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Brand & Positioning 

Playbook 

Turning Strategic Truths Into a Fixed Language and Visual System 

Why every firm in a category ends up sounding the same, and what it costs to stay that way. 

Questions this paper answers 
• How do we stop sounding like every other firm in our category? 
• How do we keep our website, proposals and conversations describing the same firm? 
• How can we adapt our message for different buyers without changing our position? 

 

C O N T E N T S  

1.   What Inconsistency Costs 

2.   How the Work Gets Done 

3.   What Should Be Produced 

4.   Where AI Earns Its Place 

5.   What Process 02 Hands to Process 03 

Most branding assignments begin with words, colors and logos. Ours begins with evidence. 

Opportunity Discovery established what’s true about the firm, where it has a credible opportunity to 
matter and which constraints the strategy has to respect. The Brand and Positioning Playbook turns 
those findings into a position the market can understand and a language system the firm can use 
without renegotiating it every few weeks. 

This isn’t an exercise in making the firm sound more impressive. Professional-service markets are 
already crowded with experienced, innovative, collaborative, client-focused firms offering tailored 
solutions. Say all of that more elegantly and the firm ends up with a more polished version of the 
language everyone else is using. 
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A position is a decision about what the firm should mean in the buyer’s mind. The playbook makes 
that decision, ties it to evidence, and hands everyone representing the firm the same operating 
system. 

 

What Inconsistency Costs 

Open your website, your capabilities deck and your last proposal side by side. If three different firms 
are described in them, your buyers noticed before you did, and not one of them mentioned it. 

A buyer who meets one position on the website, a second in a presentation and a third in a 
conversation with a partner has to reconcile the differences. Most won’t bother. They’ll settle on the 
least flattering version, because that’s the one that asks them for no benefit of the doubt. 

The playbook takes that work away from the buyer. It gives the engagement ecosystem one identity 
and makes sure every later audience, journey map, asset and interaction starts from the same 
verified position. 

How the Work Gets Done 

Fixing the Position 

Start with the Strategic Truths from Process 01 and work out which combination of buyer relevance, 
firm capability and open competitive space can support a position the firm has both the evidence 
and the operating ability to hold. 

A slogan is what the position eventually produces. The position itself is the fixed strategic idea sitting 
underneath the slogans, the claims, the visual system and the audience messages. It explains why 
this firm belongs in the decision and why the buyer should care that it’s there. 

That takes selection. A firm can have a dozen legitimate strengths, and asking the market to 
remember all twelve reliably ensures none of them lands. Name the central position and the 
supporting ideas that reinforce it without competing with it for room. 

Establishing the Positioning Pillars 

The position gets organized into supporting pillars, each one connecting something demonstrably 
true about the firm to something consequential for the buyer. Experience matters when it changes 
judgment. Process matters when it reduces uncertainty. Continuity matters when it protects 
execution. 
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Every pillar gets tested against the Strategic Truths and the competitive analysis from Process 01. If 
a competitor can copy the language without changing anything about it, the pillar isn’t finished. 

Apply that test to whatever your firm currently uses as positioning. Take each line, imagine your 
closest competitor publishing it tomorrow, and ask what would have to change inside their business 
for it to be true. If nothing would, you have a claim rather than a pillar, and the market has been 
reading it as noise. 

Building the Language System 

With the position and the pillars fixed, the language that carries them gets built. 

That’s the central hook, the primary and supporting taglines, the positioning statements, the claim 
hierarchy, the preferred vocabulary and the language the firm should stop using. Set the voice and 
establish the We Always / We Never discipline, so writers, employees, agencies and AI systems can 
tell brand language apart from language that merely sounds professional. 

The banned list matters as much as the preferred one. Generic category language comes back under 
deadline because it’s familiar and easy to approve...and we’ve approved it ourselves at five o’clock 
on a day something had to ship. Naming it in advance is what keeps “innovative solutions” and 
“trusted partner” from working their way back into every document. 

This is controlled consistency. The firm should be able to talk naturally in a boardroom, a proposal 
and a conference hallway without relitigating its identity every time somebody opens a blank page. 

The banned list is the half most firms skip and the half that holds. Write down the six phrases your 
category has worn out, put the list where writers will see it before they start, and expect to keep 
adding to it. It is the cheapest quality control available. 

