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TL;DR

Your craft is the rarest asset in the room — strategy is the multiplier, not the

replacement. Most strategists can't make work that looks like Buck or Future Deluxe;

you can. The frameworks in this guide give you the vocabulary and rigor to defend why

your visual concepts are right, which is exactly what wins pitches and exactly what your

CEO and CD are asking for when they say "always ask why."

Strategy is a small, learnable toolkit plus one habit: laddering from

observation to insight to idea. You do not need an MBA. You need ~15 frameworks

(SWOT/TOWS, STP, positioning, the creative brief, JTBD, the Golden Circle, How Brands

Grow, the Long and the Short, challenger thinking) and the discipline to keep asking "so

what?" until a fact becomes a human truth.

The pitch is a story: problem → insight → idea → execution → results. You win by

making the strategy build inexorably to the big creative idea, then letting your craft

land the emotional punch. This document gives you the frameworks, worked examples,

templates, a glossary, and a reading list so you never feel lost in a strategy meeting

again.

Key Findings

Strategy exists to make creative work more effective, not to constrain it. Ac‐

count planning was invented in 1968 by Stephen King (J. Walter Thompson) and Stanley

Pollitt (Boase Massimi Pollitt) specifically to bring the voice of the consumer into the

creative process. Jay Chiat called it "the best new business tool ever invented." The

planner's  entire  job  is  to  find  the  insight  that  unlocks  great  work  — which  means

strategy is your ally.

The most authoritative modern evidence says creativity + reach drives growth.

Les Binet & Peter Field's analysis of the IPA Databank (The Long and the Short of It,

2013) found that ~60% brand-building / 40% activation maximizes effectiveness, and

Byron  Sharp's  How  Brands  Grow (Ehrenberg-Bass  Institute)  shows  brands  grow

through mental availability, physical availability, and distinctive brand assets. Both put a

premium on memorable, emotional, distinctive creative — your wheelhouse.

A handful of frameworks recur in almost every real pitch: SWOT/TOWS for situ‐

ation, STP and positioning for strategy, the creative brief (with a single-minded proposi‐

tion and reasons to believe) for the bridge to creative, and a funnel/journey model for

measurement. Master these first.

Insight is the hinge of the whole discipline. The single most valuable skill you can

build is telling the difference between an observation ("people are busy") and an in‐

• 

• 

• 
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sight/human  truth  ("you're  not  you  when  you're  hungry").  Frameworks  organize

thinking; insight is what makes the thinking worth anything.

Top  agencies  are  differentiated  by  a  published  philosophy  plus  world-class

craft — BBH's "When the world zigs, zag," W+K's "Fail Harder," Droga5's "creatively

led, strategically driven, humanity-obsessed," Ogilvy's "big idea." You already operate at

craft level; adopting an explicit point of view is the missing piece.

5. 
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PA R T  1

THE STRATEGIC & MARKETING
FRAMEWORKS

A note before the toolkit: frameworks are thinking scaffolds, not answers. They force you

to look at a problem from angles you'd otherwise miss and they give you a shared language

with clients and account teams. Use them to interrogate a brief, then throw away the scaf‐

folding  when  you  present.  Nobody  wins  a  pitch  by  showing  their  SWOT;  they  win  by

showing the insight the SWOT produced.

1.1 SWOT Analysis (and the TOWS Matrix)

What it is. SWOT maps four quadrants: Strengths and Weaknesses (internal, things the

brand controls) and Opportunities and Threats (external, things in the market). It's the

most  common opening move in  strategic  planning because  it  organizes  everything you

know about a situation onto one page.

The critical upgrade — TOWS. Plain SWOT is a static list, and that's its weakness — it

describes but doesn't decide. The TOWS Matrix, created by Heinz Weihrich (Professor of

Management, University of San Francisco) in his 1982  Long Range Planning article "The

TOWS Matrix — A Tool for Situational Analysis," makes it actionable by crossing the quad‐

rants to generate strategies:

SO (Strengths + Opportunities): How do we use our strengths to seize

opportunities? (attack)

ST (Strengths + Threats): How do we use strengths to defend against threats?

WO (Weaknesses + Opportunities): How do we fix weaknesses to unlock opportunit‐

ies?

WT (Weaknesses + Threats): How do we minimize weaknesses and avoid threats?

(defend)

Weihrich's own point: the factors "per se are not new; what is new is systematically identi‐

fying relationships between these factors and basing strategies on them."

How to apply it, step by step.

Define the question precisely first ("SWOT for the rebrand of Brand X in the UK

premium segment," not "SWOT for Brand X").

• 

• 

• 

• 
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Fill the four boxes with evidence, not opinion. Each item should be defensible with a

fact.

Be honest about weaknesses — a flattering SWOT is useless.

Cross into a TOWS to produce 3–4 candidate strategies.

Pick the one strategy that best uses a real strength against a real opportunity.

Worked example (rebrand). A heritage stationery brand.  Strength: 90-year archive of

beautiful proprietary patterns. Weakness: perceived as old-fashioned by under-35s. Oppor‐

tunity: boom in "analog" journaling/wellness culture. Threat: DTC newcomers with sharper

visual  identities.  SO strategy: mine the archive to create a distinctive,  ownable visual

system that newcomers can't fake (heritage as a moat), positioned into the analog-wellness

trend. That single sentence — produced by a TOWS — is a creative brief waiting to happen,

and it plays directly to a visual designer's strengths.

1.2 PESTEL / PEST Analysis (macro-environment)

What it is. A scan of the big external forces no brand controls: Political, Economic, So‐

cial, Technological, Environmental, Legal. (PEST is the original four; PESTEL adds En‐

vironmental and Legal.) Unlike the other frameworks here, PESTEL has no single named

originator — it evolved from macro-environmental scanning literature.

When to use it. Early, when entering a new market or category, or when a brief hinges on

cultural timing. It feeds the "Opportunities" and "Threats" of your SWOT.

How to apply it. For each letter, ask "what's changing here that could help or hurt this

brand in the next 1–3 years?" Discard anything that doesn't change behavior — keep only

forces with a real "so what."

Worked example. Launching a plant-based brand: Social — normalization of flexitarian di‐

ets;  Technological — better meat-analog texture;  Environmental — carbon-labeling pres‐

sure; Political/Legal — labeling regulations on the words "milk"/"meat." The Social shift is

the opportunity the creative should ride.

1.3 Porter's Five Forces

What it  is. Michael  E.  Porter's  framework  for  assessing  the  structural  attractiveness/

competitiveness of an industry, published in his first Harvard Business Review article, "How

Competitive Forces Shape Strategy" (March–April 1979). The five forces:  threat of new

entrants, bargaining power of suppliers, bargaining power of buyers, threat of

substitutes, and rivalry among existing competitors.

When to use it (for a creative). Less often than SWOT, but invaluable when a client's

problem is really a business problem dressed as a comms problem. If rivalry is brutal and

products are undifferentiated (e.g.,  telecoms, banking, energy),  that tells you the brand

2. 

