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Brand-driven

The brand is an organisation’s “DNA” (distinctive natural assets); the logo is merely a visual representation of the brand – the values that drive an organisation artistically and administratively. Brand is experienced by audiences, funders, sponsors and the public at every interaction with us. 
Conference speakers looked at brand challenges for arts organisations in the 21st century and offered tools to ensure brand is integrated into everything we do.
Peter Biggs: Becoming the Headquarters of the verb – the Challenge for Brands in the 21st century

To communicate with a 21st century audience, you have to operate as a 21st century organisation, says Peter Biggs. The challenge for brands is to own verbs as a way to differentiate – and to demonstrate with action how your brand is relevant to your audiences.
Mary Oliver, in her poem The Summer Day, asked, “Tell me, what is it you plan to do with your one wild and precious life?” Biggs says that if we can find what the “one wild and precious life” is for our brand, it is a great basis for differentiation.

Definitions of brands are as varied as the people who define them:

· “A product that creates an experience and ultimately a relationship.” 
· “Consumers build brands as birds build nests, from scraps and straws they chance upon.” Everything you do counts; brand exists only in the minds of the consumer, and consumer perceptions are formed from every interaction with the brand.

It takes a very special brand to cut through in the 21st century, suggest Biggs, as we are living so intensely and at such a rapid pace. The amount of data and information in society doubles every two years. Fifteen years ago it was estimated we received 3000 brand messages a day; today that’s risen to 5,000 – and our brain can only cope with 10. There are 16,000 distinct products in supermarkets – and the average vocabulary is only 6000. In Melbourne on a recent weekend, people had a choice of 47 performing arts events – and that’s only the tip of the entertainment options open to them. We are surrounded by choice and communication channels on all sides. The way a brand communicates must inevitably change.

Last century was the century of “saying things”. Great brands prospered as leisure time and money grew. Companies – and the best ads of the time – could get away with telling people what to do, and people did it. Nike (“Just do it”) captured the era of the imperative. That era is over. 

Biggs refers to a lecture presented by Professor Francois Colbert, Chair in Arts Management, HEC Montreal on “Beyond branding: Contemporary marketing challenges for arts organisations” at the National Gallery of Victoria recently. Colbert suggests that if you are in an arts or cultural organisation you are dealing with a market totally saturated, with supply far exceeding demand. “What is … needed is communication about artistic work that succeeds in … making itself heard above the ‘noise’ of the market…”
“Words have increasingly lost their power,” says Biggs, not only because of the clutter and multiplicity of channels, but also because of increased consumer cynicism and lack of trust in the messages marketers feed to them.

Consumers can choose how or if they receive messages. Worse, we are surrounded by an audience that wants to co-create our brand with us. The old way of creating a brand and pushing it out no longer works.

Consumers are moving from words to actions. People care less about what you say; they want to know more about what you do.
The most successful, most creative, most inspiring brand challengers all ask the BIG question of their brand – what does our organisation really do? They tell stories in a wide variety of media, says Biggs, and, like HBO projecting their stories onto a New York apartment building, they do something that captures the imagination and drives audiences to channels outside the advertising norm: ancillary websites, mobile content and blogs to achieve the new marketing nirvana: talk-ability 

Instead of just talking about stuff, we have to do stuff, says Biggs. He cites the Four ‘n Twenty Pies’ magic salad plate, and a solar powered billboard for Nedbank in South Africa that not only promotes the promise of the brand but also literally gives power to the people by providing power to the local school.
“These ideas were powerful because they were communicated in a way that allowed them to spread.

“If our brand is the headquarters of the verb, we have to be very careful about the verb we own. But once we own an action-oriented verb it becomes very powerful.” 

Such ownership and differentiation does not have to be big budget – it just takes creativity. The easiest place to be creative is your website. But arts websites are too often information-based. They offer very little experience or differentiation. Compare them, Biggs says, with experiential websites like www.viktor-rolf.com, www.splendourinthegrass.com, www.woodfordfolkfestival.com or www.haramuseum.or.jp among others. They allow you to go in and deeply experience the brand.
Ad agency BooneOakley, wanting to differentiate itself from its more corporate counterparts, exemplifies its brand in its approach to its website www.booneoakley.com. 
“Bravery and creativity are the key to success in the digital age,” says Biggs. Brands have to work much harder and more creatively to find themselves at the centre of people’s lives. And they have to allow consumers to co-create; to interact and to provide input. 

