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Abstract

When companies grow, the importance of a well working internal communication of the
corporate brand also grows. All employees within an organization have to be aware of
what the plans are for the company now and in the future, and in what way the intended
goals of the company is supposed to be reached. The purpose of this thesis is to try to
understand what large organizations within Swedish retail trade see as the most important
messages to communicate to members within the organization. One more aspect of the
thesis is to investigate if messages important for top management reach all employees
within an organization, and if the messages are perceived in the way they are intended to
be perceived. Two qualitative case studies of Stadium and El-Giganten were carried out.
The result of our study show that internal communication of the corporate brand makes
employees understand the meaning and existence of the company, leads to more
committed employees and facilitate the recruitment of new employees to the company. It
can however be noted that the level of understanding of the internal communication of
the corporate brand is higher among upper management of organizations than in lower
levels, e.g. in the stores.



Sammanfattning

I takt med att företag växer, så växer också betydelsen av en väl fungerande intern
kommunikation av det egna varumärket. Alla anställda inom en organisation måste vara
medvetna om vad det företag som de jobbar för har för planer nu och i framtiden, och på
vilket sätt man jobbar mot uppsatta mål inom denna specifika organisation. Syftet med
denna uppsats är att försöka förstå vad stora organisationer inom detaljhandeln i Sverige
ser som det viktigaste att kommunicera till medlemmar i organisationen. En ytterligare
del av uppsatsen är att försöka förstå om de meddelanden som högsta ledningen ser som
det viktigaste i det interna varumärkesbyggandet når ut till alla anställda inom en
organisation, samt om meddelanden uppfattas på det sätt de är tänkta att uppfattas. Två
kvalitativa fallstudier av Stadium och El-Giganten genomfördes. Resultatet av våran
studie visar på att intern kommunikation av det egna varumärket gör att anställda förstår
varför företaget finns till, leder till mer motiverade medarbetare och gör det lättare att
rekrytera nya anställda till företaget. Dock kan man med hjälp av denna uppsats säga att
förståelsen av intern kommunikation av varumärket är högre desto längre upp i en
organisations hierarki man undersöker.
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1. INTRODUCTION

This first chapter is intended to give background information to the area of research.
First a brief background discussion regarding brands will be provided, followed by an
introduction to corporate branding and internal communications. Then the problem
discussion, leading to the purpose, research questions, and finally the delimitations of the
study will be presented.

1.1 Background

When you think of marketing, you more than likely think of marketing to customers, -
how can more people be persuaded to buy what is sold? But another “market” is just as
important, the employees, the very people who can make the brand alive for customers.
(Mitchell, 2002)

Marketing is about creating transfers of value between a company and its stakeholders.
The transfer is made by communicating thoughts between the sender and the receiver.
(Shimp, 1997) Communication can take place by using different channels (Orsini, 2000).

A brand is a part of communication, consisting of a name, a company and a product or
service. The brand identifies the producer, direct or indirect. A name, signs, symbols and
design alone or in combination gives identification to the brand. Names such as Madonna
or Bill Clinton wake strong associations as they represent more than just flesh and bones.
The actual name does not involve much, but it is their actions, values and reputations that
create the tension. In the commercial world, the brand works in the same way; it
identifies the company and communicates to the surrounding environment what the
carrier of the brand does or has done. (Nilsson, 1995)

“In an era where it is becoming increasingly important to sustain a
competitive advantage (Balmer, 1995) corporate brands can no longer
“just stand there, they must stand for something”(Wrench, 2001)”1

Customers see the brand as an important part of the product, and a well thought out brand
can add extra value to the customer. Brand building has become a central part of a
company’s product strategy. However, developing a brand demands a great deal of long
term marketing investments. (Kotler, 1999)

At a time when the emphasis is moving from line branding to corporate branding, there is
a need to better appreciate the management approach for corporate branding as this needs
managing differently from line branding. One of the key differences between line and
corporate branding is that the latter requires greater focus within the organization. The