3. 

4. 

5. 
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must compete on distinctiveness and emotion rather than features — which is a mandate

for bold creative.

Worked example. In  challenger  banking,  low switching costs  (high buyer  power)  and

many new entrants mean rational feature-wars are unwinnable. Strategic conclusion: build

a distinctive, emotionally resonant brand (Monzo's hot-coral cards) rather than advertise

interest rates.

1.4 The Marketing Mix (4Ps → 7Ps)

What it is. The controllable levers a business pulls to go to market. The  4Ps:  Product,

Price, Place, Promotion. The 7Ps (for services) adds People, Process, Physical Evid‐

ence.

Why a creative should care. Advertising/creative is only the "Promotion" P. Knowing the

other Ps stops you proposing work the business can't deliver, and reveals when the real

problem isn't promotion at all (e.g., the product is mispriced or unavailable — no campaign

fixes  that).  It  also  earns  you  credibility  in  the  room:  you're  thinking  about  the  whole

business, not just the ad.

Worked example. A premium brand running discount promotions (Price) is undermining

its own positioning; the strategically correct creative answer may be to stop the price-led

ads and rebuild perceived value, not to make the discount ads prettier.

1.5 STP — Segmentation, Targeting, Positioning

What it is. The backbone of strategic marketing, popularized by Philip Kotler (from the

late-1960s  editions  of  Marketing Management;  he  called  STP "the  essence of  strategic

marketing"). Three steps:

Segmentation — divide the market into meaningful groups (by demographics,

geography, psychographics, behavior).

Targeting — choose which segment(s) to pursue. Kotler's DAMP test for a good seg‐

ment: Distinctive, Accessible, Measurable, Profitable.

Positioning — define the distinct place you want to occupy in the target's mind relative

to competitors.

Important tension you should know about. Byron Sharp's  How Brands  Grow chal‐

lenges heavy segmentation, arguing big brands grow by reaching all category buyers (espe‐

cially light buyers) rather than narrow segments. The mature view: segment for  message

relevance and media, but don't artificially shrink your reach. Hold both ideas at once — it

makes you sound senior.

1. 

2. 

3. 
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Worked example. For a rebrand, STP forces the question "who are we actually for now?"

A  fitness  brand  might  re-target  from  "hardcore  gym-goers"  to  "people  intimidated  by

gyms,"  which  completely  changes  the  visual  tone  (warm,  inclusive,  human  vs.  hard,

aggressive, dark).

1.6 Positioning, the Positioning Statement & Perceptual
Maps

The positioning statement template (the industry-standard Kotler/STP form):

For [target segment], [brand] is the [frame of reference/category] that [point

of difference] because [reasons to believe / proof].

Example: "For urban drivers who care about safety, Volvo is the car brand that protects

your family best because of decades of safety innovation."

Perceptual (positioning) maps. Plot competitors on two axes that matter to buyers (e.g.,

price vs. quality; traditional vs. modern). The goal is to find the white space — an unoccu‐

pied, valuable position. This is a  visual tool,  so it  plays to your strengths and is highly

persuasive in a deck.

How to apply. Choose axes that represent genuine buyer decision criteria (not vanity at‐

tributes). Plot honestly. The gap you find becomes the positioning the creative dramatizes.

1.7 Brand Architecture, Brand Pyramid, Brand Key, Brand
Ladder

These are tools for defining what a brand stands for — directly relevant to rebrands.

Brand architecture = how a portfolio of brands/sub-brands relates (e.g., "branded

house" like Google vs. "house of brands" like P&G).

Brand pyramid / brand ladder = laddering from rational to emotional: Attributes →

Functional benefits → Emotional benefits → Values/Essence at the top. This is lad‐

dering (see Part 3) in template form.

The Brand Key is Unilever's brand-positioning framework (developed mid-1990s,

drawn as a keyhole). Its nine components: Root Strengths, Competitive Environ‐

ment, Target, Insight, Benefits, Values/Beliefs & Personality, Reasons to

Believe, Discriminator, and at the center, Essence (the brand distilled to a core idea

— e.g., Unilever's examples include "motherly care" for Blue Band margarine). The Dis‐

criminator is the single most compelling reason to choose this brand (Dove's classic:

"won't dry skin like soap because it contains ¼ moisturizing cream").

• 

• 

• 

PART 1 The Art Director's Strategy Playbook

10



Why these matter to you. They give you a rigorous spine for a rebrand pitch, and they

end in an  essence — a one-word or one-phrase core that your visual system can then

express. The essence is where strategy hands off to craft.

1.8 The Brand Onion / Brand Essence Wheel

What it is. Concentric rings working inward: Behaviors/Assets (outer) → Tone & Per‐

sonality → Values → Essence (core). A simpler, more visual cousin of the brand key. The

outer rings are what people see (logo, color, voice); the core is the single idea everything

expresses.

How to apply. Fill from the outside in during discovery, then lead from the core when you

design. For a motion designer, the onion is a gift: the essence dictates your animation prin‐

ciples,  the personality dictates your easing curves and palette,  and the assets are your

distinctive codes.

1.9 The Golden Circle (Simon Sinek) — and "Always Ask
Why"

What it is. From Sinek's Start With Why (2009): three concentric rings — Why (purpose/

belief,  center) → How (process/values) → What (products). Sinek's  thesis:  "People

don't buy what you do; they buy why you do it." Most organizations communicate from the

outside in (what→how→why); inspiring ones start from the inside out (why first).

This is the literal answer to your CD's advice. "Always ask why" means: before you

design  anything,  articulate  the  brand's  purpose/belief.  Apple  doesn't  sell  computers;  it

"challenges the status quo." When you can state a brand's Why, your visual concepts gain a

reason to exist beyond looking good — and you can defend every creative choice as an

expression of the Why.

Caveat to keep you credible. The Golden Circle is a communication/inspiration model,

not empirically validated science, and "purpose" can ring hollow if forced. Use it to find

genuine meaning, not to slap a worthy cause onto a brand that doesn't have one.

1.10 Value Proposition Canvas

What  it  is. From  Osterwalder,  Pigneur  et  al.,  Value  Proposition  Design (Wiley,  2014;

Strategyzer). Two sides that must "fit":

Customer Profile: customer Jobs (what they're trying to get done), Pains (frustra‐

tions), Gains (desired outcomes).

Value Map: your Products & Services, Pain Relievers, Gain Creators.

• 

• 
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"Fit"  is  achieved  when your  value  map addresses  the  customer's  most  important  jobs,

pains, and gains. Osterwalder's discipline: "You decide how you intend to create value by

addressing specific jobs, pains, and gains. You don't decide which jobs, pains, and gains the

customer has."

When to use. When sharpening what to say about a product — it's a rigorous way to find

the most motivating message before you write the brief.

1.11 Business Model Canvas

What it is. Osterwalder & Pigneur's one-page map of how a business works, from Business

Model Generation (Wiley, 2010). Nine blocks: Customer Segments, Value Propositions,

Channels,  Customer  Relationships,  Revenue  Streams,  Key  Resources,  Key

Activities, Key Partnerships, Cost Structure.

