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Abstract

Abstract

The present harsh business climate has forced companies to consider branding efforts, in
order to stay competitive. The gap between main and small actors on the market is increasing,
which makes it crucial for weaker brands to develop an effective branding strategy. The aim
of this thesis is to provide a better understanding of how to manage a brand. Our research
explores, describes and tries to explain the objectives of managing a brand, how the branding
strategy can be described and what people that are involved in managing the brand. We have
conducted a case study on Abro Bryggeri and data was primarily collected through a
telephone interview.

Our findings show that the main objectives regarding managing a brand are related to
increasing profit and achieving awareness on the market. On the subject of branding strategy,
several steps are considered, which initiate from a documented brand vision. Furthermore, we
have found that it is important that the entire organization is involved in the branding efforts
and that it is essential to make decisions regarding the brand at top management level. Finally,
implications for managers, theory, and future research are provided.




Sammanfattning

Sammanfattning

Dagens hérda affarsklimat tvingar foretag till att 6vervdga varumérkesarbete for att halla sig
konkurrenskraftiga pd marknaden. Gapet mellan de stora och smé aktdrerna pa marknaden
okar vilket gor att det &r viktigt for svagare varumdrken att utveckla en effektiv
varumdrkesstrategi. Syftet med denna uppsats &r att fa en battre forstaelse av hur man hanterar
ett varumdrke. Var forskning utforskar, beskriver och forsoker att forklara malen med att
hantera ett varumérke, hur man kan forklara varumérkesstrategin och vilka ménniskor som ér
involverade i varumirkesarbetet. Vi har utfort en fallstudie pa Abro Bryggeri och information
samlades primért genom en telefonintervju.

Vart forskningsresultat visar att de primédra malen med varumairkesarbetet ar relaterade till
okad l6nsamhet och kdnnedom p& marknaden. Vad det giller varumérkesstrategin s ar flera
steg i beaktning, vilka utgér frdn en dokumenterad varumérkesvision. Vidare sd har vi
upptidckt att alla inom organisationen dr involverade i varuméirkesarbetet och att det &r
nodvandigt att beslut som rér varumirket tas i ledningsgruppen. Slutligen, presenteras
rekommendationer for ledare, teori och framtida forskning.
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Introduction

1 Introduction

This opening chapter will discuss the background about the area of research. Next, a problem
discussion will follow and it will end up with an overall purpose and specific research
questions. Finally, limitations and an outline of this thesis are provided.

1.1 Background

Brands have become a crucial part of the marketing strategy of an organization; the future of
many brands lies in branding. Established brands have the potential to strengthen the ability to
compete and increase its growth and profitability. Knowledge and understanding of this fact
make brands important in the formulation of company strategies as a source for sustainable
competitive advantage. (Urde, 1994)

Branding is not something revolutionary as it has been around for centuries to distinguish
products and services from one another. Actually, the word brand originates from the Old
Norse word brandr, which means, “to burn”. (Keller, 2002) For some 4,000 years, branding
irons have been used as means of identification and mark of ownership (sloanbrands.com). As
far back as 5000 BC, identity marks were used on pottery, similar to what we call brands
today. However, these ancient brands identified the owners of the products rather than the
manufacturer. (Motameni & Shahrokhi, 1998) The ancient Romans, Greeks and Egyptians
branded not only their livestock, but criminals and slaves as well. It is generally believed that
Hernando Cortez introduced branding irons to the new world in 1540. (sloanbrands.com) In
the twelfth century, the use of brands became common usage. (Motameni & Shahrokhi, 1998)

In the broadest sense, a brand is the combination of a product’s/service public image. The
concept includes function, target market, prestige value, pricing strategy and countless other
marketing and business elements. A brand is a name, term, sign, symbol, design or a
combination of them. It intends to identify the products and services of one seller or group of
sellers, to differentiate them from those of competition. Technically speaking, whenever a
new name, logo or symbol is created for a new product, a brand is formed.
(marketingpower.com) The brand ought to deliver value all the time; it has to bring added
value to the company or product in order to stand out from competition (Randall, 1997). An
established brand represents large investments and values. Correctly executed, a brand brings
a positive feeling to mind — a quality guarantee. Products or services with identical
designation are expected to stay within a certain range of capacity and character. (Hinn &
Rossling, 1994) Brassington & Pettitt (1997) state that branding is the creation of a three-
dimensional character for a product, defined in terms of name, packaging, colors and symbols.
These elements help to differentiate from its competitors and simplify the development of a
consumer relationship with the product (Ibid).

Nowadays, the entire development of branding strategy is changing. Today’s brand planning
management is changing from line branding to corporate branding. This means that the
management requires more focus within the organization compared to how it has worked
before. The role of employees is also changing; they need to be seen as brand ambassadors.
Employees have a great impact on consumers’ perceptions of the brand and the organization,
since they affect both the internal and external environments of a brand. (Harris & de
Chernatony, 2001) In brand planning, the brand needs to look at everything from the
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consumer’s point of view and should use an adopted company management model during the
process. For a new brand, or when reinventing a brand, the process must involve market
research as well as internal discussion. (Randall, 1997)

Branding is an important measure to succeed in the world of business. The subjective
experience of using a brand can be of diverse shape from the subjective experience of using
an identical product without the brand. A commonly used example is the blind vs. branded
product test. The example illustrates testing of two food or drink brands. By comparing two
brands, consumers may express a clear preference for one over the other, most often the one
with the highest market share. Conducting the same test blinded shows no clear preference for
one brand or another. Branding enhances the actual experience of a product, and thereby adds
to its value. (Cowley, 1991)

The brand image and identity are often seen as the same thing. However, the image is a
perception from an external observer while the identity is the internal perception of the brand.
(Selame & Selame, 1988) According to Selame & Selame (1988), “identity is what one really
is, while image only means how one appears to other people” (p. 7). A brand’s image is
perhaps a company’s most powerful marketing asset. Regarding the corporate strategy, image
is essential for positioning a company for maximum growth. When the image is sharpened
and used appropriately, corporate image can influence the consumer’s choice, build brands
and add value to a company in the minds of its public. Image is about the perception; how
consumers think and feel about a brand. What the consumers consider about a brand influence
how they respond to efforts in the marketplace. (Gregory & Wiechmann, 1999)

When compared to image, brand identity is the arrangement of words, ideas and associations
that structure the total perception of a brand. The identity is a brand’s unique features that
make it special. It is also how its constituencies see a product or service and how it is
perceived to perform. That includes the strategy that guides how the brand will be sold, the
strategic personality that improves it and the way in which those two elements are blended,
resulting in such things as the brand name and logo. (Upshaw, 1995) Identity is the sum of
those characters one chooses to show to mark the existence of the brand (Hinn & Rossling,
1994).

In the world of business today, branding is about uniting an entire organization around a
unique belief system. The aware consumers of today are no longer interested in what the
company is, but rather what the company believes. This leads to the fact that, instead of
changing the brand at product or service level and talk about what a company makes or
carries out, companies are focusing on talking about what they believe in - their corporate
values. This entire belief system is what brand identity is all about. (Selame & Selame, 1988)

When creating a brand identity, the brand must get in front of the consumer. Marketing
communications are the means that corporations use to inform, persuade and remind
consumers of the offered brand. In a sense, marketing communication represents the voice of
the brand and is a mean by which the brand can establish a dialogue and build relationships
with consumers. The most visible and familiar elements of brand identity are name, symbol
and logo. Formulation of these elements is crucial and it needs to permeate the total
organization. All material should carry business name and logo in order to communicate a
winning image. (Fatt, 1997) Besides being means to reduce the sales process, promotion is
also contributing to develop the image of the company, regardless of whether it is concerning
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product advertising or brand promotion. Brand promotion is of a strategic character and refers
to creating good relationship between the company and its interested parties. (Hinn &
Rossling, 1994)

The added value, including all elements of the brands, has been discussed for many years and
has ended up in the expression brand equity. Dr. David Aaker of the University of California
at Berkley is one of the leading establishments on brand equity. (Randall, 1997) Aaker (1991)
has defined the term as “a set of assets and liabilities linked to a brand, its name and symbol,
that add value or subtract from the value provided by a product or service to a firm and/or to
that firm’s customers” (p. 15). Furthermore, Randall (1997) states, Dr. Aaker has grouped
those assets and liabilities into five categories: brand loyalty, name awareness, perceived
quality, brand associations and other proprietary brand assets, such as patents and trademarks.
Aaker (1991) points out the connection between the different elements of the brand and
consumer’s perception of the brand. Brand equity asset creates value in a variety of very
different ways, both for the consumer as well as for the firm (Ibid).

The concept of brand equity is indirectly related to brand outcomes (market share), while the
concept of double jeopardy is directly related to brand outcomes (Chaudhari, 1995). This
phenomenon illustrates that brands with large market shares are more likely to have more
loyal consumers compared to brands with small market shares. Moreover, consumers of a
larger brand tend to buy it more often. A small brand is at disadvantage twice: It has fewer
buyers and its buyers are somewhat less loyal. (Ehrenberg & Goodhardt, 1990) Double
jeopardy is one of the few generalizations within marketing that can be considered as a “law”
(Chaudhuri, 1995).

Brand equity takes place when the consumer has a high level of awareness and familiarity
with the brand and holds some strong, favorable and unique brand associations in mind.
Brand awareness can in some cases be sufficient to end up in more favorable consumer
response towards a brand. This is especially true for low-involvement decision settings where
consumers might base purchase decisions merely on a familiar brand. In order for branding
strategies to be successful and create brand equity, consumers must be convinced of
differences between brands on the market. (Keller, 2002)

The reality is that although brands may be as important as ever to consumers, brand
management may be more difficult than ever. Although there has been growing recognition of
the value of brands, a number of developments have occurred in recent years that significantly
have complicated marketing practices and pose challenges for brand managers. (Ibid)

1.2 Problem discussion

Formerly, a brand was a plain entity. Brands simply needed to be defined, established and
fostered. However, the situation is far more different today, since a brand is perceived
different from time to time, depending on the context. This complication makes building and
managing brands complicated. Additionally to knowing its identity, each brand needs to
recognize its role in each context in which it appears. Furthermore, the associations between
brands must be simplified, both strategically and with respect to consumer perceptions.
(Aaker, 1996) Branding is a very important element in the product or company, and the
success of developing a branding strategy is crucial (Kapferer, 2001). Branding is to create
and manage brands. Besides creating a brand from scratch, a branding strategy is also used to

_3-



Introduction

strengthen, reposition, expand or extend an already existing brand. When developing a brand,
it is important to have a strategic management to succeed with the mission. (Keller, 2002)
Some old and established brands always seem innovative and up-to-date, while other more
recent brands already seem dated. The balance between identity and change constitutes this
problem and is called the brand paradox. When establishing a brand, consistency is
significant. It is impossible to become an established brand without maintaining a fixed set of
principles and values over time. Yet, developing products is a mean to constantly meet
escalating demands of service and quality from consumers. This fact makes it impossible to
create brand identity if brand consistency is obsolete; the consumer contract needs to be
consistent. However, the market is changing in every aspect at the same time. The brand
paradox indicates that it is important to adapt its brand identity over time, while basic
propositions needs to be constant. (Kapferer, 2001)

Today, we are living in a world dependent of mass customization. The economy is ruled by
individualistic tastes, which make the vendors produce customized products and services at all
times. The consumer sees it as its ability to demand an individual version of whatever is
offered for sale. (Upshaw, 1995) So, managing a brand-oriented company involves organizing
and controlling the operations in such a way that an attractive added value can be created. The
aim is that this should be accomplished by unchanged or increased total brand equity. (Urde,
1994) A brand generates a relationship with its consumers and users, and the firm ought to
work continuously with the relationship in order to hold one’s own ground. Competition is
increasing swiftly; changes do challenge the status quo and branding needs to be regularly
adapted to stay efficient and effective. (Randall, 1997)

Brand image starts with the consumer’s perception of a brand identity — the defined ideas and
strategies that the company follows. The consumer’s perceptions are not always
corresponding with the brand’s true profile, but to the consumer it is the reality. It is up to the
marketer of the company to make sure that the potential consumer gains a positive image of
the organization, products and services, which in turn will enhance the brand’s business
future. (Gregory & Wiechmann, 1998)

Today, the area of responsibility within many corporations is not clearly defined regarding
brand management. Furthermore, the decisions are often done at a lower level within the
organization, which leads to lack of overview and coordination. (Urde, 1994) Brand
management is so much more than just a marketing tactic. The company needs to see it as a
measure for its growth and a key for increasing consumer loyalty. (Davis, 2001) Therefore,
the branding issues should have high priority and the strategic decisions needs to be made by
company management (Urde, 1994). However, one of the biggest threats to brand equity
comes from within the organization and the fact that too many marketing managers remain on
the job for only a limited period of time. As a result of these short-term assignments,
marketing managers may adopt a short-term perspective, leading to a failure of achieving
long-term objectives. (Keller, 2002)

In today’s rapid business climate, it is becoming increasingly complicated to keep up with the
actors on the market. The companies must constantly adjust to the market needs and
reorganize its activities. However, most entrepreneurs have neither the time nor the patience
to take proper charge of corporate identity. This often leads to a failure of the organization
and the company’s ability to compete decreases. (Selame & Selame, 1988) A marketer’s main
objective is not to achieve a single sale to a consumer, but to build a long-term relationship
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between the brand and the consumer. A company who communicates to the consumer, must
be concerned with how the consumer develops its likes and dislikes, so a strong, favorable
and positive preference for the brand is installed. (Alreck & Settle, 1999)

Brands are being built and amplified in order to attract and keep consumers by promoting
value, image, prestige or lifestyle. Branding is a technique to build a sustainable, differential
advantage by playing on the nature of human beings. The risk is decreased among consumers
by branding when buying something they know very little about. Once consumers grow a
positive feeling of a brand, they do not easily acknowledge substitutes. (Rooney, 1995) This
means that the development of the brand image and identity is of great importance for brand
management and is a crucial marketing effort. This leads to the purpose of this thesis and its
research questions.

