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Executive Summar

The M&A Brand Hangover (and How to Avoid It)

In manufacturing mergers and acquisitions, brand equity often gets treated like an afterthought —
somewhere between the office furniture and the coffee supplier. But for manufacturing brands, it's not
just about the logo. It's about spec sheets, quality certifications, embedded part numbers, and trust

that’s been earned on the plant floor. Ignore that, and you're pouring value down the drain.
Research shows that poorly managed brand transitions during M&As can lead to:

e 10-30% customer attrition in the first year
e 5-15% drop in specification rates
e Massive write-offs for branded materials

e Prolonged operational headaches

A Framework for Keeping the Label on the Bottle

This toolkit gives manufacturing leaders a clear, data-driven path to protect and grow brand value
during M&As — no guesswork, no gut decisions, and definitely no defaulting to “just use the acquirer’s

name.” It's structured, strategic, and built for the complexity of industrial brands.
What's Inside:

1. Brand Strategy Decision Tree
A tool to help you navigate three brand paths:
o Acquirer-dominant
o Acquired-dominant
o Balanced brand strength

2. Brand Equity Assessment Framework
A methodology that scores relative brand strength based on market recognition, customer trust,

technical value, strategic fit, and owned assets.
3. Implementation Timelines
Step-by-step guidance to minimize disruption and plan your transition like you would a major

equipment install.

4. Manufacturing-Specific Brand Touchpoint Inventory
A prioritized checklist so nothing gets missed — from technical datasheets to warehouse

© Chandra Blouin Vitomir | inkubate.ca 3of45
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signage.

The Payoff:

When manufacturers take a structured approach to brand integration, they’re more likely to:

e Retain more customers

e Keep key specs intact

e Avoid operational delays

e Stretch transition budgets further

e Protect brand equity on both sides of the deal

How to Get Started:

e Start brand conversations early — ideally during due diligence
e Involve technical teams, not just marketing

e Resource your transition like it matters (because it does)

e Integrate brand with the same discipline you apply to ops

e Set clear metrics to track brand equity along the way

Because if you wouldn’t blend two vintages without understanding their profiles — why would you do it
with your brands?

© Chandra Blouin Vitomir | inkubate.ca 40f45
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Introduction

When two manufacturers come together, it's not just a business transaction—it's a collision of
engineering cultures, customer expectations, and decades of embedded brand equity. This toolkit helps
you navigate that with clarity and confidence—because brand shouldn’t be the afterthought in your deal.
It should be one of the value drivers.

This toolkit provides manufacturing leaders with a structured, data-driven approach to making critical
brand decisions during M&A activity. Rather than relying on subjective preferences or defaulting to the
larger company's brand, these tools enable a strategic assessment of brand equity and systematic
decision-making about brand architecture.

The Manufacturing Brand Challenge
Manufacturing brands differ from consumer brands in several critical ways:

1. Technical Documentation Integration: Product names and numbers are embedded in thousands

of technical documents, from engineering drawings to maintenance manuals.

2. Certification Requirements: Quality certifications, industry standards compliance, and
regulatory approvals are often tied to specific brand identities.

3. Specification Position: Being "specified in" to customer documentation represents significant
brand equity that can be easily lost during transition.

4. Engineer-to-Engineer Trust: Relationships between technical teams often form the foundation
of brand loyalty in manufacturing contexts.

5. Extended Stakeholder Network: Manufacturing brands must consider suppliers, distributors,

engineering firms, and regulatory bodies—not just end customers.

The Cost of Getting Brand "Transitions Wrong
Research on manufacturing M&As indicates that poorly managed brand transitions can result in:

e 10-30% customer attrition during the first year post-merger

e 5-15% reduction in specification rates for new projects

e Significant write-offs for obsolete branded materials and documentation
e Extended operational disruption during system transitions

e Reduced employee engagement and retention, particularly among technical staff

© Chandra Blouin Vitomir | inkubate.ca 50f45
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How to Use This Toolkit

This toolkit is designed to be used by manufacturing leadership teams during the M&A planning and
integration phases. It follows a logical sequence:

1. Assess: Use the Brand Equity Assessment Framework to evaluate the relative strength of both
brands across five key dimensions.

2. Decide: Apply the Brand Strategy Decision Tree to determine the optimal brand architecture
based on your assessment results.

3. Plan: Utilize the Implementation Timeline Templates to create a structured approach to brand
transition across all touchpoints.

4. Execute: Follow the Brand Transition Checklist to ensure all manufacturing-specific brand

elements are addressed during implementation.

While marketing teams should be involved in this process, | recommend that manufacturing operations,
engineering, quality, and sales leadership participate fully in the assessment and decision-making.
Brand transitions in manufacturing contexts impact these functions as deeply as they impact marketing.

Need a guide through the complexity?

If your team doesn’t have a dedicated brand lead—or if you're looking for someone who can bridge
technical, operational, and strategic conversations—I've been in your shoes. As a Fractional Chief Brand
Officer who's lived inside branding and manufacturing for nearly three decades, | help companies
navigate these exact moments. (And yes, | speak fluent "engineering team.") Let’s talk if you need a
hand.

Find me at inkubate.ca or pour a coffee and book a chat.
Key Principles for Manufacturing Brand Transitions

Based on my research with manufacturing organizations that have successfully navigated brand
transitions during M&As, I've identified five core principles:

1. Prioritize Customer Technical Needs:

Make decisions that minimize disruption to customers' technical workflows and documentation.