Why a creative should glance at it. You rarely build one, but reading a client's business

model tells you where the money comes from and therefore what the campaign  actually

needs to move. It's the difference between "make us famous" and "we make 80% of margin

on subscriptions, so the job is retention" — which leads to very different creative.

1.12 Ansoff Matrix (growth strategies)

What it is. Igor Ansoff's 2×2 from his Harvard Business Review article "Strategies for Di‐

versification" (1957). Four growth plays, in rising order of risk: Market Penetration (exist‐

ing products, existing markets),  Market Development (existing products, new markets),

Product Development (new products, existing markets),  Diversification (new products,

new markets).

When to use. To clarify  what kind of growth a brief is really asking for. "Get more from

current  customers"  (penetration)  needs  very  different  creative  than  "enter  a  new

country" (market development).

1.13 BCG Growth-Share Matrix

What it is. Bruce Henderson / Boston Consulting Group (circa 1968–1970, "The Product

Portfolio").  A 2×2 of  market  growth vs.  relative market  share:  Stars (high/high),  Cash

Cows (high share/low growth — fund everything else),  Question Marks (low share/high

growth — bet or fold),  Dogs (low/low). Henderson: "To be successful, a company should

have a portfolio of products with different growth rates and different market shares."

When to use. Portfolio-level conversations. It tells you which products deserve investment

(Stars, Question Marks) and which are being milked (Cash Cows) — useful context when a

client asks why budget is going to one line and not another.
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1.14 The Consumer Journey / Funnel / AIDA / See-Think-Do-
Care

The classic funnel — AIDA. Attention → Interest → Desire → Action. Coined in the late

1800s/early 1900s; still a useful shorthand for how a single piece of communication can

work, but criticized as company-centric and linear.

The modern alternative — See-Think-Do-Care, created by Avinash Kaushik (Google). It

organizes by audience intent:

See — the largest addressable audience (brand-building, broad, emotional).

Think — those with some intent (consideration).

Do — those ready to act (activation/conversion).

Care — existing customers (loyalty).

Kaushik's rule: "The goal is to optimize See and Think in order to maximize Do." His key

contribution is matching message and metric to intent — you don't run "buy now" messages

at the See audience.

Why this matters to you. It maps almost perfectly onto Binet & Field's brand-building

(See/Think) vs. activation (Do) split. It tells you what  kind of creative a given deliverable

needs: the brand film is See work (emotional, famous, distinctive); the retargeting ad is Do

work (rational, clear, call-to-action).

1.15 Jobs To Be Done (JTBD)

What it is. Clayton Christensen's theory (popularized in  Competing Against Luck, 2016;

rooted in  a  2005 HBR paper,  and older  still  in  Theodore Levitt's  "people  don't  want  a

quarter-inch drill, they want a quarter-inch hole"). Core idea: customers "hire" products

to do a "job." Understand the job, not just the demographic.

The milkshake example. A fast-food chain couldn't lift milkshake sales by tweaking flavor.

Christensen's team discovered, per Harvard Business School, that "40 percent of the milk‐

shakes were purchased first thing in the morning, by commuters who ordered them to go"

— they were "hiring" the shake to make a boring drive more interesting and stave off hun‐

ger till lunch, so it competed with bananas and bagels, not other milkshakes. The fix: make

it thicker (lasts the commute), move it to a faster counter. Sales rose.

How to apply (for creative). Reframe the brief around the job. People don't buy a gym

membership; they hire it to "become the person I believe I should be." That reframing is

often the insight that unlocks the campaign.

• 

• 

• 

• 
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1.16 Personas — and How to Build One

What it is. A vivid, named, semi-fictional portrait of a target audience member, built to

make the abstract "target market" feel like a real human the creative team can talk to.

How to build one that isn't useless. Bad personas are demographic stat sheets ("Sarah,

34, 2 kids"). Good ones capture motivations, tensions, the job to be done, category

behavior, and a real quote. Build from a blend of data (CRM, research) and qualitative

observation — go beyond what people say to what they do. Include: context/day-in-the-life,

relationship to the category, the emotional job, and the barrier stopping them. A persona

earns its place only if it changes a creative decision.

1.17 Insight Generation — Observation vs. Insight vs.
Human Truth

This is the most important section in this document. Read it twice.

An observation is a true but inert fact: "People are busy in the mornings." So what?

Nothing follows.

An insight is a penetrating discovery about why people behave as they do that forces a

decision and unlocks an idea. The "so what?" test: if a statement doesn't change how

the brand should act, it's an observation, not an insight.

A human truth is something fundamental, universal, and emotionally recognized — the

"that's so true" nod.

The Dove worked example (the canonical teaching case):

Observation: Dove's 2004 global study, "The Real Truth About Beauty: A Global Re‐

port" (Etcoff, Orbach, Scott & D'Agostino, commissioned by Dove/StrategyOne),

surveyed 3,200 women aged 18–64 across 10 countries and found only 2% chose

"beautiful" to describe themselves — while 72% said they wanted to.

Analysis: Women systematically underestimate their own beauty; the gap between how

they see themselves and how others see them is enormous.

Insight: Beauty advertising has trained women to find fault with themselves — so a

brand that refuses to play that game will feel radical and liberating.

That insight forced the decision that became "Real Beauty" — 20+ years of campaigns.

Snickers is  the  cleanest  one-line  example:  the  insight  that  "your  behavior  changes

markedly when you're hungry" became "You're not you when you're hungry."

How to generate insights. Observe behavior (don't just ask); ask "why" repeatedly (the 5

Whys); look for tension/contradiction; connect a human truth to a commercial opportunity.

As one definition puts it, a great insight "hardwires a human need with a commercial oppor‐

• 

• 

• 

• 
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tunity." Beware: a great insight badly executed dies (Dove's later body-shaped bottles were

widely panned as patronizing).

1.18 The Creative Brief — Anatomy of a Great One

The brief is the single most important document in the agency — it's where strategy hands

off to craft. A weak brief guarantees weak work. A profound disconnect exists here: in‐

dustry training research repeatedly finds that while a large majority of marketers believe

they write good briefs, only a small fraction of their agencies agree.

The anatomy ("the sacred six" plus context):

Background / business context — why are we doing this?

Objective — what must this achieve? (Make it a measurable behavior change, not

"awareness.")

Target audience — who, as a human (persona + JTBD).

The insight — the human truth that unlocks it (the heart of the brief).

The Single-Minded Proposition (SMP) — the one thing to communicate.

Reasons to Believe (RTBs) — proof that makes the proposition credible.

Plus: tone/personality, mandatories, channels/deliverables, measurement.

The Single-Minded Proposition. This is the most difficult and important sentence in the

brief. John Hegarty's framing: write the SMP above an image of the product and you have a

"good" (not yet great) ad — the SMP is "the first ad," the springboard for creatives to find

the big idea. It must be single (one idea, not three), benefit-led not feature-led, and take a

stand.  Test  it  with the "Times Square test":  yell  it  across  a  crowded street  — do they

understand and care? It is internal, not a tagline.

