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marketing materials, you're not alone.
The vast majority of local governments
are in the same boat. In the words of a
client who was recently given this as-
signment, “What a mishmash)”

magine for a moment you're not
a local government manager.
Instead, picture yourself as your
locality's brand manager. Don't
refax just yet. This is anything
@ but a cushy position.
Since its your first day on the job,
here’s a simple task. Collect the mar-
keting and communication materials
from all the players on your team,
including the convention and visitors
bureau, the economic development
group, the chamber of commerce, any
arts alliances, and, of course, your own
local government. Also take a minute
to determine what the private sector
is conveying about your community
when it speaks to the outside world.
Spread out these materials on a
table. Do they have a similar look
and feel? Are they integrated at some
level? Are they relevant? Are they dis-
tinct? Do your private sector compa-
nies give an appropriate nod to your

DON’T PANIC
This exercise illustrates why a local
government should be at the center of
a branding initiative. The various en-
tities that make up your community
operate with distinct agendas. They
speak in their own unique voices.
Thats their job. But when a brand
is launched, it is advantageous for a
community to speak in one voice, and
what is spoken needs to be strategic.
Branding efforts of various groups,
although individually well executed,
often work against each other with
counter messages if they are not co-
ordinated. Only a local government
operates in an umbrella fashion, with
an eye toward making sure all enti-

ties thrive. When a brand is managed |
by the local government, the brand
stands a significantly greater chance
of working for the locality as a whole.
This means a brand has a greatér
chance of working, peried. An added
bonus: following the branding pro-
cess, the diverse organizarions and
entities that worked on the initiative

locality’s brand? Do you recognize
your brand? Ts there even a common
theme?

If you answered ves to all these
questions, stop reading, Yowre light
years ahead of most places and prob-
ably have a good handle on your
brand. But if you were surprised by

the incongruity of your communitys
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often find themselves appreciating the
other groups more and working with
them on additional projects.

By now a lot of managers may be
panicking: “I'm willing to take this po-
sition hypothetically, but I've got too
much on my plate to take it literally!”
Some communities may choose
' to have their managers handle their
| branding, but many of the govemn-

| ments that I work with are successfull
% MCMMHS manager, or
' “the director of marketing and commu-
nications to the role of brand manager.
Forward-thinking communities
may even want to consider being the
first on the block to hire a brand man-
ager. As the branding wave continues
to grow in acceptance and impor-
tance, it’s only a matter of time until
the significance of branding demands
a specialized position.

MANAGE BUT NOT OWN
Notice that when 1 talk about local
governments role in branding I say
“manage,” not “own.” A number of
problems are inherent in the idea of a
locality wholly owning and controlling
its brand. First, that type of control may
affect buy-in from the bigger group,
including the private sector. And buy-in
is mandatory, from the perspectives of
both implementation and financing.
™ n addition, every four years or so
a local government may experience 2
turnover in elected officials. I've had
more than one client implement a
dynamite brand, only to have it aban-
doned by newly elected officials look-
ing to make their own marks.

Ideally, ownership of your com-
munitys brand platform and brand
identity should be held by a sizable
and inclusive marketing partnership
comprising local government as well as
big and small players from the public
and private sectors. And, although the
amount of resources each group brings
to the table can impact each group’s in-
fluence over the process—big fish will
be hig ish—all should he invited.

Gainesville, Fiorida, for example,
recently Iaunched a branding inira-
tive backed zealously and financially
by an alliance of marketing profes-

Police cars in Warrensburg, Missouri, are among the city equipment that
bear the new brand.The new logo also can be found on water towers, an
old grain elevator, entry way signage, and hot beverage sleeves,

sionals from 46 organizations in the
public, private, and nonprofit sec-
tors, including such heavy hitters as
the University ol Florida and Shands
HealthCare. This alliance will “own”
the brand, making it invincible to po-
litical pressure.

According to Bob Woods, Gaines-
ville's communication and marketing
manager, the ailiance did not happen
overnight but has been well worth the
wait. He credits City Manager Russ
Blackburn with supporting the effort.

