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Brand architecture is on the corporate agenda. 
As businesses scale through AI-fueled innovation, 
M&A activity, and market diversification, complexity 
accumulates at a rapid rate. The result is operational 
friction, fragmented messaging, and brand portfolios 
that obscure more than they clarify. 

In response, traditional models of brand architecture are being 
redefined—not as static frameworks, but as adaptive systems 
designed to meet the demands of accelerated change, investor 
scrutiny, and rising expectations for transparency and purpose. 

This white paper explores brand architecture as a strategic 
management discipline and how the corporate brand is emerging 
as a central organizing force behind clarity, cohesion, and 
enterprise value.

Business Growth and Brand Complexity

It’s a fact of business life: Companies become complicated as 
they grow. New products are branded and launched to penetrate 
new markets. Divisions multiply. Acquisitions bring their own 
ecosystems of brands and legacy nomenclature. 

With no strategic lens to guide decisions, no clear criteria for 
which brands to invest in or which to retire, complexity builds like 
sediment. Meanwhile, the corporate brand, unclear in its role, fades 
into irrelevance. 

Eventually, the entire enterprise begins to feel sluggish and 
disjointed. Until, finally, something snaps.

It could be the CEO’s patience, stretched thin by having to explain 
to investors—yet again—what the company actually does. It might 
be a CFO’s growing concern about the cost of supporting too 
many brands with little apparent return.

But it’s the CMO who feels the pain of complexity most directly 
and acutely. Campaigns are harder to execute. Messaging is 
fragmented. Budgets are diluted across an unwieldy brand 
portfolio. Marketing teams, forced to do more with less, lack  
a clear framework for prioritization.

The need for a brand architecture review becomes a pressing 
priority on the corporate agenda. 
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Brand Architecture

As with many aspects of brand strategy, there is no universally 
agreed-upon definition of brand architecture or how it should 
function. In the absence of clear guidance, efforts often devolve 
into exercises in visual order, rearranging logos to mirror internal 
organizational charts. Nothing of substance is achieved. 

At BrandingBusiness, we believe any effort to build a meaningful 
and enduring brand architecture system must begin with a clear 
understanding of the corporate brand: What it stands for, how it’s 
positioned, and the role it plays in driving growth and cohesion 
within a framework for expansion. 

As we review the three traditional models—Branded House, 
House of Brands, and Hybrid—it soon becomes clear that they 
are evolving states in which the corporate brand is exerting an 
unmistakable influence in anchoring strategy and guiding decision-
making across often complex brand portfolios.

House of Brands

The House of Brands model describes a structure in which a 
collection of brands—products, platforms or acquired businesses—
exist and operate relatively independent of one another. It is most 
prevalent among high-volume, low-margin consumer product 
companies that manufacture and market broad portfolios of 
standalone products, each with its own distinct brand identity and 
marketing strategy.

It also exists in the low-volume, high-margin world of luxury and 
lifestyle goods, as Tapestry Inc. exemplifies with its Coach, Kate 
Spade New York and Stuart Weitzman brands.

The primary business objective of this model is flexibility and reach, 
enabling each brand to compete independently within its category, 
avoid market overlap and engage consumers through highly 
targeted product offerings.

In the consumer product world, companies such as Unilever, 
Diageo and Newell Brands oversee large, diverse portfolios of 
product brands. But no company exemplifies this model more 
comprehensively than Procter & Gamble.
With household names such as Tide, Pampers, Gillette, Olay 
and Head & Shoulders, P&G has long operated as a brand 
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management powerhouse. It has a portfolio of 65 brands, and each 
functions virtually as an independent business unit with its own 
advertising strategy, product development and marketing team—
sustained by an annual corporate marketing budget of more than 
$8.3 billion. Most of that budget is directed toward building and 
sustaining product brands—although that is quietly evolving.

As consumer expectations shift toward corporate transparency, 
sustainability and purpose-driven engagement, P&G has begun 
to bring its corporate brand into clearer view. Campaigns such as 
“The Talk,” “The Look” and “We See Equal” reflect P&G’s growing 
use of the corporate voice to communicate shared values, social 
responsibility and ethical leadership—especially on issues where 
individual product brands lack the platform or credibility to speak.

While P&G’s House of Brands structure remains intact, the 
corporate brand is stepping into a more visible role—bringing a 
layer of cohesion to the portfolio and lending its hard-earned trust 
to the individual product brands. This trend reflects a broader shift: 
Even in a traditional House of Brands model, the corporate brand is 
being re-evaluated as a strategic asset.

