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ABSTRACT 

The article contributes with two new concepts; 'front stage experience room' and 'backstage 

experience room'. By dividing the experiencescape concept into two experience rooms, the 

scope is extended and a broadened view of an experiencescape is offered. The managerial 

perspective positions the 'backstage experience room', as a space for 'brand promise 

development' and 'brand promise integration'. The article contributes with qualitative data 

from a unique case, Norrgavel, a Swedish furniture company that communicates explicit 

brand promises based on humanistic, ecological and existential values. The data offers 

insights into complex brand building processes of a company with a vision of the brand 

being experienced as holistically sustainable. One means of integration is a meditation 

retreat. Through meditation, Norrgavel wants each and everyone to know who he/she is 

and what he/she longs for. The Norrgavel brand promises require reflective and even 

passionate actors who are interested in 'living the brand'.  
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INTRODUCTION 

A decade after the publication of the book Experience Economy by Pine and Gilmore 

(1999), the focus on customer experiences with companies is sharpened even more, both 

within business management and research. The interest in human beings as individuals 

with specific dreams and experiences is growing. Consumption of services and products 

involves experiential qualities, sometimes including experiences with corporate brands. 

Corporate branding makes the whole company visible and all aspects of the company are 

important for the customer expectations and brand experiences.  

 

Corporate branding requires a holistic approach to brand management, with all members of 

a company behaving in accordance with the desired brand identity. Corporate identity is 

interpreted as an organisation's ethos, aims and values and create a sense of individuality 

which differentiates a brand (Harris & de Chernatony, 2001). Corporate branding 

necessitates a different management approach than within line branding, requiring a greater 

emphasis on internal organizational factors, paying attention to the role of employees in the 

brand building process. Corporate branding therefore needs a planning perspective that 

considers the integration of internal activities to ensure consistency in delivery. Since the 

staff play a critical role in corporate brand building, they need to be included in the internal 

debate about defining a brand's values. (ibid.) Managers are now focusing more on 

differentiating their brands on the basis of emotional characteristics rather than functional 

characteristics (de Chernatony, Harris & Dall'Olmo Riley, 2001). Iverson, McLeod and 

Erwin (1996) used the term "affective commitment", referring to the employees' adoption 

of the values, attitudes and beliefs of the organization. 

  

Since the employees are central to the process of brand building, "it is crucial to look 
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inside the organization to consider how employees' values and behaviour can be aligned 

with a brand's desired values" (Harris & de Chernatony, 2001). Iverson et al (1996) argued 

that organizations that emphasize flexibility and customer orientation need to develop 

organizational commitment and trusting relationships with their employees through 

appropriate internal strategies. The experience economy (Pine & Gilmore, 1999) and 

"experience industry", by nature rely on a customer orientation. A growing interest in 

meaningful consumer experiences, where sustainability is one aspect, may be detected in 

the western society (Bauman, 2001; Yan, 2003; Snel, 2005). Genuine experiences that 

foster personal development are growing more important for people. This raises questions 

about brand building management, as sincere brand relationships and positive brand 

experiences among customers become ever so crucial for success. For the customer brand 

experience to be positive, and maybe even lasting and meaningful, the people and the work 

behind the visible "stage" is highly important. We believe that successful 'staging of 

experiences' (Pine & Gilmore, 1999) starts and ends with the actors related to the brand. 

Therefore, research in the brand experience area need studies that focus internal brand 

experiences. 

In this study, we focus on the brand building processes in the ‘backstage experience room’ 

of one case company. The aim of the study is to explore the internal processes related to 

the corporate brand building of the company, Norrgavel. The case company brand 

communications use expressions that can be interpreted as explicit brand promises. The 

aim is explored through the following research question: How are the internal actors 

involved in the brand building processes, in relation to the customer brand experience? 

 

Norrgavel 

The Swedish furniture company Norrgavel was selected for the case study due to its 
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explicit company values that can be interpreted as promises and its outspoken aim to create 

relationships with its customers. The company founder has built the brand on the grounds 

of explicit company values that are divided into humanistic, ecological and existential 

values. These are guidelines for everything the company does, constituting the corporate 

brand. Norrgavel was registered in 1991 and became a limited company in 1996. Nirvan 

Richter is the founder and he also was the first CEO of the company. The CEO role was 

early taken over by Maria Månsson when Richter focused on design and development of 

the furniture. In 2004 Nirvan regained the role as CEO.  The first Norrgavel store opened 

in Stockholm in 1994. Soon after this, the production unit was set up in Lammhult, as well 

as the store in Lammhult. In 1997 the first franchise store started in Gothenburg. All units 

were first part of Norrgavel AB but are today franchise stores. Norrgavel furniture is 

manufactured in Småland and Skåne, where the company has fully transparent production 

processes and ability to control them. This, they argue, ensures that the furniture meets the 

requirements on material and color choices of Norrgavel.  

