get” 
what you’re trying to say in your packaging, messaging and other channels?

Once it’s launched, how do you keep it going? How do you expand your customer base? When should you start 
planning for the next release or update?

When should your product end and you stop supporting it? What do you do with the old product?Whether your 
company’s product development process follows these steps exactly or you use some variation, you should have a sys-
tematic approach. Without it, it becomes difficult to know when you’re on track (or off track) and it becomes almost 
impossible to talk with anyone about where you are and what you’re doing next.

Product Fails

Almost all products have a start and end date. Some are limited, like the latest phone version. 
Some are more expansive, Steinway pianos take nine months to be created and have been made 
the same way by hand since 1857. Based on thinking by 280Group (Optimal Product Process), 
there’s at least seven key steps from thinking up a product to letting in run its complete course:

Conceive

Plan

Develop

Qualify

Launch

Maximize

Retire

10 PRINCIPLES FOR LONG-TERM SUCCESS
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2 
The Best Product and Brand Managers Have Good 
Communication Skills, Like Ambiguity, Have 
Business Acumen, Know How to Create a Process 
and Have Decent Design Skills 
That’s a lot. And it’s one reason why so many former product managers become CEOs, like Steve 
Cook (Intuit), Steve Ballmer (Microsoft) and Marissa Mayer (Yahoo!).

Product and brand managers tend to be especially good at it because they posses a good balance of 
the five skills outlined in this diagram.

User advocate—represents the customers’ viewpoints/mindsets.
Diplomat—works closely with engineering, sales, and marketing.
Motivational speaker—offers sales and service product training.
Brand ambassador—develops product demos and content.

Communication 40%

Fast learner—needs only a handful of observations or to identify trends. 
Sketch artist—simplifies actions from vague ideas.

Quick thinker—uses limited data and changing parameters.

Ambiguity 15%

Matchmaker—prioritizes what the market/customers’ want.
Marketer—has understanding of customers, competitors, landscape.
CFO—sets pricing, potential, manages P&L
Procurement—works with third-parties to evaluate partnerships and licensing.

Business Acumen 15%

Goal-setter—establishes product vision, strategy, roadmap.
Author—writes clear product development documents.
Manager—runs SCRUM meetings and assigns work.

Process 15%

Beta manager—runs beta/pilot programs and other testing/development. 
Subject matter expert—has technical knowledge and domain insights.
Integration specialist—evaluates products that  complement portfolio.
Analyst—evaluates feature vs. cost trade-offs.

Design 15%

Inside the mind of a Product & Brand Manager 

MANAGING PRODUCTS AND BRANDS
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3 
Fast learner—needs only a handful of observations or to identify trends. 

Sketch artist—simplifies actions from vague ideas.
Quick thinker—uses limited data and changing parameters.

Why make a new product 
if you can instead find a 
new application?

Diversification 
Create different product variants. Coca-Cola started out as one product. Now there’s dozens 
more, like Diet Coke, Coke Zero, Cherry Coke and so forth.

New Product Uses 
This is where you apply the same core product to different uses. Arm & Hammer created mul-
tiple new products from the core product, baking soda. Now baking soda has been added to all 
sorts of cleaning products, toothpastes and even vitamins.

Changing Layers 
You can alter the product features to create different product families. Jell-O’s product fami-
lies of puddings, colored gelatins and snacks are all based on gelatin.

Always Be on the Lookout for Ways of Extending 
Your Product’s Life 
Most products do not live forever, so you have to make new ones and reinvent or retire the ones 
you have. The best time to think of a new product is long before you need it. But before creating 
something entirely new, why not see if there are other applications for what you already have. 
There are several ways you can do this.

Repositioning 
You can use the same product name, but alter the product features and create different 
product families. GlaxoSmithKlien’s Geritol is now a multivitamin, but started out in the 
1930s as an iron pill.

Cobranding 
You can enhance (or dilute) the product’s brand equity by associating it with another strong 
brand like Breyers ice cream made with Reese’s Peanut Butter Cups.

Repackaging 
Can you put your product in a new package to revive its appeal? Colgate put is toothpaste 
in a pump dispenser (you don’t have to squeeze the tube anymore).

10 PRINCIPLES FOR LONG-TERM SUCCESS
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The best time to make 
a new product is before 
you actually need it.

Rebranding:
This is where you disassociate the brand from the previous values/image, like Yellow Cab 
did by rebranding itself to zTrip. It’s still a taxi service, but it’s no longer the old image.

Increase Use:
Can you encourage consumers to break away from traditional molds of product usage? 
Chivas Regal was always considered a fine Scotch whisky to be consumed on special occa-
sions such as weddings or as a gift. Through a worldwide advertising campaign, Chivas was 
able to increase consumption by delivering a consistent message about the brand’s broader 
appeal.