1.3 Purpose and research questions

Based on the discussion above, the purpose of this study is to gain a better understanding
about how an organization manages its brand. Research questions have been developed in
order to reach an understanding of this overall problem.

RQI. How can the objectives of branding be described?
RQ2. How can the branding strategy be described?

RQ3. How can those involved in managing the brand be described?

1.4 Limitations

Managing a brand is a very interesting subject and there are many perspectives that would be
appealing to investigate more in depth. However, it is beyond the scope of our study to cover
all aspects of our research purpose and the thesis is based on company perspective. This study
will focus on a company located in Sweden and its domestic market, due to time limitation.

1.5 Thesis outline

This thesis is divided into six different chapters: Introduction, Literature review,
Methodology, Data collection, Data analysis and Conclusions & Implications.

In this first chapter, the research area that is relevant to the thesis is presented. A background
about the subject is introduced including previous research within the area of branding.
Chapter two involves the previous research and theories regarding the research area of this
thesis. Chapter two ends up with the conceptual framework where the most relevant literature
is presented. The next chapter includes the methodology and the research procedure of this
study. We have in our methodology chapter included research purpose, research approach,
research strategy, data collection method, sample selection, analysis of the data and a
discussion of the quality standard reliability and validity of the study. Chapter four includes
the data that has been collected in the research. A short company presentation is opening the
chapter and thereafter the collected data from the interview is presented. Chapter five contains
the analysis of the data collection. The final chapter of the thesis is chapter six, where the
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findings, conclusions and implications from the analysis are stated. This chapter goes back to
chapter one and ties the thesis together. It includes the overall conclusions of the study that
can be drawn from the research. Conclusions will also be given in relation to the three
research questions that have been stated earlier in chapter one. The chapter ends with a
discussion about implications for management, theory and future research. The outline of the
thesis is illustrated in Figure 1.1.

Chapter 1 Chapter 2 Chapter 3

Introduction Literature  fg— Methodology
review

Chapter 6 Chapter 5 Chapter 4

Findings & Data Data
conclusions analysis presentation

Figure 1.1. Outline of the thesis




Literature review

2 Literature review

Previous chapter presented background and purpose of this thesis. This chapter presents
theories and previous studies regarding the research questions stated in chapter one. The
research questions are as follows:

RQI1. How can the objectives of branding be described?
RQ2. How can the branding strategy be described?
RQ3. How can those involved in managing the brand be described?

This chapter will begin by describing different objectives of branding. The next section will
present theories of how the brand strategy can be described. The third section will present
what people that are involved in managing the brand. Finally, after presenting the main
theories regarding the thesis purpose, the conceptual framework will be presented.

2.1 Objectives of branding

Alreck & Settle (1999) states that building a durable relationship between a specific brand and
a particular consumer segment is the ultimate objective of branding. Basically, the focus of
branding is to create mutually beneficial situations. Creating these situations is complicated.
Finding the right brand mix for the consumer while generating adequate sales is a challenge
for marketers. (Rooney, 1995)

2.1.1 Farquhar - Competitive advantages of brand equity

Farquhar (1990) states that brand equity brings competitive advantages to a brand, three
strategic components in specific. Figure 2.1 presents the components and is followed by a
more detailed discussion of the competitive advantages included.

Brand equity I

Brand
Brand dominance
resiliency

Figure 2.1 Competitive advantages of positive brand equity
Source: Adapted from Farquhar (1990)

First, a strong brand creates a favorable position for expansion and extension of the brand. A
solid platform forms possibilities for new products and licensing of a brand, gaining
competitive advantages towards potential competitors. Second, the level of survival of a brand
is significantly higher in strong brands. Since a brand faces different crisis situations from
time to time, it is important to be prepared for these situations. As consumers’ tastes might
sway or corporate support might be reduced, brand resiliency is crucial to hold. Brand
resiliency is a vital component of brand equity in order to endure and survive difficult times
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and situations. Third and last, brand dominance is another key element of brand equity. A
strong brand prevents and resists competitive attacks; dominant brands can be barrier of entry
into some markets. (Ibid)

2.1.2 Keller - Marketing advantages of strong brands

Keller (2002) states that, a brand with positive brand equity is stronger and consumers might
be more accepting towards a new brand extension, less sensitive to price increases, removal of
advertising support or be willing to seek for the brand in a new distribution channel. Brand
equity is based on the differences in perception of consumers; a brand needs to gain positive
brand equity to stand out in the competition. If no differences arise, the brand can in effect be
classified as a commodity. Purchase decisions of consumers will basically be based on the
price. The differential response by consumers that makes up the brand equity is reflected in
perceptions, preferences and behavior related to all marketing efforts of a brand. Those efforts
include choice of brand, actions in response to a sales promotion or evaluations of a proposed
brand extension. Positive brand equity enhance a strong brand, the advantages are numerous.
(Keller, 2002) Marketing advantages of strong brands are illustrated in Table 2.1 and
discussed below the table.

Table 2.1 Marketing advantages of strong brands

Greater loyalty
Less vulnerability to competitive marketing actions
Less vulnerability to marketing crises

Larger margins

More inelastic consumer response to price increases
More elastic consumer response to price decreases
Greater trade cooperation and support

Increased marketing communication effectiveness
Possible licensing opportunities

Source: Keller (2002), p. 60

Table 2.1 presents a number of benefits a strong brand can result in, basically in terms of
greater revenue and lower costs. Positive associations can affect consumer product
evaluations, perceptions of quality and purchase rates, if the brand is seen as favorable. One
characteristic of brands with great significance is brand loyalty; consumers tend to grow
loyalty for certain brands and stick to them in prosperity and adversity. Brands with many
loyal consumers are creating a steady stream of revenues for the brand owner. Brand loyalty
is closely linked to brand equity, yet it is important to keep in mind that repeated purchases
are not always related to loyalty. Consumers may continually purchase when the brand is
notably stocked or frequently promoted, or the consumers may be in the habit of buying
without really thinking about it. (Dacin & Smith, 1994 and Keller, 2002)

Marketing crises and actions can result in problems for a brand; a strong brand counteracts
this fact. The greater the brand equity, the more likely it is that consumers will be both
understanding and patient as the crisis sets out to be solved. However, suspicious consumers
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may destroy even the best-laid plans without some sort of brand equity. Positive brand equity
provides protection against problem in the future. (Dawar & Pillutla, 2000 and Keller, 2002)

A brand with strong equity is able to control a quality price and keep larger margins, which
will generate greater revenues (Raju & Srinivasan, 1990). Furthermore, consumers who are
loyal to a brand are less likely to switch in the face of price increases, and more likely to
increase the quantity of the brand purchased in the face of price decreases (Krishnamurthi &
Raj, 1991 and Keller, 2002).

Greater trade cooperation and support with different parts of the distribution is another
benefit of positive brand equity. Marketers do not sell products directly; middlemen in the
form of wholesalers, retailers and other parts play a crucial role in selling the product. These
middlemen do affect the success of a brand, where a positive brand image is more likely to
receive favorable treatment from the trade. Moreover, channel members are more likely to be
receptive to any marketing efforts from the manufacturer to stock, reorder and display the
brand. (Fader & Schmittlein, 1993 and Keller, 2002)

A strong brand creates awareness and mental associations among consumers, which in turn
will increase the likelihood of consumers to notice an ad, may learn more about the brand and
develop approving opinions towards the brand. Lower level of repetition of marketing efforts
is acquired when awareness and associations already are created. Strong brands do not require
the same advertising efforts as less developed brands, at least over a limited time period.
Additionally, consumers are more likely to notice and respond to sales promotions, direct
mails or other marketing efforts related to well-developed brands. (Bronnenberg & Wathieu,
1996 and Keller, 2002)

Positive brand equity may create a desire for brand associations in other product categories.
There is a possibility to license the brand name and capitalize the brand value, in order to
enhance the awareness and image of a brand. A brand becomes a trademark and linking it to
other products may broaden its exposure and increase revenues. Licensing may provide the
trademark with legal protection, preventing potential competitors from using the brand.
(Keller, 2002)

The final issue is regarding the benefit of opportunities for additional brand extensions.
Successful brands with positive brand equity have great possibility to enter new markets,
either within the existing product class or to enter a different product class. An extension of
the brand allows the company to capitalize on awareness among existing consumers of the
parent brand to develop awareness and mental associations. The time of new product
acceptance is considerably reduced. Experience is already gained in advance and the risk and
cost of developing new names is eliminated. Besides facilitating new product acceptance,
extensions may bring new consumers to the brand and increase market coverage. (Aaker &
Keller, 1990) As a final point, positive brand equity may provide spin-off effects, such as
attracting better employees and generate greater interest from investors (Keller, 2002).

2.2 Branding strategy

What the most powerful brands in the world today have in common is that they all support
their brand as an asset that is essential to the organization’s long-term strategy (Davis, 2002).
An asset is a property, with an assumed value that should be consistently maximized by an
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organization (Davis, 1995). Brand awareness, brand associations and brand loyalty need to be
actively managed. It should also be recognized that the brand’s creation or maintenance could
require investment. (Aaker, 1998)

The process of building and sustaining brands is changing (de Chernatony, 1996). Managing
brands today requires top-down direction. This approach is designed to ensure that the entire
organization has a clear understanding of its brand and considers how contact with a
consumer, directly and indirectly, has an effect on how that consumer views the brand. This
enables the business to manage key efforts in such a way that consumers have a consistent
and compelling brand experience that ultimately creates a stronger brand-consumer
relationship and generates greater long-term returns. (Davis, 2002) Furthermore, when all
members of an organization understand their brand’s identity, they are better able to act in a
more coherent manner, enhancing the likelihood of their activities supporting the desired
identity (Harris and de Chernatony, 2001). Melin (1997) states that “the aim when choosing a
core value of a brand is that it has to be of value and one must be able to communicate it from
the consumer’s perspective and, furthermore, it has to be unique and hard to imitate from the
competitors perspective” (p. 298).

2.2.1 Davis - Brand asset management

Davis (1995) has developed a model for managing a brand. The benefits of following Davis’
(Ibid) brand asset management strategy are to improve the return of all investments made in
the brand and to maximize the growth potential of the brand. Furthermore, it also leads to a
protection against consumer disloyalty. Another advantage is that it shows the senior
management and the rest of the organization how to prioritize resources and making decisions
that aim at the same outcome — maximizing the long-term value of a brand. (Ibid)

This brand asset management approach for managing the brand like an asset includes a four-
step process and is described as follows:

Developing a Brand Understanding your Developing and Measuring your

Picture Brand Persona activating a Brand Return on Brand
LIFE strategy Initiatives (ROBI)

Figure 2.2 Brand asset management
Source: Davis, 1995, p. 66.