This shift is especially pronounced in the B2B world, where the 
forces of change are even more urgent.

House of Brands in the B2B World

For decades, industrial conglomerates were Wall Street darlings—
these are the diversified, sprawling machines built through years 
of acquisitions and benign brand neglect. Their portfolios often 
resembled loosely connected islands: autonomous business 
units operating in silos, with little synergy and even less brand 
coherence. The logic was diversification and risk minimization. 
The corporate brand was often little more than a legal name—
something buried deep in investor relations pages and  
earnings calls.

But investor sentiment has changed dramatically. They aren’t 
buying the “diversified is safer” story. They see bloated cost 
structures, tangled operations and brand portfolios that confuse 
rather than clarify. The verdict is clear: Conglomerates are 
inefficient, and inefficiency gets punished. Enter the “conglomerate 
discount,” a markdown on market valuation driven by opacity and 
strategic drift.
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Faced with declining multiples and activist pressure, many of the 
world’s most storied industrial giants have reached the same 
conclusion: It’s time to simplify, focus and tell a clearer story.

The First Domino Falls

United Technologies Corporation (UTC) once stood as a textbook 
House of Brands. Its portfolio featured some of the most respected 
names in its industry—Carrier, Otis, Pratt & Whitney, and Collins 
Aerospace—each operating with its own culture, customer base 
and identity. The UTC name? All but invisible.

For a time, this model worked. Specialization meant depth. 
Independence fostered resilience. Risk was spread across silos. 
But as capital markets began to reward focus over breadth, UTC’s 
lack of a unifying narrative became a liability.

Internally, siloed operations throttled efficiency. Externally, investors 
struggled to answer a simple question: What, exactly, is UTC? By 
2020, the pressure was too great to ignore. Carrier and Otis were 
spun off. The aerospace businesses merged with Raytheon to form 
Raytheon Technologies.

It wasn’t just a breakup—it was a tremor, a precursor of bigger 
shocks to come.

The GE Bombshell

Although long anticipated, GE’s 2021 announcement that it would 
split into three standalone companies sent shockwaves through 
the business world. Once the very embodiment of American 
industrial supremacy, GE had become a cautionary tale of 
overreach and opacity. Years of declining market performance, 
mounting debt and investor frustration had eroded confidence in 
the sprawling empire.

The breakup plans reframed GE’s legacy as three focused entities: 
GE Aerospace, GE Vernova (energy) and GE HealthCare. A 
narrative that had grown too complex to follow was restructured 
into distinct, brand-led chapters. And the market responded.  
Within two years, GE’s market value had more than quadrupled— 
a stunning reversal that reinforced the logic of clarity  
and specialization.
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A Wave of Restructuring

Others quickly followed suit, seeking their own version of the GE 
reset. NCR, a pioneer in financial technology, divided itself into 
NCR Voyix (digital commerce) and NCR Atleos (ATM operations), 
aligning each business with a clearer mission and audience.

Johnson & Johnson spun off its consumer products division into a 
standalone company, Kenvue, sharpening its focus on the faster-
growing, higher-margin businesses of pharmaceuticals and medical 
technology under a revitalized Johnson & Johnson master brand.

3M, long seen as a symbol of diversification, separated its health 
care business into a new company, Solventum—a move not of 
dissolution but of clarification, enabling both entities to pursue 
distinct growth paths. Koch Industries, historically one of the most 
opaque and complex private firms in America, began reshaping 
itself into more integrated platforms. Under its Market-Based 
Management philosophy, Koch has sought to replace opacity with 
coherence, connecting its many ventures with clearer strategic and 
operational threads.

Even Honeywell, long considered a resilient holdout, embraced 
focus in 2024 with a restructuring that grouped operations into 
three clear pillars: automation, aviation, and specialty materials. As 
The Wall Street Journal noted: “Honeywell has been a textbook 
example of the modern conglomerate—but even it can no longer 
escape the gravitational pull of strategic focus.”

Its decision marked the end to the era of the diversified industrial 
empire. The message was unmistakable: Diversification without 
brand coherence no longer passes muster. 

The Branded House

A Branded House architecture unifies all products and services 
under a single parent brand. Rather than managing a portfolio of 
individual or semi-independent brands—as seen in a House of 
Brands—this model builds a consolidated brand presence where 
the corporate name carries the equity.