Testing the Position Through the 4Ps 

The 4Ps are the completeness test. 

Purpose establishes why the firm exists in terms the market cares about. People connects the 
buyer’s problems and priorities to the experience and judgment of the people who’ll do the work. 
Process makes the firm’s approach visible, especially where that approach reduces uncertainty or 
protects an outcome. Product explains the service as the practical expression of the first three, not 
as a list of capabilities looking for a reason to matter. 

Run all four and the brand can’t quietly become a purpose statement with no operating proof, a 
biography with no buyer relevance, or a service list with no meaning. 
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Adapting the Message Without Changing the Position 

Different buyers need the same position, expressed through whichever part of it bears on their 
decision. What none of them needs is a separate brand. 

Using the audience distinctions from Opportunity Discovery, build the message architecture 
showing how the position should be framed for each buyer and influencer group. The Strategic Truths 
and the positioning pillars stay fixed. Emphasis, examples and supporting proof move. 

That matters in the next deliverable, where segments decide who gets approached first and 
personas decide how the position gets packaged. Process 02 sets the message system. Process 03 
gives it the full audience and adoption architecture. 

Recognizable Before the Copy Is Read 

The position has to register before anyone reads a word. Establish the color, typography, logo and 
wordmark rules, the imagery direction and the supporting visual standards that let the firm present 
itself the same way twice. 

The visual system should carry the same character and judgment the language carries. It exists so 
that each new asset stops being another opportunity to redesign the firm, which is a different thing 
from eliminating creative judgment. 

Protecting Truth Traceability 

Every positioning pillar and consequential claim ties back to its source in Opportunity Discovery. The 
traceability appendix names the Strategic Truth, the supporting evidence and the approved language 
behind each claim. 

You can audit this in an afternoon without any of the rest. Take the ten strongest claims on your 
website and try to source each one to a piece of completed work, a documented result or a client 
who would confirm it. The ones that resist sourcing are the ones the firm cannot substantiate for a 
skeptical reader or a machine trying to trace the evidence. 

That’s what protects the brand from gradual exaggeration. A phrase can’t get stronger because it 
tested well in a headline, and an AI system can’t introduce a promise the firm has never 
substantiated. The language may get sharper. The truth underneath it can’t get more convenient. 

What Should Be Produced 

A complete Brand & Positioning Playbook produces: 

• The fixed market position and supporting positioning pillars 

• The central hook, taglines and core positioning language 
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• Purpose, People, Process and Product expressions 

• Voice standards and the We Always / We Never discipline 

• Preferred vocabulary, banned phrases and claim rules 

• Audience-specific message architecture 

• Color, typography, logo, wordmark and imagery standards 

• A truth-traceability appendix connecting every claim to Process 01 

This is the operating system for every public word and visual the firm produces. 

Where AI Earns Its Place 

AI generates language fast, adapts a message across formats and reads large volumes of content 
for inconsistency. Without a governing system, it will also help a firm sound like a different company 
several times a day. 

The playbook gives it boundaries: the truths, the position, the voice, the claims and the visual rules 
the machine inherits before it writes anything. AI can create variations inside that system. It can’t 
invent the system, and it can’t improve a claim past the evidence holding it up. 

What Process 02 Hands to Process 03 

Audience Segments and Marketing Personas comes next. Process 02 fixes the position and the 
language system. Process 03 determines who should encounter it first, how it gets packaged for 
different people, and what evidence each audience needs before it will move. 

After Process 03, the Research Spine, the Strategic Truths, the brand system and the audience 
architecture get compressed into the Brand and Marketing Manual, the governing reference that 
Journey Mapping and everything after it works from. 

Related reading 

Decision Science: Credibility Source Evaluation and Believability. Explore the reasoning behind this part of the 

process. 

How-To: How to describe who you serve. Apply a specific part of the work. 

Continue with Process 03. 

https://thedecisionsequence.com/resources/decision-science/what-makes-a-marketing-claim-believable/
https://thedecisionsequence.com/resources/marketing-how-to-guides/making-the-buyer-feel-seen/
https://thedecisionsequence.com/resources/architecture/deciding-which-buyers-matter-most/

