
Brand Strategies for B-to-B Mergers and Acquisitions
In good times and bad, it seems as though mergers and acquisitions are always in season.  
And for the business-to-business marketer, there is nothing quite like a merger or acquisition  
for bringing brand strategy decisions and implementation issues to the front burner.

Each merger/acquisition is different and unique. But for the B-to-B marketer responsible for brand 
strategy, there is a solid approach that can help maximize the potential of business decisions.

Merged Brand or Multiple Brands?

In many cases, a business or management decision has already been made as to whether to bring 
the acquired company into the parent brand or maintain a separate brand. Sometimes there are 
legal reasons involved. Sometimes there are egos involved. Our preference, of course, is for the 
marketing function to have a seat at the table when branding decisions are being made, so that 
customers, prospects and the market have a voice.

In the B-to-B space, it is usually best to start with a company as brand approach unless factors 
dictate otherwise. Products come and go; technologies are born and die; but a B-to-B company 
brand can and should live for decades and more. B-to-B companies generally don’t have the 
resources to invest in multiple brands at the level required to make them viable in the market. 
Using the company as brand and using lesser nomenclature for products and services allows  
the marketer to refresh its product line as needed without harming the brand.

In addition, employing an effective multiple brand strategy requires a brand management mindset  
and structure that many B-to-B companies find foreign. Instead, they tend to have multiple 
brands of the same product type reporting to one product manager. In our experience, this 
provides an insufficient level of support and investment, and all brands suffer as a consequence.

Doing Due Diligence

In any merger or acquisition, you hear about the lawyers and accountants performing due diligence,  
to make sure the acquiring company is getting what it’s paying for. Likewise, the brand strategy 
requires a solid methodology to ensure that decisions are well informed.

Review and discovery should be aligned with the scope and scale of the situation. In most cases, 
it is sufficient to examine marketing history and available materials, including competitive 
materials, and to review available research, industry studies, etc. If a higher level of certainty in  
the area of brand strength is required by management or investors, a continuum of qualitative 
and quantitative research methodologies should be considered. At a minimum, representatives 
of key constituent groups — including management, sales, distribution, customers, prospects and 
trade editors — should be interviewed to gain a basic understanding about the acquired brand.

Using the information gained, the attributes of the acquired brand can be mapped to those of  
the existing or parent brand. A recommendation or decision on brand strategy can be made —  
merge or absorb the acquired brand into the parent brand or keep the two separate. Even if that 
decision was made from the outset, the mapping is still a valuable tool, especially if the decision 
is to migrate to the parent brand. Knowing how the values and attributes of the acquired brand 
align with — or even enhance — the parent brand is essential to planning the communications 
programs (internal and external) that will support the migration.
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Working the Plan

Based on the preceding steps and the brand strategy decision, a differentiated brand position 
is developed, or the integrated/merged brand positioning is revisited to ensure that messaging 
is valid and strategically integrated. Then the marketing and communications roadmap is 
developed. The goal is to express the acquired brand — or integrated brand — into the market  
in a way that key audiences will find easy to understand and accept.

There are no absolutes in terms of tactics and timelines, and the market will not react to a 
corporate policy or dictate. It will understand the transition on its own terms and in its own 
time, based on the effectiveness of the communications plan. The idea is to develop a plan that 
will help the market and key audiences gain awareness, understanding and preference for the 
new or revised brand, and to maintain it for as long as it takes to reach pre-determined levels of 
awareness or preference, to maintain or increase sales, market share, etc. Every communications 
aspect and tactic should be considered, from internal communications to corporate ID to public 
relations, direct communications with customers and prospects, advertising, trade shows and,  
of course, the Web.

The implementation schedule depends on many factors unique to each situation. In some cases, 
all aspects of the acquired company’s identity disappear on day one after the closing. In others, 
the brand transition is implemented over 12 to 24 months. The key is to have a plan, implement 
it assertively, measure the results and have a firm definition and metric for completion.

Company As Brand or Multiple Brands?
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For more information, contact Lance Baird at 717-393-3831. 
E-mail: info@godfrey.com or visit www.godfrey.com

Godfrey provides full-service, integrated business-to-business branding and marketing communications 
services. The agency offers research, brand management, advertising, public relations, digital marketing,  
search (SEO and SEM), media, direct marketing and analytics services.
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Company as Brand Multiple Brands

Brand Equity
Parent brand stronger  
than acquired brand

Acquired brand  
stronger than parent brand

Product Diversity
Fairly homogenous;  

line extension
Diverse;  

new category or type

Brand Attributes
Well aligned with company/ 

parent brand attributes
Complementary or not aligned with 

company/parent brand attributes

Channel Opportunities
Minimal opportunity to  

increase penetration or share
Will increase share or penetration  

(add channel partners for new brand)

Marketing Investment
No more than enough to  

support one brand
Enough to support company/ 
parent brand and sub-brand

Marketing Management Product management model Brand management model


