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AI is transforming how brands are 
discovered, chosen, and grown.

How multi-brand businesses must adapt.
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The 
Shift

Multi Brand Masterclass



LLM search means, 
brand strategy is now
essential to discoverability.

For multi-brand enterprises, this 
represents both challenge & opportunity.  



[new world of discovery]Transactional Conversational 
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Three areas of collapse

1 Search Engine Journal; 2 ahrefs; 3  Adweek

Search

Google searches 
trigger AI overviews ¹

47%
CTR

CTR of 
top-ranked pages ²

-35%
Trust

-50%
Trust when readers 
suspect AI content 3

https://www.searchenginejournal.com/study-google-ai-overviews-appear-in-47-of-search-results/535096/
https://ahrefs.com/blog/ai-overviews-reduce-clicks/
https://www.adweek.com/media/ai-content-cuts-trust-hurts-ad-performance/?utm_source=chatgpt.com


When customers describe their needs
will your brands be part of the 
conversation?



Poll 
Have you 
‘AI’d yourself’ 
as a brand?



The Shift
Brands matter more than ever.
But the path to finding them 
has completely changed.
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A conversation 
about perfume



A conversation 
about perfume



A conversation 
about perfume



AI is not just retrieving products
It is connecting stories

Intent Preferences Values

Range Narratives Tone Values Positioning



DiscoveredDistorted Disappear

The three outcomes for brands in conversation

No clear signal 
→ No presence

Clear meaning 
→ Relevant 

recommendation

Gaps in meaning 
→ Assumptions 

made



Storytelling is no longer a layer.
It is infrastructure.



The AI 
Opportunity = It 
can be talked 
about or 
understood

The Opportunity
LLM-Optimised 
Portfolios
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Tension

Multi Brand Masterclass



Does this 
Brand fit 
me?



Customer
Reality

Internal
Complexity



Multi Brand 
Organisations

are fragmented
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Conway’s Law:

Organisations don’t just design products, 
they encode their internal structure into them. 

Websites are no exception.



Internal
Fragmentation

Competing 
Information

External
Confusion

When these are fragmented internally, 
Brand meaning becomes fragmented externally.



96%
of CMOs prioritize AI 

adoption

65%
of companies are making 

meaningful AI investments 
($100k+)

18%
of marketers say AI has 

reduced reliance on 
developers or data teams

The optimism-execution gap in AI adoption



Turning brand 
strategy into 
scalable 
experiences

Mobile Web Ecomm

CONTENT DATA
PIM DAM CRM

Content model

Sub-brands
Multi-region

Personalised experiences

CDP CRM DWH



Single 
Brand

Separate 
Brands

Branded House
Products organised around

 corporate brand

Sub Brands
Brands augment and connect to 

corporate or retail brand 

Endorsed Brands
Product brands reference 

umbrella brand 

Federated Brands
Distinct brands are 
connected directly

House of Brands
Group oversees 
separate brands

Commerce

Content

Data

Priorities

Single storefront, 
shared catalog

Shared stack, 
many brand lenses

Parent-led with 
brand flavour

Separate storefronts, 
shared services

Separate 
stacks

Centralised 
storytelling

Brand / Retailer 
led storytelling

Shared core, 
brand signals

Distinct voices, 
shared patterns

Fully separate 
teams

Unified customer 
view

Retail owned 
data

Shared insights, 
brand signals

Federated but 
connected insight

Siloed by 
design

Efficiency, speed, 
brand leverage

Margin, control, and 
demand-shaping

Balance and 
controlled scale

Relevance across 
contexts

Market coverage 
and flexibility
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Most commonly we see a hybrid approach:

Says ‘House of Brands’

Wants cross-brand personalisation

Runs one PIM, three CMS, four storefronts

Shares customers, but not data

Talks about AI, but can’t train it



Leader
Behaviours
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Coordinated Storytelling

Shared Data & Platforms

RelevanceContinuous Personalisation

Distinct Brand Expression



Poll 
Which model
are you?



The Approach
Distil, differentiate & dovetail 
brand DNA in LLMs
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Rule 1
Orchestration
Beats
Management

Create clarity in differentiation through simple 
separation. 

Position each brand differently through 
meaning defining content, relevance and 
experience.

This is how you scale personalisation, support 
AI discovery, and grow portfolios without chaos.



Rule 2
Enter the 
Conversation

If you’re not in the conversation, you don’t exist.

Your brand must be designed to be 
understood and recommended by AI.



Rule 3
Make 
Storytelling
Infrastructure

AI understands your brand from content, tone, 
product, positioning, and customer signals.

