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Product Sample: Brand Portfolio Management 
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ICG research suggests that the gap between realized and potential brand value is 
less to do with individual brands and much more to do with the lack of a systemic and 
well-governed means of managing a portfolio of brands as a whole. As an executive, 
what do you do with an inherited portfolio of brands? In this document, we help you 
to think about that question, and support if with available thinking on: 

•  Perspectives on global best practice guiding principles for brand strategy drawing 
upon over 30 case examples 

•  Rationale for brand portfolios vs. single brands, optimal size and how/why they  
are integrated 

•  Types of brand architecture and provide examples of each 
•  Customer needs and their implication for brands 
•  A high level look at optimization strategies, and 
•  Discuss how brands are measured, brand equity as a construct and how 

organizations can know where they stand. 

Commercial research relevant to any 
executive of organizations seeking to 
improve the performance of their 
portfolio of brands 
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Effectiveness, Priority and Performance (2)

14

Based on an Australian Marketing Institute brand scorecard, organizations can 
complete a rudimentary evaluation of their effectiveness as portfolio brand managers 

Source:  AMI; Mark Ritson, MIT/Sloan
Score:  1 – non-existent, 2 – very poor, 3 – poor, 4 – OK, 5 – good, 6 – very good, 7 – exceptional)
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For each section, take appropriate 
action – example:

Focus Zone:   
These are dimensions that require your 
primary focus – i.e., 75% (e.g., H: Tight 
Brand Portfolio)
• Review strategic objectives, portfolio 

make-up and gaps

Maintenance Zone:  
These dimensions require time, but not 
to exceed 20% (e.g., E: Tight 
Positioning)
• Periodic review to ensure alignment

Ignore:  
While ignoring entirely might be 
difficult, these dimensions should not 
exceed 5% of your attention (e.g., B: 
Qual and Quant) 
• Validate periodically, ask probing 

questions and test outcomes

Stage 3:  Plot Results (illustrative) Potential Action

J
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Case Study: BNP Paribas
As it has acquired new holdings, BNP Paribas has kept local brands and maintained a strong brand 
to demonstrate global reach and security

MONOLITHIC IDENTITY – LOCAL BRAND

• French bank and financial services company 
based in  Paris.  Fourth largest bank in the 
world

• Split into three strategic business units: 
Retail Banking, Corporate and Investment 
Banking, Investment Solutions

• Has a policy of organic growth through 
acquisitions of banks with a strong local 
footprint

• Strong EU presence in France, Italy, Belgium 
and Luxembourg

• In US operates Bank of the West and 
Hawaiian First through the Bancwest holding 
each which operate with their own local 
brands

• BNP maintains the local brand together 
with the BNP logo to provide international 
awareness

• Example of sub-brand, where the local name 
is preserved but joined together with the BNP 
logo and lettering (see  section C –
Architecture)

KEY ATTRIBUTES & INSIGHTS
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Source:  secondary research
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Brand Cases
Throughout this document we have drawn examples from a selection of industries globally, 
representing case studies across different brand architectures

4
Source:  ICG analysis

HYBRIDENDORSER JOINT FORCESMONOLITHIC WHITE LABELSUB-BRAND CORE HOUSE

Brand
Architecture

Financial 
Services

Others

PRODUCT SAMPLE: WHAT TO DO WITH A INHERITED PORTFOLIO OF BRANDS? (total of 107 pages)  
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Six main dimensions of world class brand portfolio management 
For the purposes of this KAR, we have organized our thinking as follows 
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Channel (Direct 
and Indirect) 

Product 

Navigation/ 
Confusion 

Dimension Rationalizing the  
Portfolio 

Brand identity and 
visual imagery 

Cannibalisation 
Coherence 

Overlap 

Underlap 

Scope & 
Benefits 

Scale 
benefits 

Heritage 

Source:  ICG analysis 
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What to do with an inherited portfolio of brands? – Table of Contents 
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Section Component Description 

1 Executive Summary Overview of our research and findings 

2 Effectively Managing a Portfolio of 
Brands 

Overview of the key components for Portfolio 
Management 

2a Brand Strategy & Business Model:  How does an 
organization approach its brand strategy? 

For each different dimension 
•  The key thinking from consulting firms, journals 

and academia as to what constitutes best practice 
•  Examples of this best practice across different 

firms and industries 

2b Brands in Portfolios:  What are the advantages 
and disadvantages of a portfolio of brands? 

2c Architecture:  How do you structure a portfolio of 
brands? 

2d Customer:  What are the client considerations to 
ensure the best set of offers? 

2e Optimization:  How do you optimize a portfolio of 
brands to support strategy? 

2f Brand Equity:  How do organizations ensure that 
they capture and optimize brand equity? 

3 Knowledge Sources Relevant published materials for further reading 
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Illustration:  Brand Architecture & Brand System 
Brands within a System usually fall into a natural hierarchy called a ‘Brand Architecture’ 

Position in the 
Hierarchy 

Definition Examples 

Brand Architecture 
Type 

Monolithic, Master, 
Endorser, Partner 

Monolithic Endorser Master 

Corporate Brand Brand that identifies the 
corporation behind the 
product or service 
offering 
 

General Motors Nestle HP 

Range Brand Brand the ranges over 
several product classes 
 

Chevrolet  
(e.g. Vans, trucks, cars) 

Carnation 
(e.g. Instant breakfast, 
infant formula, 
evaporated mil) 

HP Jet Brand 
(e.g. DeskJet, 
LaserJet, OfficeJet, 
DesignJet) 

Product Line Brand Brand the represents a 
product  or product 
class 
 

Chevrolet Lumina Carnation Instant 
Breakfast 

LaserJet IV 

Sub-Brand Brand that 
distinguishes a part of 
the product line 

Chevrolet Lumina 
Sports Coupe 

Carnation Breakfast 
Swiss Chocolate 

LaserJet IV SE 

Branded Feature/ 
Component/ 
Service 

A design feature that 
enables a brand to 
excel if sub-brand  
lacks distinctiveness 

Mr. Goodwrench 
Service Systems 

NutraSweet Resolution 
Enhancement 

5 
D.A Aaker Managing Brand Systems, pg 242, Building Better Brands,The Free Press, 1996. 

Sample Exhibit 1 
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How a brand makes its way in the world 

A customer-led perspective on the purpose of a brand leads managers to spend their time asking 
questions such as “do customers believe what we say?”, “what occasions make them think of our 
brand?” and “how should we deliver on our promise to them?” 
 