Reasons to Believe. The evidence ("contains ¼ moisturizing cream"; "engineered in Ger‐

many") that makes the proposition believable. Without RTBs an SMP is just a claim.

1.19 The 12 Brand Archetypes (Jung → Mark & Pearson)

What it is. Carl Jung's theory of universal archetypes, applied to branding by Margaret

Mark & Carol Pearson in  The Hero and the Outlaw (2001).  Twelve personalities give a

brand a consistent, emotionally resonant character. They write that archetypes are "the

heartbeat of a brand."

The twelve (with example brands commonly cited):

Innocent — optimism, purity (Dove, Coca-Cola)

Everyman — belonging, down-to-earth (IKEA, eBay)

1. 

2. 
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Hero — courage, mastery (Nike, FedEx)

Outlaw/Rebel — disruption, revolution (Harley-Davidson, Diesel)

Explorer — freedom, discovery (Jeep, REI, Red Bull)

Creator — imagination, innovation (Lego, Adobe)

Ruler — control, leadership, luxury (Rolex, Mercedes)

Magician — transformation, wonder (Disney, Apple)

Lover — intimacy, sensuality (Chanel, Victoria's Secret)

Caregiver — nurturing, service (Johnson & Johnson)

Jester — fun, playfulness (Old Spice, M&M's)

Sage — wisdom, truth (Google, BBC)

Mark & Pearson cite analysis suggesting brands with tightly defined archetypal identities

outperform "confused" brands in value growth.  How to apply: pick  one dominant arche‐

type (maybe a secondary). It instantly dictates tone of voice, color, typography, and motion

personality — making it a bridge from strategy to your craft.

1.20 Positioning Territories & Tone of Voice

Positioning territories are 2–4 distinct strategic "worlds" a brand could credibly occupy,

usually presented in a pitch as alternative routes before converging on one. Each territory

is a different answer to "what could this brand stand for?" and each implies a different cre‐

ative world — perfect for a visually led presenter who can mock up each territory.

Tone of voice frameworks typically define a brand's voice along a few spectrums (e.g.,

formal↔casual,  serious↔funny, respectful↔irreverent) plus do/don't examples. Tone flows

from archetype and personality.

1.21 Category Entry Points & How Brands Grow (Ehrenberg-
Bass / Byron Sharp)

What it is. The most empirically grounded body of modern marketing thought, from the

Ehrenberg-Bass Institute (Byron Sharp, How Brands Grow, 2010; Jenni Romaniuk & Sharp,

How Brands Grow Part 2, 2015). Core laws:

Mental availability — the propensity for the brand to be thought of in buying situ‐

ations ("cued retrieval"). Grow it by linking the brand to many Category Entry Points

(CEPs) — the cues (why/when/where/with whom/with what) that trigger category pur‐

chase.

Physical availability — being easy to buy (presence, prominence, relevance).
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Distinctive Brand Assets (DBAs) — non-name elements (colors, characters, logos,

sounds, shapes) that trigger the brand. Measured on two dimensions: fame (% who link

the asset to the brand) and uniqueness (% who link it only to your brand). McDonald's

golden arches, Coca-Cola's red script.

Reach over loyalty — brands grow mainly by acquiring many light/new buyers, not by

deepening loyalty among heavy buyers. Sharp: "target the whole market… rather than

an invented segment."

Why this is a gift to a visual designer. Distinctive brand assets are your medium. The

Ehrenberg-Bass case for consistent, famous, distinctive visual codes is the single strongest

strategic argument for investing in craft. When you defend a bold color or a consistent mo‐

tion signature, cite DBAs and you're standing on the most rigorous evidence in the field.

1.22 The "Get / To / By" Model (and creative-strategy
shorthand)

What it is. A tight one-page creative-strategy shorthand strongly associated with BBDO.

The fuller original form, created by Martyn Straw at BBDO New York (circa 2004–05), is

GET / WHO / TO / BY:

GET — the target (demographics + the psychographic insight, tied to the product).

WHO — what they currently think/feel/do (and why).

TO — the desired think/feel/do (the behavior change).

BY — the core message/idea that moves them.

The popular reduced "Get/To/By" omits the WHO. Use the full version — the behavioral

shift (current → desired) is the whole point and the most common thing missing from weak

briefs.

Example: Get lapsed gym members who think "I've failed, the gym isn't for me," to believe

"starting again is normal and welcome," by showing real restarts without judgment.

1.23 Challenger Brand Strategy (Adam Morgan, Eating the
Big Fish)

What it is. Adam Morgan's framework (1999; Morgan was then at TBWA, later founder of

consultancy eatbigfish) for #2-and-below brands that grow by thinking differently rather

than outspending leaders. Built on the Eight Credos:

Break with your immediate past

Build a Lighthouse Identity (an intense, self-referential "this is who we are and what

we stand for" that people notice even when not looking — built on identity, emotion,

intensity, salience)

• 
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Assume thought leadership of the category

Create symbols of re-evaluation

Sacrifice (focus ruthlessly; give things up)

Overcommit

Use advertising and publicity as a high-leverage asset

Become idea-centered, not consumer-centered

Morgan also frames the value of a "monster" — a clear adversary (a competitor or a cul‐

tural  norm)  that  unites  people  against  a  common enemy and  casts  the  brand  as  hero

(Apple's "1984," Avis's "We're number two, so we try harder").

Why it's perfect for you. Challenger strategy requires bold, fame-generating creative and

distinctive symbols — it's a license for exactly the kind of work you want to make, backed

by strategy.

1.24 Fame, Feeling & Fluency (System1) and The Long &
the Short of It (Binet & Field)

The Long and the Short of It (Les Binet & Peter Field, IPA, 2013) analyzed ~1,000 cases

in the IPA Databank. Key findings:

The 60/40 rule: on average, ~60% of budget to brand building (broad reach, emo‐

tional, long-term) and ~40% to sales activation (targeted, rational, short-term) maxim‐

izes effectiveness. Binet stresses it's "not an iron rule" — it flexes by category, brand

size, and purchase cycle. In Binet & Field's 2019 research for LinkedIn's B2B Institute,

the optimum shifts: "B2B marketers should, on average, invest 46% of their spend in

brand and 54% in sales activation," because, as Binet put it, "B2B is a bit more rational,

a bit more activation-heavy."

Brand building is emotional; activation is rational. Emotion is the most powerful

driver of long-term growth.

ESOV (Excess Share of Voice): when a brand's share of voice exceeds its share of

market, it tends to grow. Nielsen's analysis of 123 brands found a 10-point positive

ESOV produces roughly +0.5 percentage points of annual market-share growth (the

LinkedIn B2B Institute found ~0.6% per 10 points in B2B).

Creatively awarded campaigns deliver outsized business effects — strong creat‐

ive multiplies the efficiency of every media pound.