 

Norrgavel today consists of a main office located in Malmö, with six employees working 

in design, administration and marketing. The other part of the company is the end-

production in Lammhult working with the final adjustments of the furniture. The 

Norrgavel brand includes seven franchise stores in Sweden, Denmark and Japan. Each 

store has its own franchisee with its own staff. We consider these entities and their actors 

as central aspects of the corporate brand Norrgavel. Norrgavel, being a franchise concept 

with different levels of internal actors, and the Norrgavel brand relying heavily on explicit 

values in its management, makes the brand Norrgavel multifaceted and therefore 

interesting as a case study object within corporate branding research. The experience 

concept is present in the Norrgavel brand, since the ambience and the furniture in the retail 
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stores play an important role for the consumer experience, as well as the experience of the 

brand further on. The franchise store is the scene, the front stage experience room, where 

front line employees and customers meet to interact among furniture, embodying the 

Norrgavel brand promise.   

 

The founder of the company, Nirvan Richter, is the person who has mainly developed the 

brand Norrgavel and the company values. The values are based on Richters philosophy of 

consumption and his thoughts about life itself. These values are gathered in a written 

document where ecology, humanism and existentialism are in focus (Beckman & Helgesson, 

2005). The statements about the company in relation to these values are visible for customers 

on the company webpage, in printed material and also in a book about the company and its 

founder. According to the explicit way of communicating the values, we interpret them as 

promises by the corporate brand Norrgavel. We intend to investigate if these brand promises 

are also present in the everyday work and how they are functioning in what we label the 

'backstage experience room'.  

 

THEORETICAL FRAMEWORK 

The platform of our theoretical framework is the marketing concept, which suggests a 

focus on the customers’ needs and wants when defining the company goals and its 

corporate brand identity. This allows for seeing everything “from the point of view of its 

final result, that is, from the customer’s point of view” (Drucker, 54: 36). The notion of the 

customer’s point of view has become more evident along with the experience concept 

gaining attention in both scholarly literature and management literature. Pine and Gilmore 

(1999) opened up a new perspective, claiming that every business should realize that 

customers are today engaging in transactions in order to spend time and actually 
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experience the offerings of companies. Products and services in the experience economy 

consequently function as props in the staging made by the company. One of their basic 

arguments is that experiences are staged in order to be experienced, as opposed to services 

being delivered. In line with this, the concept of servicescape (Bitner, 1992) has evolved 

into “experiencescape” (O’Dell & Billing, 2005). They state that “Experiences have 

become the hottest commodities the market has to offer. No matter where we turn, we are 

constantly inundated by advertisements promoting products that promise to provide us 

with some ephemeral experience that is newer, better, …”(ibid: 12). O’Dell and Billing, 

editors of the book Experiencescapes, set out by saying that companies promise 

experiences. The promise concept has also been used widely the last decade. Scholarly 

work in services marketing is the origin of the concept within marketing research 

(Calonius, 1980; Bitner, 1995; Grönroos, 1997). When companies express themselves in a 

promising fashion, relating their promises to experiences, people may form brand 

experience expectations based on these promises. From a customer point of view, this 

expectation may be a “holistic experience”. 

 

A company accepting the thesis of the experience economy may “produce” experiences 

instead of products and “deliver” experiences instead of services. However, neither 

services nor experiences can be produced or delivered. Services are abstract and processual 

in their nature. Experiences, as do services, rely heavily upon the employees of a company 

in order for an actual experience of the customer to take place. Giving promises about 

experiences consequently involves the customer, as much as the employees, who the 

‘staging’ of the experience rely upon. So, the fulfilment of a brand experience promise is 

dependent on both the customer and the staff. When the expectation of the customer is a 
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“holistic experience”, its realization will be dependent upon the whole organisation and its 

staging of a holistic experience. 

 

Our conclusion is that holistic customer experiences made visible in corporate brand 

promises can only be met if brand promises are explicitly developed and carefully 

integrated in the organisation as a whole. This calls for recognition of the whole company 

as part of an experiencescape. Referring to the theatrical concepts of frontstage and 

backstage; we propose that there is both a ‘frontstage experience room and a 'backstage 

experience room' in companies relating to the experience economy. We find these two 

concepts to be fruitful in making the proposition that when brand promises are developed 

properly backstage, customers may have positive and lasting experiences while interacting 

with the company brand.  

 

Experiencescape containing experience rooms 

The experiencescape is a space of pleasure, enjoyment and entertainment, as well as the 

meeting ground in which diverse groups move about and come in contact with each other 

(O’Dell & Billing, 2005). According to O’Dell and Billing (2005), an experiencescape 

need not be limited to any single place. The concept of experiencescape resembles the 

concept of servicescape coined by Bitner (1992). We consider the distinction to be one of 

scope and emphasis. We appreciate the emphasis of the concept experiencescape, as we 

agree with the idea that services are generally “experiential” (Lovelock, 1979; Grove & 

Fisk, 1983; Pine & Gilmore, 1999). The concept experiencescape is positioned in touristic 

entertainment settings. However, according to O’Dell and Billing, it also covers generic 

meeting grounds. 

 



 9 

We interpret the above definition of experiencescape to allow for a broader interpretation 

and therefore we extend the scope to include other spaces. However, we use the structure 

and processes of the servicescape model as a starting point to understand the concept of 

experiencescape. In the servicescape model (Bitner, 1992), the holistic environment creates 

a perception of a servicescape within the consumer. Environmental factors as well as 

employees and others customers will have an impact on the perceived servicescape. Each 

customer will experience internal responses that are cognitive, emotional and 

physiological. These responses will cause behaviour that is either approaching or avoiding. 