The first measure is to develop a Brand Picture, which focuses on having a management
outline. This includes a five-year business strategy and how the brand will help the company
achieve that strategy. Furthermore, the brand’s current value must be described and what the
management wants the brand’s future value to become. The next step evaluates the state of
the brand from an external perspective — a Brand Persona. This includes a better
understanding regarding the degree of the loyalty that consumers have toward the brand. It
must also bring up what the identity of the brand is, what the value differential perception of
the brand is and how extendible the marketplace believes the brand to be. (Davis, 1995)
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The third step focuses firstly on establishing the gap between the Brand Persona from step
two and the Brand Picture outlined in the first step. Then, based on that gap, develop the basic
strategies, including costs and timing, to achieve the Brand Picture. This involves detailing
Brand LIFE (long life, intention, focus and extendibility) strategies, which intersect the
management and extension of current brands, as well as the creation of new brands. The final
step sets up activities to measure all investments made in the brand, including reaching
milestones, maintaining consistent management participation in the brand, and closing in on
the goals established in the Brand Picture. (Ibid)

Step one - When developing a Brand Picture (see figure 2.3) in step one, it is possible for the
organization to have a clear picture of the possible future of the brand during the immediate
years. This includes the role that management wants the brand to satisfy, the financial goals,
power of the brand today and willingness to invest. To start brand asset management, a
committed team should be dedicated to complete all four steps. The team should include
persons from senior management, marketing, market research, finance and sales. Each
functional area included will contribute to this effort. (Ibid)

Brand return metrics
Brand investment
levels

Brand goals and objectives
e Financial —
e  Strategic

Company goals
and objectives

Brand valuation

Figure 2.3 Developing a Brand Picture
Source: Davis (1995), p. 75.

First of all, before stating the brand vision, the team has to clarify what the company overall
vision is. This vision must include the company’s financial and strategic objectives. This is
one of the most important efforts when developing the brand management. Without it, the
brand management is of no use. When understanding the company’s goals and objectives, the
team can decide what role the brand currently fulfill and what it possibly may fulfill in the
future. The brand’s financial goals can be set on several factors and include historical growth
of the brand, growth of the branch and growth of competitive brands. The financial goals
should be realistic, but they should also exceed the goals that have been stated before the
brand management process started. Next measure on this first step is to create a brand
valuation, which states what the brand is worth in today’s value compared to its main
competitors. There are few different ways for a company to measure this. To finish this first
step, the team must make sure how much the company is willing to invest in the brand
management and put it into a budget. The “Brand return metrics” includes three evaluation
areas (Davis, 1995):

» Assess the brand’s performance to strategic roles and the company’s objectives.
» Assess the brand’s financial performance to goals, objectives, and return expectations.
» Assess management’s performance to its commitments to the brand.

Step two — It is very crucial to understand the Brand Persona to be able to develop a well-
working, long-term strategy for the brand. Without it, the team will not have a chance to
estimate how far the brand has to go and how far the brand may already have gotten. This
second step is entirely made up by external influencers. When investigating the Brand
Persona it involves gathering inputs on the brand, but also on the main competitors. This will
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lead to four different scorecards - loyalty scorecard, identity scorecard, value scorecard and an
extendibility scorecard. The scorecards provided in Figure 2.4 shows how the work with
brand management will continue and what strategies the team must embrace to complete the
Brand Picture. Making the scorecards involves interviewing consumers, retailers, ad agencies
and similar sources, to gain an objective perspective on the brand. (Ibid)

Brand loyalty scorecard Brand identity scorecard

- Brand-switching factors - Price-value relationship
- Level of repeat purchases - Quality assessment
- Brand positioning
arenc CVve

Top branded competitors
and top private label
competitors

Brand value scorecard Brand extendibility scorecard

- Price-value trade-offs versus supportive
- Premium over competitors - Extendible categories for brand

- Degree of price elasticity - Brand equity dilution factors

Figure 2.4 Understanding your Brand Persona
Source: Davis (1995), p. 76.

When the scorecards are concluded, it will become apparent to the team what the brand’s
personality is and what that means for the future. For instance, if the brand’s level of loyalty
and value is low, the development of brand extendibility and identity become secondary
measures in the process. (Davis, 1995)

Step three — When developing and activating a Brand LIFE strategy, it requires matching
internal goals and objectives (step one) with external reality (step two). This helps to make
strategic decisions, aimed at increasing the brand’s long life, interest, focus and extendibility.
As there may be a gap between the internal and external perception of the brand, the team
must determine on what strategic and financial objectives that cannot be met as the brand is
today. This will lead to three different options: growing current brand, extending current
brand or creating new brands. A matrix (Figure 2.5) has been developed to fill the gap
between objectives and the actual situation of today. For example, if the brand value is high,
but brand loyalty low, extensive sales, marketing, advertising and trade support effort should
be implemented. (Ibid)
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Current Current New brand
brand growth  brand development
extension
EEEEEE— Innovation
R&D
Manufacturing
Prioritizing brand asset
Brand LIFE tools Sales management initiatives
Advertising and investments
Trade support
Promotions
—> Merchandising

Figure. 2. 5 Brand LIFE strategy framework
Source: Davis (1995), p. 80

To make one of the three strategies a reality, companies may have to make some changes in
the way they reward and motivate those included in the brand management teams. This is,
because there often is very little motivation among those involved to maximize the value of

the brand in the long-term. This could be done both on monetary base and recognition base.
(Ibid)

Step four— This final step will make sure that the investments made in the brand are providing
the expected returns. This step is called “Return on Brand Initiatives” (ROBI), which includes
measuring the brand’s progress, at a minimum of every six months, divided into three
dimensions (Ibid):

» A ROBI for brand objectives and strategies.
e How has the brand performed relative to the strategic roles articulated by
management as it relates to the company overall?
e How has the brand performed relative to all the strategies developed for the
brand?
e Has anything changed in the marketplace or internally which would force
management to reevaluate the brand’s goals, objectives and strategies?
» A ROBI for brand financial goals.
e Have all the financial goals set up in the Brand Picture been achieved?
e How is the brand performing relative to the competition?
e Has anything changed in the marketplace or internally which would force
management to reevaluate the brand’s goals, objectives and strategies?
» A ROBI for management’s commitment to the brand.
e To what degree does management show its commitment to the brand from a
level of involvement to rewarding those involved in the brand?
e To what degree does management get involved in the growth of the brand
relative to other brands in the organization?
e To what degree does management help find resources to support the brand
further, if needed?
e To what degree does management believe in the future potential of the brand?
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The use of a ROBI strategy is critical to the future success of the brand. Without it,
management will not be treating its brand like a long-term asset, but instead as an investment
in a one-time project. (Ibid)

2.2.2 Park, Jaworski & Maclnnis - Brand concept management

Park et al (1986) argue that management of brand equity consists of three stages, and the fact
that a brand needs to be managed throughout its entire life. The model is called brand concept
management and is illustrated in Figure 2.6.

Brand concept stages Developing a marketing mix
given competitive situation

Develop appropriate
marketing mix to

Introduction . :
establish brand image
and equity
Develop appropriate

Elaboration marketing mix to

enhance the value
of brand equity

Develop appropriate
marketing mix for
brand concept
associations

Fortification

Figure 2.6. Brand concept management
Source: Adapted from Park et al (1986)

Introduction stage - This introductory stage is defined as a set of activities formed to
establish a brand in the time period of market entry. This stage is essential for the subsequent
stages of brand management concept, thus is this stage of great importance. An appropriate
marketing mix is formulated to suit the selected market, where focus should be at
communication. All components should work together in order to create synergy in the
marketing mix and deliver efficient communication. If the marketing mix successfully
coordinates the communication, relative advantage of a brand should be apparent to the target
market. Another aim of the brand concept management during the time of market entry is to
develop and strengthen the image that can be extended easily and logically during following
stages. Missing out this introductory stage, following efforts and stages are most likely to be
less effective and fail with its purpose. (Ibid)

Elaboration stage - During this stage, target is to enhance the value of a brand. A brand
should be perceived superior in relation to its competitors to establish and sustain. Enhancing
the value of a brand is essential since competition is becoming more and more complex. For
example, emulating brands make it hard for consumers to distinguish one brand from another.
Moreover, alteration in consumers’ needs and wants triggered by better product knowledge,
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make value of a brand even more considerable. Choice of positioning strategy is essential for
enhancing the value of a brand; several different strategies can be used in order to reach
purpose of enhancing the value. First, a brand can be made useful across a more wide range of
usage specifications or it can be made to meet more specific need and desire. New features
and attributes can be added and improved. Finally, maintaining the exclusivity or scarcity may
enhance the perceived value of a brand. The positioning strategy that is most appropriate for a
given brand is determined by the initial concept of a brand. Just as the introductory stage,
elements at the elaboration stage are most efficient when they are consistent and
complementary with objectives from introductory stage. The elaboration stage is an ongoing
process that should continue throughout the entire life of a brand. (Ibid)

Fortification stage - At the final stage of brand concept management, the fortification stage,
the goal is to build and reinforce a brand. The method to reach this goal is to use other
products produced by the company in different product classes. Numerous products with
similar equity serve and reinforce one another and strengthen the equity of each brand. A
fortification stage brings several benefits. First, communication expenditures are reduced
since brands with similar image and equity mutually reinforce one another. A company can
capitalize on consumer knowledge of an existing brand when managing the equity of a new
one. Second, brands with similar image and equity may develop a perception that
corresponding products should be consumed as a package together. Third, brands with similar
image and equity may help a company to communicate its brand equity and assemble a broad
range of consumer needs and wants. By fortification of a brand, brand association in different
situations may arise among consumers. By implementing the brand concept management,
marketers can build on equity in a way that is consistent with the knowledge that consumers
already have gained of a brand. There is a possibility to create efficiencies and controlling the
brand value, and enhance the duration of a brand’s life cycle. (Ibid)
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2.2.3 Keller - Strategic brand management

This model, developed by Keller (2002), involves the design and implementation of
marketing programs and activities to build, measure and manage the brand. The strategic
brand management is divided into four steps (Ibid) and illustrated in Figure 2.7.

STEPS KEY CONCEPTS

- Mental maps

. . - Competitive frame of reference
Identify and establish - Points of parity and points of

brand positioning and values || <——" (difference
- Core brand values
- Brand mantra

- Mixing and matching of brand
elements

Plan and implement - Integrating brand marketing
brand marketing programs activities
- Leverage of secondary
associations

- Brand value chain
- Brand audits

Measure and interpret - Brand tracking

brand performance

- Brand equity management
system

- Brand-product matrix

Grow and sustain - Brand portfolios and hierarchies
- Brand expansion strategies

- Brand reinforcement and
revitalization

brand equity

Figure 2.7 Strategic brand management process
Source: Adapted from Keller (2002), p. 44

The first step in this process is to clarify what the brand is to represent and how it should be
positioned in comparison to competitors (Keller, 2002). According to Keller (2002), the goal
with positioning is “to locate the brand in the minds of consumers such that the potential
benefit to the firm is maximized “ (p. 45). It is also about creating brand superiority in the
minds of the consumers and it involves convincing consumers of the advantages of a brand in
comparison with competitors. The positioning also involves a specification of the appropriate
core brand values and brand mantra, which constitute the heart and soul of the brand. The
value includes the set of attributes and benefits that characterize the brand. The mantra is a
short phrase of the most significant features of a brand and its core brand values. When
deciding and evaluating a brand’s positioning, it involves activities to assess the health of a
brand and it suggests ways to improve and control brand equity. This is done through a brand
audit, which requires understanding sources of brand equity from the perspective of both the
company and the consumers. When the positioning strategy has been determined, the
marketing program to create, strengthen or maintain brand equity can be made. (Keller, 2002)

- 16 -



Literature review

The second step when building brand equity requires creating a brand that consumers are
sufficiently aware of and with which they have strong, favorable and unique brand
associations. When planning and implementing the brand marketing program, the process
will depend on the three factors (key concepts). (Ibid)

» Choosing brand elements — this concept includes a number of options and criteria
relevant for choosing brand elements (name, logo, symbol, characters, packaging and
slogan). The elements are chosen to improve brand awareness or ease the structure of
strong, favorable and unique brands.

» Integrating the brand into marketing activities and the supporting marketing program
— the most important contribution when building brand equity comes from the
marketing activities related to the brand. Strong, favorable and unique brand
associations can be created in a variety of different ways by marketing programs.

