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A BMW ISN'T FOR EVERYBODY.
And notjust because it's out of
reach for some pocketbooks. To
some, the car is a symbol ofsta-
tus, which is exactly why th.y
wouldn' t goanywhere near it.

BMW's marketers know all
that, although they dont say so
in so manywords, of course. But
they describe the Beemer as a
"polartzing"brand: It has its pas-
sionate devotees onthe onehand,
and onthe other, people who feel
just as passionately that "it's a fine
carjustnotforme."

By Constantine von Hoffman
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Brandint

Usuallythe gap between people who love a brand and thosewho
loathe itis exploitedby abrand's competitors. Target, forinstance,
succeeded in the big-box retail business by using design and atti-
tude as a way to differentiate itself frorn Sam Walton's stores.

In some cases, however, companies are unwilling to cede a par-
ticular segment to the competition. Call it the "anti-brand'-brands

that lie at the opposite end oftheir respective parent brands in
terms of audience, price, style or other criteria. BMW adopted the
Mini. Delta Air Lines spawned Song. Starwood Hotels created W.
Each is built around separate staffs, even separate locations, to give
them enough space to grow on their own. Done right, the anti-
brandgives a companyentryinto anarenaitnevercouldhaveimag-
ined filling without diluting the legacy brand. Done poorly,
however, it can drag down both brands.

By maximizing the power of the anti-brand, BMW is taking the
road less traveled: selLing the Mini as "a car for people who never
would have considered a BMW," says Jim McDowell, formerly the
VP of marketing at BMW and now the vice president of Mini USA.
"The psychographic ofthe Mini owner is very different from the
BMW owner," says McDowell. "They are extremely optimistic,
happypeople. There's a little child in every one of them." In fact,
everything about Mini drivers defies BMWs seekers of the "ulti-

mate driving machine." The Miniis little, cute and quirky. And the
peoplewhobuyitlike tobe able to applyat least one ofthose adjec-
tives to themselves.

"Mini is an anti-BMW," says Michael Dunn, president and CEO
of Prophet, a branding consultanry. "It's very idioslncratic. It really
speaks to awhole creative aesthetic. It's forpeople who viewtheir
life as a canvas."

And other companies are following suit with their own anti-
brand strategies. Starwood and Delta, for instance, have tapped
into that not-for-us group with W and Song, respectively. Unlike
Mini's executives, thepeople at Song are cautious to articulate the
differences between Song and Delta. Instead, Song's MarketingW

Tim Mapes talks abouthow his airLine is different frorn "all"big U.S.
air carriers. He says the concept behind Songwas a breath offresh
airto a categoryseenbymost customers asveryrigid and abitstale.

That's one benefit of introducing a new brand: Companies can
build into their corporate DNA an emphasis on a consistent cus-
tomer approach, rather than try to retrofit it onto a preexisting
organization. Mini, for example, realized that the customers it was
aft erweren't going to respond well to standard high-pressure auto
sales tactics; it needed salespeople who focused more on connecting
with the customer and less on closing the deal. "Many of our sales-
people have never worked in the auto industry before. but we
wanted them because they are verygood at building connections
withpeople," McDowell says.'1Ve needed a different kind ofpeople
sellingcars."

Creating an anti-brand typically means creating a separate
organization-or as separate an organization as can be managed.
W, for instance, is headquartered in a different ciry Song in a dif-
ferent building, and Mini is at, well, the opposite end ofthe building
that houses BMW Group's U.S. operations. You needphysical sepa-
ration from the parent organization so you don't wind up cop)'rng
it. To create a different culture and brand identiry it is important
that the two organizations be as structurally unique as possible.
Otherwise, tamiliaritymight notbreed contemptbut, perhaps, sim-
ilarity. And, if there's one thing an anti-brand can't abide, it's being
the same. If the anti-brand starts feeling the same as the parent
brand thenit has no reason to exist.

In order for Song to succeed, says Mapes, it was essential not to
think like an airline. 'lMe go after customers less as an airline and
more as a lifestyle brand," says Mapes. 'l\lhat we're after is more
about an attitude and a feeling."

To capture this attitude, Song turned to "l(erry Schwarz
Russo"-a persona created to get Song's marketers to see its cus-
tomers more aspeople and less as a demographic. Russorepresents
Song's target audience. says Mapes, "a woman who is at least 35,

The mncept behind Delta's Song
wasa breath offiesh airtoa

category seen by most customers
as rigid and a bitstale.
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with a household income above $ 150,000. She's
married with two or three kids and is likely to
liveintowns aroundBostonorNewYorkCity."
By malcing her a Ms. and not a Mr., he says. Song
was also targeting a very different passenger

than the rest of the traditional industry-and
even Delta-has gone aft er.