                                                
1 Urde, M, 2001, Core value-based corporate brand building, European Journal of Marketing, Vol.37
No.7/8 p.1017
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role of employees is also changing. No longer can they be subsumed under the category
the “firm”; they need to be recognized as a brand’s “ambassadors”. Employees constitute
the interface between a brand’s internal and external environments and can have a
powerful impact on consumers’ perception of both the brand and the organization.
(Harris & de Chernatony, 2001) The image of the brand is perhaps the company’s most
powerful asset in terms of marketing and might influence the customer’s choice, build
brands and add value to a company in the minds of the public. Furthermore, image, is
about what the customers think and feel about a certain brand. (Gregory & Wiechmann,
1999)

A brand’s emotional values are communicated not just by advertising, but also through
employees’ interactions with different stakeholders. Employees represent a source of
customer information and action needs to be taken to ensure this is compatible with the
way senior management wishes the organization to be perceived. (Kennedy, 1977) By
using internal communication to inform, and then remind staff about their brands’ values,
staff becomes more attuned to the fact that they are contributors to the brands’
relationship with customers. (Thomson et al., 1999)

1.2 Problem Discussion

A community, a country, a democracy, an organization and/or a company cannot be built
only from the top. All successful organizations build on a foundation of all co-workers or
members’ involvement and awareness concerning the purpose and future vision of the
activity. (Lagergren, 1998)

Traditionally, marketing has primarily focused on satisfying customers’ needs. However,
research shows that in those organizations with satisfied employees there is a greater
likelihood of customer satisfaction, and marketers are becoming increasingly concerned
with satisfying both customers’ and employees’ needs. (Thomson et al., 1999) There is
evidence of a new generation of marketing thinking that takes a more balanced
perspective, striving to ensure satisfaction amongst both customers and employees. This
recognizes the importance of targeting communication to both employees and consumers,
enabling staff to act in a specific brand relationship. (Duncan & Moriarty, 1997)

Organizations are recognizing that if the promised cluster of values are to be realized,
employees play a critical role in delivering these. Therefore organizations have to make
sure that employees fully understand the values of their brands and internalize these to
the extent that they are aligned and committed to enacting the values. There are growing
numbers of organizations who recognize the need to communicate details of their brands
and their strategies to their staff. However, there are fewer organizations who consider
whether employees’ values are aligned with their brand’s values, to the extent that they
are committed brand ambassadors. There is research showing that where staff is
committed to their brand, there is a likelihood of better performance. (Thomson et al.,
1999)
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Internal marketing is important, first, because it is the best way to help employees to
make a powerful emotional connection to the products and services a company offer
customers. Without that connection, employees are likely to undermine the expectations
set by a company’s advertising. In some cases, this is because employees simply do not
understand what the company has promised the public, so they end up working at cross
purposes. In other cases employees may not believe in the brand and feel disengaged, or
worse, hostile to the company. (Mitchell, 2002) There is also research that says that poor
handling of communication to its customer might destroy a company’s image rather
quickly. This might be extra important when communicating via telephone, especially
since most customer complaints tend to center around the courtesy on the telephone.
Furthermore one should keep in mind that people’s first contact with the company could
be via telephone. (Teng Fatt, 1997)

However, there are substantial branding benefits of having the company’s own people in
direct contact to the end-customers when it comes to consumer products and in
comparison to working with distributors. The direct services allows the companies to
more consistently, extensively and intensively promote its brand to the consumers and
therefore better create the desirable brand image than might be possible when using a
down-stream distributor system. (Larsson et al, 2003)

A well-managed brand is the name of a product, a service or a company where everyone
within the own organization and the surrounding environment gets optimal dividends on
their stake. The customer gets what he or she expects. All co-workers are awarded and
feel pride and work satisfaction. People that accumulate their common knowledge, forces
and visions create the decisive value behind a company- or product name and maybe
even a symbol with a certain meaning. However this demand that all co-workers within
the whole of the organization have the same view on which factors that affects the
development in brand building. It is all about long-term strategic thinking, endurance,
continuity and courage in combination with quality consciousness and wariness. The
strength and attractiveness in an organizations’ corporate brand is depending on the
quality and efficiency concerning the total communication surrounding the brand.
(Lagergren, 1998)