» Leveraging secondary associations — The final way to build brand equity is to
leverage secondary associations. This means linking the brand to another entity that
has its own associations may create a brand association. These secondary associations
may not directly relate to the brand, but consumers may conclude the brand shares
associations with that entity. For example, consumers may associate Shakira with
Pepsi, and Sweden with IKEA.

The third step is to measure and interpret the brand performance. This is a way to understand
the effects of brand marketing programs. For this purpose, the brand value chain is a useful
tool. The brand value chain is a resource to mark out the value creation process for brands to
better understand the financial impact of brand marketing expenditures and investments. The
brand value chain helps to direct marketing research efforts. Profitable brand management
requires successfully designing and implementing a brand equity measurement system. A
brand equity measurement system is a set of research procedures designed to provide timely,
accurate and actionable information for marketers so that they can make the best possible
tactical decisions in the short run and the best strategic decisions in the long run. (Ibid)

The final step in Keller’s (2002) strategic brand management process is how to grow and
sustain brand equity. The first measure is the brand-product matrix, which is a graphical
illustration of all the brands and products sold by the company. Secondly, the brand hierarchy
exposes a clear ordering of brands. By highlighting the potential branding relationships
among the company’s different products, a brand hierarchy is a useful means to graphically
portray a company’s branding strategy. When conducting effective brand management it
requires taking long-term view of marketing decisions. A long-term perspective of brand
management recognizes that any changes in the supporting marketing program may affect the
success of future marketing programs. Furthermore, a long-term view results in proactive
strategies, which will enhance and maintain brand equity even if external changes in the
marketing environment occur, or if internal marketing goals and programs changes. When
managing a brand, it is also important to keep in mind that all consumers do not have the
same taste and perceptions, especially when going international or global. (Ibid)
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2.3 People involved in managing the brand

There are numerous challenges for organizations today, demands and competition are
growing larger every day. To meet new challenges, organizations need to for example
restructure its organization, implement total quality management, total cost control, consumer
focus. In face of these demands, one challenge for the organization is to prepare its structure
to manage brand building. Values and norms need to be stated in order to develop strong
brands. (Aaker, 1996)

During the 1990s, the branding process was primarily undertaken by junior brand managers
focused on a tactical basis. However, due to a harsher business climate, the organization
regarding brand management is shifting. It has become more important to maintain a strong
brand and therefore is the process more often of strategic character. This results in brand
management becoming a team-based activity, managed at senior level. (de Chernatony, 1996)
Companies must think more strategically and responsibility for brand management should
shift up the organizational hierarchy (Macrae & Uncles, 1997). As Macrae and Uncles (1997)
and Hamel and Prahalad (1994) state that companies can no longer afford to invest heavily in
branding processes unless its corresponding implications for decision-making by executives
are fully understood.

However, the communication between the brand team and employees is very important and
therefore extremely crucial. Harris and de Chernatony (2001) say that “the more frequent the
communication between the brand team and employees, the more congruent will their
perceptions about the nature of the brand be” (p. 451). The brand building management is a
process that takes place both within the company and in the minds of the consumers (Apéria,
2001).

2.3.1 Aaker — Organizing for brand building

Aaker (1996) states that brand building needs to be an organizational priority to be able to
build successful brands. Unfortunately, many organizations tend to give this issue little
attention and consideration. A common feature is that brand building only occurs in time of
prosperity, brand building is not prioritized when sales and profit goals are threatened. A key
to successful brand building is to have an organization that makes it feasible to maintain and
enhance brand equity even during times of recession. Organizations need to place someone, or
some group in charge of a brand to implement identity/position efficiently and effectively.
This person, or group, needs to make sure that identity/position is not compromised at any
time, which increases consistency of a brand. Another task is to prepare the organization for
possible disasters, how to handle and solve them. (Ibid) Numerous possible solutions to this
problem are presented in Table 2.2.
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Table 2.2 Model for successful brand management

The brand equity manager
The range brand manager
The global brand manager
The CEO

The brand champion

The category manager
The brand committee

Source: Adapted from Aaker (1996)

The brand manager — Procter & Gamble first developed this role in the mid-1930s, when
branding was something highly unfamiliar. The brand manager has responsibility for both
strategic and tactical accountability, looking after identity and position of a brand and making
sure to keep brand consistent to identity in all media efforts. A brand is built over time, not by
formulating short-term goals. Charging the brand manager with several short-term goals every
day, the efforts will become unfocused and work only to counteract brand building. Another
problem for the brand manager is rewarding of short-term measures, sales and profits for
example. This rewarding system is obstructing the motivation of building brands or
eliminating actions that risk brand equity for the brand manager. Promotion of successful
brand managers is often leading them away from brand building, which reduces the incentive
of long-term brand building. (Ibid)

The brand equity manager — Organizations can distinguish brand strategy and tactical
management of the brand, implementation of the marketing program. The brand equity
manager is in charge of creating and maintaining the brand identity. Managers who handle the
tactical aspect of brand building then carry out implementation of brand strategy. (Ibid)

The range brand manager — Some organizations are more extensive than others, holding a
wide range of products. These organizations usually manage the brand by different people
with diverse objectives. A range brand manager see that everyone accepts an overall brand
strategy, and watch over strategic incentives across different businesses. He or she develops
communication to take full advantage of brand identity synergies across the organization, and
eliminating any inconsistencies. (Ibid)

The global brand manager — Organizations that are operating across national boarders all
over the world, may employ a global brand manager within its organization. Brand managers
are placed in different countries, charged with brand strategy from the organization. The
global brand manager develops a worldwide brand strategy, making sure that all brand
managers are working in the interest of the worldwide brand strategy. He or she also
encourages consistency and cooperation across national boarders. (Ibid)

The CEO — Some organizations choose to provide the CEO with responsibility for the brand,
all decisions concerning the brand has to be approved at the top of the organization.
Theoretically, the CEO should have a long-term perspective on brand building. Unfortunately,
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various tasks and objectives are assigned the CEO, which includes sales, costs, profit and new
products that interfere with the work of brand building. Furthermore, the CEO is responsible
to address various interested parties including shareholders, employees, customers and
retailers while leading an entire organization. All these diverse operations make it hard for the
CEO to focus and concentrate on building and maintaining a brand. (Ibid)

The brand champion — Organizations holding a multiple number of products, often assign a
team of senior managers to control brand building. This action means that few people are
responsible for a wide range of products, which makes in-depth understanding doubtful and
brand building becomes less efficient. A brand champion may be the solution to this problem,
one person responsible for a single brand. He or she may be answerable in every area of the
world where the brand is active. (Ibid)

The category manager - A category manager is responsible for managing a brand tied to a
category. He or she is in good position to create and develop a strategy among products within
the category. Implementing category managers facilitates coordination, coordinating a few
category managers is more feasible than dealing with a dozen brand managers. One problem
for the category manager is increasing pressure from retailers and others, compared to
mangers of individual products. Demands for efficiency and low prices are escalating and
brand building may not be a priority. (Ibid)

The brand committee — A brand committee can be put into practice to address coordination
across businesses. The role of this committee is to develop an identity position for the brand
and make sure it is communicated properly. Moreover, its task is also to facilitate
coordination and synergy in the brand-building activities. (Ibid)

The communication coordinator — If coordination becomes a problem, a communication
coordinator can be employed. All the various forms of communication centralize under a
single manager. A problem is that different staff functions often lack effectiveness when
centralizing. It is also argued that modern organizations tend to flatten out and improve
productivity, responsiveness and energy. (Ibid)

2.4 Conceptual framework

In this section the conceptual framework will be presented. The purpose of conceptual
framework is to lift out and present the main things to be studied, both graphically and
narrative (Miles & Hubermann, 1994). After having reviewed the literature within the field of
study, we have conceptualized the theory to explain the main dimensions, factors or variables
of our research questions that will be studied.

2.4.1 Objectives of branding

In order to describe what objectives there are, we will rely on a study by Keller (2002). The
reason for choosing to use this particular study is that it is the best suited, since it is the most
extensive and recent study done in the area of branding objectives among the studies that we
have found.

Keller (2002) suggests that brand equity objectives can be divided into eleven different
marketing advantages. We would like to lift out six advantages in this study, as those are
often mentioned in studies regarding branding issues. First, greater loyalty concludes that
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consumers stick to a brand in prosperity and adversity. Furthermore, brands with many loyal
consumers are creating a steady stream of revenues for the brand owner. Second, less
vulnerability to competitive marketing actions means that a brand is successful even when the
competition is overwhelming. Third, less vulnerability to marketing crisis builds a strong
brand and the greater the brand equity, the more likely it is that consumers will be both
understanding and patient as the crisis sets out to be solved. Fourth, more inelastic consumer
response to price increases means that loyal consumers are less likely to switch brand in the
face of price increases. Fifth, greater trade cooperation and support provides the brand with
favorable treatment from the trade with middlemen. Finally, additional brand extension
opportunities lead to great possibility to enter new markets, either within the existing product
class or to enter a different product class.

Greater loyalty

Less vulnerability to competitive marketing actions
Less vulnerability to marketing crisis

More inelastic consumer response to price increases
Greater trade cooperation and support

Additional brand extension opportunities

VVVVVYVY

2.4.2 Branding strategy

We will use the strategic management process, presented by Keller (2002), when describing
the brand management. The reason for this is that it is the most recent theory regarding brand
management process we have found, which implies that it is the most ex. Furthermore, it will
be of great help when analyzing our research questions.

The first step is to identify and establish brand positioning and values. This includes
maximizing brand value and superiority in the minds of consumers, by convincing consumers
of the advantages of a brand in comparison with competitors. It also includes brand value,
brand mantra and brand audit. The second step contains planning and implementing brand
marketing programs, by mixing and matching brand elements, integrating brand marketing
activities and leverage of secondary associations. The third step is to measure and interpret
brand performance. The final step is to grow and sustain brand equity.

Identify and establish brand positioning and values
Plan and implement brand marketing programs
Measure and interpret brand performance

Grow and sustain brand equity

YV VY
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2.4.3 People involved in managing the brand

Regarding research question three, we will rely on Aaker (1996), as many authors and
researchers within the area of branding refer to Aaker as the leading establishment on this
subject (Randall, 1997 and Keller, 2002 and Kapferer, 2001). Aaker (1996) discusses what
people that can be involved in brand management and what their roles should be. This model
will be used regarding research question three. Aaker (1996) states that a key to successful
brand building is to have an organization that makes it feasible to maintain and enhance brand
equity even during times of recession. Organizations need to place someone, or some group in
charge of a brand to implement identity/position efficiently and effectively. In his model, nine
different solutions are presented, which include:

The brand manager

The brand equity manager

The range brand manager

The global brand manager

The CEO

The brand champion

The category manager

The brand committee

The communications coordinator

VVVVVYVYVYVYY

2.4.4 Graphical chart of the conceptual framework

Branding strategy KJ————> People involved

Figure 2.8 Conceptual framework
While the conceptual framework above provides the main areas to be studied, we now turn to
how we went about collecting the data via our methodology.
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3 Methodology

Following the literature review, this chapter will provide a description of the methodology
used. This chapter is to work as a guideline, so the reader can follow how the research
problem has been treated (See Figure 3.1). First the research approach is described, as well
as the purpose of the research followed by the research strategy and how the data was
collected. The sample selection is explained, so is the analysis strategy. Finally, issues
concerning the validity and the reliability of this thesis are discussed.

Research Research Research Sample

purpose [Ty approach g strategy @ collection selection BT analysis [ standards

Figure. 3.1 Methodology elements

3.1 Purpose of the research

The purpose of a thesis can be diverse, based on ambitions and knowledge within the research
area. Basically, the purpose can be structured as exploratory, descriptive or explanatory.
(Eriksson & Wiedersheim-Paul, 2001)

Exploratory studies aim for basic knowledge within the problem area (Wallén, 1996). They
are also suitable when a relevant theory is unclear, and when important characteristics and
relations are hard to determine (Wiedersheim-Paul & Eriksson, 2001). Descriptive studies
mainly determine the research object’s characteristics and its relevant surroundings (Wallén,
1996). They are usable when the problem is relatively clear and structured, but the intentions
are not to investigate causal relations. Explanatory studies involve analyzing causes and
relationships. This includes not only traditional causal explanations but also explanations of a
certain purpose, when investigating if one specific factor affects another. (Wiedersheim-Paul
& Eriksson, 2001)

The primary purpose of this thesis is to describe, due to the fact that this thesis aims not only
to gain a deeper knowledge within the research area, but also to describe how an organization
manages its brand. The study does not intend to suggest any norms or action taking. The
thesis searches to determine characteristics of the fairly clear and structured research area.
However, the study is also exploratory, since no other researcher has made an identical
research approach before. Furthermore, the thesis must also be considered explanatory, since
it aims to answer the research questions. Therefore, this thesis is exploratory and explanatory,
but mainly descriptive.