New Markets/Segments:
This strategy is an attempt to penetrate non-traditional markets or consumer segments. 
Subaru specifically targeted women as a new automotive consumer segment, realizing their 
strong potential as first-owner buyers.

Pricing/Special Offers:
Obviously, pricing is a positioning tool and a way to influence sales through the use of 
various price, payment schemes and models. Only six months after its launch, Microsoft 
reduced the price of the Xbox game console in North America by about 30%.

Brand Extensions:
This is where you take a basic product and put it in a bunch of other places, like Snapple 
did and now has 30+ flavors.

MANAGING PRODUCTS AND BRANDS
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4 Pick for Pain
Pain is a deep-seated problem, concern or desire. While some products are sold based on 
“pleasure” (feels good, positive, attracted to it), others are sold based on eliminating “pain” 
(getting rid of a problem/concern, reducing the negative feelings/experiences). In business, 
there are dozens of pains (making more money, growing market share, increasing stock 
prices, lower labor costs, etc.). You can often find someone’s pains by asking a series of 
questions like, “What’s the biggest problem you’re having?” or “What would happen if you 
could fix that problem?” When you get under the surface, you start to learn what people 
care about.

Generate New Concepts to Come Up With Your 
Next Product or Upgrade 
If you’re not going to do something new with what you already have, then you have to 
get something new there are six good ways to think of new product ideas.

Solve a Problem
When you solve someone’s problem, you make their life easier. The product manager 
observes something that could be a problem, learns as much as they can, looks for a simple 
solution, borrows ideas from other products and figures out a way to enhance or differenti-
ate their offering. The backup camera on modern cars is a good example of this. Required 
on all cars made after 2020, this technology allows drivers to more clearly see what was 
previously blind to them.

Leverage a Trend
Trends are being developed all of the time. Consider: Economics (two-wage earners with 
more disposable income but less free time), social (Americans are aging and becoming larg-
er), technology (connectivity is everything from communicating to shopping) and politi-
cal/regulatory (every new administration brings change). Riding one of them with the right 
product could be an option for you.

Day-in-the-life Use
Why not spend some quality time with your customers and really see how they use your prod-
ucts or how they operate? The idea is to spend a day with a customer, similar to ethnographic 
research. Observe and talk with customers about how they are using their product, or what 
problems they are having with the product, new solutions can be discovered. Your job is to 
listen, not sell. This can provide some great insights, but it can also take a lot of time.

10 PRINCIPLES FOR LONG-TERM SUCCESS
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Six Strategies
These are specific ways to get you to think slightly differently about your product or situation.

•	 Analytical: Break the problem into parts and think of ways to improve performance, func-
tion or other aspects.

•	 Search: Use memory (from other parts of your life) to make connections to your current 
application (ways to improve door hinge design by studying a clamshell).

•	 Imagination: Suspend disbelief and ignore any constraints 

•	 Habit Breaking: What is the opposite of what you think/believe? Harvey Firestone decid-
ed to test rubber after it was immediately manufactured (and not aged as was the industry 
standard). He found that new rubber is the same as aged rubber, allowing him to drastical-
ly reduce production time.

•	 Development: Take an idea, pass it to another, ask for the next improvement (here’s my 
first three ideas…how can they be more effective, and feasible).

•	 Improving Other’s Ideas: Find problems in current offerings or opportunities to make 
them better (Starbucks translated Italian coffee bars to a “second home” through a more 
relaxed environment).

Brainstorming (Storyboarding)
In this process you use large push-pin boards to run a facil-
itated meeting where thought starter topic cards are used to 
generate ideas quickly. As they are talked about, the ideas 
are pinned in columns and rows, resulting in a large area of 
ideas. You ask your participants to prioritize the best ideas 
and you sort those into categories. The great part about 
this tool is that “bad ideas” often generate “good ideas” that 
would not have been thought up on their own without 
input from a group focused on the topic.

Entrepreneurial thinking involves generating a lot of ideas (especially through innovations), then 
evaluating each based on the constraints of the user, organization and technology. Whether you 
use an extension approach to adapt what you already have—or generate new concepts—the goal 
is to think of new stuff that you can test and refine. If you make this kind of thinking a habit, 
it won’t take long for you to develop a lot of ideas. Hopefully, some of those ideas will result in 
successful products.

Storyboarding is a visual planning process. 
By focusing everyone’s input, you gather 
topics quickly within each category.

Technique originally developed by Jerry McNellis,       
also called Compression Planning or Storyboarding.

The technique originally developed by Jerry McNellis, 
is also called Compression Planning or Storyboarding.
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Good Product and Brand Management Is Based 
on Research, Not Guessing 
When there’s a lot at stake—money, reputation, the success of your company—most people feel 
more comfortable knowing that decisions are being based on input from people who are the 
likely buyers of the product or service. We call this marketing research and it can easily be used 
to help you evaluate new ideas and markets.

