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Executive summary 

Figure 1, a Strategic activation and 
implementation model, shows where 
brand planning fits in the company’s 
marketing activity development.  

The four main roles of a brand planning 
process are: 

1. To systematically identify all 
competitive, social and economic 
opportunities and threats in/outside 
the competitive set. 

2. To defend and build share within the 
competitive set. 

3. To activate more product being 
bought more often by more people. 

4. To enable the channel/category, key 
customer and cycle plans, and input 
to the Sales and Operations 
Planning (S&OP) process. 

Think local 
The majority of large FMCG firms have 
global brands alongside some local brands. 
In recent years, this global positioning of 
brands, guidelines and do’s and don’ts have 
been seen as a reason to abdicate local 
fresh thinking, or innovation around the 
brand at a local level. This is problematic.  

Generally, global brands only innovate 
infrequently, and generally they are not 
sufficiently localised or culture-sensitised to 
optimally exploit growth in local markets. 
This has become more problematic since 
advertising has begun to decline in its 
effectiveness in convincing consumers that 
they resemble consumers in other countries, 
or that they are receptive to the same 
messages. Therefore, a brand plan’s 
additional role is to interpret, leverage and 
localise the global positioning messages, 
features and benefits. Not change, but 
leverage and localise.

Figure 1: Strategic activation and implementation model (SAIM) 
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Brand plan as business case 
A brand planning process will typically justify 
the return on investment for any existing or 
new activity, research, data, people or 
materials that are needed to generate growth. 

Why a process, why not just a 
plan? 
Brand Managers typically think in the two or 
three styles of thought: 

 Critical/analytical/pragmatic; or 
 Lateral/creative/action-orientated. 

A process will help Brand Managers who 
are committed to thinking in one particular 
way by challenging them to think on 
different sides of their brain, using 
different thinking styles. Thus the process 
will enable more ways of thinking, which 
in turn will find more opportunities, 
threats, and ways to grow the brand. 
Some of these ideas will be non-obvious. 
Obvious ideas are often found in 
competitor brand plans. Obvious ideas 
can be easily copied. 

  

Figure 2: Typical thinking styles in brand management 
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Introduction 

“There’s nothing whatsoever new to say about 
my brand.” 

Brand Manager  

This quote, from a client, may have been heard 
in every Marketing Department around the 
world. It demonstrates two issues: the difficulty 
in finding talented strategic thinkers; and that a 
high number of brands may have had all of the 
obvious strategies applied to them. Strategies 
in brand management, because it is an 
established discipline, are very tried and 
tested. For example, line extensions are well 
known to rarely work – with a 97% failure rate 
(studied in Europe in the late 1990s). 

Given these issues, research is often seen as 
a way of revealing new opportunities to grow. 
In fact, brand planning is the key process to 
develop ways to grow the brand. If the process 
is well designed, and relevant to the FMCG 
industry, at least 25 ways of defending or 
growing share should be expected each year 
from a well-produced brand plan, using a 
process. Research should stem from this 
planning process, as an enabler of growth 
strategies. 

Companies with undeveloped 
processes 
Planning is not seen as a process in the 
majority of FMCG firms. Instead, it is seen as 
an event that is done once a year, generally 
to provide numbers to the company plan. 
Cynicism amongst Brand Managers is 
observed because of this, and early-career 
enthusiasm for planning can be stifled after 
brand plans have been thoroughly developed 
and then rejected or used only to generate a 
number for Co. Plan.  

Inadequate prioritisation processes often 
precede the brand planning process, hence 
why business cases in the brand plan are 
rejected. Thus FMCG has developed a de 
facto way of not improving its growth via 
brand planning in low-process firms. 

Such firms therefore will typically repeat last 
year’s strategy. Other firms may abdicate the 
growth/challenge to the advertising or BTL 
agency and hope that communications will 
address the problem. Yet the problem may 
not necessarily have been defined as a 
communications issue.  

“We call brand planning in our company ‘Da 
Daah!’ That’s because Marketing disappear 
for ages, can’t tell us what’s going on or 
what’s going to be coming because they are 
waaay too busy brand planning. Then when 
they do eventually present brand plans to us, 
it’s a hundred slides long, and there’s no 
change from last year. And it’s eight weeks 
too late for the range reviews.” 