Unfortunately, in many companies, internal marketing is done poorly, if at all. While
executives recognize the need to keep people informed about the company’s strategy and
direction, few understand the need to convince employees of the brand’s power, they take
it as given. Furthermore, the people who are charged with internal communications –
human resource professionals, typically do not have the skills to communicate
successfully. Information is distributed out to employees in the form of newsletters, and
so forth, but is not designed to convince them of the uniqueness of the company’s brand.
(Mitchell, 2002) Information and materials are too often simply “dumped” on employees,
expecting that the employees were told what is happening and what they will do with it.
This way of spreading information tends to be a failure since the employees do not have
the opportunities to raise their questions and the context is not fully or at all explained.
(Tosti & Stotz, 2001)
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Explaining and communicating the brand internally is important and is about storing the
brand within the mind of employees. One can say that this is the brand association that is
in the mind of the employee and is made in order to create the desired position. These
brand associations could be anything that might be stored in the memory and is linked to
the brand. One way to make the brand associations easier to remember, is to use short
word phrases that capture spirit of the brand these are called brand mantras. The brand
mantras may work as a guideline of how to act and how to introduce the brand to
potential customers. Since a lot of the employees in a company are in direct contact with
the customers it is important that their words and actions are consistent with each other
and the brand. If this is not the case, the outcome could be a negative consumer response
and probably result in lower sales. (Keller, 1999)

Additionally, internal communication is an incredibly broad area; it is the full range of
ways that people communicate with each other within an organization. Communication
can be written, spoken, or virtual and it can occur among individuals or in groups.
Sometimes it is top-down information, and sometimes it is participatory dialogue.
Sometimes communication is about listening. The art lies in knowing which tool to use,
which communication tool is right for a certain circumstance. The way to choose to
communicate can be just as important as the message. (Orsini, 2000)

By using rationales, we mean the grounds, motives, justifications and basis, and it is used
throughout the thesis since it makes it easier to explain and understand the concept of
why companies communicate the corporate brand within the organization.

1.3 Purpose of Research

The purpose of this research is to gain a deeper understanding of why and how
organizations communicate corporate brands internally.

1.4 Research Questions

� How can the rationales of communicating the corporate brand within an organization
be described?

� How can the channels used for communicating the corporate brand internally be
described?

� How can the understanding of corporate branding at different levels of the
organization be described?
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1.5 Delimitations of research

Communication of corporate brands can be studied from various angels. Due to time
constraints we will focus on two Swedish retail companies and their brand
communication within the organization from upper management to employees.
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 2. LITERATURE REVIEW

The previous chapter provided the background and the problem discussion of the area of
this study, leading down to the specific research questions. In this chapter, literature
related to the research questions will be reviewed. We will present available theories that
are relevant to the three research questions that were introduced in chapter one. The
theories will be presented in the same sequential order as our stated research questions.

2.1 Rationales of communicating the corporate brand

According to Lagergren (1998), to build a successful brand, all employees within the
organization must have the same understanding of what influences the brand’s
development. A model developed by Lagergren (1998), gives an organization a common
frame of reference concerning the underlying ideas. The model can be regarded as
”software” for the brain. If everyone within the organization understand this program, it
will be much easier to send and receive information, to communicate the questions that
concern the common brand development. (Lagergren, 1998)

In the model, constructed by Lagergren (1998) and depicted below in figure 2.1 the brand
image is in the middle (I), surrounded by four different factors influencing the brand
image. (M), for mission which answers the questions; what, to whom and how. The (P)
stands for positioning, or target group definition. What the position is in the minds of
customers today, and where the organization wants to be. (CS) is communications
strategy, and is concerned with how to create and maintain contact with customers. The
final rectangle, (CC), corporate communications is all forms of internal and external
communications that affect the whole of the organization. Corporate communication is
our focus in this thesis and will be described more thoroughly, and further developed
through additional theories concerning the subject.

 M

 CC CS

P

I

Figure 2.1: Brand foundation
Source: Adapted from Lagergren, 1998, p. 19
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Corporate communications is about the company’s continuously ongoing communication
with its stakeholders. In other words, what a company says, writes, shows up and listens
to in its contact with the surrounding environment, customers, owners and employees.
This demands for constant monitoring and control, it is also up to the top management to
turn the organization’s communication strategy into action. How this should be
implemented has to be decided on the basis of the basic conditions within the
organization often mentioned in the business concept or vision. Generally, what could be
mentioned is that the top managers of an organization in one way or another have to
make clear for all co-workers that there is a strategy for the corporate communication and
what it means. This demands for meetings in appropriate forms, to present, educate and
discuss these issues with everyone. It is not enough to start up this process; it has to be
kept going with constant reminders in different ways. This is the responsibility of top
management. (Lagergren, 1998)