'TheysawinJetBlue,forinstance, amodelof
howtopenetrateamarltetandtogrowamarket
with a different brand," says James Ray, vice
president of the travel and hospitalitypractice
at Inforte, a customer intelligence andbranding
consultanry.

Not wanting to compete with-or follow in

the tracks of-its parent, which declaredbank-
ruptry in September, Song looked for the routes
Deltawasn'ton. Italsosoughtthelocationsthat
wouldhavethemost appealto Russo andherilk:
vacation destinations like Florid4 Las Vegas and
the Caribbean. Then it added attributes that the

company's fictional flier would look for inwhat
she buys: sophisticated, sensible, stylish.

Everything that touches Song's customers is carefullystyled-

from cabin interiors to the attendants'uniforms (created by fash-

ionista Ikte Spade). But it was essential that style not drive up the

ticket price. That, says Mapes, "is why I think Target is so relevant

to Song.'t44rat we adopted from them was the idea that style and

design don't necessarilyhave to cost more."
Pricewas an important issue, butnotbecause customers couldn't

afford topay. Simplyput. airfare isn twheretheywant to spendtheir

money. "Theywant alowfare on an airlinebecausethey'd ratherput

the moneyinto somethingwheretheyplace agreateremotional con-

nection,"says Mapes. "Lil<eanupgradetoasuiteatthehotelorajetski

forthe kids or an extraspa appointment."

Sibling Rivalry
Orthe dangerof beingyour own opposltlon
C R EAT I N G A B RA N D in high contrast to your existing brand is not without risks. Drawing

attention to your strengths can also hiShlight the parent's weaknesses-something the

financially imperiled Delta is very skittish about.That is almost certainlywhy Song Marketing

VPTim Mapes never compares or contrasts his brand with Delta.
"ln our zest to create a separate and distinct brand, we kind of out-punted our Coverage,"

says Mapes. "We haven't done as good a job as we needed to to make sure song's success

feels like Delta's success."
Song got so much new and flashy equipment and uniforms that it caused a real sense of

"the haves versus the have-nots amongfrontline employees," he says.That's changing as

Delta has started to upgrade its equipment and amenities. Concerns linger though, aS some

employees stillwonderwhy, when Delta is in such rough financial shape, it's spending so

much on this new brand.
"we're constantly tryingto 8et people to see that the enemy isn'twithin the halls of Delta,"

says Mapes."Theenemyisn'ta memberof SongorDelta's managementteam.lt 'sa member

of the management team or a frontline person at any other competing airline ." -c.v.H.

CUSTOM IS KING
It's hard for an automaker, al airline or a hotel to make its product

unique to each customer. But that's an essential part ofbeing an

anti-brand.
"Mass customization is an overused term," says Mapes. But he

admits that it's essentiallywhat the companyis looking to provide.
'nVe want to figure out howwe can make 199 seats enable 199 dif-

ferent experiences,"he says. To doso, the air carrieroffers amenities

not found on otherairlines: fromorganicmeals to martinis served

in realmartiniglasses. And individualvideo monitors offer a selec-

tion of movies, TV networks and video games.

Customization was perhaDs easier for the makers of the Mini

Everything that touches song's
customers is carefully styled-
from cabin interiors to attendants'
uniforms created by fashionista
Kate spade.

because theproduct Line is more readily

modified. Potential Mini owners can
choose from much more than the paint

color and trimpackages most carbuyers
are offered. Buyers take their pick:

allover color or contrasting colors for

the roof and mirrors, and stripes or
graphics. The company also offers pat-

terns and flags for the car's roof. And

that'sjust the outside. The average Mini
purchase includes $4,983 worth of

options and accessories-nearly twice
the overall industry average of $2,622,
according to auto industry research fi rm

Edmunds.com.
The issue of price raises an imPor-

tant distinction between anti-brands
and discount brands. Simply launching

a cheaperversion ofthe original doesn't

bring ir new customers, some argue; it
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The people attracted to anti-brandsffpically prefer
com pa n ies to use a low-key approach, and so thafs
what Mini,SongandWdo.

just gets customers you already have to spend less. Although both
Song and Mini sell less-expensive product than their parent com-
panies do (the most expensive Mini starts at under $26,000-
$6,000 less than the least expensive BMW), they have avoided
becoming discount brands because of their emphasis on design.
Song and Mini are aimed at customers who could easily afford Delta
and BMWbutchoosenotto. "ManyMinidriverscouldeasilyspend

alot more ontheircar," McDowellpoints out.
That maybe animportant differencebetweenDeltaand BMW's

anti-brands and W Hotels. While the chain (Ross ICein, W's presi-
dent, wouldpreferyou callit "a collection") of20hotels ownedby
industrybehemoth Starwood canbe described as funky, it is defi-
nitely not inerpensive. The rate at theWin downtown Chicago in
August-when the city is no one's idea of a travel destination-
starts at $300 a night, compared with $240 for the city's Westin
and $180 for the Sheraton there, two other hotel "collections"

owned by Starwood. But W is not considered Starwood's classic
luxury brand. That honor is held by St. Regis hotels, which goes
after a more traditional definition of luxury-complete with Chip-
pendale furniture, Blue Willow china and white gloves. Instead,
W is branded as luxury for people who don't want to be mistaken
for their grandparents.