2. Quantify Brand Equity Objectively:
Use data rather than opinion to assess relative brand strength.

© Chandra Blouin Vitomir | inkubate.ca 6 of 45
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3. Sequence Changes Strategically:
Prioritize customer-facing changes over internal systems to maintain continuity.

4. Communicate with Technical Precision:
Provide exact specifications for what is changing and what remains the same.

5. Preserve Institutional Knowledge:
Document legacy brand information thoroughly for future reference.

By following the structured approach in this toolkit, manufacturing leaders can preserve the valuable
equity in both brands while creating a clear path forward for the combined organization.

Toolkit Contents

e Brand Strategy Decision Tree: A systematic decision-making tool for determining optimal brand
architecture

e Brand Equity Assessment Framework: A comprehensive worksheet for evaluating brand
strength

e Implementation Timeline Templates: Sample schedules for different brand transition
approaches

e Manufacturing-Specific Brand Touchpoint Inventory: Checklist of all brand elements requiring
updates

e Case Examples: Brief examples of different types of manufacturing brand transitions

Ready to get started?

© Chandra Blouin Vitomir | inkubate.ca 7ol 45
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Brand Strategy Decision Tree

This is where decisions get real. The Brand Strategy Decision Tree helps you cut through opinions and
legacy bias so you can choose a brand path that’s actually aligned to your business strategy—not just

the loudest voice in the boardroom.

e Step 1 - you'll evaluate the brand equity in each of the merging brands
e Step 2 - you'll determine the brand architecture to move forward with
e Step 3 - you'll create a timeline and checklist of all branded touchpoints that will need updating

STEP 1
Evaluate Brand Equity

STEP 2
Determine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acquired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3
Options: . .
) Options: Options:
L.Full Absor'ptlon (6—142 monthf;)‘ 1.Brand Inversion (6-12 months) 1.New Brand (12-24 months)
2.Brand Retirement with Transition . . X .
12-24 th 2.Selective Retention (ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 months) 3.House of Brands (ongoing)

3.Branded House (6-12 months)

STEP 3

Implementation Phasing

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rollout

© Chandra Blouin Vitomir | inkubate.ca 8of 45
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STEP 1 - Evaluate Brand Equit

Start with the facts. Before you talk logos or naming conventions, you need a clear view of each brand’s
true equity—what’s trusted, specified, and embedded deep in the market. This step gives you the data to
lead with confidence.

STEP 1
Evaluate Brand Equity

STEP 2
etermine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acquired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3

Options:

A Options: Options:
;— ;“u zbsot';pt'on (- 1_;":'“'12_ 1.Brand Inversion (6-12 months) 1.New Brand (12-24 months)
- 1r2an24 e ret:-nent ROt 2.Selective Retention (ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 months) 3.House of Brands (ongoing)

3.Branded House (6-12 months)

STEP 3

Implementation Phasing

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rollout

© Chandra Blouin Vitomir | inkubate.ca 9 of 45



\L

BRAND CONSULT NG

Brand Equity Assessment Framework

The following framework provides a structured approach to evaluate the relative brand strength of both
companies involved in a manufacturing merger or acquisition. You can print and use the following pages,
or you can create a copy of the Google Spreadsheet template (link in Appendix).

Instructions

Use this consistent 1-10 scale to rate both the acquiring and acquired brand on each criterion:

e 1-2: Weak or significantly below average
e 3-4:Below average

e 5-6: Average or acceptable

e 7-8: Above average

o 9-10: Exceptional or industry-leading

Analysis & Interpretation

After scoring each criterion, add up the total of the column and divide by the number of criterions which
are noted in the bottom Total Score line.

Market Recognition & Awareness

Acquiring  Acquired
Criterion Brand Brand Notes

Industry recognition (awards,
publication mentions)

Unaided brand recall (% spontaneous
customer recall)

Search and digital visibility (web, social
searches)

Media & trade presence (coverage,
events)

Geographic market penetration (key
market presence)

Total Score (sum/5)

© Chandra Blouin Vitomir | inkubate.ca 10 of 45
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Customer Relationships & Loyalty

Acquiring  Acquired
Criterion Brand Brand Notes

Customer loyalty (NPS, retention rates)

Relationship longevity (average years
with customers)

Customer acquisition
(cost-effectiveness)

Repeat business frequency (% repeat

orders)

Price premium (ability to command
premium pricing)

Service excellence (responsiveness,
SLAs)

Total Score (sum/6)

Manufacturing—Speciﬁc Brand Attributes

Acquiring  Acquired
Criterion Brand Brand Notes

Product quality perception (customer &
industry feedback)

Technical reputation (engineering

expertise)

Innovation record (patents, product

launches)

Delivery reliability (timeliness,

consistency)

Certifications & standards (ISO, industry

standards)

Product dependability (warranty claims,
failures)

Total Score (sum/6)

© Chandra Blouin Vitomir | inkubate.ca 11 of 45
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Brand Assets & Infrastructure

Acquiring  Acquired
Criterion Brand Brand Notes

Legacy strength (brand age, historical
presence)

Trademark protection (global protection
strength)

Visual & digital identity (clarity,
recognition)

Marketing infrastructure (CRM,
automation maturity)

Investment in brand (marketing budget
VS revenue)

Brand guidelines clarity (documentation,
accessibility)

Total Score (sum/6)

Strategic Alignment

Acquiring  Acquired
Criterion Brand Brand Notes

Strategic compatibility (alignment with
acquisition goals)

Market positioning (leader, challenger,
niche player)

Customer/channel synergy (alignment
potential)

Regulatory compliance ease (history,
ease of compliance)

Technical documentation (quality,
completeness)

Supply chain integration (integration

ease)

Total Score (sum/6)

© Chandra Blouin Vitomir | inkubate.ca 12 0f 45
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Summarize the scores from above in the table below.