Organizations should inform members of their strategic intentions as well as their past
performance. This requires the accurate targeting and timing of the messages at a pace
suitable and appropriate to the target’s requirements. Good information delivered through
appropriate media at particular times can be of benefit in the development of the realm of
understanding between parties. By keeping stakeholders, such as employees, aware of the
strategic development and the strategic thinking of the focus organization and the
environment in which it operates, the value of the organization is more likely to reflect
corporate performance. (Fill, 1995) Research has showed that in organizations where
there is a lot of emphasis on internal communication, this leads to greater understanding
and commitment. Where there is a lack of internal communication, performance, job
satisfaction and commitment are substantially lower than in organizations with a high
degree of internal communication. (Thomson et al., 1999)

According to Fill (1995) each organization is composed of various groups of people but
effectively the employees and the management is commonly seen as the primary internal
stakeholders. Both of these stakeholders impose their own constraints upon the range and
nature of the activities the organization pursues. Employees are important to external
stakeholders not only because of the tangible aspects of service and production that they
provide but also of the intangible aspects such as attitude and the way in which the
service is provided, “ how much do they really care?”. Fill (1995), further state that a
major influence on the communication style is the prevailing culture. Culture is a
reflection of the personality of the organization, which in turn affects the corporate
identity, or the way in which an organization presents itself to its stakeholders. This
presentation of visual cues can be managed deliberately or left unattended. Either way
stakeholders develop a picture of the organization that enables them to position it
amongst others.

The critical role, played by internal marketing and corporate communication, which
enables employees to deliver their brand’s promises, can be explained from Grönroos’
(1998) services marketing triangle. This identifies three key relationships that must be
managed, i.e.: company-employees (internal marketing); company-customers (external
marketing); and employees-customer (interactive marketing). The model is presented in
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figure 2.2 and also highlights the pan-company activities that underpin brands and shows
that brand building is not just between the company and its consumers, but also between
the company and its employees. (Thomson et al., 1999)

From the services marketing triangle, brand success necessitates that the numerous team-
based activities are coordinated. If this is done through overt employee supervision, this
is a drain on management resources. One approach is to have an appropriate strong
culture, whereby from the values underpinning the corporate culture, and therefore the
brand, everyone knows what forms of behavior are suitable for sustaining their brand. To
reinforce such behavior, internal communications about the brand and its strategy helps
reinforce appropriate behavior. Furthermore, with employees committed to the brand
ideals, they should have the conviction to act in the desired manner. By using internal
communication to inform staff about their brands’ values, they become more used to the
fact that that they are contributors to the brands’ relationship with customers. (Thomson
et al., 1999)

External communication lays the foundation for a relationship with the brand through its
personality, but it is employees’ that brings the relationship to life (Macrae, 1999).
Employees in different parts of an organization will be using a mixed variety of sources
to draw inferences about their company’s brand strategy. Even where there are clear
messages sent from the most senior level, internal brand communication tends not to be
managed strategically and therefore there is a need for integrated internal
communications across all levels and all functions to minimize any miscomprehension.
(Thomson et al., 1999) According to Grönroos (1998) internal communication is needed
to attract and recruit employees, to keep these and not to loose them to organizations
offering more attractive work-environments, work-assignments, and work-conditions.

Company

Employees Customers

Internal
Marketing

External
Marketing

Interactive Marketing

Figure 2.2: Services marketing triangle
Source: adapted from Grönroos, 1998, p.325
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Berry & Parasuraman (1992) define that internal marketing is attracting, developing,
motivating, and retaining qualified employees through job products that satisfy their
needs. Internal marketing is the philosophy of treating employees as internal customers
and it is the strategy of shaping job-products to fit human needs. Strong brands thus
attract customers as well as employees.