“We have literally put together a
team of emissaries for the brand,” says
Woeds. “For this to work, we needed
buy-in from the major institutions like
the university and the city and county
governments, as well as the nonprof-
its, the major industry associations,
and groups like the artists’ associa-
tions that contribute to Gainesville’s
social fabric. We have recruited mem-
bers from every social level and demo-
graphic strata that make up our city.
This is truly a citywide elfort.”

A team approach such as Gaines-
ville’s furthers the buy-in and adop-
tion of the resulting work. It keeps
in mind the big picture for the com-
munity, and it weathers changes in
administrations,

FROM INSIGHT TO
INSPIRATION
Let’s say you accept the premise that

i branding begins with a local govern-

i

ment (which you should). And, for
the purposes of this article, you are
stifl your community’s brand manager.
The next step is to review the process
of branding, beginning with a defini-
tior: of a brand. Contrary to commeon
thinking, a brand isnt a logo, a mis-
sion statement, or even a positioning
platform. Your brand isnt something
you produce or provide to others, like
an ad, brochure, or radio spot.

Your brand rests in the minds and
hearts of other people. 1t is what they
say about you when you're not around.
It can be influenced and shaped by
marketing materials. What has more
influence over the things people say
about your community: Your logo or
somecne’ experience in your commau-
nity? Your positioning line or what a
prospect hears from a friend?

Although there are several ap-
proaches to building a brand (some
more complicated than others), the
process I advocate involves four steps:

Understanding. Research is conduct-
ed to understand your community’s
physical attributes in relation to the
competition, to glean the opinions
of the stakeholders, w0 determine the
percepiicns of current and prospec-
tive consumers, and to identify demno-
graphic and psychographic informa-

-tion about consumers.

In other words, knowing your au-
dience and knowing what your audi-
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ence thinks of vou are two basic laws
of persuasive communication.

This stage is a lot of hard work, but
it should be a lot of fun wa! Research-
ers should wik 1o elected officials,
residents, visivors, and business own-
ers. They must test your community’s
attractions, dive in ity history, and
explore s economic development
opportunities. They should visi
neighborhoods, schools, museums,
and rraditional town squares. They
should explore and fish (if thats wha
vou offer!) and attend local meetings.
They should cat and shop and check
out your hotels.

Insight. The most successiul brands
establish an emotional-—net just an
intellectaal—connection. In other
words, you now need 10 translate all
those fzscinating facts gathered dur-
ing the research phase o emotional
sparks that can bring vour brand
to life. Your brand strategy must be
relevant o your sitnation while &
differentiates yvou in the competilive
marketplace.

fmagination. During this phase, vou
breathe life and character into the
understanding and insights that the
process has revealed. For most com-
munities, this is the most exciing
stage. Here all the data and high-level
strategies are transformed inte tan-

gible creative products that embody |

your brand, The results are consistent

cominunication concepts (positioning
tines, logos, ads, public relatdons. Web
o thing tf the destination can’t deliver.

sires, outdoor beards, and so forth}
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“For the first time
in my carger, I gave
the olay for tagging
to take place on
Spartanburg’s city
streets” faughs City
Manager Mark Scott,
Spartanburg, South
Carolina, Here,a
manhole cover is
tagged with the
hub-bub logo.

and strategic inftiatives (civic awards,
architectural guidelines for redevelop-
ment., way-hnding svstems) thar sup-
port the strategy.

Evaluation. Finally, take time to make
sure your brand is working for you.

Put in place measures that track how |

vour community’s brand is perceived
in the marketplace, and determine
whether these changes in perception

have worked o achieve the desired |

objectives of the brand,

Just as 1 oadvocate placing local
government a1 the center of brand-
ing, I am adamant about the benefits
of integrating research, strategy, and
creativity into a single process. Plece-
mealing the process opens up oo
many opportanities for disconnec-
tion, Flow many of you, for example,
have a thick book of research results
sitting on vour shell right now? Ul
timately research is useless without
strategic and creative shaping to bring
it 1o life for the consumer.