On its most basic level, marketing research is organized listening. You ask questions and record 
the answers. If a bunch of people are saying the same thing, it’s probably more important than if 
only a couple are saying it.

You may be familiar with tools like surveys (online, intercept, phone, etc.), focus groups (or-
ganized discussion where a moderator asks a group for their input on various topics), 1:1 in-
terviews (researcher asks questions to participants one at a time) or similar techniques. In all of 
these, the quality of the questions, follow-up probing, systematic recording of responses and 
more matters a lot. Then, summarizing what you found into something that others can easily 
understand (like bar charts, graphics, statistical tests, etc. is key).

Beyond these basic research tools, there are six special types of marketing research that are espe-
cially important in branding and marketing new products.

Naming
What will you name your product? Names and logos are powerful and influence buying de-
cisions, so testing several names is important. There are a lot of ways to generate names, like 
syllable rearranging (Micro + soft = Microsoft), proper names (J.C. Penney), natural names (Sand 
Diego Zoo), letters/numbers (X-2500), animals/stars/inanimate objects (Ford Mustang) or sim-
plified names (ambulatory surgery = same day surgery).

Branding
How does your company/product stack up to competitors? Brand audits focus on a company, 
product, service or individual’s image and reputation in the marketplace. Typically, industry lead-
ers, customers, prospects, the media and others are asked what they see as strengths/weaknesses 
compare to competitors, as well as their willingness to recommend. A lot of the research projects 
are “blind” so the interviewee does not know who is sponsoring the study. In many of them, they 
ask respondents to rate a list of attributes about each so that the results show who’s strong and in 
what areas. When Mine Safety Appliances (MSA) purchased a premier European fall protection 
brand, Latchways, it wanted to learn how strong the Latchways name was and whether it should 
be incorporated in a future product name.
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Publicity
Sometimes, your product and company have no news, so you have to create some through the 
use of a trend survey. The results are fun and interesting, and they can help drive media coverage 
where you can mention your new product or company. Over the years, I’ve run dozens of these, 
including topics such as how people act when they have a cold (Contac), what happens around 
the dinner table (Contadina) and are people with whiter teeth better lovers than those with 
yellow teeth (Aquafresh Whitening). I’ve had as many as three different surveys featured in the 
newspaper, USAToday in the same week.

Snapshot
Not every survey has to be gigantic. Sometimes, 25-50 responses will give you directional feed-
back. It’s like coming to a stop sign, do you need to go left, right or straight ahead. You don’t 
need to go “two degrees to the north.”

A local restaurant chain (Eat’nPark) used this tool to help them select promotional NFL glass-
es for a Pittsburgh Steelers team that was in the Superbowl. The question was, who should be 
printed on the glasses (current or Hall of Fame Steelers)? At the time, a lot more people wanted 
the Hall of Fame Steelers, which is that they company chose. They sold out several thousands of 
glasses in a few days—their most successful glass campaign ever and they did with a small survey 
sample size.

Experiment
Instead of a survey or focus group, can you run an experiment? A local box manufacturer wanted 
to test new designs and patterns on holiday boxes. They recruited female shoppers to go to several 
stations where they looked at pattern designs, sizes, pricing and more. to find out which options 
were best. 

Scientific
Can you use a survey to discover and quantify your prospect’s pain and help drive your sales pro-
cess? When you go to your doctor, they typically do bloodwork or tests to figure out how healthy 
you are. It’s the same idea for your product and branding.

When pitching a large outdoor mall developer, I put together a survey on what people wanted in 
outlet malls and, since there was a horse racetrack nearby, how likely they would be to stop at the 
track in addition to shopping. Instead of spending the meeting talking about how great I was, we 
spent it talking about their survey results and how they might use them. That helped us stand out 
and win the project.

No matter what type of research you do, make sure that you’re at least doing something. You’ll 
find that it’s a lot easier to be an effective product and brand manager when you bring data. And, 
the better your data, the less grief you’ll get from people you need to get on board with your 
recommendations—like your colleagues and funders! 

MANAGING PRODUCTS AND BRANDS
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6
Fill-in-the-blank

In Geffrey Moore’s book, Crossing the Chasm, he came up with a simple 
fill-in-the-black formula: For (target customer) who (statement of the 
need or opportunity), the (product name) is a (product category) that 
(statement of key benefit that is a compelling reason to buy). Unlike (pri-
mary competitive alternative), our product (statement of primary differen-
tiation). It’s a nice sentence that answers all of the right questions.