“You need to be original and different even if you are afraid.”
Peter Biggs: How to ensure your brand stays strong in today’s world? 

This breakout workshop added to Biggs’ keynote address:

· Major cultural and economical processes taking place as part of the technological revolution are forcing companies to change how they tell their brand’s story. The internet has lead to the democratisation of brands – a company needs to understand that it is co-creating its brand with its consumers.

· People create and curate their experiences all the time e.g. the Rugby Sevens is the largest arts experience in New Zealand: everybody is dancing, singing and “costuming”. As participants people co-create the event. The narrative of that experience becomes part of the brand’s story for that person. 

· Your customers can build the brand for you. Allow people to play with your brand, and let the brand live. Only people who love a brand will play with it – a brand that is successful lives in the hearts and minds of people. The more you allow people into your brand the more likely you are to have a sustainable brand. 

· If a brand successfully engages with people, it will attain “tell-ability” – a company’s consumers will tell people about it. A brand needs to persuade people to tell other people about it. If you “do” positively for a consumer, then they will “do” positively for you.

Brand challenges and finding your brand’s true north: a framework for thinking:
HBO needed to change its brand to go beyond being a TV channel to become an active cultural force.

The thinking behind the voyeur campaign:

What was the Brand purpose? Creating art – up-values the role of art in the community

What Advantage did HBO offer? Provocative, Connects, Discover

What was its Behaviour Code? Intelligent insurgency - HBO gives people braveness

What Insight was it based on? Socialites are watchers and are people who can be engaged. People who are watching will convert other people because HBO gives them something to talk about.

(Breakout report by Michael Adams, Marketing Manager, Auckland Theatre Company)
Andrew McIntyre: Building Your Own Brand Barometer

Brand concepts

· Given that it is not your logo, one of the best ways to describe your brand, or the ideas that constitute our brand, is “the essential you” or “you at your best”: what is it your organisation does that it is really proud of?

· All brand touch-points (all the times and places your audience can interact with you) must chime with each other. Each fragment of experience contributes to a complete picture of your brand.

· Unlike most commercial brands, arts brands don’t need to be an illusion or an “ugly lie”; at the centre of an arts brand is a “beautiful truth” about the reality of what you do that creates emotional and intellectual impact for your audiences and a passion for what the organisation does. The brand, therefore, is essentially about what we believe in and who we are. Alongside this are brand attributes – the qualities we attach to the brand, and brand benefits – the manifestation of these attributes for our audiences.

· Your brand is a promise – and as such has to be communicated to your audience and potential audience. “If I only find our about your beautiful truth after I’ve experienced the production, there is no promise.”

· Your brand describes the relationship you seek with the audience as well as why someone would attend your performances/exhibitions. People choose a brand because it says something about their own cultural and psychological makeup. Your brand is the language or currency of the relationship you have with them.

· Brands have both functional and emotional equity; your brand expresses your attributes and benefits (type of performances; calibre of performers etc – functional) as well as your values and personality (emotional). Unfortunately arts websites, as Peter Biggs said, are too often functional rather than emotional.

· Brand equity: the more “shares” someone has in your brand, the more brand equity you can be said to have. You own the functional shares – and the audience owns the emotional shares. People who have a great experience are your brand shareholders, and you have to keep engaging with them. Emotional shares are the ones that take you places – once people have invested emotionally in your brand, they’ll start issuing “shares” to other people on your behalf. On the functional side, you are just one bad experience away from losing value; but once people have invested emotionally in your brand, they will forgive you the occasional mistake – and perhaps even help you fix it. 

· The emotional investment – how people feel about you – is based on their experience of you and your messaging around that. You can’t just do something and hope someone notices; you need to talk about it as well.

· Just like any other relationship, the relationship a brand has with its audience needs constant renewal and nurturing. Branding is a daily battle for hearts and minds. You have to constantly be “on brand” in what you do and what you say. And for your brand to be successful, you have to make your organisation porous; and open yourself to people. 

· Your brand is remade every day by your actions (or your inactivity) and by the actions of others – for example, by the actions of a new theatre or company entering the market and reshaping your role in it.

Brand barometer – measuring brand affinity/equity
Prompted brand awareness has no value at all, says McIntyre. A real measure of your brand is to ask audiences (and others) about aspects of what you do that you have defined as your measures of success. The kinds of questions to ask include:

· Create a set of statements around your brand (brand benefits, experiences, feelings) and ask people to what extent they agree or disagree

· Play word association – ask people what word they think of when you give them your brand name

· Ask statements that are easy to understand. Develop ideas and wording to questions that are easily understandable within your whole organisation – and then test them. Be sure the meaning is clear.

