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1. INTRODUCTION AND CASE OVERVIEW

Brand management — the strategic discipline of building, sustaining
and leveraging the symbolic and functional assets of a brand to
generate sustainable competitive advantage — has evolved substantially
beyond its origins in consumer packaged goods (Kapferer, 2012). At the
postgraduate level, brand management demands critical synthesis of
identity theory, equity measurement, authenticity scholarship and
architecture strategy, applied with analytical rigour to the competitive
realities confronting contemporary brands. This assignment critically
examines the brand management challenges facing NorthArc Outdoor
Co. Ltd — a fictitious UK-founded premium outdoor apparel brand
established in Keswick, Lake District in 1998. With £124m annual
revenue, 68 retail doors (primarily independent specialist retailers) and
a recently launched D2C channel, NorthArc competes in the technically
demanding performance outdoor segment (against Arc'teryx, Patagonia
and Montane) and faces a strategic inflection: whether to extend the
brand into the fast-growing outdoor-lifestyle and urban athleisure
market without compromising its heritage authenticity and specialist

credibility.

Four interrelated theoretical frameworks are applied: Kapferer's (2012)
Brand Identity Prism; Aaker's (1991, 1996) Brand Equity Model;
Fournier's (1998) brand relationship theory complemented by Morhart
et al.'s (2015) brand authenticity dimensions; and Park, Milberg and
Lawson's (1991) brand extension fit framework. Together, these lenses
illuminate a strategic dilemma that is not unique to NorthArc but is
characteristic of the contemporary challenge facing heritage

performance brands navigating the commercial pull of lifestyle markets.



2. BRAND IDENTITY: KAPFERER'S BRAND IDENTITY PRISM

Kapferer (2012, p. 158) argues that "before knowing how we are
perceived, we must know who we are" — a foundational assertion that
distinguishes strategic brand management from reactive reputation
management. His Brand Identity Prism provides a six-facet diagnostic
that separates the brand's self-expression (sender perspective) from
consumer experience (receiver perspective), and external expression

from internal values.

<« SENDER (Internal) RECEIVER (External) »
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ict heritage; B Q
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Source: Adapted from Kapferer (2012, p. 158). NorthArc applications are fictitious educational illustrations.

Figure 1: Kapferer's Brand Identity Prism Applied to NorthArc Outdoor Co. Ltd. Left-side facets (Physique, Personality,
Culture) represent the brand sender's self-expression; right-side facets (Relationship, Reflection, Self-image) represent the

consumer receiver's experience. Source: Adapted from Kapferer (2012, p. 158). All data fictitious.

As Figure 1 illustrates, NorthArc's brand identity exhibits strong
internal coherence across the six prism facets. Its physique — the
brand's tangible signature — centres on Gore-Tex certified technical
performance fabrics, fell-inspired colour palettes (slate grey, peat
brown, lichen green) and understated minimal branding that signals
insider knowledge rather than logomania. Its personality is stoic and
honest — analogous to what Aaker, D.A. (1997) would classify as
“ruggedness” and "sincerity" on the Brand Personality Scale. Most
critically, NorthArc's culture facet — rooted in the Lake District's
demanding mountain environment, its B Corporation certification and
its publicly stated "repair-not-replace" lifetime warranty — functions as
the brand's ethical backbone. Kapferer (2012) identifies culture as the

most differentiating and difficult-to-imitate prism facet, because it



encodes organisational values that competitors cannot copy through

product or communication alone.

The strategic vulnerability exposed by this prism analysis lies in the
reflection/self-image tension: NorthArc's current consumer reflection
(the serious alpine athlete) is demographically narrow, while the brand's
aspiration to extend into lifestyle markets would require a different self-
image proposition — "I am a style-conscious urbanite who values
outdoor heritage" — which may create identity incoherence if not
managed with precision. de Chernatony (2010, p. 41) warns that
"brands that try to serve multiple self-images simultaneously risk
meaning nothing to anyone," a caution of direct relevance to NorthArc's

extension deliberations.
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3. BRAND EQUITY ANALYSIS: AAKER'S FIVE-DIMENSION MODEL

AAKER BRAND EQUITY MODEL
NorthArc Outdoor Co. Ltd
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Figure 2: Aaker's (1991) Brand Equity Model — NorthArc Outdoor Co. Ltd Equity Audit. Source: Adapted from Aaker (1991,
p. 270) and Aaker (1996, p. 8). Brand association sub-clusters reflect NorthArc's three core equity drivers. All data are

fictitious.

