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Presenter

Joe Master
SVP, Brand Management

Orange | Purple | Green
The Philosophical and Creative Curator

➔ 5 years in journalism/publishing

➔ 13 years in-house at Drexel, Temple

➔ 3 years consulting

➔ 43 years in love with language

➔ 11 year-old son obsessed with Back to the Future



3

Personality Science 
is at the heart of 

institutional brand.

Because people are the point
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Back to the future …
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2 What institutions get wrong when they 
activate their brands

3 How can your team plan for a brand 
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4 How do you measure success?
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Agenda



6

What is Brand Activation?
In context …
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BRAND 
RESEARCH 

& STRATEGY

Includes qualitative and 
quantitative research, as 
well competitor analysis — 
netting a brand personality 
definition and foundational 
frameworks.

Led by Carnegie, in 
collaboration with 
your team. 

INTERNAL
&

EXTERNAL

BRAND
ACTIVATION

The mobilization and 
equipping of internal 
stakeholders to understand 
and live the brand. 

LED BY YOUR TEAM
(w/ our support) INTERNAL

BRAND
EXPRESSION

All the ways an institution 
strives to reinforce and 
enhance its brand across 
channels —  including direct 
communications, 
experiences, environmental 
design, as well as owned and 
earned media. 

Led by Carnegie, in 
collaboration with 
your team. 

EXTERNAL 

BRAND
What an organization 

stands for in the 
hearts and minds of 

the people with 
whom you are trying 

to connect. 

In context

This will be the topic in our next Webinar!



8

Brand Activation is …

➔ … the process of bringing a brand to life through strategic engagement and immersive experiences.
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Brand Activation is …

➔ … the process of bringing a brand to life through strategic engagement and immersive experiences.

➔ … the careful engaging, equipping and inspiring of internal stakeholders with tools and training.

➔ …ensuring that internal stakeholders experience the brand first — so they can be its ambassadors.

➔ …the process of building brand equity internally before executing a plan to express it externally.

➔ THE MOST COMMONLY OVERLOOKED STEP IN THE PROCESS.
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If a brand is a movie  …
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This is the Brand Strategy



16

This is the Brand Strategy

“I saw a great story. A story that was 
equal in plot to character. I saw a 
story where the characters created 
the plot as opposed to the plot 
creating the characters. It was 
almost a perfect storytelling 
machine.”

— Steven Spielberg 
    Executive Producer

The product of 40 drafts
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This is the Brand Strategy

+ Research: Foundational work to identify audience motivations, 
expectations & competitive landscape 

+ What authentic and distinct story can we tell?

+ Storyline: Mission, vision, values, purpose, personality, pillars, traits

+ Why does this movie exist?

+ What is the deeper motivating purpose for its characters?

+ Genre & Theme: Brand market positioning 

+ Where does the movie fit in the market? 

+ Where does it fit among competitors?

+ Target Audiences: Segmentation strategy

+ Who is the movie for? 

+ Who is the movie not for?
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This is Brand Expression
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This is Brand Expression

+ The actors: Brand personality & messaging pillars — expressed 

+ What is the personality of the movie and its 
characters?

+ How do the actors interpret the script and convey 
messaging themes?

+ Cinematography, score & visual effects: Visual identity, fonts, 
colors, logos, design elements

+ How does the movie look? Sound? 

+ How does it visually and sonically execute the script?

+ Promotion: Owned, earned, paid, and social media; organic and 
paid campaigns

+ How does the movie attract attention?

+ How does the movie generate buzz externally. 
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This is Brand Activation
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This is Brand Activation

+ Casting, rehearsals & training: Internal training and alignment to 
ensure stakeholders understand and embody the brand

+ Can we cast the right-fit actors to bring the script to 
life?

+ How do we train our cast to embody their parts?

+ If something isn’t working, we have to pivot.

+ Producers, directors, and crew: Internal brand leadership, 
ambassadors, brand advocacy

+ How can this team ensure that the cast and technical 
leads are able to perform at peak levels?

+ Production and editing: Internal brand consistency

+ Does the final product align with the the 
screenwriter’s vision?

+ Does the movie look, sound, and feel authentic and 
engaging?
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This is Brand Activation

“Good directing is 
good writing and 
good casting.”
— Robert Zemeckis
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This is Brand Activation

“Good branding is 
good strategy, 
activation, and 
expression.”
— Anonymous



24

What institutions get 
wrong …
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What institutions get wrong 

Lack of internal buy-in
➔ Faculty, staff, students, and alumni must feel an emotional 

connection to a brand before they can be its champions. And 
that starts at the onset of research, not expression. 

➔  It is essential for the WHO (stakeholders) to feel a part of the 
WHY.

Over-reliance on the “brand book”
➔ If you’re relying on a new tagline, logo and/or visuals, but not 

thinking about how they can work together and be shared via 
meaningful experiences, chances are people won’t feel; and if 
they don’t feel, they won’t help. 

Inconsistent Implementation
➔ All brand elements must be consistent across all platforms, 

departments, and initiatives. 

One-size-fits-all messaging

➔ Each of your internal audiences require tailored storytelling. Be mindful 
of brand champions, and how they can connect to the new brand. 

Lack of measurement and adaptation
➔ Use KPIs (engagement, awareness, sentiment) to refine strategies.