3.2 Research approach

There are two main research approaches within social sciences. One is the quantitative and the
other is the qualitative method. A quantitative method is controlled and structured. It intends
to make generalizations, based on the processed results of the research. The quantitative
method studies few variables on a large number of entities. This approach is suitable for
statistical research. The purpose of a qualitative method is not to make generalizations but to
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describe a situation as a whole, in which the research problem exists. The qualitative method
gives the possibility to collect plentiful information and to investigate several variables from a
few numbers of entities. Most commonly, case studies and interviews are used in the
qualitative method where no set alternatives of answers are being offered. (Holme & Solvang,
1991) The emphasis in this thesis has been placed on a qualitative method where a more
detailed investigation is carried out to gain a deeper understanding. The thesis is also based on
company beliefs and convictions, and such feelings can best be presented in words. The
results of this study are not measurable in how much and how many, hence is a qualitative
approach found to be most suitable for this study. We did not aim to make generalizations.
Instead, by studying a relatively small sample, we could investigate several variables in depth
and we were better able to reach desired understanding. As we now are focused on a
qualitative research approach, the research strategy will be presented in the next section.

3.3 Research strategy

According to Wiedersheim-Paul and Eriksson (2001), there are three major research
strategies: experiments, surveys and case studies. This is agreed upon by Yin (1994), but he
also complements these strategies with archival analysis and history. What strategy to use in
the research according to Yin (1994), will be determined by looking at three different
conditions. The three conditions are: the type of research question posed, the extent of control
an investigator has over actual behavioral events and the degree of focus on contemporary as
opposed to historical events (Ibid). The following figure shows how Yin (1994) relates each
condition to the five alternative research strategies.

Research strategy

Experiment P How, why

Who, what, where,

Ld::s””’ev N  how many, how [_—) No — Yes

much

Requires contro ocuses on
Form of research over behavior contemporary
uestions events events

|

Yes

Who, what, where,

Archival strategy P how many, how = No — Yes/No

much

History P How, why — No — No
Case study P How, why — No — Yes

Figure. 3.2 Relevant strategies for different research strategies
Source: Adapted from Yin (1994), p 6.
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When applying Yin’s (1994) reasoning on research strategy and only looking at the form of
research questions, it appears that a case study could fit as an appropriate strategy.
Furthermore, Yin (1994) states that a case study is the best strategy when “how” and “why”
questions are being asked. As this study states “how” questions, Yin’s (1994) reasoning can
be applied and therefore we use case study as research strategy. In order to receive a deeper
understanding about this research strategy; a clarification of the chosen strategy is provided
below.

A case study involves investigating few entities but many variables, in order to get an in depth
situational picture. This can be done by questionnaires or interviews, and is especially
appropriate in the case of describing or explaining a problem area. (Wiedersheim-Paul &
Eriksson, 1991) According to Yin (1994), a case study can involve a single and a multiple
case study. The single case study investigates one entity (a company, a decision, a region,
etc.) in depth. In a multiple case study, two or more entities are studied which gives the
opportunity of comparisons. On the other hand, each entity will then be less in depth
investigated. (Wiedersheim-Paul & Eriksson, 1991)

Furthermore, case studies can be done by interviews, which is the tool used in this thesis. The
case study in this thesis is a single case study where one entity is studied. How the case study
is used, is presented in the next section on data collection.

3.4 Data collection

According to Wiedersheim-Paul and Eriksson (1991), there are three ways of collecting data
for case studies: through documents, through observations, and through interviews and/or
questionnaires. Interviews are the most important source of case studies according to Yin
(1994). In an interview, there is an interaction between the interviewer and the respondent.
The interaction is either in person or by telephone. (Wiedersheim-Paul and Eriksson, 1991)

For this thesis, an interview has been used as a source when collecting data. Interview was in
this case an appropriate data collection method. First of all, interviews are suitable when in-
depth information is desired, which was the main purpose of this research. Second, interviews
allow flexibility and closeness to the respondents, which is important in qualitative studies.
(Holme & Solvang, 1991) Furthermore, interviews allow the researcher to focus directly on
the case study topic, which is how an organization manages its brand. Interviews can take
three different forms (Yin, 1994):

1. Open-ended interviews
2. Focused interviews
3. Structured interviews

An open-ended interview means that the respondents are not bound to any specific questions,
so the interview is therefore regarded as more open and free, where the views of the
respondents are freely discussed. A focused interview follows a prearranged structure where
the topic of discussion is already set. Structured interviews are more of a mixture of an
interview and a survey where the interview is based on prearranged questions. (Yin, 1994)
For this thesis, focused interview was the most appropriate choice to gain the data needed,
since the respondent can use his own words and communicates more accurate answers. This
will allow us to lead the conversation based on prearranged subjects. A telephone interview
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was conducted. The interview was conducted in Swedish, which is the mother tongue for the
respondent as well as for the researchers. According to recommendations by Yin (1994), a
tape recorder was used throughout the interview in order to accurately register the empirical
data. The respondent was aware of the use of a tape recorder and had no objections. In
addition to the tape recorder, note taking during the interview took place to a certain amount.
In the end of the interview, it was made sure that no questions accordingly to the interview
guide were forgotten. One interview was conducted within the organization. An interview
guide was constructed and it was based on the theory and the research questions this study
intends to answer (See Appendix [ & II). Furthermore, documentation was utilized as a source
of gathering data in this thesis. Documentation, in the form of homepages and brochures were
used. It enables us to gain general information about the company investigated in this research
as well as more specific information regarding the research questions.

3.5 Sample selection

After having determined to conduct a case study, it was determined which characteristics the
responding organization should have. We have chosen the Swedish beer industry, as it
includes heavy competition and therefore an organization/company needs to differentiate
itself on the market, which makes it interesting. The selection of company was made after
having listed a few companies with a desired image. The company chosen for this case study
was Abro Bryggeri. A medium sized company was chosen due to the fact that it contains a
separate branding department, while at the same time it is not of exaggerated size. This makes
it easier to make contact with the “right” person for interview. The choice of company was
based on the likelihood of a closer and facilitated relation to such a company. An interview
has been conducted with Mr Per Hellberg, brand manager at Abro Bryggeri, which is the most
suitable choice for this thesis due to his knowledge and information provided.

3.6 Data analysis

When analyzing the data collected from the interview the intentions were to find answers on
the earlier stated research questions. Miles and Huberman (1994) explain the analysis to
consist of three parallel flows of activity:

1. Data reduction: The process of selecting, focusing, simplifying, abstracting, and
transforming the data. The purpose is to organize the data so that final conclusions can be
drawn and verified.

2. Data display: Taking the reduced data and displaying it in an organized, compressed way
so that conclusions can be more easily drawn.

3. Conclusion drawing/verification: Deciding what things mean — noting regularities, patterns,
explanations, possible configurations, causal flows, and propositions.

When analyzing the data in this thesis, the plan of Miles and Huberman (1994) has been
followed. For each research question, data was reduced and simplified via a within-case
analysis. The within-case analysis was conducted by comparing the data from the case to
existent theories brought up in the conceptual framework in a data display. Once the data
reduction and the data display have been done, conclusions were then drawn based on the
findings of the study.
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3.7 Quality standards

When writing a research paper, it is important to judge the quality of the research. There are
four relevant tests to use when establishing the research quality of a case study. The tests are:
construct validity, internal validity, external validity and reliability. (Yin, 1994)

3.7.1 Construct validity

According to Yin (1994), construct validity means that correct operational measures are
established for the concepts being studied. It deals with how/if the researcher has succeeded to
develop operational set of measures and if subjective judgments have been used in the
gathering of data. To increase construct validity, three tactics are available. The researcher
can use multiple sources of evidence, and/or establish a chain of evidence during the data
collection. The third tactic is to let the key informants review a draft of the case study report.
(Ibid) A tape-recorder was used during the interview that enabled us to double check that the
respondent had relevant answers in regard to the actual question. As the interview was
conducted in Swedish, which is the mother tongue for the respondent as well as for us, it
strengthened the validity of the study. In addition to the tape recorder, note taking during the
interview took place to a certain amount, which also contributed to the validity. Furthermore,
the respondent received a revised copy of the interview guide to increase the validity.

3.7.2 Internal validity

To establish internal validity, Yin (1994) suggests three factors. First, comparing an
empirically based pattern with a predicted one is called pattern matching. If the patterns
match, the outcome can help a case study to strengthen its internal validity. Second,
explanation building, which involves analyzing the case study data by building an explanation
about the case. The last and third suggestion is time-series analysis where measures of the
dependent variable are made in order to look at changes over time. (Ibid) It is our intention to
use pattern matching where empirical data is compared to previous research and thereby we
are trying to increase internal validity.

3.7.3 External validity

According to Yin (1994), external validity establishes the area of which the findings of a
study can be generalized. It deals with the problem of knowing whether a study’s results are
able to generalize beyond the current case study (Ibid). Yin (1994) states that external validity
problems have been a great barrier in conducting case studies. A single case study is typically
a poor base for generalizations. The findings often have to be simulated if a generalization is
wanted. (Ibid) This thesis is not generalized and therefore it may affect the external validity.

3.7.4 Reliability

According to Yin (1994), reliability reveals that the process of a study can be repeated, with
identical outcome. Reliability strives to minimize errors and biases in a study. (Ibid) One
possible factor affecting reliability is the risk of the respondent’s lack of sufficient knowledge.
Other factors which may affect the reliability of the study is if the respondent at the moment is
tired or stressed, or have negative attitudes towards the interview. (Wiedersheim-Paul &
Eriksson, 1991) For this thesis, efforts were made to make sure that the most proper
respondent was identified, which is the person that were the most knowledgeable in the area
of study. The respondent’s attitudes towards the area of study were that he found it very
interesting and wanted to give his contribution to this thesis as much as he could.
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4 Data collection

After having discussed how the data has been collected in the previous chapter, this chapter
gives a presentation of the collected data. The data is gathered from a conducted interview
and documentation. The chapter begins with presenting Abro Bryggeri where general
information about the company is given. The following three sections present the data
regarding each research question.

4.1 Company presentation - ABRO BRYGGERI

Abro Bryggeri is one of the largest beer breweries in Sweden. The company holds a market
share of eleven percent and has an annual turnover of 638 millions SEK (Swedish currency)
in 2001. Lieutenant Per W Luthander established the brewery back in 1856, located in
Vimmerby, Smaland. Luthander found an appropriate building, which was sited alongside the
spring in which they could bring pure water that is a requirement for brewery activity. In the
early 1900s, the beer was still distributed by horse and carriage and the price for a bottled beer
was only eight hundredths of a SEK. The brand has faced several tough situations through the
years, but has managed to overcome the harsh competition. Since the year of 1898, the family
of Dunge owns Abro Bryggeri and today is Henrik Dunge the CEO. He is the fourth
generation that runs the organization. The expansion has been immense ever since the family
of Dunge has owned Abro Bryggeri. The number of 33cl bottles sold has increased from
200.000 in the year of 1898 to 231 millions in 1998. The number of employees has increased
from two to three persons to 350 persons in the same period of time.

Every essential facility of Abro Bryggeri have been enlarged or rebuilt. Abro Bryggeri also
holds one of the most modern brewery facilities in Europe, which was introduced in 1995.
Products of the company are widely appreciated and it has received 44 awards. The own-label
product line includes beer, soda, mineral water and cider. The most well known brands are
Abro Original, Anderssons, Kung, Hwila Vatten and Rekordelig Cider. Abro Bryggeri is also
distributing foreign beverage brands such as Lapin Kulta and Fosters. The respondent claims
that Abro Original is the flagship in its product line.

Abro Bryggeri is the third largest beer brand in Sweden, next to Carlsberg (Pripps, Falcon)
and Spendrups. These main competitors have a rather great lead compared to Abro Bryggeri,
both financially and in magnitude. This was the reason that forced top management to
consider branding efforts, to be able to compete and communicate its message more widely. It
was the competition that forced top management to make a decision to work more actively
with the brand. In an early stage, the decision makers made it clear that the branding strategy
should involve every employee within the organization. Therefore is the internal work as
important as the external work toward consumers and middlemen. Another reason for the
branding decision was poor knowledge of the brand in the Swedish market.

