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CONVERSION
MANAGEMENT

15 steps fo managing a brand conversion.

i tod's complex Insiness enann-

e iy custerners are Gued with

the challenges resuling frov the effeces
of “merger mania” Whether vou are
comverting your existing brad identity as
aresult ol o rece .||'|'|I|I‘hilh:|L-c T P
Ling vour entine comprany vou must quickly
and seambesdy comvert vour corporate
ichentiny o imaintain your customer’s log.
aliv. Your brand comersion mus be as
subsbe s 0 whisper but lsave the inpact
al o sercam! Clowerting asdeeds or
thousands of locaiion: can be o homsnieal
|1i;:|:|1||1:|.n' amel reCpures a r|i:-.c'i||li|'u- il
coimeraon methodology thid i exceeds
Ll 1'-Irk.l|li|i|.!| ol meosl vendors. 1t% like
I‘ll'll'lk.ill|: anibl o @ Fiee lsose® YWhiether kL
ame menaEng the samolimnsae conver-
B0, Db, SOM) e 5 0HHD locngions,
it toakes= o temm ol =eaenned pruim_l FFiTS-

sl ol

ageonent prodessionals who lave  moan-
agedl major corporste amd et Galive
conversions in broad geographic markets
within seemingly impossible timelrames
It inkes '!.l'.LI"\-. ol l:"(lr:'l'i'lu it I«.||| |h'|-.]i|_ ;_l.l-:'\-ﬂ
|1.'|:|-||r|:i||4_l towils amel a rervnrk ol ||||.4||i1iu-|,1
msmnificturers, installers and fickd coorndi-
e v be qualified w suppon such an
inatimne, The follswing 15 steps will help
e yon salely across the chasm,

15 Srwres 10 Masusivs 4 Brasn
CoNvERSION
A, Brandmg lonr Freetoement

Whether vour business s a bank, retail
I:1h'|'.|li||||_ C=alenne  f

restaurant, your

1!-I|I.I:||‘||'|'| TN i"-| e |1|' STHIF
mﬁmu::u:imﬁ most micrminrable i|'||:|:|||,-_~.-
sions i the hewrms and mnds of o

cistimners, Betul amed other E:’lIHil_' Apuic-

vH AN AN OPPOINEY O cenmuanicae
ITETTEY IFTRATHE ] |:||'u|'nin-. anl F::u’|iu|1-
g, Most mmportanthy, (his B o second
chance w0 make a great first impression,
Beyvond livang an imguacthal, consasbent
ot meciniigfial design, your cinamnment
must alse have functional value w aid
in |:||r:'|'|'h.|||:u'|i:-.:|'||_r|.h trlfic v and loss
|:||1.'l.'v|'|1li||||. I 1skes @ :t1|||1i.-¢l|-:r||;||i1|-n{|
team of prodesaonas o provide nemer-
oz Brnded envaronmentad and design
recommmiendations  dunng  the  strsegae
plaming phase. Whether you are reinsag-
g o comweriigg your corpone wentityg
the process begins with branding your
entire emaronment, An expericnced pro-
lessional services management frm pyps
t':l]:]:.' fiaiivlaing i team ol gr..'l|:||1i.-:' |:||.':v.'i.u;.||.r
crs wiho are cxtreimely skalled m |:lrl.".'i|l:|ir|g
|:II':1|I'|I:‘|iII2 recoinimeirlations

2 Lode Rewarck & Prwit Approsati
Manging the simsltaneous conversion
ad” 10, 1000, S0 e 5 0NKD loewiioas TEEpAres
a synchrmonized conrdmation with hun-
dreels, perhags thousaimds, of moeicigsal
avthornies 1 Cil=anT |'||.-|I |-.-||'|| .\_||_'|||:|H1_'|:|.
bsmsded element meeets the building code,
It wkes a unepee decipline o expedie
et :|.'|:||:|nrl.':|l.-; i ensure @ sicrssinl
w-time delivery ol your coomersion o
gram. An expenenced professonal servce
o5 management e typically maintans
iraincd progect management prolessionals
whin hawve |':-.]:n'|'.i|'|.n'|- warrkinse witly local
municipsel anthormes and are skilled a
expediting the approsal process,

X Lavfered A pformvends

Mvegotiating with Luslords reguines spe-

cial skills, especially il the landlord views
tsi: approsval process as gty
b renegotiaie the kease, Often, landlords
wll redpuare additionsl improvemenis o
the: fuility prior o approvng the image
comersion. A experenced professsonal
serviees msagemcent firm rypically main-
tains tramed expeditors and pegodiators
wiho can quickly lormulaie an amicable
resclimtion that will Gctlinme o lansdlord
approwal