In the centre of the behavioural aspect of the model are the social interactions between and 

among customers and employees. Servicescape is a term used to express the physical 

surrounding in a company. This could be lights, temperature, furniture, sound etc. An 

inspiring development of the concept is made by Mossberg (2003), who in the concept 

"upplevelserum" ['experience room'] also includes a social dimension affecting our 

perception of the situation and the people in a servicescape. Both Bitner and Mossberg, 

however, focus on the customers' experiences in the servicescape/experience room that 

they are part of, and therefore merely focus on the interaction between and among 

customers and employees in a front position, i.e frontstage.  

 

We propose that the experiencescape concept is to be extended to the whole organization, 

recognizing the organizational sphere where there are no customers present. We also 

propose the concept to be used in companies other than explicit service companies and 

touristic experiencescapes. In our view, there is a need for a concept that recognizes the 

customer oriented experiencescape perception in a holistic environment, hereby taking into 

account the organization as a whole. Therefore, we divide the experiencescape concept into 

a frontstage experience room and a backstage experience room. 
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In the book Experience Economy by Pine and Gilmore (1999), the idea of the workplace as 

a theatre is central. Referring to Goffmans (1959) sociological work relating human life 

with dramaturgy, they argue that employees are actors on a stage, both frontstage and 

backstage. “Indeed, ‘off-stage’ work affects connections formed with customers because 

internal performance influences external relationships” (Pine & Gilmore, 99:107).  

 

Grove and Fisk (1983), aiming to describe the process of human behaving in a service 

context, use dramaturgy as a possibly useful framework. They analyzed services marketing 

through the work of Goffman (1959) and highlighted concepts particularly relevant for the 

analysis of services marketing. The dramaturgical concept of performance is the basis of 

the conceptual discussion. Our attraction is drawn to a sentence where they discuss the 

relevance of the (performance) team. “The team may be relative to the performance 

situation /…/ that is emergent at the scene itself /…/ or a part of the enduring social 

structure. Whichever the case, the team members’ interactions foster a single impression to 

which the audience responds (Grove & Fisk, 1983: 47)”. The authors apply the 

dramaturgical model to services marketing and conclude that: 

 

In order to ensure a positive evaluation from the services consumer, the dramaturgical 

perspective suggests that the “performance teams” (those cooperating to perform the 

service) must abide by the conventions of “dramaturgical loyalty” (keeping secrets related 

to the service sacred), “dramaturgical discipline” (learning one’s part or providing the 

service and controlling against mistakes or the intrusion of personal problems), and 

“dramaturgical circumspection” (coordinating the roles of those involved with the service in 

order to assure a good performance). 
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Grove, Fisk and Bitner (1992) used the drama metaphor linking it to the services marketing 

mix. The drama related concepts of actor, audience, setting and performance are used as 

analogies to relevant aspects of the services marketing context. In our view, this table can 

be expanded to express relevant actors in what we label the ‘backstage experience room’. 

We also reframe and label the customer service aspects, as the frontstage experience room. 

The third column represents our main development, the backstage experience room. See 

table 1.  

 

 

 

Table 1:  Frontstage and Backstage Experience Room Analogues to “Drama” 

Source: Own development of table 1 in Grove, Fisk & Bitner (1992: 97) 

 

The organizational structure is the setting and the organizational processes in the backstage 

experience room constitute the performance in the backstage experience room. The 

employees and franchisees are either the actors or the audience, depending on the 

counterparty in a social interaction. Grove, Fisk and Bitner (1992) suggest strategies for 

improving the roles of the actors and audience, the setting as well as the performance. In 

our view, these strategies can be used for understanding the processes of the backstage 

experience room, and therefore we include the suggested strategies (ibid) in our theoretical 

framework: 

1) Audition the service actors  

2) Employ scripting  
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3) Train and rehearse  

4) Develop performance teams  

5) Select and train the audience  

 

Since we use the term experiencescape instead of servicescape, and regard all employees 

equally important for the customer brand experience, we consider the first point to include 

all employees as actors. Harris, Harris and Baron (2003) employed the strategy “dramatic 

script development” with employees in a service retail organization. Based on their 

findings, they argue that such a script can lead to an agreed experiential goal that the 

organisation can use to achieve positive holistic service experiences for customers.  

 

Brand promises  

The corporate brand concept is multifaceted. Employees are the brand, according to 

Zeithaml et al (2006). An employee’s performance brings the brand alive for the consumer, 

thereby creating customer loyalty and retention. Employees are acknowledged to ‘live the 

brand’ (Boyd & Sutherland (2006). Bendapudi and Bendapudi (2005: 124) suggest that 

companies should “/…/ consider employees their living brand and devote a great deal of 

time and energy to training and developing them so that they reflect the brand’s core 

values”. The brand concept has also been closely related to the concept of promise 

(Calonius, 1980; Bitner, 1995; Grönroos, 1997). “Establishing a relationship involves 

giving promises; maintaining a relationship is based on fulfilment of promises; and finally 

enhancing a relationship means that a new set of promises is given with the fulfilment of 

earlier promises as prerequisite (Grönroos, 1997)”. 