Brand Equity Summary

Acquiring Acquired
Brand Equity Dimension Brand Brand Difference

Market Recognition & Awareness Score
Customer Relationships & Loyalty Score
Manufacturing-Specific Attributes Score
Brand Assets & Infrastructure Score
Strategic Alignment Score

OVERALL BRAND EQUITY SCORE (sum/5)

Divide the TOTAL DIFFERENCE by 10 and multiply by 100. Based on the score, follow the
recommended Path:

e If Acquiring Brand scores >20% higher: Dominant Acquirer Brand — Follow Path 1
e If Acquired Brand scores >20% higher: Dominant Acquired Brand — Follow Path 2
e |f scores are within 20% of each other: Balanced Brand Strength — Follow Path 3

Note below any key brand strengths to preserve:

Note below any primary brand risks during the transition:

© Chandra Blouin Vitomir | inkubate.ca 13 of 45
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Next Steps:

e Move onto Step 2 of the Brand Strategy Decision Tree using the pathway indicated above
e Share assessment with executive team for alignment

© Chandra Blouin Vitomir | inkubate.ca 14 of 45
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STEP 2: Determine Brand Architecture

With the brand equity score in hand, it's time to choose your path forward. Think of this step like
selecting the right production line setup—it’s not about preference, it's about what works best for your

business model and your customers.

STEP 1
Evaluate Brand Equity

STEP 2
Determine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acguired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3

Options:

A Options: Options:
;— ;“L{ ‘d\bgot';m‘on {6- lih"jl_onth:t}_ 1.Brand Inversion (6-12 months) 1.New Brand (12-24 months)
- 1r;n24 8 ret:1ent it ransition 2.Selective Retention [ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 months) 3.House of Brands (ongoeing)

3.Branded House (6-12 months)

STEP 3

Implementation Ph

Options:
1. Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rollout

Path 1: Dominant Acquirer Brand

If after your Brand Equity Assessment the acquiring brand is dominant, follow this path.

© Chandra Blouin Vitomir | inkubate.ca 15 0f 45
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STEP 1
Evaluate Brand Equity

STEP 2
rmine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acquired Brand
PATH 1 PATH 2

Options:

Balanced Brand Strength
PATH 3

x Options: Options:
LFull Absor_ptlon (- 1_2 months) 1 Brand Inversion (6-12 months) 1.New Brand (12-24 months)
2.Brand Retirement with Transition 2.Selective Retention (ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 manths) 3.House of Brands (ongoing)

3.Branded House (6-12 months)

STEP 3

Implementation Ph

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rellout

Choose from the following options:

[J Full Absorption: Transition all products to acquiring brand (Timeline: 6-12 months)
o Best when: Acquired brand has limited recognition or acquiring company wants unified
presence
o Key actions: Develop migration plan with clear milestones and customer communication
strategy
[] Brand Retirement with Transition Period: Phase out acquired brand gradually (Timeline: 12-24
months)
o Best when: Acquired brand has loyal customers who need time to adjust
o Key actions: Create co-branded transition period with "Now part of [Acquirer]"
messaging
[J Branded House Approach: Maintain master brand with descriptive sub-brands (Timeline: 6-12
months)
o Example: FedEx
o Best when: Master brand has strong equity and products/services have clear
relationships

© Chandra Blouin Vitomir | inkubate.ca 16 of 45
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o Key actions: Develop consistent naming convention and hierarchy (e.g., MasterBrand
Product)

Path 2: Dominant Acquired Brand

If after your Brand Equity Assessment the acquired brand is dominant, follow this path.

STEP 1
Evaluate Brand Equity

STEP 2
Determine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acquired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3

Options:

x Options: Options:
LFull Absor_puon (e- 1_2 months) 1 Brand Inversion (6-12 months) 1 New Brand (12-24 months)
2.Brand Retirement with Transition 2.Selective Retention (ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 manths) 3.House of Brands (ongoing)

3.Branded House (6-12 months)

STEP 3

Implementation Phasing

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rellout

Choose from the following options:

[J Brand Inversion: Transition acquiring entity to acquired brand (Timeline: 6-12 months)
o Best when: Acquired brand has substantially stronger market position
o Key actions: Develop comprehensive rebranding plan for acquiring company

[] Selective Retention: Keep acquired brand for customer-facing elements (Timeline: Ongoing)

© Chandra Blouin Vitomir | inkubate.ca 17 of 45
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o Best when: Acquired brand is stronger in market but acquirer needs corporate identity
o Key actions: Create two-tier branding strategy (corporate vs. product)

[J House of Brands: Create parent brand with acquired brand as flagship (Timeline: 6-12 months)
o Best when: Multiple acquisitions planned or conglomerate strategy in place
o Key actions: Develop parent brand that allows acquired brands to maintain identity

Path 3: Balanced Brand Strength

If after your Brand Equity Assessment both brands are equally strong, follow this path.