I, Condueting Technical Sete Burveys

Uhece the site has been broosded and
the permin appooval process is wirderway,
i i:- ill'll'l-rnlri'-.':' ||l.|l: a skilbeo L ]Ill.il'.lqlll
visit each =ie to check the eraronmensial
conditions to cnsure that the heansded
clements can be cosily mstalled and thag
ponwier whiere required is aceesable. An
cxpreric e }mr!l'h-:-:'rnn:l.'l SETVICCE T
agement fivm e assist wath scheduling
and deploving skilled wechniciam w con-
it the gechmical SUMVEVE,

. Manegong the Venddor Conmrsir

Building and insalling your new sig-
nage is anly a small piece of the eomer-
s prepram and cacl panicipatiing ven-
clor shnakl be gualified and evaluated on
thear avadlable mesources and conversion
experience, The wadiionad best effor
mcnfidity just Bt geel enooagl wlen
cdelivering & comversion program. Easch
cjuialified vencor shoukd b Boided, ocmi-
bl anel msored, They shoulod be CEpET
enced] inithe comeaersion arema and be able
o reference sucoessful programs where
thewr completon awl quality pereeniag-
cs smored o tw apper 90th pereentile.
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Chmalified vendors showld be able o iden.
1.'if'|.' bath thear eomerminn mmgmnt
team and plant and production resousces
that will be dedicated to this program and
herve a detailed business continuation plan
for disaster recovery Qualified vendors
shioudd alsn be able 10 demonsirate ther
online realtime reporting tools as you
simply cannot run a lange comversion pro-
grarm with an Excel spreadsheet or shared
workhooks, When time s of the essence,
clear, concise and consistent infaermation
beevoeries an integral pant of the secoess of
the program, Each vendor should be able
i demonstraie iis capacity and capabiliy
o support the volume of business and
clearty should be able o demonstrane s
fmancial :lal:-i.:l'il::.r for :u:l'.a.im.in!: such a
barge mitiatve, Comverting hundreds or
thousands of locations in a condensed
timeframe requires a management dis-
capling fensed on delivening product
quality and consistency throughour your
entire footprint, When Bilure is not an
option your vendors must provide service
bevel guarantees (o ensure that your pri-
gram 15 delvered on dme and on bodges.
Managing a diverse set of vendors w an
o=t an-budget suceessful completon
reqqeires the skills of a tramed profes-
somal semices organization. An exper-
enced professional services managerment
firm maintains the complex systems and
proven methodologies recuired to gualifi,
sebect and manage a national network of
suppliers and vendors to a successful pro-

& Manage Prodver [havlaty and Conssteney

Feriodic quality control audies and
feld site inspections yield  high-qualiey
products that are nod only beading-edge,
but also functional and easy o mamtan,
Your imaging assets require carcful plan-
mng and expericoced  implementation
management. An experienced professon-
al services management firm will typically
provicle rowtime qualing coatrol awdiis and
iruq}:climu Ly eRsane quair!.' wmd ronsiz-
tenicy across the entire footprint,

7. Remvoal and Proper Disposal
Proper removal and disposal of existing
signage is extremely enitbieal. Each element

inchuding lamps and balksis must be dis-
iuau-.mlﬂrl:L !11I.'|FI_'| !H:'FIHII‘I':,I' and irans-
ported to a recvchng faclity for proper
digposal. Dualified vendors should supply
recyeling reports to venly proper disposal
methods and procedures, An expenienced
professional services management firm
will typically collect the data from mul-
tiple vendors and supply a consolidated
recyehing repaort,

& Kty Yoo Hunldrgs

Omce the exasting signage has been
safely removed, the buldings must be
power-washed, patched and painted 1o
hide the ghesong effect caused by the
original signage mstallation. Customers
are now requiring that the removal, res-
toration and installation be condensed
within | week to minimize the effects
of the corporate identity transition, An
expenienced  professenal services man-
agement firm will coordinate the entire
implementation process o ensure that
each of the approved suppliers and ven-
dors are working scamilesly in concert.

9. Prampanmy flacinol Sermic

The techmical survey is a great ool for
determining power requirements for new
sign and lghting elements. Meew illuma-
nated sgnage may require additional cir-
s or new lines that can be determaned
during the technical survey Oceamonally,
restoration companies will pach and
pRInk over exising connections requinng
on-call electrcians fo be dispatched o
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ing the fabrication and
stallation of thousands of

destined for hundreds or
ousands of locations

1s no easy task.

make the fina conmecton An expen-
fm'l_-d pnfc:ﬁmlﬂ WTVICTS ma.na.g:n'lr.m
firm typically maintains a 24/7/363 call
center to handle pre- and post-installation
SEMVIEE TRAJLESIS,

10, Proceding Temparary Sigmage
Mo mite bncaton can reman unbrand-

ed, Temporary signage must be mmstalbsd
dhunng the removal, disposal and restora-
tom phase of the comersion to ensure
buisamerss continuity. Banners and/ oF tem-
powary sgms ane supplied and installed by
the signage vendors until each of the fimal
elements have been completed, mstalled
and unveiled. An experienced profesion.
al services management firm will monitor
each @l location o ensure that each
location s properdy branded throughout

the entire COMACESION PIOCESs.