This quote from an Australian Head of Brand, 
while cynical, rings true. The issue is: the 
quality of the strategy and the lack of real 
time. It can be inferred from this quote that 
another issue is the failure to engage with 
cross-functional stakeholders. By not building 
brand plans with category and channel teams 
in the same room in real time, the Brand 
Manager deprives him/herself of a fresh set of 
new ways to grow. By failing to involve the 
Field or Operations Manager/Director, the 
brand is less likely to have its activities 
implemented early in the cycle, properly.
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Problem definition 

Case study – part one of two 
Introduction 
A typical soup brand, selling mainly in the 
organised and independent grocery 
channel, has profitability issues with being 
sold in very high quantities at a price that 
is close to marginal costing. It will be 
called brand X in this case study to 
protect the identity of the client. 

The brand is selling at $0.99. It is used as 
a light lunch, a snack, a sauce ingredient 
to enhance meals, or it may be used to 
rescue meals that may not be very tasty. 
The brand is part of a brand family and 
the Brand Manager suspects that it may 
have had some equity some years ago, or 
may still have some. No research has 
been done in the local market (Australia). 

Brand X is in an aisle with other staple 
canned products. It is an aisle with low 
activation and very little new news to 
tempt shoppers to linger. The brand is not 
seen to be part of any obvious consumer 
health trends such as healthy eating or 
eating on the go. It is a small brand and 
part of a big portfolio. Without any 
particular rationale other than sales 
volume, it gets a Junior Brand Manager 
who is working for a Group Brand 
Manager…neither of which have 
particular experience in the category, or 
the process of planning, or in rescuing 
tired brands.

The brand has slipped into the too hard 
basket for the Marketing Director, and is 
also a victim of its own success because 
retailers love the fact that as a previous 
equity brand it can be sold in very high 
quantities if put on promotion. 
Competitors have followed the brand 
down to the $0.99 price point and it has 
now become a regular promotional staple 
with nearly all of the volume traded at 
$0.99. There is talk of it being put down to 
$0.79. The lost profitability is already well 
into the millions of dollars.  

Each brand plan written has attempted to 
rescue the brand, and each has been 
rejected as the General Manager of the 
company likes the fact that it gives the 
Sales Director a volume lift when on 
promotion, and other newer on-trend 
priorities get the investment funds. 

Please read on to understand why the 
typical high-level solutions did not work 
for this brand, and then please review the 
Solution details section of this white paper 
to see how a brand planning process 
would rescue the brand.
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High-level solutions 

There are five generic high-level solutions that companies employ 
to improve their brand performance, and to develop brands. 
These all generally treat brand planning as a one-off event. 

1. Training 
There are numerous generic brand and 
marketing courses, and some of these do 
focus on planning. 
 

Pros Cons 
Fast Non-specific 

Remedial No corporate competency 
gained 

2. Templates 
Templates are very popular in FMCG 
performance improvement and brand 
development. This is contrary to the fact that a 
template is designed to make something 
standard, and one of FMCG’s biggest issues 
is that there is too much standardisation, and 
not enough lateral and creative thinking.  
 

Pros Cons 
Cheap Do not challenge Brand 

Managers’ thinking 

Quick  Easily filed 

3. Business as usual 
Where the global parent is particularly strict 
and does not buy into the fact that brands 
need to have their global messages tweaked 
and leveraged for local use, the brand’s 
positioning and development is skipped and 
the brand plan simply becomes a list of 
activities. 
 

 

Pros Cons 
Cheap Risky 

Quick  May not grow the brand in 
a local market 

Sticks to the 
global guidelines 

Fails to leverage the 
global guidelines locally 

4. Hire in new blood 
There is a belief that some companies, such 
as Procter&Gamble and Johnson&Johnson 
and particularly those companies from highly 
stable traditional categories, have people who 
are skilled at process.  
 

Pros Cons 
Thorough Slow 

Builds an 
organisational 
capability 

Processes may not 
translate from the 
previous company to the 
current company 

5. Committee or project team 
Sometimes a specific team is tasked with 
developing or improving the process.  
 

Pros Cons 
Thorough Slow 

Tailored to the 
categories and 
company 

May be too 
parochial/insular 
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Solution details 

In the Problem definition section of this 
white paper, a case study was used to 
demonstrate typical FMCG challenges. 