4Ps
If you’ve taken a marketing class, then you’ve heard about product (key features and benefits), place 
(delivery and distribution), promotion (marketing mix) and price (what and how you charge). If you 
plot two of these words against each other, such as product quality and price, you can come up with 
a diagram like this one that gives different strategic approaches for picking a strategy. A high-quality/
high-price product might be a luxury car, while a low-priced/low-quality item could be found at the 
dollar store. Both approaches can be profitable, even though they use different approaches.  

Effective Positioning Clearly Differentiates Your 
Product From Other Alternatives 
Most products and services are similar, so you have to get your target audience to care about minor 
differences. Typically, you have to take one thing and blow it up enough that potential buyers will 
care about it and make it an important decision criterion. So, how can you make your product or 
company stand out? How do you describe your uniqueness? Try one of these approaches.

If you ARE NOT going to be “different,” then sell on or select a position based on “price” (only P 
you care about) and offer similar products or services as other competitors, only for less money. But 
the problem is that eventually, the category becomes a commodity and limits profitability (unless 
you can generate substantial volume). If you ARE going to be “different,” then “product,” “place” 
and “promotion” (other 3 P’s) get manipulated to portray something more unique and valuable than 
competitor offerings.

Again, the problem is that you have to select a positioning that is difficult for others to copy or 
mimic that actually means something to your target audience—and you have to spend a lot of mon-
ey, time and effort communicating that positioning to earn as much of the 4th P (price) as possible.

10 PRINCIPLES FOR LONG-TERM SUCCESS
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Niche
A niche is part of a market—not all of the market, but big enough that it makes sense for you to spend 
the time, effort and money to develop a product for it. Consider this graphic that shows a way to 
think about women as a target market. The more specific you get, the fewer the prospective customers.

Attributes
In Jack Troutman’s book, Differentiate or Die, he suggests that position-
ing can be bucketed into two paths—one that leads to success and one 
that leads to failure. Being first, owning a specific attribute, leadership, 
heritage or market specialty can often lead to success, because it is dif-
ficult to copy. If you were the first person to ever make a product, then 
claim it so no one else does. Conversely, positioning based on quality, 
customer service, creativity, price or breadth of line can lead to failure, 
because they are easy to copy. Someone else can come along with a better 
price, then you are no longer offering the lowest price.

Points of Difference, Parity
Instead of trying to be totally unique, focus on some ways you are the same, then add some ways that 
you are different from other products. Take the guitar for example, most have strings, a neck, pickups, 
etc. But describing a Gibson guitar as “the most recorded guitar on Earth and it won’t over power your 
voice” is a nice way of saying it’s a leader. Even though Gibson acoustic guitars are not as loud as are 
Martin guitars, phrasing a negative this way makes it sound like a benefit.

Positioning is about getting 
your customers to care about 
minor product differences.

MANAGING PRODUCTS AND BRANDS
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Concept Statement
A lot of people like to describe what they do based on titles, like doctor, printer, plumber, etc. 
Some go a little farther describe themselves based on their product or service, like primary care, 
magazine printer or unclogging drains. The problem with both of these approaches is that it’s 
nearly impossible to differentiate yourself from dozens, if not hundreds, of others who are doing 
the same thing.

For example, let’s say that you’re a consultant who offers business planning, financial manage-
ment and human resources. Your concept statement could be, “I work with people who want to 
start a business and small business owners who want to grow their business.” You’ve narrowed 
your target audience and if someone asks, “How do you do that?” You say, "I offer business plan-
ning, financial management and human resources." The point is that the concept is different and 
can attract your target market by making what you do sound differently.

Taglines
Today’s taglines are three to four words that describe a company or product. Walmart’s, for exam-
ple, is “Save money. Live better.” Can you get your positioning down to three to four words? It’s 
tough, but when you do you get crystal clear on what you’re offering and why.

Elevator Presentation
This is what you say in a 30-second elevator ride from the first to the fifth floor. No wasted words 
or ideas, just quickly getting to the point of what you’re offering, why it’s good and why someone 
should care. Like so many other positioning exercises, it takes a lot of effort to be brief, so start 
out long-winded and refine from there.

SWOT
Strengths, Weaknesses, Opportunities, Threats 
are four categories that a lot of people like to use 
to describe their positioning. Spelling out where 
you stand in each can sometimes reveal items 
that you could build an entire product, campaign 
or company around.

10 PRINCIPLES FOR LONG-TERM SUCCESS
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Profit
This happens one of two ways, by increasing revenue or decreasing costs. Positioning around in-
creased revenue could include better marketing, better quality/service, making more sales calls, a 
stronger brand image or raising prices. Positioning around spending less could be better account-
ing, less waste (Total Quality Management), cutting staff, negotiating better costs or decreasing 
production time. As an example, PNC is branded as a way to increase your revenue, while Geico 
is about lower costs. 