 



 13 

The Brand Promise model (Stenbacka, 1998) advocates a strategy where brand promises 

rely on the employees as the platform; developing, integrating and managing corporate 

brand promises internally. The model highlights internal “processes of promising”. The 

model serves as a strategic tool for analyzing company awareness and action regarding 

brand promises. In this model, the promise concept is crucial to the brand building process. 

One argument of the model is that customers will perceive promises whenever 

encountering corporate brand messages. In the model, the processes of brand promise 

development and brand promise integration are taken care of before –as well as 

continuously – when corporate brand promises are visible.  

 

 

 

Figure 1: The Brand Promise model 

Source: Stenbacka, 1998 

 

The model is visualized as an iceberg, with one process of promising in the top, relying on 

the two other processes of promising in the basis of the model. Using the iceberg 

metaphor, the two basic activities occupy 80% of the brand promise work, whereas the 

“visible” process in the top – Brand Promise Visibility - counts for 20 %. Brand Promise 

Development is the process that develops the substance; i.e promises that are to be 
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fulfilled. Developed promises represent the reference point for all aspects of brand 

development, including product development. Brand Promise Integration is the other 

crucial process that enables brand promises to be fulfilled. These processes involve the 

whole organization. Since all employees are involved in the fulfilment of brand promises 

they need to be fully aware of their responsibility to interrelate for brand promise 

integration. Otherwise, the brand carries the risk of being interpreted as giving empty or 

false promises. 

 

METHODOLOGY  

This article is based upon a qualitative study using a hermeneutic approach, which aims to 

understand processes inside an organization. The study used a case study design (Yin, 

2003). The selection of the case was made due to its potential usefulness in relation to the 

qualitative purpose of exploring internal process characteristics, with the aim of learning as 

much as possible about the phenomenon. The selection of case is based on what is called 

ideal type selection (Merriam, 1994).  

 

We developed a profile of the characteristics that we wanted the case company to hold and 

then carefully searched for a company that matched the following profile:   

 

• The organization must have clearly expressed promises, for example, a 

value system and promises based on sustainability. 

  

• The organization should have knowledge of, and ability to influence, the 

entire chain of production. 
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• The organization should have a link to the so-called experience economy. 

 

The empirical material was generated according to methodological triangulation, in order 

to increase the reliability of the study and to increase the holistic understanding of the 

organization (Merriam, 1994). The methods used were content analysis of company 

documents, participatory observation of one company meeting and in-depth interviews 

with franchisees, employees and the founder of the case company. 

 

The interviews were semi-structured using an interview guide. The interview guide was 

based upon an analysis of company documents such as the webpage, the documented 

company values and some printed material. Two interviewers took part, which made it 

possible for one of the interviewers to concentrate on the interview while the other person 

took notes and asked the follow-up questions (Trost, 1997). The interviews were conducted 

in Swedish (the mother tongue of all involved), and then recorded, transcribed and 

translated into English. Initial access to the informants was gained through the main office. 

In total there were ten informants; three in the main office and seven in two different 

franchise stores. Analytical generalization (Yin, 2003) was conducted when formulating 

the results of the study. 

 

RESULTS 

The results section is structured according to the Brand Promise model (fig. 1), in 

analyzing internal processes with the use of dramaturgical terms in relation to the 

backstage and frontstage experience rooms. 
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Norrgavel processes of Brand Promise Development 

The corporate brand promises mostly developed within the company's founder, Nirvan 

Richter. The very origin of the company and what it stands for relates to his values and 

experiences in relation to consumption. 

 

It is my values that are seen and connected to Norrgavel. And I think that is the way it should 

be. But I am just one part of everything. The company would not work if I was the only one 

here./…/ This company is based on values. It is the values that runs the company. /…/ It is 

then about communicating with people that believe in the same things that I do and want to 

stay with that and think there is something exciting in that./…/ With these values that we 

have, hopefully everyone will be more themselves in the organization./…/ That the values 

will come through in everything we do.  – N.Richter 

 

It becomes clear how important the people in the company and the franchise stores are to 

the founder. He wishes to have people working in the company that really share his 

corporate brand values. He also hopes for the people to grow into being ‘more themselves’ 

so that everything they do will be in harmony with the values and visions of Norrgavel. 

This is a very sincere and deep vision of the brand founder and CEO of the company. 

Richter often mentioned feelings as a starting point for Norrgavel. He often felt 

disappointed and cheated as a consumer. A vision emerged, where one core was that he 

would not try to convince people into buying. He had a longing for another way of 

consuming and doing business.  

 

I refused to consume because I got disappointed. It seemed nice in the store but I got 

disappointed when I came home when the thing I had just bought didn´t even make it through 

the laundry or got broken. – N. Richter 
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When he first made his vision visible to others, he realized that he was not the only one 

with this longing. This initial phase later on evolved into the core elements of the 

Norrgavel values; i.e regarding ecology, humanism and existentialism. Interviews with 

employees and franchisees confirm that Richter is the main source of values in Norrgavel 

and that they are very important for the brand: 

 

I like those thoughts, they simply appeal to me, I wouldn´t have stayed otherwise./ …/ If 

Nirvan decided to sell and put the production abroad and focuses on design only, it would 

still work, but what is Norrgavel then? One among others? That is nothing. Norrgavel would 

not be the same for me anymore. – N. Litgård 

 

 

In our case material, we have found three fundamental Norrgavel brand promises; i.e 

sustainability, authenticity and transparency. These concepts reappear in different ways in 

the company values and have different meanings depending on the context.  