The advantages are significant: Marketing efforts become more 
efficient, brand equity compounds across offerings, internal 
alignment improves and customers experience a consistent 
identity. This structure is especially effective in technology, B2B 
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services and enterprise software—sectors where integration, trust 
and long-term relationships matter more than quick transactions.

Companies such as Microsoft, Salesforce and IBM have 
successfully adopted the Branded House model, using their 
corporate brands to drive cohesion, clarity, and trust across  
diverse solutions.

Adobe, for example, transitioned from boxed software to a 
comprehensive SaaS platform—Creative Cloud, Document Cloud, 
and Experience Cloud—while maintaining a consistent and 
cohesive brand across its portfolio.

For companies with a broad but connected value proposition, the 
Branded House can be a powerful engine of cohesion and growth.

Hybrid or Asymmetric Model

The so-called Hybrid (or Asymmetric) model is less of a rigid 
framework and more of a label for the amorphous middle ground 
between a House of Brands and a Branded House, and often 
reflects the natural evolution of companies that have expanded 
beyond a singular product focus—diversifying around a strong core 
while venturing into adjacent categories. 

Nestlé illustrates this well, with flagship products like Nestlé 
chocolate, Nescafé and Nespresso bearing the parent name 
alongside a wide array of autonomous brands. Similarly, Coca-Cola 
extends its name to sub-brands like Coca-Cola Zero and Coca-
Cola Life, while maintaining independent brands such as Sprite, 
Fanta and Minute Maid.

Technology companies, too, have navigated this hybrid territory. 
As their product ecosystems grew more complex, Google and 
Facebook evolved their brand structures to reflect broader 
ambitions. In 2015, Google restructured under a new parent 
company, Alphabet Inc., marking its transition into a diversified 
technology conglomerate. The move brought transparency to 
operations beyond search, such as YouTube, Waymo, Verily 
and Calico, while giving investors greater visibility into Google’s 
speculative ventures. Alphabet became a unifying corporate 
umbrella, providing both accountability and organizational flexibility.

Facebook followed a similar path in 2021, rebranding its corporate 
entity as Meta Platforms. This change signaled a strategic pivot: 
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from a social media company to a broader innovator in virtual and 
augmented reality. It allowed Meta to distance its corporate identity 
from the challenges and reputation of the Facebook platform while 
positioning itself for long-term growth in the emerging metaverse 
space.

Comparable approaches have long been employed in the energy 
sector, where companies like Exelon, NextEra Energy, Sempra 
Energy, Constellation and Edison International have evolved from 
regulated utility roots into diversified entities with both legacy and 
future-facing operations.

Summary: The Rise of the Corporate Brand

Brand architecture is no longer defined by rigid models or fixed 
typologies. The traditional frameworks—House of Brands,  
Branded House, and Hybrid—are evolving into more fluid, 
adaptable constructs. 

In an era shaped by rapid innovation, AI-driven transformation 
and shifting stakeholder expectations, businesses require brand 
systems that can flex with speed, scale with complexity, and 
communicate with greater strategic cohesion.

This is being driven by urgent realities: Markets are moving faster, 
transparency is expected and stakeholders, whether investors, 
employees, or customers, demand clarity of purpose. Structures 
once optimized for internal control or marketing efficiency must 
now serve broader strategic functions: simplifying portfolios, 
guiding investment decisions, and enabling organizational agility.

At the center of this transformation is the corporate brand. 

It has emerged as the organizing principle of modern brand 
architecture, becoming the connective tissue that links diverse 
offerings, the strategic lens that informs portfolio decisions and the 
narrative foundation that unifies enterprise purpose. 

In today’s environment, where complexity can obscure value and 
erode trust, a clearly defined corporate brand is not just useful—it 
is essential. It anchors the brand architecture system, amplifies 
strategic intent, and builds the platform for sustained relevance  
and growth.
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BrandingBusiness is a global B2B brand strategy agency dedicated 
to building powerfully effective B2B brands that lead with clarity 
and perform with purpose. For more than 30 years, we have helped 
forward-looking clients to navigate change, enter new markets, 
unify cultures, and drive sustainable growth.

Combining strategic insight with advanced research tools designed 
specifically for complex B2B environments, we align brand strategy 
with business ambition—delivering solutions that endure and 
evolve.

Our work spans the technology, industrial, healthcare, and 
professional services sectors with clients that include Cisco, 
Elsevier, Inventronics, Lubrizol, Malvern Panalytical, Panduit,  
Saint-Gobain, Textron, and ZS.

brandingbusiness.com
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