Pricing
Using pricing as a way to position your product works in some situations, like pricing a house as 
$399,000, which would be considered “odd pricing” since it’s pretty close to $400,000. Anoth-
er way would be something called reference price, where a product like Glidden paint is priced 
lower than a higher priced brand but said to be of equal quality. Even the “sandwich” technique 
is good for pricing some things like consulting services, where you offer a lower and a higher 
alternative. Sell the higher item, if you win the lower one, you still won.

Regardless of which of these options—or combinations of them—you choose to position your 
product, remember you’re really not that different than everyone else. So, pick something your 
market might (or could) care about and make a big deal of it.

MANAGING PRODUCTS AND BRANDS
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7
LAW #1 – EXPANSION  

The power of a brand is inversely proportional to its scope.

Before Finalizing Your Brand Strategy, Make Sure It 
Aligns With One or More of the “Laws of Branding.”
Some years ago, Al and Laura Reis wrote a book called, “The 22 Immutable Laws 
of Branding.” It was an extension of a book written by Al Reis and Jack Troutman 
in the early 1990s called, “The 22 Immutable Laws of Marketing,” which was 
highly popular at one time with marketing executives. Nonetheless, I’ve found 
that it’s a good framework for taking a deeper look at your branding strategy to 
ensure you’re not making rookie mistakes or setting yourself up for failure.

Would Colgate be more powerful with eight kinds of toothpaste as opposed to 48? Chevrolet 
used to be the best-selling automobile brand in America before it expanded to so many models. 
The point: If you water down your brand, you ruin it by making it weaker. If your logo is on 
everything, everywhere, no one can really understand what you’re doing or not doing.

LAW #2 – CONTRACTION
A brand becomes stronger when you narrow its focus.

Think of leading pizza brands. Little Caesars first sold pizza, fried shrimp, fish and chips and 
roasted chicken. It became a more successful brand after narrowing its menu, as did Dominos 
and Papa Johns. When you get focused, it becomes easier for your potential customers to know 
what you offer. You can still get non-pizza items at these stores, but from a branding standpoint, 
being more specific leads to greater success.

LAW #3 – PUBLICITY
The birth of a brand is achieved with publicity, not advertising.

Don’t confuse brand building with brand maintenance. Brands are built with publicity, and main-
tained with advertising. “What others say about your brand is so much more powerful than what 
you can say about it yourself.” The Body Shop became a powerful brand with lots of publicity and 
virtually no advertising. The best way to generate publicity is by being first.

LAW #4 – ADVERTISING
Once born, a brand needs advertising to stay healthy.

“Those massive advertising dollars don’t buy you anything; they just keep you from losing market 
share to your competition.” Brand leaders should advertise leadership, such as Heinz, America’s 
favorite ketchup. It’s not uncommon for leading brands to spend millions on advertising cam-
paigns. It’s also why many startups and smaller firms should be weary of advertising. While one 
million dollars might seem like a good budget, it is virtually worthless depending upon your 
market size.

10 PRINCIPLES FOR LONG-TERM SUCCESS
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LAW #5: THE WORD
A brand should strive to own a word in the mind of a consumer.

Mercedes (prestige), Volvo (safety), Kleenex (tissue) and FedEx (overnight) are brands that are 
associated with. Basically, when your brand is down to a single idea (or word), it’s powerful and 
easy for a lot of people to remember it.

LAW #6: CREDENTIALS
The crucial ingredient of any brand is its claim to authenticity.

“When you have the right credentials, your prospect is likely to believe almost anything you say 
about your brand.” The power of credentials is the reason why many customers prefer to wait 
for a table at a crowded restaurant than go to an empty restaurant.  “If it’s busy, the restaurant 
must be good.” In 1942, Coca-Cola launched an advertising program referring to itself as “the 
real thing.” So, above all else, make sure your brand is authentic.

LAW #7 – QUALITY
Quality is important, but brands are not built by quality alone.

Does a Rolex really keep better time than a Timex? Quality, or rather the perception of quality, 
resides in the mind of the buyer. What about Coca-Cola outselling Pepsi, even though taste tests 
show that consumers prefer the taste of Pepsi? Your brand is both a set of attributes (about the 
product) and a set of emotions (feelings you have in your mind and body about the brand).

LAW #8 – CATEGORY
A leading brand should promote the category, not the brand.

The best aspect of branding is creating a new category. Start something totally new! Domino’s 
Pizza basically created the market for home pizza delivery. Prince’s success was due to creating the 
category for oversize tennis racquets. It’s often difficult to do, but when you create a new category, 
you can be defined by that category because you were the first to do it, but make sure you contin-
ue to tell everyone about that!

LAW #9: NAME
In the long run a brand is nothing more than a name.