Case study – part two of two 
What good looks like  
The initial process step to rescue the 
tired soup brand was to re-evaluate the 
existing research and to determine the 
missing metrics and scorecards. There 
were many analyses in the existing data 
that have not been done, and overseas 
historical research had not been used. 
With metrics and research in place to 
ask why consumers did not use the 
product more, why not buy more and 
why not do so more often, the initial 
hypothesis began to develop. 

Fifteen data scorecards were formalised 
and agreed, and these confirmed, 
quantitatively that the brand had a 
number of usage occasions other than 
just a straight-forward heat and serve 
soup. These have been previously 
neither understood nor any action 
attempted to investigate or size the 
growth that would come from these 
usage occasions. One or two of these 
usage occasions did trigger the 
likelihood of more product being 
purchased by more people, more often. 
There were overseas research facts that 
supported the fact that more people 
would buy the product if they could 
understand its versatility. 

Activation to increase usage and usage 
occasion was reviewed for feasibility: 
recipe and in-store demonstration. 

Figure 3: Process flow 

 

Cross-functional workshop 
The brand was a retailer favourite for getting 
volume. It was seen as a period end sales 
target rescuer when the numbers were 
looking bad, and so the Customer Managers 
and Sales Director were committed to the 
$0.99 strategy. Therefore, a cross-functional 
workshop was required to not just sell the 
idea of the different usage occasions, but to 
sell the idea that these did not require a 
$0.99 price point! 

Vigorous debate and exchange of views then 
followed, with the process forcing a 
commitment to a pilot at $1.19, as long as 
the more usage occasions by more 
consumers more often strategy was properly 
activated, and properly funded. Given a 
$0.99 to $1.39 price hike, via a $1.19 period, 
the extra profit would more than pay for a 
small activation campaign, and therefore the 
business case was agreed.
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For parts of the workshop phase, the 
Marketing Director and the Sales 
Director were both present, which was 
seen as a vital part of keeping the 
Customer Managers and Category 
Managers committed. 

What happened next? 
As expected, the first 60-90 days saw 
the competition stick to $0.99 or drop to 
$0.79 to attack the client’s new higher 
price. Sales were lost by the client 
brand. But profit was increased due to 
new sales at the higher price point.  

The Brand Manager and the cross-
functional workshop stakeholders were 
able to keep selling the business case, 
to keep the retailers mindful that the 
strategy for the brand plan benefited 
them as well. The price began to go up, 
eventually after 18 months reaching 
$1.39. 

Lessons learned 
The brand did have residual equity (see 
Figure 4), in the form of loyalty, and there 
was a high proportion of users who used 
the brand in a number of different ways. 
This meant that it was an easy sell to 
both get people feeling emotional about 
the brand again, but also a rational sell to 
persuade them to buy two or three cans 
instead of one. 

The lower price point was damaging the 
equity, and therefore when the brand 
had been at the higher price point, some 
of the positive associations around the 
brand’s versatility began to return and a 
snowball effect kicked in, with more 
consumers returning to the brand.

The hypotheses around selling more product 
to more consumers more often was only 
agreed to cross-functionally when the 
scorecards proved that there were a 
significant number of consumers who would 
buy more, and the likely number of usage 
occasions. This had to be correlated to the 
number of sales and market share gain that 
this would result. Metrics that hypothesised 
awareness-to-consideration-trial were used. 

Modelling was required at each price point, 
and a higher price point of $1.79 was also 
considered. 

The workshop was 2.5 days and was 
externally facilitated to keep the stakeholders 
on track and committed. It was cross-
functional with a Category Manager and a 
Channel Manager. There was little or no 
research done on the brand in the local 
market. Scan data was only purchased after 
the project was a success.  

The workshop was followed up with change 
management tactics to ensure that 
stakeholders remained committed. 

Figure 4: Brand equity drivers 

 

 

Differentiation Satisfaction or loyalty 

Perceived quality Leadership or popularity 

Perceived value Brand personality 

Brand family Brand awareness 

Market share Market price 

Distribution coverage 
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Business benefits 

Process is often seen as unpopular in dynamic successful companies. 
But there are a few factors that companies who are considering 
improving the way that they go about work, should consider… 

Process must speed up planning 
The Brand Managers cannot disappear for 
weeks on end and produce a plan very similar 
to previous years, if a new way of planning is 
to prove popular and get used. Therefore, as 
companies improve their brand planning 
process, it must be designed to be a process 
that is quicker. Ways of doing this include real 
time planning with the four functions 
(marketing, channel/category, key customer 
and field) in the room. Also, there must be a 
set way of going about it, so that the Brand 
Managers do not waste time on quickly 
completing templates without thinking.  