System1's "Fame, Feeling, Fluency." System1 (which scores ads on emotional response)

frames effective brand building as: Feeling (emotional intensity — measured on a 1–5 star

rating), Fame (the ad makes the brand talked-about/easily recalled), and Fluency (instant

recognizability via distinctive brand assets). System1's guidance echoes Binet & Field: go

for pure emotion in most ads for maximum effectiveness.
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The  headline  for  you: the  most  authoritative  effectiveness  research  in  the  industry

concludes that  emotional, famous, distinctive creative is what drives growth. That is the

strategic case for craft. Memorize it.

Honest caveat: Byron Sharp has publicly disputed the 60:40 ratio as based on awards

data. Note the debate; the broad principle (you need both brand and activation, and brand

is chronically underfunded) is widely accepted.

1.25 Distinctive Brand Assets and Codes

(Covered above under  Ehrenberg-Bass,  but  worth  isolating because it's  where  strategy

most directly meets your craft.) Distinctive assets are the colors, logos, characters, typo‐

graphy,  sonic logos,  shapes,  and motion signatures that let  people recognize the brand

without the name. Codes are the broader category and brand conventions a brand uses or

deliberately breaks. Two jobs for a visual lead: (1) build assets that are both famous and

unique; (2) decide which category codes to follow (for recognizability) and which to break

(for distinctiveness — the BBH "zag").
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PA R T  2

HOW STRATEGY ACTUALLY
WORKS INSIDE TOP AGENCIES

2.1 What a Strategist / Planner Actually Does

The strategist (a.k.a. account planner, brand strategist, comms strategist) is, in Stanley Pol‐

litt's conception, the person who is "the expert, through background, training, experience,

and attitudes, at working with information and getting it used." In practice, day to day they:

Interrogate the client brief and turn a business problem into a communications prob‐

lem.

Conduct/commission research and immerse in the audience and category.

Find the insight and write the creative brief.

Act as the "voice of the consumer" throughout creative development — a thinking

partner to creatives, not a gatekeeper.

Build the strategic narrative for the pitch and defend the thinking to the client.

A celebrated description (John Furr, ex-JWT): the planner is "someone who is expected to

know it all… whose advice you seek when things go out of sorts… whose work is never

done."

2.2 Strategy, Creative, and Account Management — the
Three-Legged Stool

Account management owns the client relationship, the commercials, and project

delivery ("getting it done and keeping the client").

Strategy/planning owns the thinking — the problem definition, insight, and brief

("getting it right").

Creative owns the idea and craft ("making it brilliant").

The healthiest dynamic is  a partnership:  account brings the business problem, strategy

frames it and writes the brief, creative cracks it, and all three defend the work together. As

a newly promoted art director, you sit on the creative leg but increasingly need to speak

fluent strategy to collaborate with the other two and to lead.
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2.3 How Account Planning Was Invented

In 1968, two Londoners independently created the discipline. Stephen King at J. Walter

Thompson developed the systematic T-Plan (Target Plan) — a rigorous, less "gut-feel" ap‐

proach  to  developing  advertising  from  business  objectives.  Stanley  Pollitt  at  Boase

Massimi Pollitt (BMP) paired a trained researcher with each account director as an equal

partner, to stop data being used "incompetently or expediently." The name "account plan‐

ning" was coined by JWT's Tony Stead at an away-day. The discipline crossed to the US via

British  planners  — notably  Jane  Newman (who  brought  it  to  Chiat\Day)  and  Jon  Steel

(Goodby, Silverstein), whose book  Truth, Lies & Advertising remains the classic text. Bill

Bernbach's earlier insight underpins it all: "nothing is so powerful as an insight into human

nature."

The whole point of planning, per King, was that systematic understanding of the consumer

makes  advertising  more  creative  and  more  effective —  not  less.  Internalize  this:

strategy was invented to serve great creative.

2.4 The Typical Workflow

Client brief → Agency interrogation → Creative brief → Concepts → Internal review

→ Pitch/Presentation → Production → Measurement.

Client brief arrives (often vague, or a stated solution masking the real problem).

Strategy interrogates it — reframes the business problem as a communications/

creative problem, finds the insight.

Creative brief is written and "brief-back" agreed (creatives restate it to confirm align‐

ment).

Concepting — creatives (you) develop territories and big ideas; strategy pressure-tests

against the brief.

Internal review/cull — narrow to the strongest routes.

Pitch — strategy sets up the problem and insight; creative reveals the idea; craft makes

it land.

Production & measurement.

2.5 How Strategy and Craft Inform Each Other

The relationship is a loop, not a relay. Strategy gives craft a reason (the why, the insight,

the proposition); craft gives strategy  form — and crucially, great execution can  elevate a

modest strategy, while weak execution kills a brilliant one. Buck's own description of its

IBM work captures the ideal: they "instilled our own learnings and insights back into the

process,"  so  each film "becomes a  medium between principle  and practice."  That's  the
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model — craft as the medium that embodies strategy, feeding insight back as it goes. Your

visual concepting isn't downstream of strategy; it's a second engine of it.

2.6 Agency Philosophies — Reverse-Engineered

Ogilvy (David Ogilvy). The "father of advertising." Principles from Confessions of an Ad‐

vertising Man (1963) and Ogilvy on Advertising (1985): research obsessively ("the more you

know about a product, the more likely you are to come up with a big idea");  every cam‐

paign needs a Big Idea. In his words: "It takes a big idea to attract the attention of con‐

sumers and get them to buy your product. Unless your advertising contains a big idea, it

will pass like a ship in the night. I doubt if more than one campaign in a hundred contains a

big idea." Also: sell, don't just entertain ("We sell — or else"); and "you cannot bore people

into buying your product." Famously disciplined craft (the Rolls-Royce "electric clock" head‐

line).

Bill Bernbach / DDB. The creative revolution; art director + copywriter as a team; "noth‐

ing is so powerful as an insight into human nature." The Avis "We're number two, so we try

harder" and VW "Think Small" are foundational challenger/positioning work.

BBH (Bartle Bogle Hegarty). Founded 1982. Philosophy: "When the world zigs, zag" —

the power of  difference, symbolized by the black sheep (from their first Levi's ad). Their

stated belief:  "creativity and difference are the biggest drivers for commercial growth";

their founders' motto, "Our objective is effectiveness, our strategy is creativity." Notably,

BBH historically refused free creative pitches — Nigel Bogle's logic was that if they truly

were more creative, they "should not give away their best ideas free in their pitches. They

should focus on strategy." A craft note that will resonate with you: their 2026 rebrand built

three bespoke typefaces around the founders' traits (Bartle = clarity, Bogle = conviction,

Hegarty = creativity) plus "zag" glyphs — strategy expressed through type and motion.

Wieden+Kennedy. Portland independent; clients Nike, Old Spice, Coca-Cola. Philosophy:

"Fail Harder" — a wall in the Portland HQ spelling those words in negative space using

some 119,000 clear plastic push pins (and one red one) — plus "the importance of being

stupid": risk-taking and the liberating power of failure as the route to breakthrough creat‐

ive. Dan Wieden wrote "Just Do It." Their strategic posture: the outsider who "questions

everything" (which led P&G to the acclaimed Old Spice work).