The name you decide to call your product is the most important branding decision you will ever 
make. For example, the copy company, Xerox, benefited not only from being the first in its cat-
egory, but also from its short, unique name. This concept is based on the ancient Greek idea of 
“logos” or the power of a name, because the right name shapes perceptions in such a way that it 
makes it easier for people to understand what you’re offering and how your product stands out.

LAW #10: EXTENSIONS
The easiest way to destroy a brand is to put its name on everything.

Marlboro (a brand that comes in at least a dozen different varieties) has only 30% of the cigarette 
market (1998) and 41% in 2014, but smoking products are shrinking, especially as vaping has 
taken hold. As an alternative, instead of thinning out your brand by putting the name on dozens 
of new products, think about starting an entirely new brand.
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Quality is important, but brands are not built by quality alone.

A leading brand should promote the category, not the brand.

LAW #11: FELLOWSHIP
To build a category, a brand should welcome other brands.

Not only should the dominant brand tolerate competitors, it should welcome them because 
choice stimulates demand. If you’re driving down the highway and McDonald’s is the only fast-
food restaurant at the next intersection, then that intersection won’t do nearly as well as if there’s 
also a Wendy’s and a Burger King located there. It changes the intersection to a “destination.” 
The same is true for specific products. When there are two or three options, it makes the entire 
category bigger and more meaningful.

LAW #12: GENERIC: 
One of the fastest routes to failure is giving a brand a generic name.

Generic brand names disappear. YouTube is a more powerful brand name than “Internet Vid-
eos.” Intel Corp. is a better name than “Intelligent Chip Company.” So, as you’re thinking of 
your name, think of something that is unique and you can trademark. 

LAW #13: THE COMPANY
Brands are brands. Companies are companies. There is a difference.

Consumers buy brands, not companies. Does anyone care who makes Oreos, Tide, Ivory or 
Bounce? Most people generally don’t care whether it’s Nabisco, Kraft, or General Foods that makes 
Oreo cookies. A good example of a large company that is always secondary to its brand names is 
P&G (Proctor and Gamble). The additional benefit is that if you ever want to sell your brand, it’s a 
lot easier if its not the name of your company.

LAW #14: SUB-BRANDS
What branding builds, sub-branding can destroy.

Sub-brands have no meaning in the mind of consumers and weaken the core brand. Holiday 
Inn has launched sub-brands like Holiday Inn Express, Holiday Inn Select, Holiday Inn Garden 
Court. Most people don’t know the difference between any of the offerings.

LAW #15: SIBLINGS
There is a time and a place to launch a second brand.

If you’re going to have a secondary brand, make each sibling brand a unique individual brand 
with its own identity. For example, Time, Inc. has several different magazines including Time, 
People and Sports Illustrated. When Honda introduced a luxury car, it didn’t call the product 
Honda Plus, it called the new brand Acura.

LAW #16: SHAPE
A brand’s logotype should be designed to fit the eyes. Both eyes.

Horizontally placed eyes mean the ideal shape for a logotype is horizontal. Avis (which is the same 
spelled in italics inside a red box) is great and Arby’s is too vertical, because it’s a big hat. Think of 
your car’s windshield. Could you easily see the logo as you’re driving around?
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LAW #17: COLOR 
A brand should use a color that is the opposite of its major competitor’s.

Color can be a great distinguisher: Blue for IBM, red for Coca-Cola and robin’s egg blue for Tiffa-
ny & Co. Color is a nonverbal communication element. So, make it count!

LAW #18: BORDERS
There are no barriers to global branding. A brand should know no borders.

Crossing a border can add value to a brand, such as wines from France. Heineken, for example, 
is sold in over 150 countries. Coca-Cola is a global brand with American heritage, thus there 
are many languages on its cans and bottles, but you can still tell it’s a Coke instantly.

LAW #19: CONSISTENCY
A brand is not built overnight. Success is measured in decades, not years.

Markets may change, but brands shouldn’t ever change. BMW has been the “ultimate driving 
machine” for over many years and through many different advertising agencies. This is why I like 
to say, “Branding should be the most boring work you do,” because once a brand is set you should 
leave it alone for a long time, if not forever.

LAW #20: CHANGE
Brands can be changed, but only infrequently and only very carefully.

Law of change is the biggest exception to the laws of branding. Three situations where a brand 
change is feasible: 1) Your brand is weak or nonexistent. 2) You want to move your brand down 
the food chain (down price ladder). 3) Your brand is in a slow-moving field and the change is go-
ing to take place over an extended period of time. As an example, the cigarette, Marlboro (which 
started out as a premium product) lowered its prices and gained market share. The price cut was a 
shift away from its original branding position.

LAW #21: MORTALITY
No brand will live forever. Euthanasia is often the best solution.

Brands will eventually die. The Walkman brand, which was a music device that played cassette 
tapes and had a built-in radio. This brand slowly died after the advent of digital music.