In the beginning of the branding efforts, Abro Bryggeri used an external management
company called Brand Management Navigator, where the respondent used to work. The
company used external sources as a result of insufficient knowledge within the organization.
Abro Bryggeri’s very first branding effort was only to use advertising as its tool of branding.
No specific strategy was implemented to strengthen the brand, sporadic commercials was
used instead. This gave no clear picture of what the brand was representing and the consumers
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could have difficulties in identifying with Abro Bryggeri. No long-term view was included in
this way of working. Every time that Abro Bryggeri wanted to promote itself, a new
advertising agency was used and therefore the message to the market was unclear. The co-
operation with Brand Management Navigator started back in 2001.

The business concept of Abro Bryggeri is as follows: “Abro will sustain an independent beer
brewery that will secure its long-term survival through good profitability, top quality, high
efficiency and a strong domestic market”.

4.2 Objectives of branding — Research question one

The main objective of branding for Abro Bryggeri is to increase the profit and efficiency
throughout the organization. According to the respondent, Abro Bryggeri has earlier focused
on quantity sold, but is now moving its focus towards profit for each product. More
specifically, the focus is on the most profitable product at the moment, which primarily is
Abro Original.

Another important objective is to gain awareness among those included on the market. Abro
Bryggeri is now starting to communicate the brand through advertising to the consumers and
therefore specific objectives for advertising have been stated regarding this issue. The goal for
this year is to increase the awareness by 100 percent. By awareness, Abro Bryggeri means the
spontaneous acknowledgement of the brand Abro Bryggeri, which is that the consumer should
mention Abro Bryggeri when thinking of a beer brand. In the current situation the level of
awareness is amounted to 15 percent, which means that by the end of this year it should
amount to 30 percent. Another measure of success is to locate what the consumer states as the
most preferable brand on the market. Today, on the question: "What beer brand do you
prefer?” five percent of the respondents answer Abro Bryggeri. This number will increase to
ten percent over the same time duration as the spontaneous awareness level, which is by the
end of 2003.

In addition to the external awareness goals, infernal brand pride is also an important
objective. The entire organization should gather around a united feeling and knowledge of the
brand. To be able to communicate the brand to its consumers, everyone involved in Abro
Bryggeri need to understand and support the fundamental thinking of the brand. There are no
measurable goals stated with this issue, yet it is a continuous process that is improving over
time. This objective is not on print due to the fact that it is hard to measure the effect. When
the company is communicating its brand, consistency is an important factor. It is crucial that
everyone knows what the brand stands for, why and how the company will achieve the
desired status.

From time to time, it is significant for top management of Abro Bryggeri to unite around a
vision for the company, a vision for the future. The current vision establishes that Abro
Bryggeri will represent something genuine Swedish in the mind of the consumer. The brand
of Abro Bryggeri should be something that people in Sweden can be proud of and talk about
at all times. The respondent establishes that this is just a vision and maybe not even something
that can convert into reality. But it is a guideline of what objectives that can be set and
something to strive for and how it should be accomplished. The vision of Abro Bryggeri is a
long-term objective that is set for a time span of five years. Competition in the Swedish beer
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industry is harsh and that is why Abro Bryggeri states such an over-bearing vision to be able
to reduce the gap to its main competitors.

Brand loyalty is an objective that is rather diffuse and hard to measure, according to the
respondent. Abro Bryggeri considers the denomination of loyalty to be vague and is not sure
of the definition — “repeat purchase, is it brand loyalty?”. If yes, what frequency equals brand
loyalty? Abro Bryggeri considers repeat purchase to be an indirect objective with no specific
goals in numbers and therefore it is not something that can be measured.

Influence on the middlemen is also another factor that is hard to measure, according to the
respondent. Restaurants and bars will probably act in a desirable way if favorable marketing
support is provided. However, this cannot be considered defined as brand loyalty.
Furthermore, local restaurants can show a patriotic behavior that by mistake can be defined as
brand loyalty. Over time, sales people may have developed a strong and favorable consumer
relationship that fosters brand loyalty.

Due to the small size of Abro Bryggeri, it has to adjust its price policy to the price level set by
the main competitors. As the main competitors are stronger and have a larger market share,
they are able to control the pricing strategy on the beer market. The current price level has not
even covered the inflation in some cases and Abro Bryggeri is just waiting for the other actors
to act and then follow. According to the respondent, it is hard for Abro Bryggeri to raise its
prices if the market leader does not, as the company is considered to be a “weaker” brand.
This situation will change when Abro Bryggeri is considered to be a stronger brand in the
Swedish beer market. If the company holds a favorable position in the mind of the consumer,
it is easier to increase the price level and keep its current consumers. In this case, the
consumers are restaurants and other middlemen. In addition, a favorable position in the mind
of the consumer is preparing the brand to market crisis. Abro Bryggeri recognizes two kinds
of loyalty — brand loyalty versus price loyalty. The price loyal consumer does not seek a
special product but a good price; the product is not of great importance in this case. Abro
Bryggeri seeks to please both these groups of consumers with different products. Abro
Bryggeri includes the terms less vulnerability to competitive marketing actions, less
vulnerability to marketing crisis, more inelastic consumer response to price increases and
greater trade cooperation and support in the concept of greater loyalty.

Abro Bryggeri is constantly working with development of new packages (additional brand
extension opportunities). This is a measure to improve the perception of the brand among the
consumers. The company is trying out new package concepts continuously. However, it is
important for Abro Bryggeri to consider laws and regulations and if the market is saturated, in
order to not risk the brand value.

The branding process of Abro Bryggeri is only in the beginning stage and therefore the
tangible objectives are few in numbers. However, this will change over time due to increased
work with the brand and also with the help of external sources such as an advertising
company and a project group.
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4.3 Branding strategy — Research question two

Abro Bryggeri has a documented branding strategy, implemented in 2001. The company itself
calls the strategy “Inspired by beer”. Regarding the first step of the conceptualized strategy
(Identifying and establishing brand positioning and values), Abro Bryggeri instead lays a
foundation of the strategy in the platform, which consists of different elements. The elements
are vision, mission and personality of the brand.

» Vision — The vision is a dream that includes that Swedish people will be proud of the
brand Abro Bryggeri and is something that the population can identify the genuine
Sweden with.

» Mission — The mission is an overall strive to achieve the major goals of the company.
The mission of Abro Bryggeri is to “continuously communicate that an Abro Original
can only originate from Vimmerby, Sméland”.

» ldentify the personality of the brand — What elements are included in the personality
of the brand? How these elements that are included in the personality should be
communicated to the consumer and the company must check if these elements
correspond to consumers needs. If the elements do not correspond to the needs of the
consumer, there is no need to proceed with that branding strategy. What position
should the company hold on the market and what specific needs will be met? Abro
Bryggeri compares itself and its current situation with the main competitors on the
market. For this purpose, graphical charts are made to facilitate the analysis. These
charts reveals what position Abro Bryggeri holds, international versus domestic and
low price level versus premium pricing etc. This helps to show the current positioning
and where to be tomorrow.

Regarding the second step of the conceptualized strategy (Plan and implement brand
marketing programs), Abro Bryggeri creates a list of actions to implement the branding
platform. The major part of the branding strategy is done in this step and it is important for
Abro Bryggeri to develop a “to-do list”. It is significant to put every decision on print in order
to keep consistency over time and the decision makers must be pleased with the outcome.
However, it is now the ideas are being brought into reality by marketing, sales programs and
communication with consumers and employees. The overall branding strategy is to
communicate the message that Abro Bryggeri is the Swedish brewery, which is family owned
since 1856. Compared to international beer brands, Abro Bryggeri is the Swedish alternative —
the genuine Swedish brand. According to the respondent, the company is located in a region
of Sweden that is considered to be truly Swedish and many people link Smaland to something
positive. The aim is to convince the consumers of the fact that Abro Bryggeri is truly
Swedish, when the consumer shut their eyes and think about something Swedish, they should
think about Abro Bryggeri.

When it comes to measure and interpret brand performance, Abro Bryggeri conducts market
research three to four times a year among its consumers. The aim of the research is to control
that the consumers understand the message and vision of the brand. Furthermore, the research
will compare the money spent with the increased level of awareness among the consumers.
Since the branding efforts recently have begun, Abro Bryggeri will not conduct too many
market researches. The company chooses some critical issues to be investigated, but these can
be extended in the future. The evaluation will also focus on the profit objectives that have
been defined. This is an important measure to make sure that branding efforts are financially
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secured. The focus has moved from market share to value share, since a lower market share
can be more profitable if it is a valuable product that is sold. The respondent compares his
thinking to the grocery industry, where a product with large market share can give the
company a loss due to negative contribution margin. However, these evaluations are not
directly involved in the branding strategy; it is something that is running parallel to it. What is
included in the branding strategy is to make sure that profit is high. In the future, the market
research will also involve an evaluation of brand loyalty among consumers. An external
research company conducts the market research in order to gain an objective view of the
situation.

Long-term thinking is part of the process when Abro Bryggeri is creating its branding
strategy. The respondent considers the branding strategy to be a process with duration of three
years. The first year involves making oneself at ease with the new strategy and to start the
procedure of how to be exposed and communicate the message internally. The second year is
to continue and develop the efforts made in year one of the branding strategy. The third year
is when the consumer understands the message. It is important that top management agrees on
working with the message in a long-term view throughout the entire branding strategy. The
message must be kept the same for a long time and throughout the entire branding strategy.
Some details might change over time, yet the overall message is kept consistent. Abro
Bryggeri does not consider growing and sustaining brand equity due to the fact that branding
efforts is new establishment within the organization.

4.4 People involved in managing the brand — Research question three

When working with the brand of Abro Bryggeri, it is important that the work starts with top
management. The decision makers must be involved from the start in order to gain the
desirable outcome. If the CEO is not included in the process from the beginning, the branding
strategy will never be fulfilled. Junior management could create a branding team together
with external expertise, yet this will never succeed in the long run since it is not in accordance
with top management values. This strategy would instead be a kind of barrier in the
organization. Furthermore, the message of this strategy will not reach the entire organization,
which is a must when developing successful brands, according to the respondent. Thorough
communication flow within the organization creates a stable establishment and a well
functioning company.

Abro Bryggeri works with many sources when developing the brand; top management and
other decision-making supervisors within the organization have branding as a “secondary job
assignment”. They lay the foundation of the brand vision. External branding expertise is also
included in the work of producing branding documentation. This documentation describes the
overall vision for the future of the brand Abro Bryggeri. The strategically and tactical
accountability is pushed on to market manager and brand managers, which implies the use of
a brand committee. Their assignment is to handle the everyday tactical decisions and also the
strategic work of branding to a certain extent. This assignment is a primary target for these
persons involved. Taking care of the tactical decisions involve making sure that the proper
message of the brand is communicated to the consumers, middlemen, but also within the
organization. An organization chart regarding Abro Bryggeri’s brand management is
illustrated in Figure 4.1.
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Top management
& persons in other

Market manager

decision-making
positions

Brand managers

Figure 4.1 Brand management organization chart
Source: Adapted from Abro Bryggeri

As stated earlier, the organization is aiming to create an internal brand pride of being part of
Abro Bryggeri. This includes all channels within the organization, from the floor to top
management. The information flow within the company differs; the respondent often uses e-
mail when providing information. The respondent is located outside the head office in
Vimmerby and has therefore limited access to personal communication. Furthermore, the
respondent considers e-mail to be an efficient tool of communication to reach a larger number
of people. The respondent is in constant contact with the sales team and top management.
Before every new campaign, the respondent is discussing objectives and brand issues with
those included in the sales process. These issues include value of the brand and sales
arguments to further clarify what the brand of Abro Bryggeri represents.

Abro Bryggeri considers it to be important that everyone within the organization is aware of
the branding strategy so that every employee works towards the same goal. Every employee is
seen as brand ambassadors at all times. Employees are “sellers” of the products from Abro
Bryggeri 24-7 and should act as spokespersons of the brand at all times. They are seen as
representatives for the brand no matter what situation that may arise, at work or in private life
situations.

All persons within the organization are involved in the branding strategy. However, everyone
cannot make decisions, because decisions have to be made by the top management according
to the respondent. If the decision process is too democratic, the work is getting unstructured
and hard to handle. However, brand managers encourage views and ideas from all employees
to gain information of greater extent to improve the branding strategy.

