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Executive summary

Brand perception has become one of the
most consequential drivers of enterprise
value, yet it remains one of the least
instrumented. While sales, finance,
operations, and HR all operate with
established systems of record, brand
leaders continue to rely on fragmented,
episodic, and backward-looking tools to
understand how their brands are perceived
in the market. This gap leaves organizations
vulnerable to perception drift, competitive
narrative shifts, and misalignment across
GTM functions.

Traditional brand measurement approaches,
such as quarterly trackers, annual perception
surveys, social listening dashboards, SEO
metrics, and one-off competitive reviews,
offer useful butincomplete views. They
capture slices of reality but fail to provide

a holistic, continuous, and actionable
understanding of brand performance.

Meanwhile, other strategic functions already
rely on integrated systems of record:

CRM for sales,

ERP for finance and operations,

HRIS for people.

This paper argues that organizations now
need an equivalent for brand: a Brand
Performance Management (BPM) discipline
supported by a system of record for
perception — a platform (or tightly integrated
stack) that continuously:

« Ingests and structures signals across
search, content, reviews, and Al outputs.

« Measures brand health across multiple
dimensions, notjust a single loyalty score.

« Provides contextual, Al-assisted
interpretation that explains why perception
is shifting and what to do about it.

« Enables testing and simulation of
narratives, creative, and positioning before
major bets are made.

The goal is not more dashboards. The goal is
strategic clarity and operational control over
how the brand shows up — for humans and
for the Al systems that increasingly speak on
their behalf.



Whatis Brand
Performance
Management?

Brand Performance Management is a new category
of platform for Brand, GTM, and agency teams. It
ingests data from hundreds of touchpoints, measures
brand perception across audiences and channels,
and translates those signals into clear, actionable
insight. Instead of static reports or lagging indicators,
Brand Performance Management gives teams

a continuous, real-time view of how a brand is
performing—and what to do next to strengthen it.
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The strategic
importance of
brand perception

Brand perception shapes:

L
How buyers interpret value

~' Whether prospects trusta
company'’s claims

L How analysts and partners
L. categorize market position

2" How employees articulate the
® company’s purpose

¢ » Whether revenue teams can
w> communicate a cohesive story

Yet despite its impact on revenue, loyalty, and long-term competitive advantage, most
organizations lack a systematic way to understand, monitor, or influence perception at scale.



Brand is measurable.
But traditional methods fall short.

Organizations often track awareness, sentiment, NPS, impressions,
traffic, and other proxy indicators. These metrics can be useful, but
they measure outcomes, not the underlying drivers of perception —
clarity, differentiation, relevance, and competitive narrative positioning.

A modern approach requires deeper insight into how the market
understands, interprets, and compares the brand.



The measurement trap:
Why marketers can't
see brand impact

(and why itisn’t their fault)

Across industries, marketing leaders report
the same challenge: they understand the
strategic value of brand-building, yet struggle
to validate its impact through the measurement
frameworks available to them. Less than half
of CMOs agree they have measures in place
to track their institution’s brand impact, with
many organizations struggling to holistically
and consistently showcase the impact of their
branding efforts. Their constraintis not belief
but instrumentation.

Traditional performance measurement
frameworks were designed for channels that

produce immediate, direct-response signals.
Brand building is neither immediate nor linear.

It accumulates gradually through repeated
exposure, consistency of message, narrative
clarity, and emotional resonance. Attempting

to evaluate brand impact using short-window
attribution models is fundamentally misaligned
with how brand equity forms in the human mind.

Executives are asking the
wrong questions

Many organizations default to operational
metrics when evaluating brand investments:

« “What's the conversion rate on our thought
leadership?”

« “How many MQLs did the new brand
campaign generate?”

« “Did our awareness ad drive pipeline
last month?”



These questions reflect a system optimized for
performance marketing, not brand strategy.
Brand perception develops through long-term
memory formation and repeated reinforcement
— not through immediate behavioral change.