 

It is evident from the interviews that the processes of design and production are most often 

discussed when the aspect of sustainability is touched upon. The primary focus when the 

promise of sustainability is mentioned is the furniture and the design. Three aspects of this 

is: a) that the material allows remake, b) that the material is natural and recyclable and c) 

that the design is timeless and that people will hopefully keep them for a long time. The 

profound thought is that all three aspects lead to a sustainable world with less 

consumption, which is closely related to the ecological concept. But also, other daily 

matters are recognized as part of the backstage experience room: 

 



 18 

The sustainability is very much about the furniture. But also how the stores are managed. To 

keep the energy consumption at a low level, how we are cleaning the store, letting the lights 

out and what bags we are using. Also what coffee we are drinking and what we are doing 

with our computers when they are finished. –H. Thylén 

 

We also discovered that there is a human dimension to the concept of sustainability. The 

informants talk about their time in the company and claim that they would never have 

stayed this long if they were not allowed to work with a long-term perspective. Employees 

that have experienced other companies that demand more fast and short-term decisions feel 

that Norrgavel allows them to "take their time".  

 

We found that sustainability is closely related to the brand promise of authenticity. The 

correlation is visible in both the furniture and the organization. In both cases, everything is 

what it is supposed to be and nothing else; nothing more, nothing less; what looks like 

wood in the furniture is actually massive wood. Among the employees it is also like this - 

you say what you mean and do what you say. One informant points out this as a necessity 

for the fulfillment of the promise of transparency.  

 

One doesn’t make things up just so that it will sound good. One doesn’t have to lie, doesn’t 

have to fix things, doesn’t need to be something you aren’t … /…/ The strong values makes 

itso much easier to make daily decisions. /…/ – In the beginning of my time here, I once 

asked Nirvan ’okay, so how am I supposed to relate to these people and how am I supposed 

to behave in relation to them.’ He didn’t even understand my question, ‘what? You’re just 

supposed to say as it is. – Å. Sjöblad 

 

 

When working in a sustainable way you have nothing to hide and can therefore be 
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authentic and in harmony with your promises, which enables transparency.  

 

A script can help an organisation define the experience that it wants to provide their 

customer and employees. It also gives the organisation a framework to work within and 

help them perform more effectively in a service context (Harris, et al, 2003). The contract 

that is signed between Norrgavel Inc. and the franchisee when a new franchised store 

opens is mentioned in several interviews. The contract clarifies the obligations and rights 

of the parties. Together with the values which govern employees’ acting in the shop, the 

contract constitutes a script. The contract is written on the basis of values, which are the 

founders´ thoughts about the brand. This means that the contract is not written together, but 

is a document from the main office for the franchisees to accept. From our data we can see 

that the content attracted franchisees, since there is also space for creativity. 

 

Since there is a very clear script in Norrgavel, we also see that the strategies that Grove, 

Fisk and Bitner (1992) suggest in order to improve the actors’ roles, are employed even if 

not named dramaturgically. ‘Employ Scripting’ (ibid) is valuable when it comes to 

emergencies, in this case, complaints. Due to the Norrgavel brand promises, the staff 

knows how to behave in given situations. The strategy; ‘Train and rehearse’ is something 

which we clearly see that the meetings and the courses contribute to. In the training, the 

staff gets answers for customer questions; they talk about their products and how to behave 

in the store. The strategy ‘to develop performance teams’ requires the organization to 

invest time, money and confidence in the employees. Since the third value of Norrgavel, 

existentialism, seems to be the hardest to understand and relate to, we see that the 

meditation retreats are good for developing performance teams. It makes the employees 

more comfortable with their work. The fifth strategy is to ‘select and train the audience’. 



 20 

Norrgavel is clearly focused on customers who are aware and interested in environmental 

sustainability. It is also an exclusive clientele; the furniture may in the short term be 

perceived as expensive. Customers know what they are getting when they purchase the 

brand Norrgavel. The staff works hard to ‘train the audience’ to relate to the Norrgavel 

values. 

 

One employee perceived her job interview with Richter as very unusual. Among other 

questions, they talked about death. Grove, Fisk and Bitner (1992) suggest that questions 

like this goes beyond a normal interview and are more like an audition for a play. 

 

The job interview was very special. It was conducted by Nirvan together with a staff consultant. 