STEP 1
Evaluate Brand Equity

STEP 2
Determine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acguired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3

Options:

x Options: Options:
LFull Absar_ption (6- 1_2 months) 1.Brand Inversion (6-12 months) 1.New Brand (12-24 months)
2.Brand Retirement with Transition 2.Selective Retention {ongoing) 2.Co-branding (6-12 months)
{12-24 months) 3.House of Brands (6-12 months) 3.House of Brands (ongeing)

3.Branded House (6-12 months)

STEP 3

Implementation Phasing

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rollout

Choose from the following options:

[J New Unified Brand: Create entirely new brand identity (Timeline: 12-24 months)

© Chandra Blouin Vitomir | inkubate.ca 18 of 45
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o Best when: Merger of equals or desire to signal new beginning

o Key actions: Develop new brand strategy, name, visual identity with migration plan
[ Co-branding Strategy: Combine elements of both brands (Timeline: 6-12 months)

o Best when: Both brands bring valuable associations but consolidation desired

o Key actions: Conduct research on optimal name combination and visual integration
[J House of Brands Approach: Maintain both brands independently (Timeline: Ongoing)

o Best when: Brands serve different market segments with limited overlap

o Key actions: Create clear brand architecture with rules for market positioning

Next Steps:

e Move onto Step 3 of the Brand Strategy Decision Tree to begin start preparing for
implementation of your updated Brand Architecture
e Share your selected path and chosen structure with executive team for alignment

© Chandra Blouin Vitomir | inkubate.ca 19 of 45
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STEP 3: Implementation|

This is where strategy meets the shop floor. With your brand architecture defined, it's time to turn that
decision into an implementation timeline—built with the same care and sequencing you'd use for a major
line upgrade.

Timeline Options

As you're reviewing the three timeline options to choose from and beginning to customize a timeline
based on your specific situation, keep these things in mind:

e What s the customer purchase cycle in key segments?
e What are the costs associated with immediate vs. phased rebranding?
e Whatis the inventory lifecycle for branded products and materials?

You'll find options to accelerate these timelines as well as suggestions for mitigating risk at the end of
this section, after the third timeline.

STEP 1
Evaluate Brand Equity

STEP 2
Determine Brand Architecture

Which brand is stronger?

Dominant Acquirer Brand Dominant Acquired Brand Balanced Brand Strength
PATH 1 PATH 2 PATH 3

Options:

x QOptions: Options:
;- ;“LL 2bl:°:_p“°n (6- 1_;":'“'1;} 1.Brand Inversion (6-12 months) 1.New Brand (12-24 months)
' ;;“24 £ lrxetn:ent WHIER Lransition 2 Selective Retention (ongoing) 2.Co-branding (6-12 months)
(12-24 months) 3.House of Brands (6-12 months) 3.House of Brands (ongoing)

3.Branded House (6-12 months)

STEP 3
Implementation Phasing

Options:
1.Big Bang: Simultaneous rebranding
2.Phased by Product Line (sequential)
3.Region by Region Rollout
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There are a few ways to approach the brand transition, select one of these and keep it in mind as you
build out your timeline.

e Big Bang
Simultaneous rebranding across all touchpoints
o Best when: Quick transition desired, resources available for comprehensive change
o Key actions: Create detailed implementation plan with contingencies
e Phased by Product Line
Sequential rebranding starting with flagship products
o Best when: Complex product portfolio with varying inventory cycles
o Key actions: Develop prioritized schedule based on product visibility and inventory turns
e Phased by Geography
Region-by-region implementation
o Best when: Operations are geographically dispersed or market conditions vary by region
o Key actions: Create region-specific transition plans with local leadership involvement

Timeline 1: Full Brand Absorption/Inversion
For scenarios where one brand will fully replace the other.
Pre-Announcement Phase (1-3 Months Prior)

Finalize brand transition strategy and decision documentation
Complete audit of all branded materials and touchpoints using Brand Touchpoint Inventory

below

Develop comprehensive communication plans for all stakeholders
Prepare FAQs for customers, employees, and distributors

Secure domain names and digital properties

Brief key customer contacts and sales team

Oo0000 00

Establish brand transition metrics and tracking systems

© Chandra Blouin Vitomir | inkubate.ca 21 0f 45



Announcement Day

O00O00ag

Issue press release and official announcement
Activate executive communication to employees
Launch internal brand transition portal/resource center
Begin customer direct outreach by account managers
Activate supplier and distributor notification plan

Update investor relations materials

Phase 1: Initial 'Transition (1-30 Days Post-Announcement)

0000O0oOoaOg

Update primary digital properties (website homepage, social profiles)

Add brand transition messaging to email signatures
Begin transitioning marketing materials (digital first)
Update external-facing documents (quotes, invoices)
Communicate timing for product labeling changes

Establish cross-functional brand transition taskforce

Begin regular transition status reporting

Phase 2: Core Implementation (I-6 Months)

oo0o00oo0oooao

Update product documentation and specification sheets

Begin physical product packaging transitions

Update quality certificates and regulatory documentation
Transition customer-facing systems (portals, ordering)

Update trade show and event materials

Complete facility signage updates

Launch advertising campaign announcing change (if applicable)

Provide documentation to distribution partners for their systems

Phase 3: Systems Integration (3-12 Months)

0000000

Complete ERP/MRP system updates

Update internal technical documentation
Transition legacy product catalogs

Complete remaining physical branded items
Archive discontinued brand materials for reference
Update ISO and quality system documentation
Complete legal entity name changes (if applicable)

© Chandra Blouin Vitomir | inkubate.ca
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Final Verification (12-Month Mark)

[] Audit all touchpoints to confirm complete transition

[] Capture lessons learned and transition best practices

[J Measure impact on brand metrics and business performance
[J Sunset transition taskforce

[J Celebrate successful transition with organization

Timeline 2: Phased Brand '[ransition
For gradual transitions or co-branding approaches.

