S FOREWORD

any business leaders forget the power of brand management and
Mtnlﬂnt management as two key drivers of innovation and business
growth. 5ome do understand the impact that each can have, independently.
But as this book points out, leading orgamizanons are discovering that
brand and ralent can operate in concert together to drive even greater
business impact.

I have always believed that brand and talene are two sides of the same
coin, Smart organizations, particularly in the service industry, realize that
their people are their brand in the markeeplace. This book clearly sets out
that the best growth agenda is a ralent agenda,

At EY, we understand the benefits of connecting brand, employer brand,
human resources and employee engagement —Gomething clearly demon-
strated in this book. In 2011, I ser abour prodivig to the business that there
is a direct correlation between not only the-€ngagement ot our people and
how our brand is perceived in the mchétplace, but also between the en-
gagement of our people and retention levels and revenue per person. In
what became known as the ‘Business Linkage Survey’, we demonstrated that
increased engagement posinyely affects brand image. We did this by com-
paring the engagement index from our people survey and the favourability
index from our brandsusvey. We clearly showed thar increased engagement
affects the cost of recruitment — with a sizeable variation in retention rares
berween the most- and least-engaged business units. We also revealed the
link berween engagement and revenue per person, to the tune of a difference
of tens of thousands of dollars in revenue per person berween our most
engaged and least engaged business units.

We had the businesses™ arrention.

It’s widely accepted in EY now thar the engagement of our people —
before, during and even after their employment with us = helps set us apart
as an organization, increasing our competinive advantage in a complex,
diversifving and globalizing business world.

Our employment value proposition has since become *whenever yvou join,
however long you stay, the exceptional experience you get at EY will last
vou a lifetime’. This applies not just to the 175,000 people who work at
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EY currently, but the 1 million or so *brand ambassadors’ (those who have
worked here) out in the markerplace.

A talent agenda based on this scale, directly linked to the brand, is virtu-
ally limirless in its potential in terms of business growth.

Our business purpose, Buidding a better working world, perfectly articu-
lates the reason why we exist. It's an idea that was generated from the inside
out, validated with our clients and stakeholders the world over, and it serves
to ensure we never lose sight of the higher sense of purpose thar drives us as
individuals and as an organization. Building a better working world is whart
we dos for our clients, our people and the communicies in which we live and
work.

It's helped clarify the link between what we say and what we do every
day. We now not only think abourt brand and talent in a completely different
way, but we also apply this new way of thinking to the way we manage our
whaole organization,

In short, we have set about connecting our talew proposition and our
brand proposition. This more integrated approach-resonates well both inside
and outside the organization, something | hooe gur example, and this book,
will help other organizations achieve,

Mite Cullen, Global People Leader, EY
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hen Henry Ford set out to give people the Model T in any colour they

wanted as long as it was black, he designed the organization he
needed in order to bring the Model T to them. He knew thatr the most
efficient way to build a car, given the rechnology and workforce he had
at his disposal, was to break the task into steps.

He created the assembly line: each worker had a specihe task related
to one specific component of the automobile’s construction in an efficient
sequence, Workers could be trained to do one thing, to do it well, to do it
with minimal supervision, and to do it fast. They were motivated and
rewarded accordingly.

The ‘scientific management’ thinking that likely l{d Ford to this approach
had been pioneered by Frederick Winslow Tayloe: Taylor is held to be one
of the grandfathers of management consulning as we know it today, and
he held clear — and very influential — views-on the efficient management of
business:

It is only through enforced standardization of methods, enforced adoption
of the best implements and woskang conditions, and enforced cooperation
that this faster work can ke $ssured. And the duty of enforcing the adoption
of standards and enforcing this cooperation rests with management alone.'

There has been stacthngly hirtle change in the way we organize our enter-
prises today. Modern management consulting techniques involving analysis
and process improvement is a multi-hundred-billion-dollar industry.

The thing is, adhering to these old management models is fast becoming
more risky than taking the steps to change them for the berter. Dan Pink
makes this observation in his book Drive. Taylor's style of motivation and
management can be effective for repetitive, or as Pink calls them, ‘algorithmic’,
types of rask:

An algorithmic task is one in which you follow a ser of established instructions
down a single pathway to one conclusion.”

But Pink points out that numerous studies of motivation demonstrate clearly
and unequivocally that when it comes to more creative or “problem solving’
(heuristic) rasks, this approach is nor only ineffective but counter-producrive.
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In short: people perform worse when managed and motivared in this carror-
and-stick manner,

Ford was facing challenges of a very similar nature to chief execurives
roday: a shorrage of skilled ralent; limited employee communicarion and
collaborarion; a need ro grow while maximizing margin; a complex and
expensive supply chain.’

The organization of the modern enterprise has remained largely unchanged
for more than 50 years, So whart has changed since the Model Ts began roll-
ing off the production line in October 1908? Short answer: the emergence
of talent, information and communication into isolated structures, the
hallmark of which is the organizational silo.