1t Is just as problemuatic to proceed
with a clever marketing campaign
if research has not been conducted
w determing the relevancy of that
approach {or, as often happens, if re-

search conducted by one company is |

being ignored by a creative agency be-
cause the creative types didnt conduct
itand they dont find it relevant}.
Marketing b merely 2 promise to the
consumer of fun or creativity or safery
or charm, ad none of it means any-

! Finally energetic, exciting, and

relevant cutcemes result more ofien
when there Is interaction among the
people whe conduct the research, the
people who develop the siraregy, and
the people who cook up the creative,
Countless thmes | have seen our re-
search people confer with the creative
teams, and even take them 1o focus
groups and Interviews, in an effornt o
further their undersianding of a certain
guality a community may possess.

USE YOUR COMMUNITY AS
A CANVAS

As brand manager, you are respon-
sible {or identifving vour local gov-
groment’s brand and bringing thw
brand to life. Clearly, this will involee
markering, so vou will be accouniable
for the effectiveness and the returm on
nvestment of vour communitys mar-
keting efforis 10 both residents and
the ouside workd,

Bast it doesat stop there, The brand
must be represented in vour commu-
nity’s architecture, in s everus and
attractions, in its public art and sig-
nage, in the aesthetic overlays 10 de-
velopment and redevelopment, in the
artitudes of residents and pubhic ser-
vanis, in the community’s approach to
entrepreneurs, and in i educational
offerings. In other words, vour com-
munity must do more than advertise
its new brand; it must wear it like 2
second skin.

Columbus, indiana, for example,
has just launched its branding cum-
paign and is currently in the process
of inventorving all city property that
can serve as a4 canvas for the brand,
including water towers, storefronts,
buses, police car doors, and signage.
encourage vou to take it a step further
and leverage relationships with com-
mustication providers, In exchange for
the lease on cell and radio rowers, ask
for time on the alrwaves te promoie
vour brand. ¥ you provide a cable
company access to public institutions
like hospitals and prisons, demand a
title time on their channel.

Of course, vour commuunity will
never becomne o branding canvas with-
ot its local {eadership. Because most

continued on page 12




Sporting different personalities, distinct strengths, diverse
weaknesses, and a broad array of defining characteristics,
communities are as unique as snowflakes. Clearly, nc single
approach to branding wilt work for every community.
Following are profiles of four communities. Each tackled
the branding challenge from a slightly different angle al-
though each local government was integrally involved with
all. The resulting- branding campaigns are making waves for

these forward-thinking cities.

Creating a Cultural Stir
Thinking it had a tourism problem, the convention and visi-

tors bureau in Spartanburg, South Carolina, initiated
a branding study to address the issue. But early research
showed that Spartanburg’s problem went deeper than tour-
ism. The mind-set of the internal audience—residents and
students attending the city’s five small colleges—was that
Spartanburg was dead and that nearby Greenville was the
place to go for entertainment. At that point, the branding
shifted from a tourism initiative to a city-driven challenge.
“| approached this whole branding project with a lot of

ured we would end up with just a tagline and a logo, and I've
never felt you should spend a lot of city money on either”
Scott was shocked when, following the research phase,
the word came back that Spartanburg was not ready for
marketing to the public. The effort would be a waste of
money and ultimately it would fail. “We didn’t believe in our-

public? At that point | became a believer in branding. It was
obvicus this whole thing was about much more than a logo.”

Rather than focusing on external marketing, Spartanburg
turned inward to create a virtual entertainment district
promoting cool cultural happenings in the city. While the
city was the brains behind the brand, the city’s cultural

Teams of artists, entertainers, educators, and retailers were
formed, and each was tasked with creating a cuftural stir
within the city. The name of the project: hub-bub.com.

“We got the right people involved and got out of the
way," laughs Scott, who claims he must not be part of the
hub-bub target market because he is never invited to its
events, “Ye've got people all over the Southeast asking
*How did Spartanburg suddenly get cool?” Hub-bub comes

Y . T, ¢

: you,‘_‘lts cool”

and shops and artlsts in re5|dence W|ll fill the rest of what_

cynicism,” recalls Spartanburg City Manager Mark Scott.*] fig- .