So, the mental steps necessary to produce a 
good plan must be mapped out and 
documented – not just the final plan, but the 
analyses that need to be done.  

The expectation of the number of sustainable 
ideas to grow the brand must be made clear 
to the Brand Managers to ensure they 
therefore put the effort into doing the analysis. 
Likewise, the templates themselves must be 
accompanied by either a leader’s guide or 
some form of training and instructional design 
to make sure that they do actually make the 
Brand Managers think in the six different 
thinking styles illustrated in Figure 2. 

A good process must replace a 
bad way of working 
Figure 3 (page 7) shows that the preparation 
phase and the follow up can be done in 60-90 
days. This includes all cross-functional 
engagement. So the existing way of working 
where the Brand Managers disappear and 
work on their plans, and then they are 
presented and re-presented to a series of 
different stakeholders, is short-circuited into 
one workshop with 60 days of implementation.  

A good process improves 
performance 
There needs to be specific metrics and 
expectations around the outcome of any 
brand planning process. These can be around 
how quickly it can be done, the number and 
quality of the opportunities and threats that the 
planning process reveals, and the number of 
plans written to a high standard, and growth.  

The most evolved firms in FMCG have 
planning process capability that is not reliant 
on individual talent or skill of Brand Managers. 
The Brand Managers are given the process, 
and they use their talent to come up with the 
clever and innovative ways to grow the brand. 
This is instead of getting bogged down in 
template-based analysis to produce activities 
that are easily copied by competitors. 
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Summary 

According to a major longitudinal study in 
European FMCG firms, 97.7% of line 
extensions in a five year period fail. Yet, the 
line extension is the most popular de facto 
strategy that comes out of brand plans around 
the world. Unclear terms such as: refresh, 
renovate and rejuvenate are also noted in 
many brand plans that rely on template-driven 
approaches to help Brand Managers think. 

Success depends on correct use of around 15 
scorecards and associated 10 fact-based 
analyses. Ideally, in high-process firms there 
will be around 25 of these and they are the 
steps of a planning process. Not all of these 
require data as some are observation/fact 
based.  

Training, however, is key to the effectiveness 
of a new process.  

Example: 
 In one recent workshop a group of Brand 

Managers was allowed to analyse a 
scorecard that had been pre-populated and 
analysed by the senior marketing team, 
facilitated by an external expert. 

 The senior team/external derived 17 
observations from the set of data, and eight 
of these were able to be linked to consumer 
insights and were known to be facts. 

 Yet a brand management team was given 
the same task and made only eight 
observations and linked these to only two 
insights/facts. A difference of nine 
observations and four missing consumer 
insights. 

 □ Initial findings of the brand team were 
then compared to a further brand team 
that had worked in the same room at the 
same time, and the two teams were 
given a competitive aspect. 
Performance improved slightly and each 
team gained a couple more 
observations… 

 Both teams were then given the process 
that the Senior Managers had used. But 
they were not given the answers. They 
were told that there were 17 observations 
and eight insights. 

 □ Once they had this expectation, and 
target, one team managed to achieve 
16, and the other team achieved 15 of 
the observations. All eight consumer 
insights were identified by both teams. 

This example demonstrates that a process will 
help people think better, and expectations 
shared with the team upfront will encourage 
them to think on different sides of their brain. 
But the perfect process also requires different 
skill sets such as the Senior Manager in the 
room to add their own experience. Hence the 
importance of a cross-functional workshop with 
some occasional input from senior people. 

Positioning 
Within a brand planning process sits the key 
step of positioning. Only 4% of the 800 Brand 
Managers trained by the authors of this paper 
have been trained in positioning. For example, 
the other 96% go about their positioning 
approach by starting with their own brand. 
Yet, positioning in essence is about 
positioning versus competitors. So the logical 
place for good positioning process to start is 
by positioning the competitors first. This can 
be done simply by analysing pack claims, 
communication campaigns, and price points. It 
does not insist on research or data (although 
these help), as many inexperienced Brand 
Managers may contend through their passion 
and desire to do their job well. 
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