In my 25 years of working across the related functional disciplines of brand,
marketing, PR, human resources, and internal communication, the single
prevailing theme = and the prevailing source of failure, duplication, waste,
inefficiency and squandered opportunity = has been the-organizational silo.

The specialist begets this silo. And that is whero the trouble begins.
I'm not for a minute saying we don’t need specialists. They are critical.

Developing a specialist skill set and a set.w competencies for a modern
marketplace became sensible and valuable. ¥We have moved from the age of
the specialist into an age where specidijst skills alone are necessary, but
not sufficient, to drive growth in theinodern organizadon. 1 like to refer to
this as the “T" — where “specialissi™with mile-deep, inch-wide expernse are
the downstroke, while ‘generaiists” with inch-deep, mile-wide expertise are
the cross-stroke.

50, this 15 not a bealiabout radical organizational design imnovanon.
Instead, it 1s a book thar looks at integranng some closely related disciplines
thar lie at the heart of the successful business of the future. These related
disciplines provide one of the clearest opportunities to integrare old-world
specialist silos into a more effective whole.

This is not a book about branding. It is not a book about human resources,
employee engagement or ralent management.

It s a book about the ftegration of brand and talent management at
the strategic decision-making level, so that it permeates every facet of an
organization’s operations. And it’s about how this integration can serve
as a powerful way to enhance effectiveness and cfficiency in building
and defending vour reputation as an organization, inside and our, so thar
vou are more profitable and productive in executing a strategy that helps
vou to achieve your ambinon and fulfil your purpose.
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Brand and talent

Your brand management and ralent management approaches are two of
the most powerful levers at your disposal in driving rangible, measurable
improvement to the performance of vour business.

Brand management helps ensure thar people are avwiare of you, of whar
vou can do for them and why they should consider and purchase from
vou. It gives vou something clear to stand for and o steer by; it guides some
of vour biggest strategic decisions. Name something more important to a
CEO than the reputation of his or her frny.

Talent management helps you make sure you get the right people aboard
to help in the first place, and then ereate an environment where they can
contribute more so that vour organization can deliver on its promises,
MName something more impaitant to a CEO than the talent needed to deliver
growth.,

Chances are, they iz both in the top five; for some, the top three, accord-
ing to recent surveys by McKinsey, PWC and BCG. But the two are in-
extricably linked - a fact thar seems to be lost on many boards, CEOs and
strategists today.

Why do so many organizations manage these distinct drivers of business
effectiveness as if they are completely different things? This book seeks to
answer thar quesnon, and it makes the case for a difterent (integrated)
approach to thinking about the way your organization manages the way
it attracts, recruits, develops and motvates the people it needs to thrive,
in order to provide a product or service thar is authenric, relevant o its
customers and differentiated trom its competitors — for both business and
talent. Does that sound crazy?

It still does to some people. When 1 set out to create the idea of ‘Brand and
Talent’ as a practice area in one of the world’s biggest global communication
networks five years ago, | encountered surprising resistance to the very name
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‘Brand and Talent” itself. They just didn’t ger it. Brand? That’s about external
posinoning. Logos. PR and adverusing campaigns. Reputation management.
Social media. Talemt? That's abour recruinng. Employee communicanons,
Human resources. “They just don’t go rogether. 1t'll confuse the marketplace.”

One of the most relling challenges in writing a book that sets our to make
the case for integraring several relared disciplines is how casy or hard it is to
research those disciplines. Brand? There is a lot out there about how to define,
create, activate, maintain, defend and grow yvour brand in the marketplace.
Talent? There is even more out there about talent acquisition, talent man-
agement, employee engagement, motivation and the many human resources
techniques to help make the most of talent.

Bur Brand and Talent? While, ro be fair, the world of ‘employer branding’
has grown in prohile, as has the idea of *living the brand’, these are sull gener-
ally seen to be separate acuvines aimed at solving different challenges. While
there is evidence of some organizations and service providers connecting
employer branding and living the brand/employee bvand engagement-type
activities, they are far from being integrated and hardwired to the organiza-
rion — at either communication, operational process or management level.
It is virtually impossible to find an actual example of where brand, employer
brand, human resources and employee engagement have been genuinely
connected and managed as a single invegrated process.

But the tide is turning. The ww irrational (yet at one time perfectly
sensible) functional separatiotiof many of the activities relating to brand
management and talent management has reached the end of its usefulness.
Smart organizations vaderstand thar there 1s a berter way — thar one core
idea 1s berrer than many when it comes to focus and clarity in a dynamc
internal and external environment.