Inauthentic activation activities
➔ How you share must be influenced by WHO you are. Your brand 

personality should shine through all you do. 
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The right leaders to champion the project 
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Engaging the right stakeholders from the start
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Pivoting internally to ensure authentic brand expression 
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Going directly from this …
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To this …
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How can your team plan 
for a Brand Activation?
Hint: It’s more about creating space for people to understand the brand than expressing it externally. 
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Planning for Brand Activation

Define clear objectives

+ What emotions and actions should the brand inspire? How 
can you use your WHY to hone in on purposeful activation 
experiences?

Engage internal stakeholders

+ Facilitate experiences early in the branding process that 
align and excite faculty, staff, students, and alumni. 

Use a multi-phased approach

+ Build momentum with strategically timed rollout phases.

Leverage omni-channel engagement 

+ Digital, print, events, and social media — everything to 
reinforce the brand internally first. Think of the testing 
and insights!

Create ‘authentically meaningful’ experiences

+ Formal launch events, storytelling campaigns, and 
interactive touchpoints. Test and learn.

Measure and adapt

+ Use KPIs (engagement, awareness, sentiment) to refine 
strategies.
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Key Brand Activation Initiatives

 Initiative Description

 Formal Launch Event Host the event  in-person and via live-stream to unveil the new brand identity and messaging.

Ongoing Training & Toolkit Preparation Train student-facing faculty, staff and even leadership to understand and be ambassadors for the new brand.

Website Update the homepage, landing pages, and other marketing-critical pages to reflect your institution’s brand. 

 Social Media Campaign Use hashtags, user-generated content and interactive features to encourage engagement.

Storytelling Encourage user-generated content and testimonials in your storytelling and incorporate feedback.

Brand Advocacy 
Encourage the entire community to share news and updates personally and provide tools and resources to 
enable them to do it effectively.
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If you plan and execute a successful brand activation…
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You can create lifelong brand advocates 
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How do you measure 
success?
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This is what we’re used to …

KPI Description

Media Impressions
Track the total number of impressions generated through media coverage, 
press releases, and other communication efforts.

Social Media Engagement
Analyze metrics such as likes, shares, comments, follower growth and 
referrals to website via social media platforms to assess audience 
engagement.

Website Traffic & Engagement
Track website analytics, including the number of visitors, page views, 
bounce rates, and user engagement to evaluate the effectiveness of online 
content. Be mindful of new/unique visitors during launch activities.

Content Performance
Evaluate the success of content marketing efforts by analyzing the 
performance of blog posts, articles, videos, and other content pieces.

Email Marketing
Track open rates, click-through rates, and conversion rates for email 
campaigns, measuring the effectiveness of targeted communication.



38

This is what we’re used to …
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This is what we need …

KPI Description

Brand Training Completion Rates
Percentage of employees and key partners who have completed brand onboarding or training sessions.

Brand Guidelines Usage
Frequency of accessing or downloading brand guidelines, templates, and toolkits; percentage of assets audited that 
comply with brand standards.

Internal Brand Advocacy (Net Promoter Score)
Internal NPS measuring how likely employees or stakeholders are to recommend the brand internally or externally.

Employee Brand Understanding
Survey results on how well employees understand the brand values, positioning, and voice.

Brand Sentiment among Faculty & Staff
Qualitative feedback from employee surveys or focus groups on how the brand resonates internally.

Brand Engagement Metrics
Participation rates in brand-related events (e.g., brand launch events and workshops)

Leadership Alignment
Percentage of senior leaders actively using and reinforcing brand language and principles in their communications.

Stakeholder Confidence in Brand
Surveys assessing stakeholder confidence in using and representing the brand.

Internal Brand Adoption Metrics
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Takeaways
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Takeaways 

Brand activation is not a one-time event  
+ It’s an ongoing strategy that begins at the very beginning of the brand-building process. You and your leadership are the project’s champions. 

Your internal stakeholders are your crew, and your brand ambassadors.  Engage them in the research, strategy and activation planning — 
before you get to expression. 



42

Takeaways 

Brand activation is not a one-time event
+ It’s an ongoing strategy that begins at the very beginning of the brand-building process. You and your leadership are the project’s champions. 

Your internal stakeholders are your crew, and your brand ambassadors.  Engage them in the research, strategy and activation planning — 
before you get to expression. 

Activate your brand correctly, and you’ll have internal and external  champions — for life
+ If you enter a branding initiative solely thinking about expression, you’re missing the mark. Focus on the people, processes and platforms 

first.



43

Takeaways 

Brand activation is not a one-time event
+ It’s an ongoing strategy that begins at the very beginning of the brand-building process. You and your leadership are the project’s champions. 

Your internal stakeholders are your crew, and your brand ambassadors.  Engage them in the research, strategy and activation planning — 
before you get to expression. 

Activate your brand correctly, and you’ll have internal and external  champions — for life
+ If you enter a branding initiative solely thinking about expression, you’re missing the mark. Focus on the people, processes and platforms 

first.

A strong, emotionally resonant brand can connect people in transcendent ways
+ A brand is an authentic expression of your organization’s personality. Your stakeholders aren’t just targets to entice engagement. They’re 

expressions of the brand, too. 
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Back to the future …
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As promised … 

Blog post
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As promised … 
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Joe Master
jmaster@carnegiehighered.com

Thank You!

210 Littleton Road, Suite 100 Westford, MA 01886
978-692-5092  |  info@carnegiehighered.com

CarnegieHigherEd.com