A brand is people’s perceptions about a product or a company, no more or less. The
closer these perceptions agree to what the company wants them to be, the stronger the
brand. Every company wants to ensure that customers perceive its brands in the same
way that the company intends to since strong brands can deliver customer loyalty and
shareholder value. (Barron, 2003)

One way of strengthening the brand internally is to use short and powerful meanings of
what the brand stands for. Using brand mantras can be used to strengthen the brand
internally. Brand mantras are short word phrases that capture the unquestionable spirit of
the brand positioning. The purpose of using brand mantras is to be sure that all the
employees within the organization understand what the brand should represent to their
customer and therefore adjust their actions accordingly. This is also important for the
external marketing partners as well. These brand mantras may provide a guidance to find
out what products to introduce under the brand, when and where the brand should be sold
and what advertising campaigns to run. Furthermore, brand mantras are designed to
create a mental filter which purpose is to screen out inappropriate branding activities that
may affect the customers’ impression of the brand. (Keller, 1999)

There are a number of reasons why these brand mantras are important. First of all, when a
customer or consumer encounters a brand regardless of the time, way, shape or form the
knowledge of the brand may change. Since there are a number of employees that directly
or indirectly get in contact with customers or consumers it is important that their words
and actions is consistent and support the brand, otherwise the consumer knowledge may
be affected negatively. Many employees as well as marketing partners that may affect
this consumer knowledge may not even recognize their impacting role. The use of brand
mantras may therefore communicate the importance within the organization and high-
lightning the crucial role that the employees and marketing partners have. Brand mantras
also provide short memorable key words about the brand and what it is intended to stand
for. (Ibid)

A common mistake that delay companies to build a strong brand is the fact that
companies makes promises they cannot keep. Companies too often build or reposition
their brand and skip to the redesigning of its corporate identity. They might also create
new advertising campaigns, before it articulates brand intent. The corporate identity as
well as the advertising needs to emerge from the brand. Because if a company cannot or
would not live up to the promises made to their customers, the advertising only would
highlight the differences between the promise and the actual performance of the product
or service. (Barron, 2003)
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One common opinion in business is that the responsibility for the success of a brand is on
marketing. Marketing, however, has very little influence on the actual sales, customer
service, development of products, and fulfillment of orders, billing and other important
contacts with the customer. Managers and employees that face customers tend to have
limited authority to make organizational changes and in some cases even lack the
communication channels through which they can propose these changes. The actual
launching and/or development of an ad campaign can be kept within the marketing
department but the mistake is to define those activities as the sum of building the brand.
(Ibid)

2.2 Channels of internal communication of a brand

Wilbur Schramm (1955) developed the linear model of communication depicted below in
figure 2.3. The model emphasizes the transmission of information, ideas, attitudes, or
emotion from one person or group to another (or others). The model and its components
are straightforward, but it is the quality of the linkages between the various elements in
the process that determine whether the communication will be successful. (Fill, 1995)

Realms of understanding Realms of understanding 

Feedback 

Sender Encoding Receiver Decoding Message 
 

Channel 

Response 

Noise 

Realms of understanding Realms of understanding 

Feedback 

Sender Encoding Receiver Decoding Message 
 

Channel 

Response 

Noise 

Components of the model (Ibid):
� Sender/Source: the individual or organization sending the message
� Encoding: transferring the intended message into a symbolic style that can be

transmitted
� Message/Channel: the transmission of the message using particular sets of media
� Decoding: understanding the symbolic style of the message in order to understand it
� Receiver: the individual or organization receiving the message
� Response and Feedback: the receiver’s communication back to the source, on receipt

of the message.
� Noise: distortion of the communication process making it difficult for the receiver to

interpret the message as intended by the source

Figure 2.3: The communication process
Source: Fill, 1995 p.24
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� Realm of understanding: attitudes, perceptions, behavior and experience.

When communicating the corporate brand to employees throughout the whole of an
organization, theory shows on many different authors and researchers and their listings of
channels of choice. They are all similar in scope; we have as a result chosen the model
developed by Orsini (2000) in our literature review.

� Intranet
Intranet keeps people informed about the situation within the company regarding
brands, products and services. Using Intranet is an easy way of sharing relevant and
useful information widely.

� Business Television
Is used for training or to pass on important messages from the head office to
managers and staff within the company.

� Web sites
Web sites may be used for functional groups within the organization to provide
awareness about brands, products, services and other important information to
employees within the organization.

� E-mail
An information “agent” sorts the e-mail that is sent to a given site and later sends
them into predetermined folders. These folders are accessible by different kinds of
staffs within the company.