Importantly, the first six chapters of this book cover some fairly traditional
approaches to brand management and talent engagement. For most
experts, these chapters will probably not tell you much that you don't
already know. It may even feel a bit patronizing. For those readers who are
experts, feel free to jump straight to Chapter 8, where the approach we
developed at BrandPie is explored and explained. It's a powerful model,
and one that we have successfully used with organizations facing
significant repositioning opportunities such as EY (formerly Ernst & Young),
Capgemini Applications in North America, and others.
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How this book is structured

Be aware: this book has many short chapters. This is deliberate. | expect that
maost of my readers are busy business people who probably won’t read this
book in a small number of sittings, probably won’t read the whole thing
from cover to cover, and prefer to get their information in bite-size chunks
between meetings, cab rides and plane journeys. The philosophy is similar
to the approach taken in my book The Talent Journey: The 35-minute pruide
to employee communications. You'll ind some of that thinking represented
here. I like short, sharp, and to the point.

Perhaps ironically, the best way to approach this topic 1s to break up the
pieces and address them separarely before bringing them rogether. (Taylor
would be proud!) Only then can the case be made tor a2 more integraced
approach to managing brand and ralent,

So this book will first take you through the principlesand theory of brand,
While there are many books on brand, we will cover 2 “ery pragmatic approach
to defining, building and deploying vour brandThis is not going to be the
approach to branding that dominated the pfevious generation (a world of
brand models, brand values, brand attributeg; Brand essences) - although it will
touch on these. They have their place;burt all too often serve to exacerbate
cthaency-sapping functional divisions between brand and talent management.

Then, we wall go through theprinaples of talent. We'll run from talent
acquisition and recruiting through to a very high-level look at talent manage-
ment and a discussion on employvee engagement and its links to brand and
business performance: Uins won't be a deep dive into the minuna of perfor-
mance management and competency frameworks, although it will touch on
these and other issues. Again, the case will be made that often the focus
on the ‘means justifying the end’ process-focused approach only deepens
funcrional divides and diminishes vour organization’s effectiveness.

Third, we will connect the two and explore how brand and talent are two
sides of the same coin. You'll ger a selecrion of templares, tools and techniques
to manage this process for your consideration, adapration, modification and
use. These are many of the tools | actually use in real life with clients. Used
cffectively, they can make a big difference in gerting people aligned to the
‘Brand and Talent’ way of thinking.

Fourth, and in my opinion most importantly, there are interviews with
some of the world’s leading thinkers in this areca = each looking at the
challenge from different perspectives: the CEQ, the CMO, Corporate Affairs
head, the People lead, the Executive Recruiter, and so on. Real-life points of
view validate the points made in this book.
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It isn’t complicated, it’s just hard

It’s a cliché to say that the soft stuff is the hard stuff. The real challenge lies not
in functional expertise in brand management, nor in the disciplines of employee
engagement and human resource and talent management. It is in having
clarity of purpose, focus, discipline and willpower to take the steps necessary
to align these functional activities in a more consolidated and coherent manner.
And this means upserting the traditional functional apple cart. If vou don't
have the stomach for it, you might want to stop reading now.

Having been involved in literally dozens of projects with a range of organ-
izations the world over, across industnies, cultures, geographies, management
styles and economic conditions, over more than 20 years, I don’t want to appear
cymical. Yet one thing 15 certain: the reason most efforts to engage people
internally and externally in your organizanion’s purpose, ambition, strategy
and brand fail to deliver is an outmoded, functionally dstven way of thinking,
The irresisuble force of integrated, aligned senior-evecunive thinking will
meet the immovable object of functional mindseté with perspectives on what
is important — and territory to defend,

The organizational silo is alive and welio Tt has deep roots and is often
protected by long, sharp thorns. Its head)is shaped to provide a view thar is
deeply biased rowards one way of looking at = and interprening = the world
it perceives. It feels vulnerable_and imsccure emerging into the brighedy lic
(and frighteningly level) playing field that i1s The Big Picture.

The silo always promises to cooperate with other silos. It assures you
that it 15 collaborannz cross-functionally, that it 1s consulung and sharing
informarion. It nods knowingly when you ask ic if it has considered The Big
Picture. Don’t believe it

Wherher through gently leading ir to warer, or forcing it o drink through
formal reseructuring, this book lays out the case for raking a more integrared
approach to brand and ralent management thar, when taken to its ultimare
conclusion, can and should result in changes not only to the way you think
about brand and talent, but to the way you manage your organization
and its strategy. In so doing, your organization and its people should reap
the benefits of a more effective, efficient, cohesive and - perhaps most
importantly = vastly simplified approach ro connecting your people to the
service you deliver.
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A brief history of branding

Date Event

1300 ec

1800s
1890s

1930s

1940s

1950s
and 60s

So, how far back does branding go? At least 5,000 years.

Potters’ marks were used on pottery and porcelain in
China, Greece, Rome and India.

® Branding of cattle and livestock go back as far as 2000 sc.

Archaeologists have found evidence of advertising among
Babylonians dating back to 3000 ac.’

Rise of ‘Pitchmen’, a mixture of sales people and a precursor
to Mad Men advertisers.?

Towards the and of the 19th cantury a collection of naw
technology and methods of communication such as the
invention of mail order catalogues, the advancement of raillroads
and the expansion of the postal service ovives a massive shift
in attitudes to products and purchasing of things.?