Aaker (1991, p. 15) defines brand equity as "a set of brand assets and
liabilities linked to a brand, its name and symbol, that add to or subtract
from the value provided by a product or service to a firm and/or to that
firm's customers." As Figure 2 demonstrates, NorthArc's equity profile
is characterised by exceptional strength in brand associations, loyalty
and perceived quality — the three dimensions most resistant to
competitive imitation and most directly correlated with pricing power
(Aaker, 1996).

Table 1: NorthArc Outdoor Co. Ltd — Aaker Brand Equity Audit vs Key Competitors (Selected Dimensions)

NorthArc

Equity Arc'teryx Patagonia Montane

NorthArc Relative
Dimension (Canada) ((VET.) (UK) N
Position

Brand 74% 68% 82% 41% Strong — trails
Awareness Patagonia only
(aided, UK)

Perceived 8.6 9.1 8.8 7.8 Strong but
Quality below Arc'teryx

(consumer /10)

Brand Loyalty 68 72 81 52 Strong;
(NPS) Patagonia



. . NorthArc
Equity Arc'teryx Patagonia Montane
NorthArc Relative

Dimension (Canada) (USA) (UK)

Position

community

moat significant

Brand B Corp, Sustainability 1% for the Limited public = Comparable to
Associations repair pledge Planet; Worn commitment Patagonia;

— Ethics warranty Wear more verifiable
Brand Urban Urban line Foodware, Core only Arc'teryx
Extension lifestyle (VEILANCE) activism VEILANCE
Appetite (proposed) blueprint exists

Note: All figures are fictitious and produced solely for educational purposes. NPS = Net Promoter Score.

The most diagnostically significant finding from Table 1 is the Arc'teryx
comparator: its VEILANCE sub-brand — a premium urban technical line
positioned at the intersection of performance and luxury streetwear —
provides NorthArc with a tested blueprint for brand extension that
maintains architectural separation from the core outdoor line. This

precedent is critical to the extension debate explored in Section 6.
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4. BRAND ARCHITECTURE AND PORTFOLIO STRATEGY

Brand architecture — the structural organisation of a firm's brand
portfolio — determines how brand equity flows between corporate,
endorsed and individual product brands, and how consumers navigate
the portfolio (Aaker and Joachimsthaler, 2000). The two archetypal
structures are the branded house (a single master brand applied
across all products, e.g., Virgin, Apple) and the house of brands (each
product brand stands independently, e.g., Procter and Gamble).
NorthArc currently operates a branded house model — the NorthArc
name and visual identity are applied uniformly across all product lines
— which maximises brand equity concentration and communication

efficiency but concentrates all reputational risk in a single brand asset.

The proposed lifestyle extension creates an architecture decision of
strategic consequence. Extending the NorthArc name directly into
urban lifestyle products risks — as Ries and Trout (2001) presciently
warned in their critique of line extension — diluting the specialist
associations that constitute the brand's primary equity driver. The
branded house model, optimal for NorthArc's current single-segment
operation, becomes architecturally strained when two distinct consumer
groups with different value hierarchies are addressed under the same
name. Aaker and Joachimsthaler's (2000) "brand relationship spectrum"
suggests that an endorsed brand or sub-brand strategy — in which a
new lifestyle line (e.g., "NorthArc URBAN" or a standalone sub-brand
endorsed by NorthArc) creates distance from the core technical identity
while retaining equity transfer — offers the architecturally safest
extension pathway. This is precisely the model Arc'teryx deployed with
VEILANCE, maintaining categorical separation from its Atom and Beta

technical product families while accessing the premium urban market.



5. BRAND AUTHENTICITY AND RELATIONSHIP

Authenticity has emerged as a primary value driver in premium brand
markets, particularly among millennial and Generation Z consumers for
whom brand values alignment is a non-negotiable purchase criterion
(Morhart et al., 2015). Morhart et al. (2015) propose a four-dimensional
brand authenticity model comprising: continuity (historical consistency
and heritage); credibility (honest, accurate self-representation);
integrity (alignment of stated values with organisational conduct); and
symbolism (the capacity to help consumers express their authentic
selves). NorthArc performs exceptionally on all four dimensions within
its current specialist market: its twenty-eight-year Lake District
heritage provides continuity; its B Corporation certification and
independently audited supply chain provide credibility; its repair
warranty and material transparency demonstrate integrity; and its
aesthetic communicates a distinctive outdoors-person identity with

precision.

"Authenticity is what consumers now crave — but it is also what they
most expertly detect when absent. Manufactured authenticity is an
oxymoron that destroys the very equity it seeks to deploy."