Pre-Announcement Phase (1-3 Months Prior)

Finalize phased transition strategy and milestone documentation

Complete audit of all branded materials and touchpoints using Brand Touchpoint Inventory
below

Develop long-term communication timeline for all stakeholders

Create co-branding guidelines and visual standards

Brief key customer contacts and sales team

o000 0340

Establish brand transition metrics for each phase
Announcement Day

[C] Issue press release explaining phased approach

[J Activate executive communication to employees

[] Launch internal brand transition portal/resource center
[] Begin customer direct outreach by account managers
[J Provide co-branding guidelines to key stakeholders

O Update investor relations materials
Phase 1: Co-Branding Introduction (1-3 Months)

[J Update digital properties with co-branded elements
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Begin using co-branded templates in communications
Create transition section on website explaining changes
Introduce "now part of" or "powered by" messaging
Update high-visibility marketing materials

Implement email signature updates with both brands

Oo00O00oa0g

Establish phased transition taskforce and governance
Phase 2: Primary Touchpoint Transition (3-12 Months)

Prioritize product lines for transition according to plan
Update product documentation by priority segment

Begin updating quality certificates with new brand elements
Transition high-volume product packaging

Update primary sales tools and resources

Coordinate with distributors on phased catalog updates

0000000

Maintain clear tracking of what has/hasn't transitioned

Phase 3: Secondary Touchpoint Transition (6-18 Months)

Update remaining product packaging

Complete technical documentation updates
Transition remaining marketing materials
Update factory signage and physical touchpoints
Complete ERP/MRP system updates

Ooo0o0ooao

Transition remaining distributor materials

Phase 4: Legacy Brand Wind-Down (12-24 Months)

Gradually reduce prominence of legacy brand elements
Update any remaining legacy systems

Complete transition of all product lines

Archive legacy brand materials and references

Conduct final transition communications

Oo00o0ooa

Celebrate completion of phased transition
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Timeline 3: House of Brands Implementation

For maintaining multiple brands under a parent structure.

Pre-Announcement Phase (1-3 Months Prior)

Finalize brand architecture and relationship documentation

Develop parent brand strategy (if applicable, i.e. HoldCo Name, logo and website)
Create brand relationship guidelines and hierarchy

Prepare brand architecture explanation for all stakeholders

Brief key customer contacts and sales team

O00000

Establish brand portfolio governance structure
Announcement Day

[] Issue press release explaining brand architecture approach
[J Activate executive communication to employees

[] Provide clear explanation of each brand's positioning

[J Begin customer direct outreach by brand/division

O Update investor relations materials with brand structure

Phase 1: Brand Relationship Definition (1-3 Months)

Update digital properties to reflect brand relationships
Create brand architecture explanation materials

Define clear boundaries between brand territories
Establish cross-brand referral protocols

Update email signatures with appropriate brand elements

Train customer-facing teams on brand architecture

0o0000ooOoag

Implement governance system for brand decisions
Phase 2: System Alignment (3-9 Months)

[J Define product catalog architecture across brands
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Update CRM systems to reflect brand relationships
Align quality systems while maintaining brand separation
Create cross-brand customer journey maps

Update distributor systems and documentation

Oo000oag

Implement master data management for multi-brand support
Phase 3: Optimization (6-12 Months)

Fine-tune brand boundaries based on market feedback
Optimize cross-brand processes and handoffs

Create shared services model for brand support
Develop cross-selling and referral monitoring

Implement ongoing brand health metrics by brand

O00o0ooa

Establish regular brand portfolio review process
Ongoing Management

[ Quarterly brand portfolio review meetings
[(] Annual reassessment of brand architecture strategy
[J Regular customer feedback on brand clarity

(] Monitoring of cross-brand opportunities and conflicts

Brand Transition Acceleration Options
To accelerate any of these timelines:

e Allocate dedicated resources to the transition team

e  Prioritize digital and high-visibility touchpoints

e Focus first on revenue-generating documents and processes

e Consider outsourcing updates to technical documentation

e Create templates and tools to streamline updates

e Use transition as opportunity to clean up/streamline materials

e Leverage distribution partners for customer communication

e  Consider customer incentives for early adoption of new branding
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Brand '[ransition Risk Mitigation
For all timelines, implement these risk management approaches:

Regular customer feedback surveys during transition
Weekly transition team reviews and issue tracking

Clear escalation path for transition-related problems
Monitoring of sales activity for transition-related impacts
Documentation of all transition decisions for future reference

Maintain archive of legacy materials for reference

0000000

Create contingency plans for critical transition milestones

Brand Touchpoint Inventor

You've picked your path, planned your timeline—and now comes the part where most transitions

stumble: the details. This inventory checklist is your secret weapon for managing the chaos.

It's not glamorous, but it is critical. Manufacturing brand equity lives in the fine print: part numbers, spec
sheets, certification docs, and systems your customers depend on. Miss the wrong touchpoint, and it

won't matter how pretty your new logo looks.

Use this checklist to stay ahead of the risk, prioritize what matters most, and make sure nothing
mission-critical falls through the cracks.

(And if you're staring down a warehouse full of legacy labels and thinking where do | even start?—you
don’t have to do it alone.)

Critical Path Items (Address First)
e [|tems with regulatory or compliance implications

e Customer-facing documentation required for purchasing
e Elements that impact product identification or traceability
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e Touchpoints with long lead times for changes
Secondary Priority

e Internal operational documentation
e Marketing and sales materials
e Digital properties and systems

e Administrative touchpoints

Implementation Approach Options

1. Parallel Systems Approach
Maintain legacy branded items alongside new branded items during transition with clear

cross-referencing.