In 1876, after the United Kingdon nassed the Trade Mark
Registration Act, Bass Ale becane the first trademarked
brand in the world.

In 1931, P&G ad man(Neil McElroy sent round his now-famous
memo explaining ity P&G should have a brand team for each
product, pavingthe way for modern brand management.?

The concept of the Unique Selling Proposition (USP) emerges
—rangin2 from Lucky Strikes” 'Reach for a Lucky instead of
a swest’ to help weight loss to IBM's THIMNK campaign.®

‘Brands like Tide, Kraft and Lipton set the benchmarks

for consumer branding. This marked the start of almost

50 years of marketing where “winning” was determined by
understanding the consurner better than your competitors
and getting the total “brand mix"™ right. The brand mix s
more than the logo, or the price of a product. It's also the
packaging, the promotions, and the advertising, all of which is
guided by precisely worded positioning statements®

'By the mid-1960s we enter the "Mad Men' Era where

we see major brands becoming something more than just
a preduct, from Hardey Davison 1o Adidas to Mercedes, be
they a believer in counter culture or harbour an idealistic
status symbaol, selling the myth of the culture with a brand
had become fundarmental!’
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TABLE 2.1 Conlinued

1980s ® Society starts guestioning brands; the language used in
advertising — eg Nike's business practices —was being
quastioned: Calvin Kleins treatmeant of models; and
numerous others ®

Early ® 'Commoditization leads to a quest for authenticity: one by

1990s one the big retailers started to realize that they had an
apportunity to also play the branding game and that by selling
mare, higher quality, but particularly betterbranded products,
they could not only dramatically improve their margin mix, but
they could raise the profile and reputation of their own brand
as a whole®

2000s ® The retail landscape in the UK pioneers ratail branding - and

is different to elsewhere as a result. Detailers such as Tesco,
Waitrose and Sainsbury started hiting markaters from their
suppliers like Unilever and P&G &+ the 1980s and 1990s. Today
these companies and their £ tfolio of brands enjoy equal and
sometimes better brand lyalty than any of the manufacturer
brands they carry."

® The profit margins of these UK suparmarket chains are over
double that of ihe rest of the world's supermarkets.”

& Unilever pioneered corporate rebranding when they
unvelled the new U logo in the early 20005, made up of
intevconnecting images symbolic of the brand categonies
they reprasent, ™

20m & The explosion of branded offerings is overwhelming and
confusing consumers and causing an ever-ncreasing
headache for the leaders of "traditional’ brands."
® The average Westarn consumer 15 exposed to 2,000-3,000
brand messages a day."

Today ® Globalization and the advent of social media make brand
recommendations many-to-many, not just one-to-many or
one-to-cne, '
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Examples of great brands

While grear brands are ofren\ouschold names wath substantial brand-building
budgets - and score highdn“sex appeal’ = the real secret behind a great brand
is that it does sometlnieg very simple. Great brands are single-minded and
clear about whart they promise. Great brands then deliver on that promise.

The implication is that any organization can create a great brand, regard-
less of its size and its resources. In fact, the larger, more complex and global
an organization is, the harder it becomes to stay true to knowing whar thar
promise is, and ensuring its delivery.

When you look at a list of ‘grear brands’ that have significant emotional
and financial value, invariably you will see businesses thatare crystal clear on
delivering on their promise and unwavering in their focus on it (Table 2.2).
The phrase ‘ruthless consistency” applies. When these brands falwer, it is almost
always when they lose focus on their promise and ensuring its delivery.

You will also find that the brand is not just a logo or a function of market-
ing — understanding the promise and ensuning its delivery is hardwired into
every management metric and process in the business, from supply chain to
budgeting to talent attrraction and management,
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TABLE 2.2 Examples of great brands

Brand Description

Coca-Cola ‘Coke's brand promise of fun, freedom, and
refreshment resonates nearly everywhere, The
company axcels at keeping the brand fresh while
maintaining a powerful sense of nostalgia that
unites generations of Coke lovers and reinforces
consumers’ deep connections to the brand”

Apple The Apple brand remains the poster child for how 1o
build a great global brand - a relentless focus on never
settling for what the consumer thinks they want, and
creating something they never imagined they needed.
Captured in "Think different,” Apple certainly does - and
the hard work of maintaining that forus has driven their
phenomenal success globally.

Amazon Amazon has achieved their-Sutcass for a variety of
reasons = but their entirs écosystemn is open, with
one idea at its heart;<Content is geared toward you.
Whoever vou are,\&mazon gets you! Amazon uses
content optimization, user generated content to build
credibility, @ relentless use of data to generate
insight.abaut its customers.”

‘With ‘over 200 million customers worldwide, not to
Ffaeation the millions of shoppers that use Amazon for
research 1o help make the purchase decision, Amazon
shopping continues to shape shopper expanences and
set new standards for retail?

