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W
h a t’s not measured is not man-

a ged” is a we l l - u n d e rsto o d

c a t ch p h rase, especially since

the long-te rm health and sta b i l-

ity of an organization are closely measure d

a c ross multiple dimensions, from pro d u c t i v i t y

to ROI to cash fl ow.

Its applicability to brand is less understo o d ,

h oweve r. Considering that the branding concept

is an intangible, no wonder few businesses

a c t i ve ly measure their bra n d s’ impact. In San

Francisco-based Pro p h et’s “2002 Best Pra c t i c e s

St u d y,” we found that only 35% of 90 global cor-

p o rations surveyed, active ly monitor th e i r

b rands. But by doing so, th ey st re n g then both

the brand and the business.  

“ B rand” is defined as a set of ex p e c tations and

associations evo ked from ex p e rience with a

c o mp a ny or product. It’s about how custo m e rs

think and feel about what the business or pro d-

uct actually delive rs. If the ex p e riences are pos-

i t i ve, the like ly result is a positive perc e ption of

the brand, increased likelihood of repeat pur-

chase and positive wo rd of mouth, and measur-

able bot tom-line contributions in te rms of

i n c reased market share and pro fi ta b i l i t y.

G etting at such ove rall business benefi t s

re qu i res brand manage rs to understand key

business perfo rmance goals and identify th o s e

that can be influenced by the brand. Once th o s e

b rand perfo rmance met rics are identified, th ey

can be bro ken down into their component part s

to identify the underlying dri ve rs of custo m e r

p e rc e ptions that most influence custo m e r

b e h av i o r. We call these brand perc e ption met-

rics. In short, the underlying thinking of th e

b rand met rics development process is th a t

b rand perc e ptions influence brand perfo rm-

ance, and brand perfo rmance dri ves business

results. 

Ta ke, for exa mple, an organization with

double-digit revenue grow th as a business

goal. Retaining loyal custo m e rs and incre a s i n g

the custo m e r’s share of cate g o ry purch a s e s

a l l o c a ted to the comp a ny ’s brand are key fac-

to rs in re a ching the goal. These, then, are th e

key brand perfo rmance met rics. Going a ste p

f u rth e r, ensuring consistent delive ry aga i n st

the brand promise and an active custo m e r

p re fe rence for the brand over a comp et i tor are

c rucial facto rs in customer retention—as such ,

b rand delive ry and pre fe rence would be two

key perc e ption met rics to tra ck.

Pe rc e ption met rics may help diagnose what

d ri ves trends in the business’ perfo rmance. Fo r

exa mple, suppose pre fe rence and brand deliv-

e ry we re monito red qu a rte rly and these met ri c s

we re gra d u a l ly slipping. Let’s say manage m e n t

decided it wa s n’t an issue, and then the comp a-

ny unex p e c te d ly saw drops in market share or

financial perfo rmance. This result could have

been anticipated by using perc e ption met rics as

a leading indicato r, and pre s u m a b ly a corre c t i ve

c o u rse of action could have been ta ken. Eve n

a fter the fact, management can use the bra n d

p e rc e ption met rics to identify the underly i n g

i s s u e s .

C reating a met rics system that will help

m a n a ge the health of the brand and the busi-

ness re qu i res understanding the inte rp l ay

b et ween the diffe rent types of met rics and th e

“ rules” for imp l e m e n tation, and selecting

st ra tegic met rics that ensure the business and

b rand goals are aligned and appro p ri a te met-

rics are put in place to assess those goals.

As noted, brand met rics fall into two cate-

g o ries. Pe rfo rmance met rics help assess how

b rand-building activities have combined to

d ri ve ove rall business results. These met ri c s

ra n ge from price premium to loyalty to lifet i m e

value of a custo m e r. Pe rc e ption met rics monito r

the more intangible aspects of a brand such as

re l evance, awa reness and pre fe rence, and help

ga u ge the effe c t i veness of various bra n d - b u i l d-

ing activities. 

Deciding which particular combination of

m et rics to use means weighing them aga i n st

some basic, underlying rules. The met ri c s

should be:

◆ S i mple to use—The more comp l ex th e

m et ric, the more time spent on measuring th e

b rand than managing it.

◆ M e a n i n g f u l —T h e re must be a direct link

to brand-building effo rts as well as business

re s u l t s .

◆ Ac t i o n a b l e —An apparent business deci-

sion should be associated with the met ric, with

the focus on “need-to - h ave ,” not “nice-to have ,”

m et ri c s .

◆ Re p e a ta b l e— M a rkete rs must be able to

c o n s i ste n t ly apply a met ric to deliver valuable

i n fo rm a t i o n .

◆ Ti m e - b o u n d —Results should be com-

p a red, bench m a rked and ev a l u a ted aga i n st oth-

er brands within the port folio and the comp et i-

tion at regular inte rvals. 

But the back d rop to it all is the decision-mak-

ing process aga i n st which the met rics are deve l-

oped. Fi rst, make sure all the decision-make rs

a re clear about the goals that are ge n e ra l ly in

the volume, revenue and pro fit grow th are a .

Re fe rring back to our earlier exa mple, one spe-

c i fic business goal might be to ach i eve double-

digit increases in sales volume at a higher mar-

gin, and imp rove pro fits. 

Once the business goals are set, markete rs

should identify the indicato rs of whether th e

business goals are being met. For exa mp l e ,

retaining loyal custo m e rs and giving those cus-
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to m e rs reasons to increase the share of cate g o-

ry purchases th ey commit to the brand will help

b o o st margins and reve n u e s .

The next step is to identify which brand per-

fo rmance met rics will best help the business

m o n i tor pro gress aga i n st business goals. While

m a rket share and pro fit margin would be th e

e n d - result measurements, a comp a ny wo u l d

also monitor customer retention and share of

wa l l et to help ga u ge pro gress. 

H oweve r, the most crucial aspect of the selec-

tion process is identifying which perc e pt i o n

m et rics would best monitor the effe c t i veness of

b randing activities. The more successful th o s e

activities, the bet ter th ey help the business meet

its ove rall goals.  

Ta ke the goal of creating loyal custo m e rs: If

c u sto m e rs perc e i ve that a bra n d ’s product or

s e rvice is not a must - h ave, then the markete r’s

job is to develop branding activities that ensure

the brand ex p e rience provides value and a re a-

son to choose this brand over oth e rs. Such per-

c e ption met rics as perc e i ved value, brand satis-

faction and, ultimate ly, brand pre fe rence wo u l d

m o n i tor changing perc e ptions and brand per-

fo rm a n c e .

This selection process provides the st ra te g i c

ove rv i ew under which the brand met rics can be

d eveloped and put to good use. Va rious ways

ex i st to develop meaningful and qu a n t i fi a b l e

m e a s u res, invo lving custom surveys, syndicat-

ed data or financial perfo rmance. For the sake

of expediency and affo rd a b i l i t y, a blend of

a p p ro a ches is best, part i c u l a rly given the fre-

quency with which a business needs to meas-

u re for meaningful re s u l t s .

To develop effe c t i ve brand met rics, mar-

kete rs must clearly understand the link

b et ween brand and business st ra te g y. We l l -

designed met rics can help diagnose the bra n d ’s

h e a l th and show how it can be bet ter manage d .

T h ey can also provide the rationalization fo r

m o re effe c t i ve brand and business re s o u rc e

allocation. In the final equation, howeve r, a

m o re measured appro a ch to gauging th e

b ra n d ’s perfo rmance will gre a t ly leve ra ge its

p owe r, with the ove rall business reaping th e

b e n e fits. ■
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