2. Phased Replacement Approach
Systematically replace items as inventories deplete or review cycles occur.

3. Cut-Over Approach
Set a specific date for wholesale changeover of specific touchpoint categories.

4. Digital-First Approach
Prioritize digital/electronic documentation before physical materials.

Documentation Best Practices
For all brand touchpoints being updated:

e Maintain a comprehensive cross-reference between old and new identifiers
e Create permanent archival of legacy branded materials for future reference
e Document transition decisions and rationale for future acquisitions

e Establish version control and change management protocols

If the task of updating all of your branded inventory is overwhelming, please contact me for assistance.
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You can print these pages, or access the Google Spreadsheet version in the Appendix to keep track of

digitally, and to share with others in your organization.

Product Identification & Labeling

Touchpoint

Product

nameplates/labels

UPC/SKU
identifiers

Serial number
formats

Model number

systems
Warning/safety
labels

Product packaging
Shipping

labels/packaging

Component
identification

RFID/tracking tags

Barcoding formats

High

High

High

High

High
Mediu

Mediu

Mediu

Mediu

Mediu

© Chandra Blouin Vitomir | inkubate.ca

Medium

High

High

High

Medium

Medium

Low

Medium

Medium

High

Priority Complexity Dependencies Notes

Regulatory
approval

Distribution
systems

Warranty
systems

Technical
documentatio
n

Regulatory
compliance

Inventory
depletion

Logistics

systems

Assembly
documentatio
n

Inventory
systems

Scanning
systems
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'lechnical Documentation

Touchpoint Priority Complexity Dependencies Notes
Product
specification Engineering
sheets High High systems
Engineering
drawings High High CAD systems
Installation Field service
manuals High Medium teams
Maintenance/servic Customer
e documentation High Medium systems
ERP/MRP
Parts lists/BOMs High High systems
Mediu Knowledge
Technical bulletins m Medium management
R&D Mediu Internal
documentation m Medium systems
Testing Mediu Quality
protocols/reports m Medium systems
Engineering Mediu Product
change notices m Medium development
Mediu
CAD/CAM libraries m High Design systems

Quality & Compliance

Touchpoint Priority Complexity Dependencies Notes
ISO certification Auditing
documentation Critical High schedules
Industry-specific Critical High Regulatory
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certifications

UL/CSA/CE
markings

Quality
manual/system

MSDS/safety
documentation

Environmental
compliance docs

Calibration/measur
ement records

Audit
documentation

Lot traceability
documentation

Certificate of
compliance
formats

Critical

High

High

High

Mediu
m

Mediu

High

High

High

High

Medium

Medium

Medium

Medium

High

Medium

bodies
Product
approval
Quality
procedures

Regulatory
compliance

Regulatory
reporting

Quality
systems

Compliance
schedule

Quality
systems

Customer
requirements

\L
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Manufacturing Operations

Touchpoint

Production
documentation

Work instructions

Process control
documentation

Equipment
identification

Tooling/fixture
identification

High

High

High

High

Medium

High

Medium Low

Medium Medium
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Priority Complexity Dependencies Notes

Manufacturing

systems

Production
training

Quality
systems

Maintenance

systems

Production

systems
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Production

scheduling forms

Inventory
identification

Machine interface
branding

Factory signage

Plant safety

documentation

Medium Medium

Medium Medium

Low High

Low Low

Medium Medium

Digital & Software Assets

ERP/MRP
systems

Warehouse

systems

HMI
programming

Facility
management

Safety systems

\L
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Touchpoint

Product website(s)

Customer

portal/interfaces

E-commerce
platforms

CAD
downloads/librarie
s

Product

configuration tools

Mobile
apps/interfaces

Software product
interfaces

API documentation

BIM/digital twin

resources

Priority Complexity

High Medium

High High

High  High

High Medium

High High

Medium High

High High
Medium High

Medium High
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Dependencies Notes

Digital

infrastructure

IT systems

Order

management

Engineering
systems

Sales systems

Development
resources

Development
cycle

IT systems

Engineering

systems
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loT/connected Tech
product interfaces High High infrastructure

Sales & Distribution

Touchpoint Priority Complexity Dependencies Notes
Publishing
Product catalogs High Medium cycle

Price lists/pricing

systems High High ERP systems
Distributor Channel
documentation High Medium relationships
Sales presentation Mediu Marketing
materials m Low resources
Quote templates High Low Sales systems
Samples/demo Mediu

equipment m Medium Inventory
Trade show/exhibit Mediu

materials m Low Event schedule
Rep/distributor Mediu

agreements m High Legal review
Sales training Mediu Training
materials m Medium schedule
Commission/incent Mediu Financial

ive systems m High systems
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Customer Service & Support

Touchpoint

Technical support
documentation

Warranty
documentation

Service contracts

Repair
documentation

Customer training
materials

Spare parts
identification

Service bulletins
Equipment
registration forms

Return/RMA

procedures

Customer
feedback forms

FEnterprise Systems

Touchpoint

ERP/MRP system
branding

CRM system
configuration

PLM/PDM system

High Medium

High High
High High

High Medium

Mediu
m Medium
High High

High Medium
Mediu
m Medium

High Medium

Low Low

Priority Complexity
Mediu
m High
Mediu
m High
High High
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Priority Complexity Dependencies Notes

Knowledge
base

Legal review
Legal review

Service

systems

Training
schedule

Parts

inventory

Field service
teams

CRM systems
Service

systems

CRM systems

Dependencies

IT resources

IT resources

Engineering

VL
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identifiers

Accounting system
references

HRIS/employee
systems

Quality
management
system

Business
intelligence
reporting
EDl/electronic

commerce systems

Asset
management

systems

Email/communicati
on systems

High High
Low Medium
High High
Mediu

m Medium
High High
Mediu

m Medium
Mediu

m Medium

systems
Financial

systems

HR resources

Quality
resources

IT resources

IT resources

Operations

IT resources

VL
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[.egal & Administrative
S