Virgin Atlantic Virgin Atlantic built a brand by redefining their category
- they locked at the entire expenence of flying, not just
the time spent aboard the aircraft. According to Richard
Branson, A brand name that is known intarnationally
fer innovation, quality and a sense of fun is what we
have always aspired to with Virgmn.

The role of the airine itself has been that of matching
the reality of the product with the values created by
the image.*
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Dehning whar a brand is — your reputanion - is easy. How you influence vour
reputation — the approaches you take to defiming, managing, growing,
defending, raising the awareness and value of your reputation — is more
challenging.,

Brand, marketing and sales

Never forget that brand management can be a powerful business building
tool in 1ts own right = when properly managed, your brand can become
more than a marketing tool and should drive, strengthen, align and acceler-
ate your strategy. And, of course, the role of brand management is to play
a central role in posinvely influencing markerplace perception = in terms
of the talent market, the commercial market, and the marketplace occupied
by other stakcholders who have influence on, or areuntluenced by, your
organization and its activities.

Your marketing and communication efforts-have, as discussed carlier,
much more limired impact than you might amagine. A good rule of thumb
is that 70-75 per cent of your reputationlis’dictated by whar you do, the
performance of the products and services vou provide, the environments
in which you provide them and the belaviour of vour people. The remaining
25-35 per cent of perception is cieated through your brand, markerting and
communication efforts.

A fundamental model s the *‘marketing funnel’ (Figure 2.1). It demon-
strates the need o influgnce audiences to move deeper into a continuum
ranging from awareness to advocacy. Clearly, people need to be Aware of you
as a business to consider any engagement. Then, they need to include vou in

FIGURE 2.1 The brand marketing funnel

CONSIDERATION

PREFERENCE
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their Consideration ser among other alternanves. Through trial and adoprtion
they will develop Preference and, ideally, become Advocares.

Crearing Awareness, in and of itself, is not sufficient to drive brand value.
It's a start. Bur vour efforts must be coordinated and effective in order 1o
move people along the funnel to the points of Preference (for our purposes,
we'll consider this conversion into a sale) and Advocacy (where customers
become ambassadors for vour brand).

This is illustrared in the model shown in Figure 2.2, based on a real case
study where the number one player was losing marker share to a challenger
despite greater Awareness in the markerplace and comparable positions.
You can blanket the marketr with advernsing and communicarions, but if you
have failed to create a bond = engagement = with talent, customers or stake-
holders, it will prove difficult and costly to convert them into Advocates.

FIGURE 2.2 Efficient vs inefficient conversionp

Less efficient/effective Maore effcisutieffective

R
T - TR -
CONSIDERATION B0 CONSIDERATION B0%
o r'""‘w,

PREFERENCE | 20% PREFERENCE | 25%

"l\.“_.)' "'q.‘____..-'

ADVOCACY 5% ADVOCACY 10°%

The story is true for talent, customers and other stakeholders in terms of

their willingness to support your business and brand, to be neutral or ignore
it, of, in the worst case, actively resist it and become a so-called ‘brand as-
sassin’. In the world of increasing access to information and social media,
and where statisucs show that negadve brand experiences are ofren more
publicized than positive ones, it’s an important principle to consider.

The value of your brand

If this business were split up, | would give you the land and bricks and mortar,

and [ would take the brands and trade marks, and | would fare berter than you.
{John Stuart, Chairman of Quaker, ca. 1900}
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Your brand has significant financial value — depending on your industry,
anywhere from 10 per cent to upwards of 30 per cent or more. The London
Stock Exchange endorsed the concepr of brand valuation in 1989 by allow-
ing the inclusion of intangible assets when secking shareholder approval in
acquisinons:

Brands will be major drivers of corporate value in the 21st century. Investors
and business leaders have recogmized this. Financial managers and planners are
increasingly using brand equity tracking models to facilitate business planning.”

There are many approaches to brand valuation:

Assessing attributes (Aker and others)’

This means assessment of arrriburtes such as satisfacrion, loyalry, awareness,
market share either tracked separately or weighted according to industry.
Young & Rubicam has also developed a ‘Brand Asser Valvator' - an
attribure assessment approach based on Differentiasion, Relevance, Fsteem
and Knowledge. Others no doubr exist but the concept remains the same.
Such methods often use an assigned valueCaather than a measured value,
and thus are subject o challenge.

Brand equity (Moran)*

This approach combines theéee elements - Effective Market Share (the sum
of market shares in all ¢egments, weighted by each segment’s proportion
of total sales); Relatize Price, a ratio of the price of goods sold under a given
brand, divided by the average price of comparable goods in the market;
and Durability, the percentage of customers who will buy that brand in the
following year.