- me, " he concludes. Your brand wnll only work lf your

selves yet,” he says.“So how could we sell ourselves to the -

_las. But, unlike most of the smaller towns on the outsklrts o

teaders and fcons became the faces and voices of the brand,

up all the time. In fact, an article came out in the_'Green\é'l_lle
.paper grouping us with Asheville in the cool category and-
tatking about how Greenville needs to do something.We :
even made it to a Web site listing-cool 'things recentiyf" . _
Once it gained momentum the movement tockona llfe :
of its own. Many of the city's’ young people can 't teEl you L
exactly what hub-bub s, but they wear-hub- bub shirts, read "
the Web site; attend hub bub events, and If asked WIlI tell

A brand manager posntlon was created to handie thlS
massive lmtlatlve and now the brand manager ‘works -
closely with the artists groups that seeded the movement'_
initially. The team charged with’ l(eepmg hub bub, well, bub-_ : :._
bling is.about to move to the second floor of a renovated B
building in 'the heart of hub-bub country Cool restaurants ;

is belng called the hub- bub club.
: “Everyone wants to know how l got our C|ty counc1l on :
board with this,” says Scott “First, we. have a credible mayor.':"
who believed it was the right thmg to- do Second we drdn T
try to sell it as the remedy for all our |ssue5 ]ust as seed o
money for a program to address a problem There isno -
single blg idea solutlon for anythmg Hub- bub 1s the culml-
nation of a lot of ideas and a lot of energy L
“My advice to managers. would be, make sure ltS genu-

people buy into it. It must be ‘more than a marketmg plan |t,'.;_

must be of the community

Unlque by Nature _ L -
McKinney, Texas, has grown up in the huge shadow of Dal-=

of this megametropolis McKlnney isnota cookre cutter’
bedroom community. McKinney. has a SOlld dose of Texas
swagger and a téndency to do thmgs its own way. From its
rofling hills, to its rich hlstory and historic dowhtown, to its .
world-class golf course and planned communhities, McKinney
is a singular place. Without a doubt, that’s why McKmney is -
the fastest-growing city in the United States.
McKinney's problem was that although it was unique,
it did not have anyone in charge of marketing (therefore, -
much of the outside world was ignorant of McKinney’s
many charms). Luckily, a forward-thinking city council rec-
ognized the need for a cohesive marketing plan and hired
CoCo Good as director of communications znd marketing. -
“My first challenge was to bring together the six major
groups in McKinney (the chamber of commerce, tour-
ism, economic development, city government, downtown
continued on page 10
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'-deveiopment and .
: thought ‘This is what we vg been lookmg fo‘

community devel- -
' _opment) to brand
our commenit}i,” _
. reta!ls_*Godd."‘.Ea.ch
gfbup was doing
wonderful wor!(

: thread for our. commumty”’ -

Representatlves of 35 orgamza ions Jnclu ing: comme'

- kqa! deve!opers bankers utlllty compames _m

The resultmg brand strategy homed in. ¥

'.town comfort and charm of Warrensbur

ome to the famous speech that comed the phrase, “man’s
St rlend Warrensburg, MISSOUI‘I, was searching for a
relevant identity. Visitors, busmess leaders, and resi-
ents efake had dffflculty defmmg Warrensburg except as a
alf co!fege town. :

The' seed for the brandmg idea in Warrensburg was
nltlaﬂy planted by Tammy Long, executive director of the
reater Warrensburg Area Chamber of Commerce and
leitofs Center, after she heard about the branding success

, we were all a part of it.”

that no one OWnS the brand but we aH belleve in n: becausej -

i
i
|
!
i
i
i
i
i
H
i

' 'contihued on br_:ige :I2_'-




- Brandstanding: Four Clt:e_

) ShatelheiLSthcess

" .Real Texas FEavor R -
‘The challenge for Mesqu:te,Texas was- that a[though the
word " mesqmte Is recogmzab]e to aimost everyone, few

peopie assocnate it with a’ growing city in the Dallas metro-_; :

politan area. Sehising this awareness problem, the cn:y ccun-

cil desrgnated :mage enhantement as a prionty project m :

the c;tys strateglc plan,”
lmage enhancement .