LAW #22: SINGULARITY
The most important aspect of a brand is its single-mindedness.

A brand is a singular idea or concept that you own inside the mind of the prospect. While Prego 
is “thick spaghetti sauce,” Volvo is a “safe car.” As you think of your brand, what is the one idea 
you want your customers and prospects to have in their head?
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8AI (Artificial Intelligence) Will Continue to Change 
Marketing, but Not Necessarily in Good Ways 
AI are computer programs that offer great promise, but is it the be-all and end-all or just another tool? 
The answer depends on you and what you make of it—as well as how fast others abuse its potential 
and uses. At the time of this writing, there are all sorts of AI advancements, largely available because of 
the Nvidia servers which allow for superfast parallel processors.

A brand is not built overnight. Success is measured in decades, not years.

Brands can be changed, but only infrequently and only very carefully.

The most important aspect of a brand is its single-mindedness.

Implications of AI
While there are plenty of upsides to AI, like 
coming up with ideas faster, shifting staff costs 
and numerous others, there’s also a dark side like 
privacy issues (generating nude photos of some-
one who’s fully clothed), tricking people to give 
their “grandchild” money because of a similar 
sounding voice and many others.

For AI to really benefit your product and brand, 
I like to use a 2X2 graphic that plots customer 
experience against the value to the organization. 
Obviously, you want both of these dimensions to 
be high because what’s great for an organization 
might not be that great to consumers and be 
more of an irritant than a help.

Applications of AI in Branding
Obviously, there are many potential uses of AI in branding, many of which have yet to be discov-
ered, applied or tested. To keep things simple, I suggest that you think about AI in three broad 
buckets (Analysis, Content and Implementation).

Evaluating AI Applications Against 
Consumer and Business Benefits

AI Areas of Focus in Branding
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Analysis
From an analysis perspective, you can figure out what people think of your product, service or brand 
by looking at online content, forums and other data sources.

Some of these tools can be predictive and help you calculate how likely you are to need services, 
supplies or other materials based on other variables. For example, Caesars Entertainment (the resort 
hotel operator) used multiple regression models to predict staffing based on check-ins, because it saves 
money and ensures better customer experience.

Thinking about it from a consumer behavior standpoint, AI could make product recommendations, 
conduct targeted marketing campaigns, run fraud detection programs or do many other tasks. Even 
from a marketing research standpoint, AI can help quickly generate survey questions and help with 
the analysis.

Content
AI is offering promising improvements in the areas of content creation, such as creating a draft of a 
posting or an article that is edited and refined by staff. Other programs help generate graphics quick-
ly or offer language translation services. Some programs go so far as to create a brand identity based 
on what you say you want for an image, look and feel. In 2023, Spotify launched an AI DJ program 
based on your listening habits. We’re learning that AI is pretty good at storytelling and tracking imag-
es, like where your proprietary images or material is being used without your permission.

Implementation
A lot of companies are now using chatbots to try to engage consumers, but it’s not all coming out 
roses. The more people learn that they are talking with a computer—and not a real person—the 
more they tend to discount the experience. Some are finding that AI is helping create advertising 
campaigns or think through specific elements to make them better.

You may be thinking, do “influencers” have to be human? Some firms are finding out that they do 
not. In fact, AI generated images are being used to create entire influencer campaigns that cost less, 
don’t act out and generate results. Of course, AI has been used for some time in creating person-
alized brand experiences like your customized ecommerce site or your Netflix feed based on your 
watching habits.
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Seven Levels of Marketing ROI Measurement

9Get Comfortable Being Accountable for Your 
Marketing Spending 
“What have you done for me, lately?” “How about doing a little bit more with a little bit less?” 
Effective answers to these questions keep product and brand managers employed.

If you’re going to spend money on marketing and branding, then you should be tracking and 
trying to figure out how well things are going. What’s working? What’s not working? The prob-
lem is that a lot of markets don’t like to do this because it makes them vulnerable—and it’s often 
a lot of work.

In some industries, like professional sports, they have fairly well-developed ways of tracking 
results. The NFL is a good example, where you can find a plethora of stats related to the offense, 
defense and special teams for both individual players and teams. Listen to any sports broadcast 
and they can go for hours talking about stats beyond the final score of the game.

Some years ago, I was asked by the American Management Association to develop a training pro-
gram on measuring Marketing ROI (Return on Investment) and I created this model that uses 
seven “levels” of measurement and tracks from “no relationship” to a “very strong relationship” 
with your customers.

10 PRINCIPLES FOR LONG-TERM SUCCESS



 24LLOYD CORDER, PH.D. 
CORCOM-INC.COM

Activity
On this level, you simply report what you did. This is a good exercise, because most 
marketers forget how much they did and they don’t always share it with their boss or 
other decision-makers.