And she was more like I’m used to when you are on a job interview. She asked questions that 

one could expect. Nirvan asked totally different questions from what you are used to in a job 

interview. /…/ For example, ‘do you often think about death?’. /…/ We talked about my 

reaction when I proceeded in the process. About how you see work life versus your private life 

and for Nirvan I believe it’s pretty much the same.-  Å. Sjöblad 

 

 

Norrgavel  processes of Brand Promise Integration 

How are the promises integrated in the backstage experience room? We have found formal 

communication efforts of integrating the promises in the organization Norrgavel: 

introduction meetings; franchisee meetings and meditation retreats. This formal 

communication is about the script, about integrating the values that need to be alive in each 

individual, in order for Norrgavel to be able to fulfill the brand promises. The script 

becomes part of many of the employees’ lives and helps to integrate backstage and 

frontstage within the staff. 
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I try to think about how I live my life over all. What things that matter and what’s valuable. –  

J. Renström 

 

At the introduction meeting the new employees of franchise stores get a chance to listen to 

Richter and his thoughts about the brand. They also get to work with furniture, i.e. painting 

and oiling, in order to get an understanding of what they are about to sell. The meeting is 

held after a few months of employment to create a bridge between what is seen in the daily 

work and the work behind - in our interpretation the development and integration of 

promises. 

 

Another kind of meeting is one that is held with the franchisees and a person from the main 

office. These meetings are held approximately six times a year. The franchisees discuss 

thoughts about the brand promises, new products, marketing etc. The meetings are 

experienced as open-minded, allowing reflection.  

It’s great that we who work in the stores meet, because even if we sell the same furniture 

we’ve chosen to do it in different ways. The stores differ a lot. – J. Renström 

 

A third way of integrating the promises of sustainability, authenticity and transparency is 

the meditation retreat. So far, this arena is only used by the main office. Relying on the 

interviews, we understand that this meeting is used to integrate the value of existentialism. 

One informant looks upon the meditation retreat as a necessity to be able to explain and 

inspire the franchisees and their employees. According to the informants, a well 

implemented value makes it easier for the people working front stage to communicate with 

the customers. 
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Norrgavel processes of Brand Promise Visibility 

The processes of brand promise integration are multifaceted. One important aspect is the 

feedback from the frontstage experience room and the resulting discussion and integration 

backstage: 

It is easy for those who are never in the store, to miss these things. Therefore we, who work 

in the store and meet the customers, have an important part to play. We have to tell 

Norrgavel Inc. what is said and done in the stores. – J. Belfrage 

 

Of course customers, people, inspire us to do certain things in the stores. To show the 

furniture in a special way. I believe it’s the same when Nirvan searches for influences, since 

he asks us about customer demands. /…/ Sometimes you feel that you need to defend what 

you sell. It’s really tough if you get there straight away. You don’t feel trustworthy when 

blabbering on without the costumers attention. – J. Renström 

 

 

Tony – When you’re standing with the wallet in your hand and are about to buy your table, 

it’s really important that we tell you how long it’s going to take before you receive the 

furniture. But if you say five weeks and five weeks turn to ten, then you get really 

disappointed. Everything is about giving the customer the right information. Therefore it’s 

really important that we educate the employees who work in the stores. – T. Carlsson 

 

 

 

 

The last informant cited above highlight the urge to stage for expected brand experiences, 

in order not to be seen as having given false promises. One explicit Norrgavel brand 

promise is that they “do not only sell furniture, they sell an approach to life”. In our 

interpretation, Norrgavel appeals to a human being embracing all aspects of life, not just 

the consumption aspect. We interpret their promise as aiming for meaningful brand 
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experiences, in line with Norton (2003). Sustainability is an important brand promise with 

a profound meaning. 

 

 [About sustainability in the stores] It is something you´ll get with the concept. It is these 

things with the honesty and the “real”. We must stand up for what we are saying and it must 

then be transparent. We will do our best to keep the concept intact. –  H. Thylén 

 

Informants mention how customers can come by many times just to have a look and ask 

for samples of fabric or colour, or just to sit down for a couple of minutes to relax in the 

store, away from hectic city life. 

Some people just come into the store to find a calm spot in the stress full citylife. – Å. Sjöblad 

 

Often it is an extensive process for people to decide whether to buy these furniture or not. 

/.../. It’s therefore very important how the staff respond to the costumer. That’s how they will 

gain trust for the staff. –  N. Richter 

 

It is an experience to walk around in our store. You sense our products and the atmosphere 

that we try to create in the stores. The authenticity and the sustainability should permeate the 

store./…/It is more of an experience compared to an “ordinary store”, you see the holistic 

aspect in things and also that it is possible to be environmentally sustainable in all parts of a 

home. Walls and ceilings are painted with egg-tempera as well as the furniture. It is an 

experience to visit us, not only to seeing what it is all about, but that the visit should give 

something more. – J. Belfrage 

 

The last quotation above deals with an impression of something that we interpret as a 

holistic brand experience. The above data support our proposition that the Norrgavel brand 

exists in an experiencescape, where customers are not customers in a servicescape or a 

retail store, but rather visitors in the Norrgavel experience room, being an audience 
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frontstage. 

Every day we have customers who you ask if they want help and they answer ’No, I’m only 

here to enjoy the ambiance’. – J. Renström 

 

 

DISCUSSION  

Using the theoretical framework for the analysis of the data, we found that Norrgavel was a 

very suitable case in exploring the internal brand building processes in relation to the 

experiencescape concept. Both research and management literature point out a 

development towards a society where the individual experience is more important than 

ever. Limiting the experience concept to an experience industry is a too narrow view, 

whereas linking it to an economic and societal development opens up more perspectives. 