Get to your brand truth, the things that matter to your brand – and ask your audience how you rate, says McIntyre.

Brand barometer questions from the Edinburgh International Film Festival:

The Festival

· offers me high quality movies from around the world

· offers me enlightenment, exposure to new talent, new ideas, new debate, new emotions

· offers me a coming together of like-minded people for shared experiences, shared passions.

Andrew McIntyre: Brand Architecture 

Forget mission statements and visions. Organisations that have been taken through Creative New Zealand’s Move On Up programme have instead talked internally about their brand using a model developed by Morris Hargreaves McIntyre.

At its centre is the brand essence – the brand’s “big idea”, or “beautiful truth”. This is closely linked to the key brand value; the single most important thing that your organisation believes is true and wants to share with people. 

However, this may not be the first part of the construction agreed on. Surrounding the brand essence are all the words that reflect other critical brand attributes:

· Things that people like that ATTRACT them to you

· All the ways that you will IMPACT on and change the audience

· How you will ENGAGE people – the brand experience

Brand architecture diagram:
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McIntyre stresses that there are numerous brand models and ways of considering brand architecture; what is important is the discussion that takes place throughout the organisation about what is important to the organisation, the consensus that is reached and how you use the brand model to express the organisation’s “beautiful truth” through the programming as well as their communications.

Notes from organisations that have experienced Move On Up:

· The “light bulb moment” for The Physics Room in Christchurch was in understanding where they belonged in the ecology of Christchurch’s art scene. From that, they were able to define their brand essence: catalysing art + people + ideas.
· The Physics Room has defined its key brand value as “Challenging art makes a difference” (revelling in the double-entendre); its brand personality is as a “provocative tastemaker”; and the benefit it delivers is to "catapult new art into contemporary culture”.
· Chamber Music New Zealand (CMNZ) has found the process of defining and refining its brand as a transformational experience. The newly defined brand essence (nurturing creativity), value (“It’s in all of us”), benefit (“a journey of discovery”) and personality (passionately ambitious) together informed the programming as well as its communications in 2009.

· The big discovery for CMNZ was that its audience was much bigger than imagined.

· The development of the brand is a conversation that engages and invites the audience in.
· The words an organisation captures in its brand triangles are owned by everyone and are there as a result of much debate and discussion. These words will evolve as the organisation progresses.

· Don’t expect the experience or exercise of defining your brand to be immediately transformational – sometimes progress seems incredibly slow when you have a vision of the way ahead. 
Brian Richards: The Fine Art of Branding

For both arts organisations and commercial businesses, says Richards, our “New Zealand-ness”, and the stories and journeys that combine to make us what we are, should be at the core of your brand strategy.

Yet our manufacturers and exporters tend to do more of the same, rather than telling our quintessentially New Zealand stories. “We sell too many products too cheaply,” says Richards. “They lack style, originality and romance. We have a process obsession.” As a country, we must start to sell less for more.

Contrast our pragmatic farmer and his rough image with the romance that surrounds the products of his French counterpart. With the French winegrower/farmer, it’s all about bouquet and flavour; the story and romance of the French countryside is imbued in every product. Images of Mystery Creek, by contrast, show farmers in gumboots looking at tractors and chainsaws. Such raw pragmatism won’t transfer to brands with international appeal, he suggests.

Part of our problem is that we are not sure who we are. Identity is a critical part of positioning a product. The “psychic premium” of a country is a critical dimension to positioning its products. But we have a backstory that is not told that well. We have to understand where we have come from to tell our stories compellingly.

The creative industries are critical to telling the stories of this country. Many of our brands offer no premium in their story content for the wine buyer in Europe or New York. What does Montana mean in the US? And Villa Maria? Contrast these with Cloudy Bay, a brand that tells a New Zealand story; one that holds amazing evocative power – and results in its wine selling for $93 a bottle in London.

Provenance – where you are and where you came from, your stories – plays an invaluable role in developing your brand and in connecting you to your customers. Profit margins are created in this intellectual property, not in producing more of the same.

The inspiration for stories about ourselves is in the connection between commerce and art. The arts have the power to excite people and show consumers something they’ve never experienced before. 