Droga5 (David Droga; now part of Accenture Song). Self-described DNA: "creatively

led,  strategically  driven,  [digitally  native/systems  thinkers]  and  humanity-ob‐

sessed." Their strategy chief described looking at every brief "through four lenses" and in‐

sisting every brand have "its own totally unique point of  view, its  own purpose." David

Droga's ethos: "Logical people make the world go round, creative people make it worth

living in," and a relentless emphasis on caring about the work. (Note: SAG-AFTRA has pub‐

licly criticized Droga5 over non-union performer pay — a reminder that published values

and practice can diverge.)
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Pentagram. The world's most famous independent design/identity partnership, run as a

collective of equal partners, each leading their own team. The reference point for branding/

identity craft and for designer-as-principal — a model worth studying as you grow into lead‐

ership.

AKQA, R/GA. Digital-experience and innovation leaders; R/GA's heritage is "systems think‐

ing"  and functional  integration (it  famously  reinvented itself  roughly  every nine years).

Strong reference points for tech-enabled, experience-led work.

Mother,  Anomaly,  72andSunny,  Goodby  Silverstein,  Media.Monks,  MPC. Mother

(London independent, idea-led). Anomaly (built on the idea that the agency should have a

stake in the outcomes/IP it creates). 72andSunny (culture-and-purpose-led). Goodby Silver‐

stein  ("Got  Milk?",  insight-driven,  where  Jon  Steel  professionalized  US  planning).  Me‐

dia.Monks  (now  Monks;  global,  tech-and-production-scaled).  MPC  (Moving  Picture

Company; world-class VFX/CG craft) — your craft peers at the high end.

Buck & Future Deluxe (your home turf,  strategically  read). Buck  (founded 2004,

named after Buckminster Fuller;  two Emmys, multiple gold Cannes Lions,  a certified B

Corp) describes itself  as "a talent-driven, global creative company" that brings "brands,

stories, and experiences to life through art, design, and technology," with work that "em‐

phasizes emotional connections and innovative visuals." Future Deluxe (now FutureDeluxe)

sits at the frontier of CG, motion, and emerging-tech aesthetics.  The strategic lesson:

these studios win not only on execution but on a clear creative philosophy and on translat‐

ing brand strategy into distinctive, ownable visual systems. As you move into art direction,

your edge is doing what they do — pairing that craft with the explicit strategic language in

this guide.
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PA R T  3

HOW TO THINK LIKE A
STRATEGIST

3.1 "Always Ask Why" and Laddering

Two concrete techniques turn "ask why" from a platitude into a method:

The 5 Whys. Ask "why?" up to five times to get from a surface symptom to a root cause/

motivation. ("Sales are down." Why? "People aren't reabuying." Why? "They don't think of

us." Why? — you've just discovered a mental-availability problem, not a product problem.)

Laddering  (feature  →  benefit  →  emotional  benefit  →  value). The  core  move  of

strategy. Start at a product feature and climb:

Feature: "contains ¼ moisturizing cream."

Functional benefit: "won't dry your skin."

Emotional benefit: "your skin feels cared for."

Value: "self-care is not vanity."

The higher you climb, the more universal and emotional the territory — and the bigger the

creative space. Most weak work is stuck on the feature rung; most iconic work plays at the

value rung.

3.2 How to Interrogate a Brief and Find Insights

Distrust the stated problem. Clients often hand you a solution ("we need a TikTok cam‐

paign") that hides the real problem.

Ask: what's the business problem? What behavior must change, in whom? What's

stopping that behavior now?

Immerse: become the customer (eat the food, use the app), observe behavior, read the

reviews/Reddit.

Hunt for tension and contradiction — insights live there.

Apply the "so what?" test relentlessly until an observation becomes an insight.

• 
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3.3 Turning a Business Problem into a Creative Problem

This is the strategist's signature move and the bridge to your work. Sequence:  Business

objective ("grow share 2pts") → behavioral objective ("get lapsed users to reconsider")

→  the barrier ("they think we're  not  for  them anymore")  →  the insight ("people  fear

they've aged out of the brand, not that the brand aged") → the communications task /

SMP ("show that the brand grew up with them"). Now creatives have something to make.

3.4 Developing a Single-Minded Proposition

Climb the ladder to find the most motivating benefit; sacrifice everything else (the discip‐

line of "single"); make it a benefit not a feature; make it take a stand; pressure-test with the

Times Square test. Remember Hegarty: the SMP is the "first ad" — your job (creative) is to

leap from it to something nobody expected.

3.5 How to Brief Creatives and How to Be Briefed

When briefing: present live, never just email; lead with the insight; keep it to one page; give

"freedom within fences." When  being briefed (your situation):  demand an insight and a

single proposition; do a brief-back (restate the brief in your own words to confirm align‐

ment — this single habit prevents most wasted work); and push back if the proposition is

actually three propositions.

3.6 How Strategy Enables (Not Constrains) Creativity

A tight strategy is liberating, not limiting — it removes the paralysis of infinite options and

gives you a defensible "north" so you can be brave. BBDO's Martyn Straw designed the Get/

Who/To/By brief explicitly to "give creatives freedom in the box to have good ideas." The

fence makes the field playable. And strategy is your armor: when a client questions a bold

visual choice, "here's the insight and proposition it expresses" wins the argument that "I

think it looks cool" loses.

3.7 Insight vs. Observation vs. Truth, and Reframing

(See  1.17.)  The  reframe  is  the  strategist's  other  superpower:  changing  the  question

changes the answer. "How do we sell  more milkshakes?" got nowhere; "what job is the

milkshake hired to do?" unlocked everything. TOMS reframed from "a shoe company with a

cause" to "a cause that starts with a shoe company" and reignited growth. When stuck,

change the frame.
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PA R T  4

THE PITCH, END TO END

4.1 How Agencies Win Pitches

Clients hire judgment, not steps. The winning pitch demonstrates that you understand their

problem better than they do, have a sharp insight they hadn't articulated, and have an idea

(and craft) that excites them — plus the chemistry to work with. Process discipline matters

(chemistry meeting → briefing → tissue session/interim → final pitch), but the deck lives or

dies on the strength of the central idea and the clarity of the story.

4.2 The Pitch Narrative Arc

Structure the whole presentation as a story with a build:

Setup (context) → Tension (problem + insight) → Resolution (the idea) → Proof

(execution + how it works) → Payoff (results/measurement + the ask).

Concretely: Problem → Insight → Idea → Execution → Results. The insight is the hinge

— it creates the tension the idea resolves. Strong decks have  contrast and pacing: slow

down on the insight and the idea reveal; let big moments breathe. One idea per slide.

4.3 Storytelling Techniques

Open with the audience's world/tension, not your credentials.

Make the brand (or the customer) the hero and your idea the "magic gift" that helps

them win.

Use a single spine sentence the whole room can repeat.