Touchpoint

Trademark

registration

Patent
documentation

Contract templates

Letterhead/adminis
trative forms

Invoice/financial
document

templates

Priority Complexity
Critical High
Critical High
High High

Medium Low

High Medium
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Dependencies Notes

Legal timeline

Legal review

Legal review

Administrative

Accounting
systems
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Legal entity names

Insurance

documentation

Business licenses

Email
signatures/formats
Employee
ID/access
credentials

Next Steps:

High

High

High

Low

High

Medium

High

Low

Medium Medium

Corporate
structure

Risk

management

Regulatory
compliance

IT systems

Security
systems

e Begin implementing your brand transition based on your timeline.

e Share your timeline and touchpoint inventory plan with executive team for alignment
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Case Fixamples

Brand theory is one thing—real-world execution is another. These case studies (composite examples
drawn from patterns I've seen across the industry) show how different brand strategies actually play
out. You'll see what works, what to watch for, and why the right brand decision can mean the difference

between a smooth integration and months of operational headaches.

DISCLAIMER: The following examples are composite scenarios created for illustrative purposes.
These are not accounts of specific historical events or real companies, but rather synthesized
examples that represent typical patterns observed across manufacturing industry mergers and
acquisitions. Any resemblance to actual companies or brand transitions is coincidental.

Case 1: Global Industrial Technologies, Inc. (Dominant Acquirer Approach)

Industry: Industrial Automation Equipment
Approach: Branded House Strategy
Timeline: 18 months

Situation

Global Industrial Technologies (GIT) acquired RegionalControls, a mid-sized manufacturer of specialized
control systems with a loyal customer base in three states. GIT's brand had significantly stronger
recognition and more extensive distribution, but RegionalControls' products had developed a reputation

for exceptional reliability in specific applications.

Assessment Insights

e GIT had 78% brand recognition in target markets vs. 31% for RegionalControls

e RegionalControls' NPS score was 67 vs. GIT's 58

e RegionalControls' products were specified in key municipal infrastructure contracts

e RegionalControls' technical documentation was deeply embedded in customer systems
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Strategy Selected

GIT implemented a Branded House approach (like FedEx's model), creating "GIT RegionalControls" as a
product division. This preserved the specific product equity while leveraging GIT's stronger overall
brand.

Implementation Highlights

1. Products were rebranded as "GIT RegionalControls" with a transition period where the
RegionalControls logo remained the same size as GIT's logo

2. After 12 months, the RegionalControls element was reduced in prominence while maintaining
the product line name

3. Technical documentation maintained original part numbers with a GIT prefix added
Sales materials emphasized "Same trusted products, now with global support"

5. Regional engineering team was maintained and prominently featured in transition

communications

Results

e Retained 96% of RegionalControls' customers through the transition

e Expanded RegionalControls' products into 7 new markets leveraging GIT's distribution
e Maintained specification position in municipal contracts

e Successfully migrated technical documentation while preserving reference capability

Key Lesson

By preserving the acquired company's product identity within their branded house framework, GIT

maintained technical continuity while leveraging their stronger market position.

Case 2: PrecisionFab Manufacturing (Dominant Acquired Approach)
Industry: Precision Metal Components

Approach: Brand Inversion Strategy
Timeline: 12 months
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Situation

PrecisionFab, a large contract manufacturer with moderate brand recognition, acquired TechMetals, a
smaller but highly respected specialist in advanced alloy fabrication. Despite being the smaller company,
TechMetals commanded premium pricing and had stronger brand equity in high-value applications.

Assessment Insights

e TechMetals had 90% brand recognition among aerospace engineers vs. PrecisionFab's 45%
e TechMetals' products commanded a 30% price premium over market averages

e TechMetals held key certifications valued by aerospace and defense customers

e PrecisionFab had broader market reach but lower brand value perception

Strategy Selected

After careful assessment, PrecisionFab's leadership chose a Brand Inversion strategy, transitioning the
entire organization to the TechMetals name while maintaining PrecisionFab's operational scale and

capabilities.

Implementation Highlights

1. Announcement emphasized "TechMetals' exceptional quality standards now available at scale"

2. Created a detailed certification transition plan to maintain compliance without interruption

3. Retained key TechMetals technical leaders as the face of the combined company

4. Comprehensive training for all customer-facing staff on TechMetals' brand values

5. Carefully documented all PrecisionFab capabilities that would transfer to the TechMetals brand
Results

e Successfully expanded TechMetals' price premium to 40% of PrecisionFab's former product lines
e Grew aerospace market share by 23% in 18 months following rebrand

e Maintained all quality certifications without interruption

e Employee retention exceeded goals at 92% for key technical positions

Key Lesson

By recognizing that the acquired brand had superior equity in high-value markets, PrecisionFab's
leadership made the strategic decision to adopt the stronger brand position rather than defaulting to the

larger company's identity.
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Case 3: AlphaFingineering & BetaSystems (Balanced Brand Strength)

Industry: Engineered Fluid Handling Equipment
Approach: House of Brands Strategy
Timeline: Ongoing

Situation

When AlphaEngineering merged with BetaSystems, the companies discovered they had comparable
brand strength but in different market segments and geographic regions. Alpha was strong in chemical
processing in North America, while Beta dominated water treatment applications in Europe.