Short-window attribution has
become a strategic constraint

Many marketers report that their organizations:

 Evaluate brand investment through 30-,
60-, or 90-day windows

« Prioritize channels with direct attribution
(e.g., paid search)

« Underfund brand-building despite
understanding its long-term value

« Abandon brand initiatives prematurely due
to short-term pressure

Less than half of
CMOs believe they
have the measures

in place to track
their institution’s
brand impact.

(SimpsonScarborough, 2024)

This creates a self-reinforcing loop:

1. Invest modestly in brand

2. Check CRM or Google Analytics for
immediate impact

3. Find limited pipeline contribution (as
expected)

4. Conclude that “brand doesn't work”
5. Shift spend back to performance tactics

6. Watch long-term inbound demand
stagnate or decline

Meanwhile, competitors with consistent,
well-governed brands earn greater
salience, trust, and category authority.
Advantages that materialize slowly but
compound significantly over time.
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Why CRM can't tell
the brand story

CRM s not designed to measure:

« Shiftsin narrative clarity

« Changes in category expectation

« Early signals of perception drift

« Competitive messaging influence

« Emerging whitespace for differentiation
« Emotional resonance or trust

« Spontaneous brand recall

« Preference formation

Yet CRM is exactly where most companies
look for brand results. Revenue systems reflect
demand capture, not demand creation. Brand-
building occurs long before prospects show up
inthe CRM — and continues long after.

The organizational impact

When brand is measured through tools that
cannot capture its effects:

« Underinvestment becomes the norm

« Performance marketing is burdened with
unrealistic expectations

« Executives misinterpret long-term strategic
work as underperforming

+ GTMteams fail to differentiate meaningfully

« Category positioning becomes reactive
rather than intentional

« Narrative consistency erodes across teams

In short: legacy measurement systems
unintentionally bias organizations toward
short-term, bottom-of-funnel activity—at
the expense of long-term brand equity and
competitive advantage.



25%

of marketers prioritized
performance marketing in 2025.

(Martech, 2025)

22%

of marketers prioritized
brand marketing in 2025.

(Martech, 2025)

This gap reflects

how measurement
challenges push
investment away from
brand-building despite
its strategic value.
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Defining a
brand system
of record

A system of record for brand perception is not just another
dashboard. At minimum, it should offer four core capabilities.



1.
Unified visibility
across human and
machine-mediated
channels

The system should continuously ingest and structure signals from:

Search engines and SERP features - rankings, snippets,
knowledge panels, “People also ask,” Al-generated summaries.

+ Owned and earned content - websites, blogs, documentation,
thoughtleadership, press coverage.

« Review and rating platforms - marketplace listings, app stores,
third-party review sites.

» Al assistants and agents - answers from general-purpose
tools and category-specific agents when asked about relevant
problems, use cases, or vendors.

The key is not simply counting mentions, but understanding:
which attributes are most often associated with the brand , which
use cases and segments the brand is implicitly being “assigned”
to, and where the brand is misclassified or omitted altogether in
important queries.
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2.

Multi-dimensional
brand health
measurement

Instead of a single composite
score, a perception system of
record should measure multiple
dimensions of brand health,

informed by existing frameworks:

Salience & awareness - Do relevant audiences
and Al tools recognize the brand in the right
category moments?

Clarity - Is the brand’s purpose and offering
easy to understand, or is there confusion?

Relevance - Does the brand appear aligned
with current needs, trends, and pain points

Differentiation - Is the brand seen as genuinely
distinct, or interchangeable with peers?

Trust & credibility - Do the available signals
(reviews, security posture, case studies) inspire
confidence?

Advocacy & resonance - Is there evidence
of meaningful loyalty and advocacy, beyond
transactional satisfaction?