We use the concept of 'experiencescape' in a broader societal manner, inviting other 

businesses than the traditionally associated, i.e tourism and entertainment. In this sense, we 

direct the focus from a strict customer focus, towards a focus on the human experiences of 

a visitor and a member of an audience. We believe that the development in our society 

gains from seeing people as holistic human beings, who dream about having meaningful 

and lasting experiences in all kinds of consumption, since consumption is an important 

aspect of society. 'Sustainable experience businesses' may be important parts of a 

development where sustainability develops into a core aspect of our society. 

 

Sustainability is central in our case, and actors of Norrgavel wish to feel integrated with 

their workplace and the corporate brand. The vision of the founder is that all employees are 

totally integrated with the values of the corporate brand. The means that Norrgavel use are 

firstly related to the recruitment of people. Very often, the actors had been attracted by the 

brand and wanted to be part of it. Apart from internal courses and meetings, the meditation 
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retreat is a means to achieve a total integration in the brand Norrgavel. What is clear from 

our study, is that this kind of vision and management by values, requires continuous efforts 

in order to accomplish integration. On the individual level, reflection is the way to achieve 

understanding and hopefully integration within the brand. In dramaturgical terms, this is 

like an actor learning a script and dramatizing it, performing the role on the basis of what it 

inside the actor. On a collective level, the integration takes place in the form of discussions 

that are crucial for integration among the actors. This is the work that in a theatre setting is 

made during the rehearsals, when the performance team is preparing for performing the 

play in front of the audience.  

 

There are challenges with this kind of management. The vision to keep consumption down 

is not easily dealt with in relation to the franchisees. As the company grows, the founder, 

acting as a director, will have to communicate with more and more people. At the same 

time, his input is needed in the core function of the company, in the design of the furniture. 

The Norrgavel brand building processes are very complex. In order for the brand promise 

integration to take place on the individual level, continuous reflection and meditation is 

encouraged. On the collective level, not only formal meetings are sufficient. Informants 

express a wish for more casual meetings without specific goals. It is vital to keep the 

communication constantly going on. There will not be a good performance without the 

actors having learned the script and rehearsed it together. One informant expresses the 

importance of having the values embodied; to secure for trustworthiness in the customer 

interaction in the frontstage experience room. We acknowledge the resemblance of the 

following quotation with actors’ embodiment of a script when performing: 

[about courses for learning about the companies furniture] We learn how to take care of 

them. Both how they are produced and how to take care of them. It is important to have that 
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“in your body” when you show furniture to the customer, otherwise it won’t be trustworthy. 

It’s not honest. – N. Litgård 

 

 

According to the data, there are difficulties with integrating the third part of the value, 

existentialism. Some employees have a problem with understanding the content of the 

value and the connection between themselves and the brand. This is a paradox, however. 

Most interviews actually reflect attitudes and behaviors that correspond well with the 

existential value of Norrgavel. Even if the concept is experienced as hard to grasp 

intellectually, we found that there is an intuitive understanding. The use of meditation 

retreats in Norrgavel correspond with what de Chernatony et al (2001) found about 

managers focusing more on differentiating their brands on the basis of emotional 

characteristics rather than functional characteristics. Referring to the employees' adoption 

of the values, attitudes and beliefs of the organization, we make an association with the 

concept 'affective commitment' (Iverson et al, 1996). Several Norrgavel actors were 

attracted by the emotions of the brand and accept and appreciate the way that the company 

is managed. 

 

The meditation retreat practised in Norrgavel is highly interesting and seems innovative 

and useful for companies advancing brand management with an explicit customer 

experience focus The concept of brand promise in relation to customer brand experience 

indicates a need for resources that allow for continuous discussions of the brand and its 

overall meaning and impact. 

.   
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CONCLUDING REMARKS 

In our view, the article carries several contributions to corporate brand research in the 

experience field. The conceptualization of the article offers a broadened view of the 

experiencescape concept, broadening its scope by dividing it into two experience rooms. 

The article contributes with two new concepts; front stage experience room and backstage 

experience room. The interrelation between the two, being the essence of the 

experiencescape, is clarified. The article contributes with a managerial research focus 

within the experience field, by positioning corporate brand building research in the 

backstage experience room, highlighting it as a space for brand promise development and 

brand promise integration. 

   

The article contributes with qualitative data from a unique case, Norrgavel. Norrgavel 

communicates explicit brand promises with profound values at the core. The data from the 

case study offers insights into internal brand building processes of a company constituting  

a 'holistic experience brand’ with a vision of the experiencee brand to be integrated with 

life. The empirical study contributes with data to the Brand Promise model (Stenbacka, 

1998). The case company was chosen with great care and we are happy to conclude that 

Norrgavel suited very well for studying corporate brand aspects within an experiencescape 

framework.  

 

As a synthesis, a contribution of an emotional and holistic view of employees in an 

experiencescape context emerges, when combining the conceptual developments with the 

case data. The Brand Promise model combines well with the dramaturgical framework, 

since they both work "from inside out" with full focus on sincerity and honesty in relation 

to the customer experience. The case holds rich data on the matters that are central to the 
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theoretical framework of the article. The experience concept is at the core of the theoretical 

framework, offering the raison d'etre for the other concepts in the framework. The 

customer, the visitor, the audience is the point of view taken in the study of this article.  