1. Managng the Fabrcmion and Instollaion
Managing the fabncaton and instal-
lation of thousamds of signs destined for
hundreds or possibly thousnds of loca-
tons is no casy task. Mulple vendors
sedected to build specific agn npes will
be recquuired to ship scelected products 1o
predetermmined sites that will be scheduled
for mstallation by a team of shlbed feld
rechmicians. Mew footngs and founda-
tons must be appeoved by permitting
officials prior o wstallation. It requires
comples sysiems, A PrOven conversion
manageeent methodology and a eam of
expenenced air raffic controllers. When
Eailure is not an option, coniract with a



seasoned professional services manage.
ment firm who has the expedence to
deliver your conversion program on me
amd on budger.

12, Restoring Tour Landreape

Oiften, new momements and pons wall
requine pew footings and foundations th
will recquire the disturbed soil w0 be com-
pletely landscaped, Oien, retaslers wall
sclect & commaon hn!;hl.'ﬂ.]'.ril'l-g theme tha
will be replicated throughout the entire
footprint. An experienced professionsl
nate the complete landscape restoration
to ensure consistency throughowt vour
entire footprint,

13, Hagging & Fannering

It 15 mperative that your new sgmagre
remain: bagped andfor bannered unil
CIx1 FOustomer Day One™), C-call
service must be available to dispatch a
field technician in the event a banner
or bag fails w say avached o the new
sign. An expericnoed professional servioes
managemenl firm rypically maincains a 7
% 34 x 365 call cener w handle pre and
post installation service roguests,

1 “The Unvesling™

-1, or “Customer Day One,” & the
moment we have all been waiting for!
The moment of tuth! The big crescendo!
Teams of imstallatgon crews st camnss
banmers that were insalled dunng the
installation process 1o hide the new brand
imagre. In one magpcal mght or weekend
hundreds or thousands of Iocatdons ame
urveled w the public in a media freney
desagred o ereate excitement around the
launch of the new brand. 1 wish it were
as casy as wining a magic wand bt
unfortunately wams of field wehnicians
must be efficienty routed o thousands of
bscations in @ 24=, 46 or 72-hour dme-
frame to successlully complete the wmeil-
ing. An expercnced professonal services
management firm typically maintains a
24577365 call center thas can efficientdy
schedule and dispach feld resources 1o
complete this overwhelming task,
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P35, Cleadity Combrol Awelits

“Creating the Punch List": Periodic
darptime and nighttime visual inspections
must be completed 1w ensure quality and
corsistency across the entire footpring.
Once: the fog of war has [ified and all the
ates have been unveled, & complete set
off fimal completion and branding photos
must be captured and cataloged for future
reference, All punch list items nust be
documented and submitted to the appro-
p:rial:c :.u"ii.ﬂr ar vendor for immediate
pemh]rm ressdition, An mqwr.i-r:rr.vpd pro-
fessional serices management frm can
assist with preparing a complete photo
bbrary, mediating problem  resolutions
and preparing closeout decumentation,

SunimaRy

Hiw do you manage the simuliancons
coawersion of 10, 100, 500 or 5,000 loca-
tions? Hire a team of seasoned project
management professionals who have the
CXPEMEnoe 10 MANAEE MAjor COrprale
and rewail facility conversions in broad
grographic  markets within  seemingly
impussille dmelrames. There are & -
beer ool matiomal frms that olfcr a wealils
of experience to all faccts of corporate
ientity — conceplual design, guidelines
and specifications, vendor coordination,
bunch planning and ongeing identity
M RaLgement,

You may ako fnd that mamy of your
national sgn service providers maintain
a stmilar team of implemeniation experts
who have planned and managed regional,
ratiomad anel glodsal brand converslon pro-
g.r.l:r!'u: “:“' AT I M “:Il'lﬂn‘l-ﬂ.'ll'lﬂ, '“-'i'JI
experience inos wide vanety of busines
seciors, Their project management pro-
fesspomails should have the prowen exps-
rence to suocessfully lead a Oy
through the identity conversion process
DE]EHI:HDE (40 18 lhE ﬂ..!E JJ'Hi xn# D[ :r'l'.ﬂ.lr
program, a direct relationship wath your
nattonal sSgn service provider can achieve
similar results while chminating a consid-
erable amount of confuson, complexity
and cost,

Whether vou are creating a completely
nes identity, refreshing an existing sdenti-
ty, or simply cleaning up an wdentity gone
wild, | encourage you to seck the assis-
tance of a national sign sendces provider
who has the expertise o executs the 13
steps that will help guide vou salely across
the conversion chasm.
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