3.
Interpretation and
recommended actions

Data without interpretation quickly becomes noise. Al can assist here by synthesizing patterns

A perception system of record should provide: across heterogeneous sources and
mapping them to likely interventions, but
» Narrative summaries - concise explanations human judgment remains central in deciding
of what changed and why (*Perceptions of which actions align with strategy and values.

‘easy to implement’ are declining among mid-
market buyers, driven by recurring themes in
third-party implementation reviews.”).

» Hypothesized drivers - connecting
perception shifts to likely causes: product
changes, outages, pricing actions, competitor
campaigns, broader cultural movements.

¢ Prioritized actions - clear, ranked
suggestions for where to intervene (e.g.,
“Update onboarding documentation,”

“Reframe value narrative for [segment],” How BPM ShOWS up
week-to-week:

“Address recurring concerns in public
FAQs and sales enablement.”).

« “Why are we losing RFPs in this
segment?”
« “Why does Al keep misclassifying us?”

« “Which narrative is eroding trust?”
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4.
Testing and simulation

A modern system should not only observe
reality but help organizations experiment with
future scenarios:

« Message and narrative testing using
modeled or synthetic audiences that reflect
distinct buyer archetypes or segments.

« Simulation of Al-layer impact, asking “If
we shift our messaging and web content
this way, how might Al assistants begin to
describe us differently?”

« Early-stage validation of creative directions,
taglines, or positioning statements before
committing to a global campaign or rebrand.

This testing function doesn’t replace traditional
research (focus groups, quant trackers), but it
sharpens and accelerates it, reducing the risk
of large, perception-sensitive bets made on
intuition alone.

The purpose of Brand Performance
Management is not measurement for
its own sake, but faster, better-informed
brand decisions under uncertainty.



The organizational
benefits of Brand
Performance
Management

("
For Brand Teams
\ " 4

« Insight-driven messaging and design
« Faster cycles for testing and validation

« Stronger competitive differentiation

( For GTM Teams

« Improved positioning and
message consistency

« Higher campaign effectiveness

« More resonant value propositions

For Product Marketers

« Smarter segmentation
« Tighter alignment with buyer expectations

+ Clearer articulation of product value

" For Executives

« Better stewardship of brand equity
« Clearer measurement of brand investments

« Early detection of brand risk

Ultimately, BPM helps
organizations operate from
shared, data-backed truths.
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The risk of the status quo:
When perception drift
becomes aline-Item loss

Brand perception is not abstract. It shows up in
revenue, margin, and market capitalization.

Recent history offers clear examples of
perception drift — a widening gap between how
a brand sees itself and how the market sees —
leading to major financial consequences:

Victoria's Secret spent years anchored in a
“male gaze” fantasy at the exact moment culture
shifted toward body positivity and inclusivity.
Analysts and case studies trace a billion-dollar
sales decline and halved market share to the
brand’s failure to realign its narrative and visual
identity with consumer expectations.

(Forbes)

Bud Light attempted a positioning pivot without
fully understanding the values and expectations
of its core base. After the 2023 boycott, the brand
lost its long-held position as America’s top-selling
beer, suffered a double-digit revenue drop in the
U.S., and parent company AB InBev saw more
than $20 billion wiped off its market value in the
months following. Sales remained roughly 40%
below pre-boycott levels nearly two years later.

(Wikipedia)



e

Bryce Durbin/ Techéf‘unch! .
Y

Twitter’s rebrand to X discarded 15 years

of accumulated brand equity—"tweet” as a
verb, iconic visual identity—without a clear
replacement narrative. Independent valuations
estimate a multi-billion-dollar decline in brand
value associated with the shift, separate from
product or business model changes.

(Forbes)

These are not simply “marketing errors.”
They are measurement errors:

« Afailure to continuously monitor
how different segments and cultures
understood the brand.

« Afailure to detect early when narratives
were diverging from strategy.

« Afailure to connect perception shifts to
financial forecasts and risk models in
time to respond.

Twitter’s rebrand
to X discarded
15 years of
accumulated
brand equity.