Richards proposes a new positioning in the international marketplace for New Zealand products – that of “masstige”; a cross between mass commoditisation and prestige positioning. Our stories have tremendous appeal in the crowded cities of the world, says Richards. The further you get away from nature, the more you are prepared to pay for it. The creative industries can bring romance to the grotty reality of other people’s lives – and New Zealand products can do it:

· Antipodes water

· Icebreaker clothing

· Steinlager Pure 

The cultural industries need to define how they can contribute to communicating New Zealand’s new cross-cultural identity, says Richards. “You are the storytellers.” 

When you begin to look at telling stories, think about how they can help define us, and where we are going. Commercial brands need to be edgier than they are. “You need to show us; the creative industries have got to become involved in the commercial world. The creative community is a portal to understanding and possibility.”

But back to the realities for the arts community in branding itself. Every day you compete for your audience, says Richards, in a crowded world of choice where people probably only notice three or four brands a day. You, too, have to have a story and a pronounced point of difference to be noticed. 

Brands are about the management of difference. To be truly differentiated, you need to be sure your organisation stands on all four “pillars of brand equity”:

· Differentiation – your point of difference in your category. 
· Relevance – How new and how important are you? Are you meeting a specific want/need? Told through a unique story and great design.

· Esteem – how much do people like or have an affinity with your brand?

· Knowledge – how much people know about you.

Underpinning all these must be a supportive culture, inside and outside the company.

Marketing works on a level of wants and needs. Branding is about wants, not needs. The overture you make to a consumer should be a sensory thing; tell your story through graphics, movement and style, so they look in the “mirror of curiosity” and see something they like about themselves.

 “Visualisation of stories is so important,” stresses Richards. The excitement of photography and words is critical.

Great brands are built firstly on a big idea. But they take three to five years to position themselves – you have got to have stick-ability.

Brian Richards: The Fine Art of Branding – breakout session
Richards highlights three key areas which underpin successful brands:

· A differentiated vision

· A supportive culture

· A unique story and design

A brand is the external expression of what you do. The equity in a brand is held externally and depends on the four pillars (see above) of how other people see you; it is the extent to which customers are emotionally connected with you. Personal relevance or perception is key. To establish that personal relevance, consider what anecdote you can give or story you can tell to update personal relevance.

A point of difference can be real or perceived. And if you’ve got a point of difference, you must tell a story about it. “We’ve developed a techno-centric view of the world, and the commercial world has lost track of how to tell stories,” says Richards. Storytelling has been marginalised to the arts and cultural sector – which must put the arts in a prime position to build brands with emotional relevance.

Brian Richards’ Brand Tips:

· Develop a theme to your story that will turn audiences on.
· Don’t overdress your story – keep it simple.

· Tell stories with arresting copy and great design.

· Communicate internally, so you all share the story. Build a supportive culture of staff and supporters (including sponsors) – and engage programme sellers, ticketing staff and others who impact on the audience’s experience. 

· Brands have to be “unfolded” to people. Visualise your story and break it into key parts. Consider how to break the story into “bits” through typography and in all your publications (including your website). How you structure information and how you deliver it is critical; layer your story, with a short anecdote to introduce it.

· Information, whether written or visual, needs to be clear and simple. 

· People can only understand something complex in relation to what they already know. Tell stories that relate to people.

· Use your own vernacular; tell your story in your own words. Don’t be afraid to use wit.

· Ensure absolute design clarity. The colours you use, the visualisation of information and the imagery are as much part of the brand experience as the story you tell. Consider your use of photography, personalities and intriguing images.

· Your gallery window, front page of your website, or front page of your brochure has to intrigue and draw people in.

· Construct your website so people can use it intuitively. 

· The experience must match the promise your brand offers. If I walk into Downstage one evening, what is the sensory experience? How am I greeted? The experience of the play should begin with the poster or the ad, and be delivered all the way through to the performance. 

Take-outs by Participants:

· Move from technical/functional descriptors to making emotional connections. And use imagery to create those emotional connections.

· There’s a bigger audience out there than we think. We need to change the ways we engage with them.

· Listen to your community (invite feedback) and engage with them for success.

· The challenge is to differentiate yourself from others in your field. “We tried to do that by off-beat, quirky programming and cross-pollinating with other art forms. But then someone asked if our musicians still wore black and whether the ushers dressed differently.” 
Conclusion: there is some way to go to deliver a full brand experience.
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