Build to the idea — don't blurt it on slide 2; earn it.

Use silence and pacing deliberately; rushing signals discomfort, control signals confid‐

ence.

4.4 Presenting Strategy Then Creative So It Builds to the
Big Idea

The classic structure: strategy sets the table so that when the creative idea lands, it feels

inevitable — "of course that's the answer." Walk them up the logic (problem → insight →

• 
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proposition) so the room is leaning in,  then reveal the idea so it resolves the tension you

built. The worst pitches show great creative with no strategic runway, so the client can't

see why it's right.

4.5 Defending a Visual Concept with Strategic Rationale

This is your superpower once you have the vocabulary. For every major creative choice,

have a one-line strategic rationale ready:

Why this color/asset? → "Distinctive brand asset — builds fame and uniqueness

(Ehrenberg-Bass)."

Why this emotional tone? → "Brand-building works through emotion (Binet & Field); this

is See-stage work."

Why this bold/different direction? → "Challenger zag — difference drives growth; here's

the category code we're breaking and why."

Why this idea at all? → "It's the most single-minded dramatization of [the insight]."

When the "why" backs the art, the art stops being a matter of taste and becomes a matter

of logic — and you win.

4.6 Common Pitch Mistakes

Presenting the SWOT/process instead of the thinking it produced.

Burying or skipping the insight (no tension → the idea feels arbitrary).

A "triple-minded" proposition — trying to say three things.

Reading slides; over-explaining; no pacing.

Showing craft with no strategic rationale (looks like decoration).

A long list of objectives that "look like the minutes of a committee" (Ogilvy).

No clear measurement / "so what does success look like?"

Forgetting chemistry — clients buy people they want to work with.

4.7 If You're Primarily the Visual/Creative Lead

Play to your strength: own the idea reveal and the craft, and partner with a strategist for

the setup — but know the strategy cold so you can field "why" questions. If  there's no

strategist, use this guide's spine: one slide of context, one of the insight, one of the proposi‐

tion,  then your work.  Even a lightweight,  well-told strategy makes craft  look inevitable

rather than arbitrary.
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4.8 Pricing / Scoping Basics (high level)

You don't need to be an expert, but you should understand the shapes:

Fee models: project fee, retainer (ongoing monthly), value/performance-based, and

(legacy) commission on media.

Scoping estimates the hours by discipline (strategy, creative, design, production,

accounts) × rate, plus production costs and a margin.

Proposals typically include: background/understanding, approach/methodology, scope

of deliverables, team, timeline, costs, and assumptions/exclusions (to control scope

creep).

Know the difference between agency fee (the agency's time) and production/pass-

through costs (third-party: directors, talent, media). Mixing them up in a room is a

rookie tell.

4.9 Measuring and Talking About Effectiveness

Speak in three layers and you'll sound senior:

Business metrics: sales, market share, revenue, ROI/ROMI, profit, customer

acquisition cost.

Brand metrics: awareness, mental availability / salience, consideration, brand pref‐

erence, distinctive asset recognition, Net Promoter Score, brand equity.

Campaign/media KPIs: reach, frequency, share of voice (SOV) and ESOV, engage‐

ment, click-through, conversion, earned/owned/paid media value.

Frame the long and the short: brand-building shows up slowly in brand metrics and long-

term sales; activation shows up fast in conversion. Set the right metric for the right job

(don't judge a See-stage brand film on click-through — "don't judge a fish by its ability to

climb a tree").

• 

• 

• 

• 

• 

• 

• 

PART 4 The Art Director's Strategy Playbook

28



PA R T  5

THE PRACTICAL TOOLKIT

5.1 Reusable Creative Brief Template

1.  PROJECT / CAMPAIGN NAME

2.  BACKGROUND — Why are we doing this? What's the business context?

3.  BUSINESS OBJECTIVE — What must the business achieve? (measurable)

4.  COMMUNICATIONS OBJECTIVE — What behavior must change, in whom?

        Currently they think/feel/do: ____  →  We want them to: ____

5.  TARGET AUDIENCE — Persona + Job To Be Done + the barrier

6.  THE INSIGHT — The human truth that unlocks this (the "so true" line)

7.  SINGLE-MINDED PROPOSITION — The ONE thing to communicate

8.  REASONS TO BELIEVE — Proof that makes the SMP credible

9.  TONE / PERSONALITY — Archetype + voice

10. MANDATORIES — Must-includes (logo, legal, assets)

11. CHANNELS / DELIVERABLES — Where it lives; formats/specs

12. MEASUREMENT — How we'll know it worked (by metric layer)

13. BUDGET / TIMELINE
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5.2 SWOT / TOWS Template with Prompts

5.3 Positioning Statement Template

SWOT

  STRENGTHS (internal, +)        WEAKNESSES (internal, –)

   What do we do better than     Where are we beaten? What do

   anyone? What assets/DBAs?      customers complain about?

  OPPORTUNITIES (external, +)    THREATS (external, –)

   What trends/CEPs/white space   New entrants? Substitutes?

   can we ride? (use PESTEL)      Regulatory/economic risks?

TOWS — cross them to make strategy

  SO: use Strengths to seize Opportunities   (attack)

  ST: use Strengths to counter Threats       (defend)

  WO: fix Weaknesses to unlock Opportunities (build)

  WT: minimize Weaknesses & avoid Threats    (survive)

→ Choose the ONE strategy that puts a real strength against a real opportunity.

FOR [target segment]

[BRAND] IS THE [frame of reference / category]

THAT [single point of difference / benefit]

BECAUSE [reasons to believe / proof].

(Optional brand spine:

 Essence: ____  | Archetype: ____ | Personality: ____ | Tagline: ____)
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5.4 Pitch Deck Structure Template

5.5 Best Books, Resources & Case Libraries

Seminal books (build your shelf in this order):

Ogilvy on Advertising & Confessions of an Advertising Man — David Ogilvy

How Brands Grow (Pt 1 & 2) — Byron Sharp / Jenni Romaniuk (Ehrenberg-Bass)

The Long and the Short of It — Les Binet & Peter Field (IPA)

Eating the Big Fish — Adam Morgan (challenger brands)

Start With Why — Simon Sinek

The Hero and the Outlaw — Margaret Mark & Carol Pearson (archetypes)

Truth, Lies & Advertising — Jon Steel (account planning)

Hegarty on Advertising — John Hegarty

Building a StoryBrand — Donald Miller (narrative)

Competing Against Luck — Clayton Christensen (JTBD)

Business Model Generation / Value Proposition Design — Osterwalder & Pigneur

Strategy Is Your Words — Mark Pollard (modern planning)

Positioning — Al Ries & Jack Trout

Awards & case-study libraries (study the strategy behind the work):

Cannes Lions (and the Effectiveness Lions) — the global creative benchmark

D&AD (Pencils) — craft and design

The One Show / One Club — craft + idea

1.  TITLE / a line that hints at the idea

2.  THE WORLD — context the client lives in (their reality)

3.  THE PROBLEM — the real business/brand problem (reframed)

4.  THE INSIGHT — the human truth (the hinge; slow down here)

5.  THE STRATEGY / PROPOSITION — the single-minded answer

6.  THE BIG IDEA — reveal (give it its own moment)

7.  EXECUTIONS — bring it to life across channels (your craft shines)

8.  WHY IT WORKS — tie each choice back to strategy (DBAs, emotion, etc.)

9.  MEASUREMENT — what success looks like, by metric layer

10. WHY US / TEAM — credibility tied to thinking

11. SCOPE / TIMELINE / COST

12. THE ASK / next step

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 
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• 
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Effies / WARC Effective 100 — proven effectiveness (read these for strategy)

WARC — the deepest case-study and effectiveness archive (paid)

Contagious — trends and strategic analysis

APG (Account Planning Group) Creative Strategy Awards — the planning bible

Industry press & design culture: Campaign, Adweek, Ad Age, The Drum, Creative Re‐

view, It's Nice That, Communication Arts, LBBOnline, Creative Salon, Stash (motion), Muse

by Clios.