Without systematic
instrumentation for
perception, organizations
discover these gaps

only when they show

up in sales declines and
valuation shocks.
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Implementation
considerations

Data, integration, and governance

Deploying a perception system of record is
not trivial. Success depends on:

o Thoughtful source selection -
prioritizing the search engines, Al tools,
review sites, and content domains that
actually influence your buyers.

¢ Ethical and compliant data collection -
respecting platform terms, privacy laws,
and user expectations.

o Robust entity resolution - accurately
distinguishing brands, products, and
individuals with similar names.

« Integration with existing systems -
connecting perception data to CRM,
marketing automation, product
analytics, and Bl tools so that insights
can be correlated with pipeline, churn,
and engagement.

Governance questions must also
be addressed:

« Who owns the perception
system internally (brand,
marketing, strategy office)?

« How often are brand health
reviews held, and who is in
the room?

« What ethical guidelines
govern the use of Alin
analyzing customer language
or simulating responses?



Human expertise
atthe center

A perception system of record can integrate
signals and surface patterns, but it cannot turn
brand into a solved equation. Brand perception is
inherently contested and contextual; the signals
we can observe-especially in Al-mediated
environments-are always partial and biased, not
afinal truth.

Critically, a perception system of record is not

about automating brand management. It is about:

« Giving strategists and creatives better inputs.

» Helping executives make better-informed
trade-offs.

« Providing product and CX teams with clearer
feedback loops.

« Human judgment remains central in deciding:

« Which narratives align with values and long-
term positioning.

« How to respond to cultural shifts and local
context that no model fully understands.

« When to accept short-term perception risk in
pursuit of longer-term gains.

Brand Performance Management is a tool

for seeing and thinking more clearly — nota
substitute for listening, empathy, or leadership.
It does not replace analytics, research, or CRM
systems. It sits above them as a perception
governance layer.

The role of BPM, done well, is to augment human
expertise, notreplace it — to illuminate the terrain
so that brands can “speak human” more clearly
in a noisy, machine-mediated world, notto let
machines speak on their behalf.
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The future of brand
requires better
Instrumentation

In an environment where perception shifts
rapidly and is shaped by both humans and
machines, organizations cannot rely on
outdated or fragmented approaches to
understanding their brand. A modern system
of record provides the clarity, foresight, and
control today’s executives need.

Organizations that embrace a Brand
Performance Management mindset,
supported by an appropriate system of
record, tend to see:

Better cross-functional alignment. A shared
vocabulary for brand health helps brand,
marketing, product, and sales teams pull in
the same direction.

Higher return on brand investment. Insights
about where perception is weak or strong
allow for targeted interventions, instead of
generic “brand awareness” spending.

Improved strategic agility. In moments

of change—new product categories,
acquisitions, rebrands—leaders can see in
near-real time how the market is responding
and adjust course accordingly.

A cumulative competitive advantage. Over
years, organizations that consistently monitor,
interpret, and refine perception—especially in
Al-mediated environments—build a moat that
sporadic campaigns cannot easily match.



In short, brand has always been

.Now, itcan

t

a strategic asse

finally be a measurable one.



About Brandmaven

Brandmaven™ is a brand performance management platform, powered

by Al. It gives brand leaders real-time insight into brand health, competitive
position, and audience perception—without waiting for quarterly reports or
expensive agency studies.

With built-in synthetic customers and Al-powered audience testing,
Brandmaven lets you see how different customer segments respond to
your messaging, content, and positioning before you ship it. Instantly identify
what resonates, what doesn't, and what truly differentiates your brand.

Track your brand health across seven KPIs, monitor your entire competitive
landscape, and receive clear, Al-guided recommendations on what to do
next. Brand teams deserve the same level of visibility and intelligence that
sales and demand gen teams have had for years. Brandmaven delivers it—
bringing everything together in one intuitive platform.

See how at brandmaven.ai.
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