; naorphed into an ext:en-
sive neaghborhood revr~ MESQ“ITE
tahzation p!an wh!ch in

time !ed to’ the idea of a T E X A 5
- new brand Tom Palmer,
- head of the. Mesqulte

Economic Development Foundat:on was charged wathﬁ 'lead
""mg the brandlng and. w1th w0rkmg in partnersh;p w;th" hi
cnty caunu ' nd Clty Manager Ted Barron He took the ball

N and ran wnth :t

Real. Texas. Flavor.

i' : the process : : .
Research showed that busmesses Iove Mesqu:te 5 ioca—

3 fmd it deiwers a full dose of cowboys, different cultures,
‘_:'and itled toa naturai brand strategy: “Mesqutte |s the

':-_"authentic flavor ofTexas today ReaF Texas Flavor" As in-
3 ..Z'McKlnney. the [ogo and pOSItlonmg f:ne adapt to defferent
' ’_mzatlons to put it to work,"

] 'contlnues “Right now we are trying to determine how to

~ use the brand for their purposes. It is exciting that so many

138 B

. what the council was after with image enhancement!
—Don McEachern, North Star Brand Strategies

' tion and the “Texas work ethic.” Visitors to Mesqurte soon

K and hospitahty, makmg it qumtessentnal Texas Th:s authentlc
; :experience is ;ust as r;ch and. ﬂavorful as the. name lmplles,

. audiences, al!owmg mu{tlple public and prwate sector orga 3

= Our brand has been mcr‘ed:biy well r'ecewed Paimer‘ )
accommodate businesses in the private sector who want to"-'

entities want to jump on board with the brand. That speaks -
- well for the pride they feel for Mesquite, which is ultimately

Nashville, Tennessee

continued from page 8

of what we're discussing is local property, your message
will never make it to the storefront, the water tank, or the
airwaves without government approval.

In London, Ontario, Canada, this point was illustrated
when the city launched a massive metamorphosis initiative
to become a “creative city.” According to Gord Hume, city
contreller, the city needed a state-of-the-art entertainment
complex downtown in order to attract the entertainment
and sporting activities that would create a buzz about
London. But building the entertainment complex was
not without controversy and could not have been accom-
plished without government leadership.

CHALLENGES OF COMMUNITY MARKETING
The four Ps of marketing are product, place, price, and
promotion. The four Ps of community marketing are
politics, politics, politics, and politics. By their very
nature, cities and counties are composed of different
groups with different interests, agendas, and turfs to
protect, How can you manage your community as a co-
hesive brand?

Further complicating the problem is the fact that a
single community can mean so many different things to so
many people. Communicating effectively in todays clut-
tered marketplace will require you to hone that tangle of
feelings and thoughts to a single distinct point.

All of this requires strong government leadership to
keep branding from becoming bogged down “in commit-
tee.” Solicit input from your entire alliance but give actual
decision making to only a few. Try to make the ultimate
decision makers reflective of your community’s makeup.
Include, for example, representatives from the public, the
private, and the nonprofit sectors.

Stress early and often that branding is not about com-
promise or even consensus. Branding is about determining
the strong singular message that will define your commu-
nity. It is about creativity and, yes, even risk. When all the
subvoices within a community clamor to contribute their
two cents regarding the brand message, the result too often
is watered-down pabulum.

Finally, have fun with the process. T've heard community
branding referred to as a science, and in some ways it is. But
despite all its scientific principles, at its core branding is about
eliciting an emotional reaction. All the research, all the strat-
egizing, all the logos and positioning lines and advertising are
working toward one goal: the tiny reaction in someone’s head
or heart after an encounter with your brand.

When the group charged with branding a community
actually enjoys the process, when group members are ex-
cited or even challenged by the research findings, when
they are willing to take risks creatively and think like
consumers rather than politicians, the resulting brand is
almost always a winner, ¥

Don McEachern is president of North Star Brand Strategies, Nash-
ville, Tennessee (don@northstarideas.com).
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ICMA will begm using the new Jogo and design approach E

“in June with the “official” launch at the 2006 ICMA Anriual
: Conference in San’ Antomo Texas, September 10-13.The
E logo will be used in this magazine beginning in August if you

have questions on ICMA’s’ branding efforts, send an email ro

Ellen Foreman at eforeman@icma.org.
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