Newsletters/voices: Mark Ritson (Marketing Week), Mark Pollard, Julian Cole (Planning

Dirty), System1, Ehrenberg-Bass.

5.6 Glossary — Never Be Lost in a Meeting Again

USP — Unique Selling Proposition (coined by Rosser Reeves, Reality in Advertising,

1961): the one ownable claim.

SMP — Single-Minded Proposition: the one thing the brief asks creative to say.

RTB — Reason to Believe: proof that makes a proposition credible.

Insight — a penetrating truth about why people behave as they do that unlocks an idea

(vs. an observation, which is inert).

Human truth — a universal, emotionally recognized truth ("that's so true").

Proposition — the strategic one-liner the creative dramatizes.

Big idea — the central creative concept that can run across channels and time (Ogilvy).

Brand equity — the commercial value of the brand's strength in people's minds.

Mental availability / salience — propensity to be thought of in buying situations

(Ehrenberg-Bass).

Physical availability — ease of finding/buying the brand.

DBA — Distinctive Brand Asset: non-name element (color, logo, sound) that triggers the

brand.

CEP — Category Entry Point: the cue (why/when/where/with whom/with what) that

triggers category purchase.

Share of Voice (SOV) — your share of category advertising; ESOV — Excess SOV (SOV

minus market share); positive ESOV predicts growth.

Reach / Frequency — how many people see it / how often.

Earned / Owned / Paid media — PR & word-of-mouth / your own channels / bought

placements.

Brand building vs. activation — long-term emotional demand creation vs. short-term

rational demand capture (the 60/40 split).

• 

• 

• 

• 

• 
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North Star — the single guiding metric/idea everything aligns to.

Funnel / AIDA / See-Think-Do-Care — models of the path to purchase.

JTBD — Jobs To Be Done.

STP — Segmentation, Targeting, Positioning.

TOWS — action-oriented SWOT.

Tissue session — informal interim pitch meeting to share early thinking.

Brief-back — creatives restating the brief to confirm alignment.

GRP / ROI / ROMI / CAC / NPS — gross rating points / return on investment / return on

marketing investment / customer acquisition cost / net promoter score.

Tone of voice — how the brand sounds.

Archetype — the brand's core personality type (one of Jung/Mark-Pearson's 12).

• 

• 

• 

• 

• 

• 

• 

• 
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Recommendations — Your
Growth Plan

Stage 1 — Next 30 days (build the vocabulary). Internalize five things until they're

reflexive: (1) the observation → insight → idea ladder, (2) the creative brief template

(especially SMP + RTB), (3) the positioning statement formula, (4) the pitch narrative

arc (problem → insight → idea → execution → results), and (5) the Binet & Field / Ehren‐

berg-Bass case for craft (your strategic armor). Read  Eating the Big Fish and  The Long

and the Short of It first — they're the most directly empowering for someone with your

strengths. Benchmark: you can write a one-page brief for any project, with a real insight, in

under an hour.

Stage 2 — Next 90 days (practice on live work). On every project, do a brief-back be‐

fore you concept,  and write a  one-line strategic rationale for each major creative

choice. Pick one past piece of your own work and reverse-engineer its strategy using these

frameworks. Volunteer to own the "why it works" section of your next pitch. Benchmark: in

a review, you can defend a bold visual decision with a strategic reason, not just taste — and

it changes the room.

Stage 3 — Next 6–12 months (lead with a point of view). Develop your explicit creat‐

ive philosophy (your "zag"), the way BBH, W+K, and Droga5 have one. Study one new Effie/

WARC case per  week for  the  strategy behind work you admire.  Partner  closely  with a

strategist on a pitch and co-author the narrative. Benchmark: you're trusted to set the stra‐

tegic frame for a pitch, not just execute it — which is the definition of an art director who

leads.

What would change these recommendations. If you find yourself consistently without a

strategist on projects, prioritize the brief and insight skills even harder (Stages 1–2 become

survival, not enrichment). If your agency is heavily performance/activation-led, weight your

learning toward See-Think-Do-Care, funnel metrics, and DBAs over long brand-building the‐

ory. If you move toward pure design/identity (Pentagram-style), go deeper on brand archi‐

tecture, the brand key/onion, and archetypes than on media-effectiveness frameworks.
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Caveats

Frameworks are scaffolds, not truth. They organize thinking and create shared lan‐

guage; they do not generate insight or ideas. Never present the framework — present

what it produced.

Genuine debates exist in the field. Byron Sharp (Ehrenberg-Bass) publicly disputes

Binet & Field's 60:40 ratio as based on awards data; Sharp also downplays heavy seg‐

mentation, which sits in tension with classic Kotler STP. The mature position is to hold

the tension and judge by context, not to dogmatically pick a side. The Golden Circle and

brand archetypes are popular and useful but are communication models, not peer-

reviewed science — use them for clarity, not as proof.

Source quality varies. The framework attributions and originators here (Osterwalder,

Ansoff, Porter, Weihrich, Kotler, Christensen, Mark & Pearson, Sharp, Binet & Field,

Morgan, Sinek) are well-documented to primary sources. Some agency-philosophy de‐

tail and example brand-archetype assignments come from secondary commentary and

trade press; treat specific example pairings (which brand = which archetype) as

illustrative convention, not gospel.

Published values vs. practice. Agency philosophies are aspirational marketing as

much as description (e.g., SAG-AFTRA's public dispute with Droga5 over performer

pay). Admire the thinking; verify the behavior.

Two minor data nuances worth knowing. The BCG matrix is dated 1968–1970 de‐

pending on source (BCG says 1968; the public "Product Portfolio" essay is 1970); both

agree on Henderson/BCG. The milkshake "morning commuter" share is cited as ~40%

by Harvard Business School (and loosely as "about half" in popular retellings) — use

~40% to be precise.

This is a synthesis, not a substitute for the source books. For any framework

you'll lean on heavily in a real pitch, read the originating book — the nuance is where

the real skill lives.

• 

• 

• 

• 

• 
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