There are four different brand managers at Abro Bryggeri. The areas of responsibility for
those are divided into the following areas:

» Own-label beer
» Imported beer
» Cider/soda/water
» Evaluation

The respondent holds the position as brand manager for own-label beer and he has been at this
position since July 2002. In the future, this distribution of work will be divided into only two
groups; own-label products and external products. Regarding brand equity manager, range
brand manager, global brand manager, brand champion and communication coordinator,
Abro Bryggeri does not use these positions in its organization.
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5 Analysis

This chapter will analyze the collected data, which was presented in chapter four. A within-
case analysis for the case is made. The gathered data is compared to previous research
discussed in the conceptual framework. To make the analysis more clear, the analysis is
linked to the three research questions.

This analysis relies on theoretical propositions, and the analytic strategy that is chosen is
pattern matching as proposed by Yin (1994). Pattern matching implies that the empirical data
is compared to previous research presented in the conceptual framework (Yin, 1994). In this
within-case analysis, the intentions are to discover similarities or differences between the
collected data and previous research.

5.1 Objectives of branding — Research question one

According to Keller (2002), companies need to set clear branding objectives for their
operations. Furthermore, it is suggested that branding objectives can be divided into eleven
different marketing advantages. As mentioned in the conceptual framework, six advantages
have been highlighted in the purpose of this thesis. These advantages include greater loyalty,
less vulnerability to competitive marketing actions, less vulnerability to marketing crisis,
more inelastic consumer response to price increases, greater trade cooperation and support
and finally brand extension opportunities. A comparison between previous research and the
branding objectives of Abro Bryggeri is presented in Table 5.1.

Table 5.1 Branding objectives comparison

Keller (2002) Abro Bryggeri
» Greater loyalty Primary objectives
» Less vulnerability to
competitive » Greater profit and
marketing actions efficiency
» Less vulnerability to » Increased awareness
marketing crisis
» More inelastic Secondary objectives
consumer response to
price increases » Internal brand pride
» Greater trade » Brand loyalty
cooperation and
support
» Brand extension
opportunities

-34 -



Analysis

Keller (2002) states that there are eleven branding objectives, out of which this case
emphasizes six of them. Abro Bryggeri does emphasize two major branding objectives and
two secondary branding objectives. This fact reveals that Abro Bryggeri does not act in
accordance with Keller (2002). Abro Bryggeri emphasizes two major objectives concerning
its branding efforts. The first objective of branding for Abro Bryggeri is to increase the profit
and efficiency throughout the organization. This means that the focus is on the most profitable
product at the moment, which primarily is Abro Original. The other main objective is to
increase the awareness level among its consumers in the Swedish market. This objective is not
in accordance to Keller’s (2002) objectives of branding.

Abro Bryggeri implies that brand loyalty is a very vague expression as an objective. The
respondent seems to claim that greater loyalty, less vulnerability to competitive marketing
actions, less vulnerability to marketing crisis, more inelastic consumer response to price
increases and greater trade cooperation and support are all included in the denomination of
brand loyalty. The respondent also claims that the company distinguishes two kinds of loyalty
— brand loyalty and price loyalty. Brand loyalty is seen as a loyalty linked to the brand, as the
price loyal consumers are seeking the lowest price on the market. As a result, Abro Bryggeri
is unable to measure the effects of brand loyalty. The other secondary objective is internal
brand pride, which is hard to measure and therefore not an explicit objective of Abro
Bryggeri. Internal brand pride is not in accordance with Keller’s (2002) objectives.

5.2 Branding strategy — Research question two

According to Keller (2002), branding strategy consists of four major steps. The first step is to
identify and establish brand positioning and values. This step describes how to increase the
brand value and superiority in the minds of consumers in comparison with its competitors.
The second step is to plan and implement brand-marketing programs. The brand management
should mix and match brand elements, integrates brand marketing activities and influence
secondary associations. The third step implies measuring and interpreting brand performance.
The fourth step involves growing and sustaining brand equity. Table 5.2 shows a comparison
between Keller and Abro Bryggeri’s strategy and is described below.

Table 5.2 Branding strategy comparison

Keller (2002) Abro Bryggeri

» Identify and establish » Create a branding
brand positioning and platform for the brand
values of Abro Bryggeri

» Plan and implement » Create a list of actions
brand marketing to implement the
programs branding platform

» Measure and interpret » Evaluation of the
brand performance branding strategy

» Grow and sustain
brand equity
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Abro Bryggeri uses a documented branding strategy, implemented in 2001, which is called
“Inspired by beer”. The strategy contains three main steps; create a branding platform, create
a list of actions to implement the branding platform and finally evaluations of the branding
strategy. The first step involves a vision, mission and identifying a personality of the brand.
This step is in accordance with Keller’s (2002) first step in the strategic management process.
The description of Keller’s (2002) first step and Abro Bryggeri’s first step regarding the
branding strategy are not identical. However, the content of them are matching, but are
expressed in different words.

The second step in Abro Bryggeri’s branding strategy is to generate a list of actions to execute
the branding platform created in step one. This step involves the most extensive efforts of the
branding strategy and the communication flow towards consumers and employees is
reinforced in this step. The second step of Keller’s (2002) strategic management process and
the second step of Abro Bryggeri’s branding strategy are similar in many aspects. Keller
(2002) is emphasizing three different guiding principles for this step; choosing brand
elements, integrating the brand into marketing activities and the supporting marketing
program and finally leveraging secondary associations. However, Abro Bryggeri is choosing
its brand elements in the first step of the branding strategy and is therefore not fully acting in
accordance with Keller (2002) regarding this issue. Nevertheless, the remaining part of step
two of Keller’s (2002) strategic management process is in harmony with Abro Bryggeri’s
second measure when developing its brand. Abro Bryggeri is accentuating the importance of
documenting decisions on print in order to keep consistency over time, which Keller (2002)
does not mention in his strategic management process.

The next and final step of Abro Bryggeri’s branding strategy is evaluation. Three to four
times per year, the company is conducting market research among its consumers. Consumer
responses and attitudes towards the brand are measured to seek coherence between objectives
and results, both regarding profitability and awareness of the brand. Furthermore, market
research is conducted to guarantee that the message is given proper understanding among
actors on the market. Keller’s (2002) third step is also to measure and interpret the brand
performance. Keller (2002) stresses the importance of understanding the effects of brand
marketing programs. However, Abro Bryggeri is not using a brand value chain as a tool
because it considers the financial evaluation to be a separate measure that is running parallel
to the branding strategy.

Keller (2002) has stated a fourth step in the strategic management process; grow and sustain
brand equity. This step is involved to secure improvement and development of a brand. Keller
(2002) underlines the importance of taking long-term view of marketing decisions when
conducting effective brand management. A long-term point of view of brand management
distinguishes that any changes in the supporting marketing program may influence the success
of marketing programs in the future. Furthermore, Keller (2002) states that a long-term view
results in proactive strategies, which will improve and maintain brand equity even if external
changes in the marketing environment occur, or if internal marketing goals and programs
changes. Abro Bryggeri considers that a long-term thinking is part of the process when
creating branding strategy. Even if this thinking is in consideration, a fourth step involving
growing and sustaining brand equity is not included in the branding strategy of Abro
Bryggeri. The company establishes that the message of the brand must be kept the same for a
long time and throughout the entire branding strategy. Some details might change over time,
yet the overall message is kept consistent.
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In general, previous research (Keller, 2002) and data collection are in accordance. Description
is often expressed in other words, yet it illustrates coherence between Keller’s strategic
management process and Abro Bryggeri’s branding strategy. This is a fact even tough Keller
(2002) is emphasizing four steps in the model and Abro Bryggeri is stressing three steps. The
main guiding principles match each other in broad outline.

5.3 People involved in managing the brand — Research question three

According to Aaker (1996), a key to successful brand building is to have an organization that
makes it possible to maintain and enhance brand equity even during times of recession.
Organizations need to position someone, or some group in charge of a brand to implement
identity/position efficiently and effectively. Furthermore, Aaker (1996) describes nine
different leading positions of groups or persons handling the branding strategy. Abro Bryggeri
uses some of these positions. They are illustrated in Table 5.3 and are discussed below.

Table 5.3 Comparison of people involved in managing a brand

Aaker (1996) Abro Bryggeri

» The brand manager » Top management and
» The brand equity decision-making

manager supervisors
» The range brand

manager
» The global brand

manager
» The CEO » Market manager and
» The brand champion brand
» The category manager managers/category
» The brand committee managers
» The communications

coordinator _

» The brand committee

Aaker (1996) establishes that the brand manager has responsibility for both strategic and
tactical accountability. The brand manager is also fostering identity and position of a brand.
Abro Bryggeri uses four brand managers, one for each category. The different categories of
Abro Bryggeri are divided into; own-label beer, imported beer, cider/soda/water and
evaluation. In view of the fact that these divisions occur at the company, brand managers are
also acting as category managers. According to Aaker (1996), a category manager is
accountable for managing a brand linked to a category. That person is in good position to
create and develop a strategy among products within the category. When managing the brand,
managers at Abro Bryggeri never make individual decisions regarding branding efforts. The
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sequence of operations starts by including top management and decision-making supervisors
in a team that prepare a branding platform, including vision, mission and brand personality.

The team that prepares the branding platform of Abro Bryggeri, hands over the tactical and, to
a certain extent, the strategic branding efforts to the brand/category managers and the market
manager. When following Aaker’s (1996) model for successful brand management (see Table
2.2), these people involved in Abro Bryggeri’s branding efforts can be seen as the brand
committee. Aaker (1996) states that the role of this committee is to grow an identity position
for the brand and certify it is communicated appropriately. In addition, its assignment is also
to ease coordination and synergy in the brand-building actions.

Abro Bryggeri is in conclusion of this fact acting in accordance with Aaker (1996) regarding
people involved in managing the brand. The category and brand managers are positions being
used by the company, as well as the brand committee. All these positions are included in
previous research, as Aaker (1996) has stated.
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6 Conclusions & implications

In the previous chapter, the data collection was analyzed by comparing it to the theories in
the conceptual framework that was presented in chapter two. This chapter will first present
the main findings and conclusions based on research conducted in this thesis. The purpose of
these conclusions is to answer the three research questions. Each of the research questions
will be answered in separate sections. Finally, implications for management, theory, and
future research are presented.

6.1 How can the objectives of branding be described?

We found that two main objectives when managing the brand can be stated, which are
profitability and awareness. A company seeks to produce products with large contribution
margin in order to increase the profit. This is not in accordance with previous research, which
is demonstrated in this study and includes six other objectives of branding. We believe that a
company is not necessary acting in accordance with previous research, due to inexperience
within the area of brand management. Branding efforts is a long-term process. Furthermore, a
“weaker” company considers awareness on market as another main objective; a company may
feel that current level of awareness on the market is too poor. It can be implied that awareness
is the foundation for further branding efforts, in order to challenge the main competitors.

Beside the main objectives, a company may consider some secondary objectives. The
secondary objectives can include internal brand pride, brand consistency and brand loyalty.
Internal brand pride implies that everyone within the organization should feel satisfaction
regarding the brand. Every employee should feel that every part of the organization is
important. This is an important foundation for a company when developing its brand;
everyone must feel involved in the process and agree on the branding strategy. We believe
that this is a significant objective that previous research has left out. If satisfaction is lacking
within the organization, we think it is tough to develop the brand outside the organization.
Every employee needs to share the brand value and strive for the same outcome; otherwise it
is hard to reach the other objectives stated.

Furthermore, we have found that brand loyalty is an important objective for a company when
developing a brand. However, a company needs to establish a clear definition on what loyalty
involves. Loyalty can be both brand loyalty and price loyalty and a company may imply that
the definition is vague and therefore hard to measure. What unity should be used when
measuring loyalty is hard to define. A company must decide on a specific description and
procedure to handle this issue. Furthermore, to be able to use brand loyalty as an objective
when managing the brand, a company needs a larger market share. This is a fact due to that
brand loyalty is achieved over time and a company needs be recognized among the
consumers.

The conceptual framework of this thesis, states that another five objectives of branding exist,
which include less vulnerability to competitive marketing actions, less vulnerability to
marketing crisis, more inelastic consumer response to price increases, greater trade
cooperation and support and brand extension opportunities. Companies seem to include the
first four of these into the denomination of brand loyalty. Therefore, these can also be seen as
secondary objectives for a company but these are no established and measurable objectives.
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This is due to the fact that brand loyalty is a wide and vague expression in the minds of top
management. Our findings show that no consideration of brand extension opportunities exists.