Started ir 1998, Wwas conceived tobe ahotel "without the tra-

ditional limits that were emotionally and physically put on the
hotel product," says lCein. So each W hotel is designed and deco-
rated by au courant artists and architectsnot to looklike anyother
hotelinthecollection. Notknowingwhatyouaregoingtogetvisu-
ally at each hotel is part ofthe attraction and the customi zation.
That's a starh contrast to the Westin or Sheraton or even St. Regis,
where basically, if you've seen one. you've seen them all. W wants
"eachguest to have a'semicustomized'experience based on what
his expectation ofW is, rather than having ageneric staybased on
what the product definition is," says I0ein. Think ofW as premium
cool. But not too cool.

ICein knows "cool" is a good thing when attached to design or art,
but not so good when attached to relationships. That's why W's
brand ID for advertising is "The warmth of cool." says lflein, 'nVe

don't want you to feel that everything is designed except comfort,"
hesays.AswithMiniandSong,Wcarefullywalksthelinebetween
being "not for everybody" yet still inclusive.

DIFFERENT STROKES
When 7Up decided to stop being "the uncola," it was because the
soda maker realized it was more important for the brand t obe for
something instead of against it. So it is with all three ofthese brands.
W, Song and Mini arelorpeople who value a certain rype of design

Bythe Numbers
BECAUSE MINI,  SONG AND W
are relatively new no one yet
knows how well these anti-
brand strategies will play in
the long run. Some of the early
returns are promising, though.
For the first half of 2005, W had a
17.7 percent revenue growth in
hotel-related revenue com-
pared with the same period in
2004. lt also has experienced
a year-over-year increase of
16 percent in room revenue per
available room. That beats the
industry average of 1'l percent
for other luxury chain hotels,
according to industry watcher
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Smith Travel Research. And. in
the truest indicator ofsuccess,
it now has an imitator, Hotel
giant Intercontinental has
launched its own version of
W, called Indigo.

Mini's launch in 2002 was
successful. and in 2003 the com-
pany increased sales to 36,000
cars in the United States.That
number stayed essentially the
same in 2004. But in the first half
of 2005,aided in nosmall partby
gas prices, the company had
already sold more than 25,000
cars-exceeding the total num-
berof cars itsoldinallof 2002.

The numbers and prospects
for Song are considerably
murkier. The numbers are a
huge unknown because Delta is
in bankruptcy and has never
broken out seDarate financials

for its subsidiary.That Song's
prospects are still up in the air
probably has less to do with the
brand model and more to do
with the health of its Darent

-c.v.H.
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Branding

and fashion. 'Very much like the Mini, W says something about
you,"notes Iilein, who was previouslyseniorvice president of cor-
porate marketing for Ralph Lauren. "W has become a lifestyle
identifier," he says. "lfyou sayyou'regoing to Wfor drinks, it's dif-
ferent fromsayingyou'regoingto thepub."All threebrands are sta-
tus symbols, despite what Mini buyers may think. It's just that the
status is different.

Thepeoplewho are attracted to anti-brands tlpicallyprefer com-
panies to use a low*ey approach, and that's what W, Mini and Song
do. Their customers consider themselves beyond the ordinary. The
idea with all three marketing strategies is to get potential customers
intriguedbythebrand, nottellthemwhattheirreactionshouldbe.
"I don't thinka lot ofpeople had a dreamthat somedaytheywould
own a Mini," says McDowell. "This is a carthatpeople didn't know
they would love until they saw it."

As a result, allthree companies see theirbest marketing medium
not as billboards or TV spots but the product itself. All put a pre-
mium on mal<ing sure a customer's experience is polished and con-
sistent up front whether it's getting your Mini serviced or your
linens changed. All operate under the theory that if they canget you
in the door, the product will take care ofthe rest. Try us, they say,
and we're confident you'll tell three friends, and they'll tell three
friends. And so on. And so on.

Thar is the way that opposites aLtract. il

SeniorWriter Constantinevon Hoffman can be reached atcvonhoffman@cxo com
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Starwood's collection of W Hotels is by
no means inexpensive, but it's consid-
ered funky-definitely not your grand-
parents' idea ofa luxury hotel.
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