— Morhart et al. (2015, p. 202)

Fournier's (1998) seminal work on brand relationships conceptualises
the consumer-brand bond as analogous to interpersonal relationships —
characterised by love, commitment, intimacy, partner quality, self-
concept connection and nostalgic attachment. NorthArc's NPS of 68 and
62% repeat purchase rate are quantitative proxies for the depth of
brand relationship its core consumers have constructed. Critically,
Fournier (1998) demonstrates that relationship quality is most fragile
precisely when a partner deviates from expected behaviour — a finding
with direct implications for NorthArc's extension strategy: the deeper
the relationship its specialist consumer has formed, the more significant
the perceived "betrayal" if the brand is perceived to have "gone

mainstream."



6. BRAND EXTENSION: STRATEGIC OPPORTUNITY OR DILUTION
RISK?

Brand extension — "the use of an established brand name to enter a
new product category" (Aaker and Keller, 1990, p. 27) — represents one
of the most consequential and contested decisions in brand
management. Its commercial logic is compelling: leveraging existing
equity reduces launch costs, accelerates consumer awareness and
transfers perceived quality associations to the new category. The risk is
equally well-documented: unsuccessful extensions can "dilute" the
parent brand's associations, weakening the very equity they sought to
exploit (Loken and John, 1993).

Park, Milberg and Lawson (1991) identify feature-based fit (shared
product attributes) and concept-based fit (alignment with brand image
concept) as the two primary moderators of extension acceptance. For
NorthArc, the proposed urban lifestyle extension has moderate feature-
based fit (fabrics, construction methods translate to urban technical
wear) but faces a concept-based fit challenge: if NorthArc's core brand
concept is "mountain performance," extension into urban fashion risks a
concept mismatch that specialist consumers will read as commercial
opportunism rather than natural brand evolution. This is precisely the
failure mode that damaged The North Face's brand credibility with
hardcore alpinists when its products became fashion staples, severing
the credibility chain that justified premium pricing in the specialist
channel (Holt, 2002).

The extension pathway that preserves concept-based fit while accessing
the lifestyle opportunity is a sub-brand architecture with deliberate
conceptual bridging. Rather than positioning the urban line as
"NorthArc for cities," it should be positioned as "NorthArc technology
for the urban adventurer" — maintaining the performance concept as
the connecting thread while acknowledging a genuinely different
context of use. This framing maintains concept coherence, leverages the
proprietary technical equity, and avoids the identity incoherence that de
Chernatony (2010) identifies as the fundamental brand management

failure mode.



7. CONCLUSION AND STRATEGIC RECOMMENDATIONS

This assignment has critically applied four brand management
frameworks to NorthArc Outdoor Co. Ltd, revealing a brand with
exceptionally strong identity coherence, differentiated equity across all
Aaker dimensions, deep consumer relationships and a commercially
compelling but authenticity-sensitive extension opportunity. The central
strategic tension is between commercial growth and brand integrity — a
tension that is not resolvable through compromise but must be
managed through deliberate architectural design. The Arc'teryx
VEILANCE precedent demonstrates that premium outdoor brands can
successfully access luxury urban markets without diluting technical
heritage, provided the architectural boundary between lines is
maintained with discipline and the extension concept is grounded in
genuine performance innovation rather than aesthetic repositioning

alone.

STRATEGIC RECOMMENDATIONS — NORTHARC OUTDOOR CO. LTD

1. Adopt an endorsed sub-brand architecture for lifestyle extension:
Launch "NorthArc FELL" (urban technical lifestyle line) as a distinct sub-
brand endorsed by NorthArc's B Corp credentials and materials expertise —
maintaining categorical separation from the core technical line while
enabling equity transfer. Endorsed branding (Aaker and Joachimsthaler,
2000) provides the optimal balance of equity leverage and identity
protection.

. Protect authenticity through product integrity: All FELL products must
be constructed from the same certified sustainable materials and
manufacturing standards as the core range — zero aesthetic-only products.
Morhart et al.'s (2015) integrity dimension requires that values alignment is
demonstrated through product decisions, not merely communicated through
marketing language.

. Conduct pre-launch consumer relationship risk assessment: Survey
current NorthArc core consumers (specialist channel, mountaineering

community) on their extension acceptance before launch. Fournier's (1998)

relationship quality theory predicts that perceived brand betrayal risk is

highest among the most loyal consumers — proactive engagement converts

potential critics into co-creators.




4. Maintain channel discipline for the core line: Resist distributing the
NorthArc core technical line through the same retail channels as the FELL
extension (particularly fashion multiples and department stores). Channel
incongruence — placing specialist technical products in fashion-oriented

retail environments — is the single fastest mechanism for eroding perceived

quality associations among specialist consumers.
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