Brand valuation®

Brand valuation methods seck to take the most robust Anancial dara avail-
able to the model in order to arrive at a plausible valuation of a brand.
While these methods are also subject to challenge, they at least strive to
create as objective as possible a view of a brand’s strength,

Interbrand® performs an annoal valvation published as ‘The BrandZ
Top 100 Most Valuable Brands' report. This uses a company’s financial
data as well as marker dynamics and an assessment of the role of a brand
in income generation, and then forecasts the future on the basis of brand
strength and nsk.
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Brand Finance” publishes its own Global 500 study annually using a
‘rovalty rchet’ approach that calculates the net present value of the hypo-
thetical rovalty payments an organization would receive if it licensed irs
brand to a third party.

An increasingly popular measure is ‘net promoter score” or NP5, NP5 is
a metric developed by Fred Reichheld, Bain & Company, and Satmetrix.”
Its power is its simplicity. Customers are asked ‘How likely are you to recom-
mend companybrandfproduct X to a friendlcolleaguefrelative” and score
their response from 0 to 10. Promoters give a 9 or 10 score, Passives a 7 or 8,
and Derractors a U to 6 score. The NP5 score is the percentage of Promoters
less the percentage of Detractors and ranges from =100 ro +100.

All of these methods have strengths and weaknesses, but the important
thing is to establish thar an organization’s brand is an intangible asser thar
is worth a significant amount of money - and it should be respected and
managed accordingly.

Brand is a business management discipline

Do you place enough emphasis on managing your repurtation as a disci-
pline of strategic management, ratherghan a responsibility of the markering
function? Dave Allen” lays out soiie questions that should lead you to a
long, hard look at how you mawage your brand as a strategic asset:

® Daocs the brand namic of your company open doors?
Is it easy to getmicetings?
Do potential business partmers bring you ideas to invest in?
Do yvou atrrace the best talent?
Do good people stay more than 2-3 years?

Are vour people driven to get the job done?

Do your customers advocate you, or simply tolerate you? Are they
willing to forgive you when you make a mistake?

@ Has your share price increased steadily in value over time?
# Do you make margin thar allows you to invest and grow and is the
envy of your competition?

By asking these questions, you can very quickly establish not only whether
vou believe you have a strong reputanion, bur also some very basic para-
meters around where some of vour challenges and opportuninies mighr he.
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The answers to these questions, often uncomforrable, serve as a powerful
starting point 0 move forward vour organization’s conversations about
building, managing and defending your reputation in your markerplace.

Brand and premium

The final idea in this chapter is that all of this should lead you to an interesting
and somenmes unexpected conclusion: your reputation determines in many
ways your ability to command a premium for your produces and services.

In their book The Discipline of Market Leaders," Treacy and Wiersema ask
a similar question: why do some companies outperform others, often within
a virtually homogeneous category?

Through a study of market leaders across sectors and industries, such
as Wal-Mart, Dell, Southwest Airlines, Cotr, Airborne Express, Atlantic
Richheld, Home Depot, Intel and Sony a very cledt)theme emerged. And
while their book is about strategic management (1 don’t think the word
brand appears at all), the implicadions for repasanion management are clear.

According to Treacy and Wiersema, tHere are three arcas in which an
orgamzation can achieve marker leadessihip:

o Product or service leadership, You charge a premium because vou
produce the best productar service.

e Operational excellence. You charge a premium because your
end-to-end proceszes are simply more efficient in getring your
product or sericé to marker than your competitors,

e Customer/marketplace intimacy. Your insight into the client/
customer, their industry and their market - from solutions to
relationship management to results — allows you to outperform
the competition and charge more.

Whar's the mrick? You pick one thar you focus on. You only need to be as
good as the competition at the other two.

The value discipline model is cerrainly open to challenge and debare,
particularly in a world where disruprive technology has rendered some
elements very difficult to attain leadership in (the internet was in its infancy
and not really in the public domain when Treacy and Wiersema published
their first artcle!).

But the value of the exercise is that the implications for brand and
reputation management are clear: you can’t ery to be all things o all people.
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Conclusion

What do vou stand for? What do you want to be known for? Why should
people buy from vou, or want to come to work for you? Why would they
pay more for what vou do?

The answers to these questions bring to life the thesis of this book - that
while a significant amount of the effort and investment in building and
managing vour reputation sits with the markenng hunction, a great deal
more of it actually lives in the decisions being made in, and the operations
of, virtually every other function in the business.

The next chaprer deals with approaches to developing, building and
managing your brand - based on the toundations we have laid down in this
chaprer.
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Defining
your brand

‘Would you tell me, please, which way | ought to go from
here?’

‘That depends a good deal on where you want to get to,
said the Cat.

‘I don't much care where =" said Alice.

‘Then it doesn't matter which way you o, said the Cat.

‘- 50 long as | get SOMEWHERE’, Alice added as an
explanation.

‘Oh, you're sure to do that,” said the Cat, “if you only walk
long enough.’