If your storytelling is inconsistent or shallow, 
AI cannot represent you correctly.

Storytelling is no longer marketing. 
It is infrastructure.



Rule 4
Network
Your
Portfolio

Brands no longer operate in isolation.

Data flows across brands, customer insight is 
shared, technology is orchestrated, 
personalisation is coordinated.

To AI and the customer each brand remains 
distinct, identity remains clear, experience feels 
intentional.

Separation in expression.  Unity in 
intelligence.



Rule 5
Strategy
Over
Technology

Start with strategy, then leverage 
Composable components.

Your tech stack must connect data, enable 
distinct brand expression, support 
continuous experimentation, evolve with AI.

Without this, the new rules collapse.
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The 
Real World

Multi Brand Masterclass



From challenger to category 
leader in under a decade
Founded in Switzerland, scaled globally in under a decade

Competing head-to-head with Nike, Adidas, Salomon and 
winning share

Not a multi-brand company and that’s exactly why it 
matters here



Storytelling as 
Infrastructure
A single, coherent origin story

Running on Clouds → CloudTec®

Product innovation and brand narrative 
are inseparable

A consistent language across:  Product 
names, Visuals, Copy, & Campaigns



Clarity compounds across 
people, platforms, and AI
Product innovation and brand narrative reinforce 
each other

Partners, media, and customers tell the same story

AI can interpret, compare, and recommend the 
brand accurately



Why this matters for multi-brand leaders

What On gets for free, multi-brand 
organisations must design for.



Orchestrating a Hybrid 
Multi-Brand Portfolio
50+ brands

10,000 team members 

140+ facilities worldwide

2500+ resellers worldwide



Challenge
Different brands need different roles

1. Standalone
2. Siblings
3. Live under Lippert.com

Without clarity fragmentation feels accidental

How do you scale autonomy without chaos and 
coordinate without flattening brands?



Approach
Mapped brands to different operating models

Clarified when brands should:  Stand alone, 
act as siblings, be endorsed, live under a flagship

Designed a shared digital backbone

Allowed multiple platforms where it made sense 
(Contentful + Shopify + Adobe Commerce + More)



Why this matters

You don’t have to choose one multi-brand 
model, but you do have to know which 
ones you’re running.



PPG: Defining a North Star 
B2B Digital Experience
A shared vision for a modern, scalable B2B experience 
across brands and markets.



Challenge Different experiences across markets and brands

Inconsistent journeys and service levels

Mixed transactional maturity 

Fragmented platforms and data

No shared vision to guide future decisions

What should a 
best-in-class B2B 
experience look like and 
how should it scale across 
markets and brands?



Approach
Multi-market stakeholder alignment 

Research + workshops + journey mapping

Personas + current vs future journeys

North Star journey + UX principles

Design exploration of key flows 

Modular experience framework built for scale



Why this matters

Technology can only 
scale clarity or confusion.
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What Success Looks Like

Which multi-brand model we’re operating

We know which brands should connect and which shouldn’t

We have a shared language for brand meaning

We have a clear AI readiness gap

We are aligned before we invest

100 Days From Now, You Should Be Able To Say:



Your Next 
100 Days
From insight 
to intent

This approach removes ambiguity about your 
brands, your portfolio, and how you want to win in 
an AI-driven world.

It delivers:

1. Clarity over your multi-brand model
2. Alignment across leadership
3. A foundation AI can actually understand



1
Orchestration
Beats 
Management

2
Enter 
The
Conversation

3
Make 
Storytelling 
Infrastructure

4
Network 
Your
Portfolio

5
Strategy
Over 
Technology

Multi 
Brand
Strategy

GEO 
Audit 
& Strategy

Content & 
Experience 
North Star

Shared 
Services 
Review 

Technical 
Optimisation 
Roadmap

Create collaboration 
across brand teams

Define brand structure 
and hierarchy where 
necessary

Understand LLM 
content gaps

Prioritise areas of poor 
performance

Design LLM / Earned / 
Owned journeys

Create performant 
content structures and 
frameworks

Deliver clear roadmap 
for content production / 
generation

Align measurement 

Connect data

Share insight

Composable 
components

Functional review and 
optimisation for 
relevance

Name and 
communicate your 
model clearly

Decide whether and 
how you want 
customers to move 
between brands

Audit brand meaning Assign ownership to 
orchestration and 
shared services 

Deliver long term 
answers to customer 
questions, and brand 
differentiation



The Plan
The organisations who win are 
not the fastest builders; 
they’re those who create clarity



The new rules 
of multi-brand 
strategy