 

Further research may focus customer perceptions of corporate brand promises. One 

interesting angle may be to study brand communities, social movements and how these 

may affect employees’ attitudes towards the brand of their employer corporation.   

 

ACKNOWLEDGEMENTS 

We gratefully thank all the actors of Norrgavel for sharing their time, thoughts and 

passionate visions with us.  



 29 

REFERENCES 

Bauman, Z. (2001). Det individualiserade samhället (The individualized society). 

Göteborg: Daidalos.  

 

Beckman, U., Helgesson, S. (2005). Hur kan inredning vara viktig när världen ser ut som den 

gör? En bok om Norrgavel (How can interior to be important when the world looks like it 

does? A book about Norrgavel). Stockholm: Arvinius Förlag 

 

Bendapudi, N., & Bendapudi, V. (2005). Creating the living brand. Harvard Business 

Review. Vol. 83, No. 5, 124-128. 

 

Bitner, M. (1992). Servicescapes: The impact of Physical Surroundings on Customers and 

Employees. Journal of Marketing, Vol. 56, pp. 57-71. 

 

Boyd, G., & Sutherland, M. (2006). Obtaining employee commitment to living the brand 

of the organization. South African Journal of Business Management. Vol. 3, No.1, 9-

20. 

 

De Chernatony, L., Harris, F., &  Dall’Olmo Riley, F. (2000). Added value: its nature, 

roles and sustainability. European Journal of Marketing. Vol. 34, No 1/2. 

 

Drucker, P.F. (1954). The Practise of Management. NY: Harper & Row. 

 

 



 30 

Grove, S.J., & Fisk, R. (1983). The Dramaturgy of Service Exchange: An Analytical 

Framework for Services Marketing. In Berry, L.L., Shostack, G.L., & Upah, G.D. 

(Eds.), Emerging Perspectives of Service Marketing. Chicago: American Marketing 

Association.  

 

Grove, S.J., Fisk, R., & Bitner, M.J. (1992). Dramatizing the service experience. In Swartz, 

T.A., Bowen, D.E., & Brown, S. (Eds.), Advances in Services Marketing and 

Management. JAI Press Inc., Greenwich.  

 

Grönroos, C. (1997): Value-Driven Relational Marketing: from Products to Resources and 

Competencies. Journal of Marketing Management, 134, 407-419. 

 

Harris, F., & de Chernatony L. (2001). Corporate branding and corporate brand 

performance. European Journal of marketing. Vol. 35, No 3/4, 441-456. 

 

Harris, R., Harris, K., & Baron, S. (2003). Theatrical service experiences. Dramatic script 

development with employees. International Journal of Service Industry Management, 

Vol. 14, No. 2, pp. 184-199.  

 

Iverson, R.D., McLeod, C.S. & Erwin, P.J. (1992). The role of employee commitment and 

trust in service relationships. Marketing Intelligence and Planning. Vol. 14, No. 3, 36-

44. 

 



 31 

Lovelock, C. (1979). Theoretical Contributions from Services and Non-Business 

Marketing. In O.C. Ferrell, S.W. Brown & C.W. Lamb, (Eds.), Conceptual and 

Theoretical Development in Marketing. Chicago, AMA, 147-165. 

 

Merriam, S B. (1994). Fallstudien som forskningsmetod ( The case study as a research 

method.) Lund: Studentlitteratur. 

 

Mossberg, L. (2003). Att skapa upplevelser – från OK till WOW (Creating experiences - 

from OK to WOW). Lund: Studentlitteratur. 

 

Norton, D. W. (2003). Toward Meaningful Brand Experiences. Design Management Journal, 

Vol. 14, No 1, 18-25  

 

O’Dell, T., & Billing, P. (2005). Experiencescapes: Tourism, Culture, and Economy. 

Danmark: Copenhagen Business School Press. 

 

Pine II, B.J., & Gilmore, J.H .(1999). The Experience Economy: Work is Theatre & Every 

Business a Stage. Boston, MA: Harvard Business School Press. 

 

Snel, A. (2005). Valuable and meaningful experiences. Bilthoven: European Centre for the 

Experience Economy . 

 

Stenbacka, C. (1998): Brand Visibility – en referensram för marknadskommunikation med 

ett relationsmarknadsföringsperspektiv. Brand Visibility – a Frame of Reference for 



 32 

Marketing Communications with a Relationship Marketing Perspective. 

cDoktorsavhandling nr. 74. Helsingfors: Svenska handelshögskolan. 

 

Trost, J. (1997). Kvalitativa intervjuer (Qualitative interviews.) Lund: Studentlitteratur.  

 

Zeithaml, V.A., Bitner, M.J., & Gremler, D.D. (2006): Services Marketing: Integrating 

Customer Focus Across the Firm (4th ed.), New York: McGraw-Hill. 

 

Yan, J. (2003). The brand manifesto: why brand must act now or alienate the future’s 

primary consumer group. In Ind, N. (ed.): Beyond Branding: How the new values of 

transparency and integrity are changing the world of brands. London & Philadelphia: 

Kogan Page. 

 

Yin, R.K. (2002), Case Study Research: design and methods (3rd ed.). Thousand Oaks, 

CA: Sage.  