(LEWIS CARROLL, ALICE'S ADVENTURES IN WONDERLAND)

nlike wayward Alice, your organization does have to know exactly
U where it is going, In roday's dynamic, always-on business environment,
walking long enough in a direction hoping to reach your destination is
probably not a very sensible strategy. This chapter focuses on how to discover
and define the all-important direction of travel,

Current state of practice

The existung state of brand dehnminon methods sull remains largely in the
arena of markeung and branding. Although the strategic process includes
senior executive involvement (and ideally stakeholder and employee involve-
ment), by and large most of the models being used today centre around some

principles developed in the 1980s.
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performed bottom-quartile ones by 10 per cent on customer ratings, 22 per
cent on proftability and 21 per cent on productivity. Work units in the top
quartile also saw significantly lower turnover (25 per cent in high-turnover
organizations, 65 per cent in low-rurnover organizations), shrinkage (28 per
cent) and absenteeism (37 per cent), and fewer safery incidents (48 per cenr)
and quality defects (41 per cent).”

Other Gallup research found thar:

Workgroups that score above the median on employee engagement or above
the median on customer engagement were 1.7 times more financially effective
than units that score below the median on both measures, But workgroups
that scored above the median on both customer and employee engagement
were, on average, 3.4 times more financially effective than the units ranking
in the bottom half on both measures.”

The Corporate Leadership Council {CLC) has also undertaken significant
research’ in this arca. Their model is similar to the seriice profir chain,

CLC engagement model

The model 1s shown in Figure 6.1.

FIGURE 6.1 The Corporate Leadership Council’'s model of engagement

Engagement ...detannine rational and ...which in tum ... resulting
drivers... emobiznal commitmaent... lead to affort and in improved
intent to stay... performance
~ and retention
Rational Commitrment™
* Team
* Manager DimﬂE" ey *= Performance
+ Organization

Engagement
Drivers

Emaotional Commitment

* Job

* Team I"tsﬂt"““ *  Retention
* Manager y

= Organization

-~

SOURCE: Conlent reproduced with permission from The Conference Board, Inc. © 2014 The Conference Board, Inc.
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Other CLC hndings are also enough to grab one’s arrention — their darta
show that not only effective engagement, bur effectnive management of the
external talent brand drives significant business benefits demonstrared in
this model.

CLC’s HR EVP framework

The model is shown in Figure 6.2,

There is a large bank of rescarch that has found similar results to the
service profit chain model, Gallup and other studies (including, for example,
the TowersWatson Global Workforce Study... a list of resources is provided
at the end of this book).

Just as importantly, the so-called “War For Talent” is sull alive and well,
even in a ume of cconomic lethargy. Businesses the world over are sull
constrained in their performance and growth aspiratitns by the inability to

get the talent they need to achieve their goals. PWC's global CEQ survey®
hnds:

e 58 per cent of CEOs are concerned-2asout the availability of the key
skills they need.

e At the same time, 23 per cent of all CEOs (40 per cent in Western
Europe) plan head-count veductions = meaning they clearly need the
people they still reraiiveo deliver as only fully engaged employees can.

e 57 per cent of CEOS will improve their focus on ethical behaviour
due to the lack'ol trust in their marketplaces.

FIGURE 6.2 The Corporate Executive Board Company’s model

Antraction benefits The five EVP categories Commitment benefits

* Reduces the Rewards People * Increases the
compensation commitment of new
premium needed hires by up to 29%
to hire by 50% Improves the

* Enables Opportunity commitment of
organizations to employees by up
reach 50% deeper to 37%

into the labour
market to attract
passive candidates

Organization

SOURCE: Content reproduced with permission from The Conference Board, Inc. £ 2004 The Conference Board, Inc.
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e 77 per cent of CEOs plan a rethink in the way they engage
talent. *But CEOs have rold us the same thing for the past
six years. This suggests that the changes they've made aren’t
working. Clearly, a change in the established approach to talent
straregy is needed.

® 79 per cent said that the most effective wav of developing leadership
in their orgamzatons was to mvolve managers below board level in
strategic decision making — bur only 34 per cenr acrually do it in
pracrce.

e A third of CEOs believe that ‘pay for performance” models aren’t
working.”

S0 in essence the argument is simple. There are significant business benefits
of getting employee attraction, retention and engagement right:

e Toral sharcholder return/Earnings per share tends vo be higher in
organizations with engaged employees.

o External brand equity, customer reach and customer loyalty are
higher in organizations with engaged eoiployees.

® Attraction, performance and retediion of high-performance
people are more effective and €ificient in highly engaged
Orgamzatons.

@ The cost of recruiting and retaining that high-performing talent is
lower in organizations with engaged employees and a strong ralent
brand in the macketplace."

Why do organizations struggle, then?

Therefore, the issue is no longer one of having to And the evidence with
which to convince an organization’s leadership o invest in ‘engaging its
emplovees’. If the business case is so obvious and the world is awash with
‘best practices’ in internal communications, talent attraction, human resource
management and emplovee engagement, why is it that 5o many organizations
struggle to artracr, engage and rerain the talent they need?