Assessment Insights

e Both brands had >70% recognition in their respective core markets

e Customer overlap was less than 15%

e Both brands had strong technical reputations and quality associations
e Combined company wanted to leverage cross-selling opportunities

Strategy Selected

Leadership implemented a House of Brands approach, maintaining both AlphaEngineering and
BetaSystems as distinct brands under a new corporate parent identity, "Precision Flow Technologies."

Implementation Highlights

1. Created "Precision Flow Technologies" as a corporate parent brand with minimal customer

visibility
2. Maintained separate product catalogs, websites, and sales teams for each brand
3. Developed internal systems for cross-referencing and lead sharing between divisions
4. Created clear brand boundaries based on application and geography
5. Implemented shared back-office functions while maintaining distinct customer experiences
Results

e Retained >95% of customers from both original companies

e Achieved 12% revenue growth through cross-selling opportunities

e Maintained pricing power in respective market segments

e Successfully expanded each brand into the other's strong geographic regions

© Chandra Blouin Vitomir | inkubate.ca 40 of 45



\L

BRAND CONSULT NG

Key Lesson

By recognizing that both brands had substantial equity in different segments, the company preserved

their distinct market positions while creating internal systems to leverage the combined capabilities.

Case 4: QualityComponents, Inc. (Brand Transition Challenge)

Industry: Electronic Components Manufacturing
Approach: Full Absorption (Initially Unsuccessful)
Timeline: 24 months (extended from original 12-month plan)

Situation

QualityComponents acquired SpectrumDevices with the intention of quickly consolidating all operations
under the QualityComponents brand. The initial transition plan called for complete brand consolidation

within 12 months, including all product documentation and specifications.
Initial Challenges

e Discovery that SpectrumDevices' components were specified by part number in thousands of
customer drawings

e Quality certification transitions took longer than anticipated

e Customer engineering teams resisted documentation changes

e Sales declined 18% in quarters 2-3 of the transition

Recovery Strategy
After recognizing these challenges, QualityComponents revised their approach:

Extended transition timeline from 12 to 24 months

Implemented part number continuity with mapping documents

Created comprehensive cross-reference tools for customers

Maintained dual branding on technical documentation longer than originally planned

ok LN e

Invested in technical customer service team to support transition questions
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Results After Adjustment

o Recovered 90% of lost business within 12 months of strategy adjustment

e Successfully completed transition with minimal customer disruption

e Created permanent cross-reference capability in product database

e Implemented new SOP for maintaining technical documentation continuity in future acquisitions

Key Lesson

Manufacturing brand transitions require special attention to technical documentation and specifications.
QualityComponents' recovery demonstrated the importance of maintaining continuity in how customers
reference and specify products.

Key Insights From Successtul Transitions
Across these cases, several consistent patterns emerge:

1. Objective assessment precedes strategy: Successful transitions begin with data-driven
evaluation of brand equity rather than assumptions.

2. Technical continuity is prioritized: Maintaining part numbers, specifications, and documentation
accessibility prevents disruption.

3. Customer workflow impact is minimized: Transitions are planned to reduce the need for
customers to update their systems and processes.

4. Certification continuity is planned early: Quality and regulatory certifications are mapped and

transition plans created before brand changes begin.

5. Brand equity is viewed as tangible value: Successful acquirers recognize brand equity as a

significant financial asset worth preserving, not just a marketing consideration.

These examples demonstrate that manufacturing brand transitions require specialized approaches that

acknowledge the technical nature of brand equity in industrial contexts.
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Need the tools to put this into action? This Appendix includes PDFs and Google Sheets versions of the
Brand Equity Assessment and Brand Touchpoint Inventory to help you lead a smarter
transition—whether you're a VP of Ops, CMO, or someone suddenly tasked with “figuring out the brand
thing.”

(And if it still feels overwhelming, | know a certain fractional CBO who'd be happy to lend a hand <)

STEP 1 Resources

Brand Equity Assessment Framework - PDF

Brand Equity Assessment Framework - Google Sheets

STEP 2 Resources

Brand Strategy Decision Tree - PDFE

STEP 3 Resources

Brand Touchpoint Inventory Checklist - PDFE

Brand Touchpoint Inventory Checklist - Google Sheets
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https://drive.google.com/file/d/1gxQRlGLgVQjAS6j_wgy2CoY2AGd24IS5/view?usp=sharing
https://docs.google.com/spreadsheets/d/1mvnqwB9qLHJ-whKZUUdHMESpLyo3YRi6kWVHd6dC6E4/edit?usp=sharing
https://drive.google.com/file/d/1AkiSIsu0LdMZMMB2E9miZIUlCJTyf_zW/view?usp=sharing
https://drive.google.com/file/d/1uYJTmf-f_PBBxyLYIE6bpN-NK5rsFwgS/view?usp=sharing
https://docs.google.com/spreadsheets/d/1nUKFZhcYiWYqwG5yhC-MOeujlzTa5RNiOV4bj87ejOE/edit?usp=sharing

About the Author

Hi, I'm Chandra—a fractional Chief Brand Officer.

I help manufacturing companies unlock their
brand from the inside out—at a fraction of the
cost of a full-time hire.

Not only did | grow up in manufacturing, I've
worked with hundreds of manufacturers in
Canada, the US and Australia.

I also owned a brand agency for 26 years, so |
know exactly how to make agency relationships
run smoother and faster.

If you’re curious how a brand insider, like me, can
help take your company to the next level, let’s
chat!

Ideally over coffee or wine.

chandra@inkubate.ca
+1 (604) 309-2080
Book a 1:1 at https://inkubate.ca/book
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