 
Effective brand strategy depends on managing three stages of interaction with customers to shift 
demand at a fourth and final stage. 
 
1.  The first stage involves defining the brand’s meaning – or how it should live in the minds of 

customers – and the signals chosen to convey that meaning 
2.  The second – the brand signals then get transmitted to customers, employees, investors, and 

other stakeholders 
3.  Thirdly – the signals can be amplified for better or distorted for worse by people along the way, 

so companies continuously need to monitor and adjust their transmissions 
4.  And finally – the sum of these interactions determines how the brand is received in the 

customer’s mind and how it stimulates buying behaviour. 
 
 

Source:  Bain & Company, Brand Strategy that shifts demand: less buzz, more economics 

1 
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Sample Exhibit 2 
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Looking at the bigger picture in a systemic fashion – Need and Feed 

Growth 
opportunities 

Brand/ product 
assets 

Company 
philosophy 

Cost of     
support 

Brand 
investment plans 

Total marketing 
budget 

How many 
brands to we 

NEED? 

How many 
brands can we 

FEED? 

Brand stretch New brand 
creation 

Portfolio strategy and brand vision 

Growth plan 

Trade Off 

Brand migration 

Brand Portfolio Process 

Rather than jump straight into a debate about which brands deserve more or less support, leading organizations 
approach the challenge by first identifying growth opportunities in the marketplace and then considering which of 
the company’s brand assets could be used to attack these 

Source:  David Taylor, The Brand Gym, Workout Three, Doing Fewer Things Better, JW and Sons 2003 

Sample Exhibit 3 
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Keller’s Customer-Based Brand Equity model 
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Source:  Kevin Lane Keller, Building Customer-Based Brand Equity;  A Blueprint for Creating Strong Brands. ICG analysis 

Consumer  
Brand  

Resonance 

Consumer 
Judgments 

Consumer 
Feelings 

Brand Performance Brand Imagery 

Brand Salience 

Fundamental 
questions 

Objectives 

1 

Relationships: 
•  What about you 

and me? 

Responses: 
•  What about you?  

Meaning:   
•  What are you? 

Identity:  
•  Who are you? 

•  Intense, active 
relationships 

•  Positive, 
accessible 
responses 

•  Strong, 
favorable. & 
unique  brand 
associations 

•  Deep, broad 
brand 
awareness 

4 

Building a strong brand can be thought of in terms of a sequence of steps, in which each step is contingent 
upon the successful completion of the previous step.  All steps involve accomplishing certain objectives with 
customers, both existing and potential 

3 

2 

Ladder 
Step 

Sample Exhibit 4 
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Step 1 – Who are you? 
The first step is to ensure identification of the brand with customers and an  
association of the brand in customers’ minds with a specific product class or customer need   

Source: Kevin Lane Keller, Building Customer-Based Brand Equity;  A Blueprint for Creating Strong Brands 
Note (1): “low involvement” occurs when customers lack either (1) purchase motivation – i.e., do not care about the product or service;  
(2) purchase ability – do not know anything else about the brands in the category or lack the expertise to judge quality even if they know some things. 
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Brand Identity – Salience 

Leads to Improved Brand 
Awareness 

•  Involves linking the brand – 
brand name, logo, symbol, and 
so forth – to certain associations 
in memory 

•  In particular, building brand 
awareness involves making sure 
that customers understand the 
product or service category in 
which the brand competes 

•  Also means ensuring that 
customers know which of their 
needs the brand is designed to 
satisfy – through these products 

•  What basic functions does the 
brand provide for customers? 

Creating Brand Salience 

Forms the foundational building 
block in developing brand equity and 
provides three important functions: 
1.  Influences the formation and 

strength of brand associations 
that make up brand image and 
gives the brand meaning 

2.  Creates a high level of brand 
salience in terms of category 
identification and needs satisfied 
is of crucial importance during 
possible purchase or 
consumption opportunities 

3.  Helps customers with low 
involvement1 with a product 
category to make choices 

Impact on Brand Equity 

What is the depth and breadth of 
awareness? 

How do we improve awareness? Key 

What it 
is? 

Sample 
Questions 

•  Distinguished in terms of two key 
dimensions – depth and breadth 

•  Depth refers to how easily 
customers can recall or recognize 
the brand. 

•  Breadth of brand awareness 
refers to the range of purchase 
and consumption situations in 
which the brand comes to mind 

•  A highly salient brand is one that 
possesses both depth and 
breadth, so that customers always 
make sufficient purchases as well 
as think of the brand in a variety of 
settings in which the brand could 
be employed or consumed 

How do we measure success? 

•  How easily and how often is the brand evoked under various situations or 
circumstances?    

•  To what extent is brand top-of-mind and easily recalled or recognized?   
•  What types of cues or reminders are necessary? 

•  Where do customers think of the 
brand? 

•  How easily and how often do 
they think of he brand?  

Sample Exhibit 5 
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