From this discussion, we conclude from the major findings the following conclusions:

» The most important objective of branding efforts is to gain a larger profit from its
activities.

» This thesis has discovered that it is important to keep consistency of values regarding
the brand to be able to reach the stated objectives.

» Awareness is a significant objective for a “weaker” brand to be able to grow and
strengthen the brand for the future.

» Within an organization, there are several branding objectives beside the primary
objectives, which can be stated as secondary objectives.

6.2 How can the branding strategy be described?

This thesis implies that there are certain accordance between previous studies and data
collected regarding branding strategy. The data collection revealed that a company is using a
branding strategy that consists of three steps. Growing and sustaining brand equity is not
included in the branding strategy of an inexperienced company. This is a fact, due to limited
time duration of work spent on branding. An inexperienced company has not reached such a
level of stability where they are able to grow and sustain brand equity.

In our research we have found that a company should start its branding strategy by creating a
branding platform, where current position and desirable future goals are established. Previous
research illustrates the same content, yet expressed in other words. Building a foundation is
very crucial because it creates assurance to a certain extent for the brand and those managing
the brand. The vision for the future of the brand is determined in this early stage, which
provides the organization with a common goal to strive for.

Our research implies that a company will continue the branding strategy by creating a list of
actions to implement the branding platform into reality. This thesis can underline the
significance of good communication towards the actors on the market. When implementing
the branding strategy the work must focus both on strategic and tactical decisions, and making
a “to do” list is of great help when planning for this. Those managing the brand can rely on
the list to make sure they are on the right track at all times. Some details may change over
time, but it is important to be consistent towards the brand value in every aspect.

When working with branding strategy it is needed to evaluate the effects of the efforts
continuously. A company needs to conduct market research three or four times per year, in
order to grow stronger. Market research is a useful tool to control consumer response. If
market research reveals unattractive results, essential adjustment can be made in order to
place the brand in a favorable position. When comparing previous research and collected data,
we are able to state that if the brand does not provide the market with wanted needs, it is no
use to proceed with the current branding strategy. Therefore, this thesis underlines the
importance of evaluation and measuring of the market.
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Long-term thinking is essential when managing the brand with a successful outcome. The
branding strategy is not something that can be done over night; it has to be well planned and
thoroughly structured. A company must at least use a time perspective of three years when
developing, implementing and evaluating a branding strategy. A long-term view provides the
branding strategy with comfort and eliminates precipitated decisions, which can ruin the
determined objectives. Furthermore, it can misguide a company in the everyday work and
result in an uncertain company advance.

With regards of branding strategy, the following conclusions can be made:

» The branding strategy should proceed from a company vision to make a good
foundation of the work with the brand.

» The vision and brand value must be communicated to consumers but also internally,
because everyone in the organization needs to be a part of the brand for improvement
of further branding efforts.

» Long-term view of the branding strategy needs to be taken into account in order to
succeed and control the brand.

6.3 How can those involved in managing the brand be described?

In our research we found that it is important to employ people with responsibility for
managing the brand. Furthermore, our research reveals that a company can use several
different positions to organize brand efforts. A brand committee is of great use to involve top
management when making important decisions regarding the branding strategy. A company
should underline the importance of involving decision-makers from the start; if not, negative
attitude regarding the branding strategy will occur and it will fail. We can also state the
importance of including top managers in the process to achieve good results for the brand.

When managing the brand, different people are involved during different stages of the
branding strategy. However, the brand/category managers need to be involved in all steps of
the process. The brand/category managers are essential for the everyday accountability of
strategic and tactical decisions of the brand. The brand/category managers can work together
with the market manager to put the strategic decisions made by the brand committee into
practice. It is of great importance that a person or group is focusing entirely on the brand and
does not have it as a secondary job assignment. This makes the branding strategy more
trustworthy and the brand keeps its consistency over time. If handling the branding strategy as
a secondary job assignment, lots of barriers and noise will disturb those managing the brand.

The major conclusions regarding people involved in managing the brand are:

» Top management must be involved in founding the branding platform, including
vision, mission and brand personality.

» All employees within the organization need to feel participation in the brand and its
everyday life.
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» All employees should act as brand ambassadors at all times to support and develop the
brand.

» Every employee cannot participate in the decision-making, only brand/category
managers and other top managers.

» Managing a brand is a full-time commitment and it needs total focus. This means that
there must be a position within an organization concerning managing the brand as a
primary job assignment.

6.4 Implications

In this final section we will give our recommendations. This will be based on the conclusions
that have been made in the previous section. Here implications for the various fields where
this study can be useful will be presented. These are implications for management, theory and
future research regarding managing a brand.

6.4.1 Implications for management
A few issues concerning managing the brand can be listed. The implications listed below may
be useful for all people managing the brand and involve the following statements:

» Our findings motivate us to believe that it may be risky to put great focus on
increasing the profit. Such an attitude may damage the brand, since it can be healthier
for a brand to put emphasize on brand loyal consumers. We consider that focusing on
brand loyalty is more of long-term thinking compared to focusing on the profit and
may lead to a stronger brand value.

» Furthermore, internal communication flow seems to be an important foundation when
building and developing a brand. All employees need to feel an internal pride of the
brand in order to strive for those objectives stated by top management. To stimulate
the brand efforts, all levels of the organization should be involved to a certain degree
in the branding strategy.

» In order to succeed in managing the brand, it is essential that clear positions and
assignments are distinguished within the organization. This is a fact due to increased
efficiency and smoother organization of the brand. Those in charge of managing the
brand must put emphasize on branding and work with the brand as a primary job
assignment.

6.4.2 Implications for theory

The research area of this thesis is brand management and branding strategy. We have
deductively formulated our purpose and research questions, based on previous studies by
several authors. The purpose has been to gain a deeper understanding about how an
organization manages its brand. Therefore, we have in this thesis explored, described and
begun to explain how managing a brand can be described. We have explored how a company
manages its brand, including its objectives, branding strategy and people involved in the
branding process. Furthermore, we have described our findings and made conclusions based
on those. As a result, we have begun to explain how brand management can be described. The
data collected is very much in line with previous research. However, some issues are not in
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accordance with the case of this study. In general, previous research tends to be more
extensive compared to our findings. Yet our findings reveal that internal brand pride and
profit can be established as objectives of branding. These are not discussed in previous
research but have been brought up in this thesis. Hence, this research contributes to theory by
adding two objectives that can be stated regarding managing a brand.

6.4.3 Implications for future research

This research has presented a wide but careful insight into a company’s brand management.
This area of research would be very interesting to further study by more exclusively explore
how managing a brand fits in the overall work of an organization. This could be carried out by
single-case study on one company, or by a multiple-case study on two companies, in order to
be able to give a correct explanation of the total process regarding managing a brand.
Moreover, the same study can be made in a different line of business on different companies.

Our research has showed that companies can have other objectives when managing a brand, in
addition to the objectives suggested in previous research. Internal brand pride and seeking
profit are objectives that are not integrated in previous research. Thus, it would be interesting
to study whether these objectives are frequently stated or not in other organizations. We
suggest that a survey should be conducted with the intention of finding an answer, as several
organizations would have to be examined if this is to be clarified.

Previous research and our findings indicate that effects of branding efforts can be hard to
measure, brand loyalty in specific. This would be a motivating topic to further study in order
to find a standard denomination for brand loyalty useful across many businesses.
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Interview guide - ABRO BRYGGERI 2003-05-09 2.00 PM

I Background

» Name and position within the company?
o Personal goals
o Experience
» Branding background?
o Initiation of branding efforts
o Branding history of Abro Bryggeri
o Different brands within the organization

IT Objectives of branding
RQI1. How can the objectives of branding be described?

v What objectives does ABRO BRYGGERI have with its branding?
v Long-term vs. short-term goals?

Brand loyalty?

Influence of the brand by competitive marketing actions?
Influence of the brand by marketing crisis?

Reactions among consumers when price increases?
Treatment from middlemen?

Extension of the brand?

YVVVVVYVY

Other comments?

III Branding strategy
RQ2. How can the branding strategy be described?

v How can the brand management process be described? In details
o Differences between different brands?
o Documented branding strategy?

v’ Planning?

v Accomplishment?

v Evaluation?

» Identify and establish brand positioning and values

o What does the brand represent?
Brand positioning in comparison to competitors?
Brand positioning on the market?
What attributes and benefits characterize the brand?
What is the core value of the brand
How is success of the brand measured?

0 0O O O O
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» Plan and implement brand marketing programs
o  How are the included elements of the brand chosen?
o  How are the elements of the brand formulated?
o  How is the brand put in front of the consumer?
o  How do secondary associations affect the brand?
» Measure and interpret brand performance
o  How are the effects of the brand measured? Success and
setbacks.
o  Are the financial investments evaluated?
» Grow and sustain brand equity
o  What measures are done in purpose to create growth of the
brand?
o  How are the brand strategies developed?
o Isalong-term view taken into account when developing the
brand?

Other comments?

IV People involved in the brand management
RQ3. How can those involved in managing the brand be described?

v' Organization chart
v’ Teams, positions
v’ External expertise

> Key persons and assignments?
o  The brand manager
The brand equity manager
The range brand manager
The global brand manager
The CEO
The brand champion
The category manager
The brand committee
o  The communications coordinator
» Other involved people and assignments?

O 0O O O O OO0

Other comments?

V Other comments
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Intervjuguide - ABRO BRYGGERI 2003-05-09 14.00

I Bakgrund

» Namn och position inom foretaget?
o Personliga mal
o Erfarenhet
» Bakgrunden till varumérkesarbete?
o Start av varumérkesarbete
o Varumirkeshistorik
o Olika varumérken inom organisationen

II M4al med varumirkesarbete

RQI. Vilka mdlsdttningar med varumdrkes arbete existerar?

v Vilka mdl har ABRO BRYGGERI med sina varumdrken?
V' Ldngsiktiga respektive kortsiktiga mal?

Varumairkeslojalitet?

Paverkan av varumiirke vid konkurrerande marknadsforing?
Piaverkan av varumiirke vid marknadskris?

Reaktioner fran kunder vid prisokning?

Behandling fran mellanhéinder?

Utokning av varumérket?
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Ovriga kommentarer?
III Varumirkesstrategi
RQ2. Hur kan man beskriva varumdrkesstrategin?

v’ Hur ser er varumdrkesprocess ut? Detaljerad
o Skillnader mellan olika varumdrken?
o Nedskriven standard process?

v’ Planering?

v Genomforande?

v Uppfoljning?

» Identifiera och bestim varumérkets positionering och virderingar
o Vad representerar varumaérket?

Positionering i jaimforelse med konkurrenter?

Positionering pa4 marknaden?

Vilka attribut och fordelar karaktériserar varumérket?

Vad innefattar varumarkets grundvérdering?

Hur utvérderas varumérket?

O O O O O




Appendix 11

> Planera och implementera varumérkets marknadsforings plan
o Hur viljs vilka element som ska inga i varumairket?
o Hur bestdms hur de olika elementen ska utformas?
o Hur marknadsfors varumairket?
o Hur paverkas varumaérket till sekundéra anknytningar?

» Miit och tolka varumiirkets prestationer
o Hur mits effekterna av varumarket? Fram- och motgangar.
o Utvirderas den finansiella investeringarna i varumaérket?

» Utveckla och bibehall varumiérkets stillning
o Vilka étgirder genomfors i syfte att skapa tillvéxt av varumérket?
o Hur utvecklas varumairkes strategier?
o Ingér langsiktigt tinkande nédr varumarket byggs?

Ovriga kommentarer?

IV Personer involverade i arbetet med varumarket
RQ3. Vilka mdnniskor dr involverade i arbetet med varumdrket?

V' Organisations schema
v’ Team, positioner
V' Externa resurser

» Huvudpersoner och deras uppgifter?
o) Varumirkeschef
Stillningschef for varumarket
Omréadeschef - varuméarke
Global varumaérkeschef
VD
Varumaéarkesmastare
Kategorisk chef
Varumaéarkeskommitté
o Kommunikationskoordinator
» Andra involverade och deras uppgifter?

O O O O 0 O O

Ovriga kommentarer?

V Ovriga kommentarer