[t 15 a question of:

o How = what is the best way to achieve a strong culture, and
reputation for, of highly engaged people?

e Who - should lead the effort in the first place?
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Once again we come back to the issue of a functionally driven manage-
ment mindset addressing a challenge that i1s inherently cross-functional and
mulrtidisciplinary by its very nature. There are a number of social, economic
and rechnological reasons why rapid and large changes in the external marker
have ourstripped (or ar least strerched ro near-breaking point) the ability of
old-world silos of HR, Marketing, and Communications to deal effectively
with the challenge.

The first big shift, not surprisingly, has been the rise of the internet, social
media, transparency and access to information on an unprecedented scale.
An organization used to be able to communicate to *captive audiences’ with-
out needing to worry abour mixed messages because the media, and the
audiences, didn’t cross over so much. But this is no longer the case. Everything
you say is more or less visible to all of your audiences, both internally and
externally.

The second big shift, related to the first, is media fragmentation, Content
has been separated from the means of distribution, so channel ownership -
while cheaper and easier than ever - is no longer.a vrerequisite for reaching
any given audience with any given content.

The third big shift, amply demonstrated every year by Edelman’s Global
Trust Barometer," is that increasingly infarmed people, all over the world,
no longer trust what compamies, CECs, executives and governments say to
them.

If you line up these three external dynamics against the internally focused,
funcuonally driven mundsetyat’s pretey clear thar a solunon that goes beyond
‘cross-tunctional workdng” 1s in order. Having said thart, cross-funcnional
working 1s not a bad place to start — so ler's rake a quick look at whart 1s,
arguably, the srate of play in most organizarions roday,

Functional ownership of the brand and
talent agenda

Table 6.1 lists a number of ‘friction points’ relating to the brand and ralent
agenda.
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TABLE 6.1 Functional ownership of brands

Issue/task Functional Friction points

ownership
Recruiting/ Human Resources  ® The trend for HR departments to
Talent (Talent Acquisition) create standalone ‘Employer
acquisition Brands' to help differentiate in

the talent marketplace -
sometimes resulting in potential
marketplace confusion relating to
organizational brand and
marketing messages

Intermal Varies, but typically: @ ‘Employee engagement’ is such a
communications & Hyman Resources broad topic it touches on virtually
and employee e Corporate every aspaciol the workplace
engagement Communications * In this cohtext, even limiting it

10 ‘Gusiness as usual’ culiure,
Bohaviour and performance-
related issues s still too broad

& [nternal communications
sometimes seen as saparate,
depanding on organization's
definition of ‘engagement’
{so you can have one team
‘communicating’ and another
tearn ‘engaging 'l

& Assigning ‘ownership’ to an
indnvidual function becomes
problernatic and political

¢ HA models sometimes clash
with marketing and
communications models

Employee brand ErandMarketing ® Customerfclient-focused

engagemant messaging seen to conflict with,
or compete with, other
amployes engagement and

commumications afforts

& Brand and marketing models
sometimes clash with HR models
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And the winner Is

It is interesting to note that many of the "award winning’ case studies one
encounters in the "talent and engagement’ space prove the point they are
often awarded based on (or through) a functionally oriented organization
or association - for example the Chartered Institute for Personnel
Development (CIPD}; the Chartered Institute for Public Relations (CIPR); the
International Association of Business Communications {IABC); the Institute
of Internal Communications (lolC); Design Effectiveness Awards; Brand
awards; and so on. While some of these awards include categories for a
range of cross-functional types of engagement and communication
activities, most bring with them the biases and perspectives of the
sponsoring organization or association. There are relatively few examples
of genuinely integrated awards and best-practice-sharing frameworks —
wouldn'tit be great if CIPR and CIPD joined forces with.IolC to host an
integrated programme?

Even within the realm of employee engagement one can find inter-functional
competition or friction. There are examples where organizations have actu-
ally separated “internalfemploves, Communication” as a communication func-
tion, and ‘employee engagemant” as an HR function. This duplication of effort
is motivated by a desire ra lock organizational development and performance
into the talent managémient and engagement agenda, but it is taking the idea
in precisely the wrong direction. Just as in the external communication and
engagement world the watchword is integration, so inside organizations the
same is true,

In my opinion, ‘engagement’ is the outcome of whar happens when you
manage how yvou engage with employees in an integrared manner, not by
trying to split out different pieces of the puzzle across different functions,
That's - to quote Microsofts Dave Coplin — the old-world piecework approach
of ‘process standardization... if we want to break down how ro make cars,
let’s break down that process into a series of widgets. “I no longer make cars,
I make widgets.” '™ That only contributes to employees receiving an increas-
ingly disconnected series of communications and initiatives from a new and
expanded range of internal functional communicators. It's like pouring water
on a drowning man."

But before we get to the integrated approach, let’s get some of the foun-
dational elements out of the way. The next chapter will cover some of the
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basics around good pracrices in employee engagement, using the idea of the
employee lifecycle (or employee experience) to cover the range of disciplines
and activities required.
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The full interview 1s in Chaprer 17

A lictle-known R&B song by James Carr which reached up to 23 on the
RE&B charts in 1966
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