Placement
Because most marketers do not own the channels they use to distribute their messages, 
they have to rely on those channels to help them spread the word. This type of mea-
surement describes the level of success you had in getting these “amplifiers,” such as the 
media, social media, etc., deliver your message. Measurements like “impressions” or how 
many people likely saw your messages, “ad dollar value” or what it would cost to buy the 
media coverage you earned if you used advertising and “content analysis” or the extent to 
which your message stayed in tack as it was distributed (and not watered down or mixed 
up) are typical in this category.

Awareness and Attitude
This level of measurement uses surveys, social media, social listening and others to gath-
er feedback from your target audience to see the extent to which they know about you 
and what they think about you. If you track these results over time, you can see if you’re 
making progress and getting more people to know about and like you.

Contacts
This is one of the first behavior measurements as it relates to what consumers or your 
target audience is actually doing. Did they go to your website, visit your store, message 
you? If so, we would consider this a contact and some of your marketing tools may be 
generate more (or better) contacts than others.
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Sales
Once someone makes an initial contact, they become a prospect for your sales process. As 
such, did they buy anything? If so, what, how much and how often? I like to think of this 
step as a cookbook or a list of steps that they might go through in order to make a sale. As 
this diagram shows, all of the marketing tactics generate contacts. Some of those become 
appointments. Some of those proposals. And some of those sales. If you want to increase 
your sales, you either get better a moving more people through the process from contacts, to 
appointments, to, proposals, to sales—or you or you generate more contacts.

Sales Cookbook for Determining the Number of People Moving Through the Process

Lifetime Customer Value
The last step—and perhaps the most powerful—in this model is based on the idea of what 
one customer is worth to your business over the lifetime of your relationship with that 
person. Instead of always focusing on acquisition or finding the next prospect, you think of 
how you might better serve or grow your relationship with people who are already buying 
from you. Instead of seeing a prospect as a small project, you think of them as something 
big—and treat them accordingly.
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10Use Product Metrics to Make Sure Your Develop-
ment, Branding and Other Efforts Stay on Track 
There are many different metrics you can use and your company may even have specific ones unique 
to their circumstances. There are a few examples of how you can use formulas or other approaches to 
track the success of what you’re doing.

MANAGING PRODUCTS AND BRANDS

Forecast
Monthly Recurring Revenue (MRR):
How much money the product generates for the business every month.
(MMR at the beginning of the month + MMR gained from new customers (same month) + MMR from upgrades/
increases (from existing customers)) - MMR change from downgraded (still customers, but spending less) + MRR 
churn (lost customers)) = Monthly Recurring Revenue (MRR)

Annual Recurring Revenue (MRR X 12):
How much money the product generates for the business during one year.

Lifetime Customer Value (LTV):
How much revenue is generated from one customer over a lifetime with the business.
Average Revenue Per User (ARPU) * Average customer lifetime Lifetime Customer Value (LTV)

Customer Acquisition Cost (CAC):
How much it costs to win a new customer.
Sales and marketing spending for a period of time / total number of customers generated for same period of time = 
Customer Acquisition Cost (CAC)

Product/Feature Popularity    
Number of Sessions Per User:
How often users come back to use the site.

Number of User Actions Per Session:
Number of times a user opened an app and what they did while in the app.

Keep Users Interested
Customer Retention Rate (CRR):
Percentage of customers who stayed with the company after a certain period of time. 
Retention Rate = Customers at the end of the calculated period - (New customers - Customers at the start of the 
period) X 100

Churn Rate:
Percentage of lost customers.
Monthly Recurring Revenue (MRR) / Total Number of Accounts = Average Revenue Per User (ARPU)
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Analyze and Grow User Engagement
Daily Active User (DAU) and Monthly Active User (MAU) Ratio:
Number that shows the percentage of total customers who use the product on a daily basis. 
DAU/MAU = Number of Daily Active Users (DAU) / Number of Monthly Active Users (MAU)

Session Duration: 
How long a typical customer spends using the website.
Total time users spend with your product / total number of users = Average Session Duration

Traffic (paid/organic):
Number of people who come to your website.
Number of people who visited your website, buy search (organic) or from advertising (paid).

Bounce Rate:
Number of users who visit only one page of your website, then leave.

Evaluate User Satisfaction
Net Promoter Score (NPS):
Ask a willingness to recommend question with a 1-10 scale, from 1 (Not at all) to 10 (Very 
likely). Scores can range from -100 to +100.
DAU/MAU = Number of Daily Active Users (DAU) / Number of Monthly Active Users (MAU)

Customer Satisfaction Score (CSAT):
How long a typical customer spends using the website.
Typically a survey with assorted questions and/or indexes that track changes in perception over time.
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