� Networks
Groups with a specific focus on a particular topic or issue with a common interest.
The information is exchanged via e-mail, face-to-face meetings or conference calls.
These networks are used in order to share ideas, tools, and practices with the
colleagues.

� Staff meetings
Regular and informal meetings with staff by the staff. These meetings are brief, uses
an agenda and limited in times. The meetings usually consist of self managed teams
or managers but are not exclusive to them only. Furthermore the meetings provide an
opportunity for discussion and delivery of a consistent message.

� Conference calls
Brief and regular calls are used for managers who are located in different geographic
regions, so they can share hot issues, updates and information to other managers.
These forums are sometimes used for decision making.
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� Sessions for new employees
Introducing new employees to the organization and provide the newly employees
with an overview of organizational mandates and structure.

� Mentoring
The newly employees are assigned a staff member who will act as a mentor in order
to respond to the questions that the employee might have. Further on the mentor will
serve as a soundboard.

� Profile of employee to group
Use newsletter locally or e-mail when introducing new employees. This should
include a picture of the employee. This might also be used to profile an existing
employee.

� Office tours
This is a good opportunity to meet the staff face-to-face and get a sense of what they
are doing.

� Assignments
Opportunity for staff to go on other assignments in other regions in order to increase
both the individual as well as the corporate knowledge.

� All-staff retreats
Annually held conferences and workshops for all the staff in the group including
activities such as team-building, social events and developmental issues.

� Whiteboard
Used to inform who is in the office, and specific thought and highlight other specific
issues. The whiteboard should be placed in a focal point.

� Brochures/Magazines
Newsletters produced in order to update staff on important issues or developments
regarding products, services or brands.

� Regular newsletter
Regular sent newsletter keeps the staff informed ongoing activities and future
directions and the information get to the employees on a regular basis.

� Management debriefings
Provides information to staff after important meetings and this is done face-to-face or
often via e-mail.

� Weekly e-mail report
Weekly e-mail report from the directors is sent in order to keep the staff informed of
events and other issues.
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According to Sengel and Daft (1988) media differs clearly in their capacity to convey
information. The medium’s characteristics limit the kind and amount of information that
can be transferred. The characteristics of a medium include;

� The ability to handle multiple cues simultaneously
� The ability to facilitate rapid feedback
� The ability to establish a personal focus

The media that is available for managers can be classified into a hierarchy based on
composite of these characteristics and is called “richness”. The more learning that can be
transferred through a medium the richer is the medium. The richest medium is the face-
to-face since it has the capacity for direct experience, multiple information cues, personal
focus and immediate feedback. The discussion face-to-face enables the assimilation of
broad cues and deep emotional understanding of a message. Other interactive media such
as telephone provide rapid feedback, but on the other hand they lack the element of
“being there”. Body language cues such as eye contact, gaze, blush, head nods, and
posture are eliminated and therefore the use of these media do not have the same richness
as face-to-face communication. Written media that are addressed can be personally
focused but they convey limited cues and the feedback is slow. Notes, memos and reports
are examples of these media. Fliers, bulletins and computer reports are written media that
is impersonal, and is the leanest media. This because there are no personal focus on a
single receiver, the information cues are limited and do not give feedback to the receiver.
To conclude, each media has an information capacity that is based on the ability to
facilitate multiple cues, personal focus and feedback. (Ibid)

Messages can be classified as routine and non-routine. Non-routine communications
seem to have a greater potential for misunderstanding. This might depend on the fact that
these messages are characterized by time pressure, ambiguity and surprise. Furthermore,
the sender and the receiver might not have a common field of experience and the personal
feelings and beliefs might influence the interpretation of the message. In order to
overcome these ambiguities and different field of experiences the non-routine message
requires a rich exchange of information. (Ibid)

On the contrast, routine communication is simple, straightforward, logical, rational and
contains no surprises. Managers often have established a routine of communicating
messages to the extent that routine communication do not require as rich exchange of
information as non-routine, in order to achieve a mutual understanding between sender
and receiver. This is showed pictorially in figure 2.4 (Ibid)
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2.3 Understanding of the corporate brand

According to Keller (1999) the construction for a successful internal brand foundation is
based on four fundamentals; create the brand intent, align the organization, deliver the
customer experience and measure and refine.

Winning brand intent maximizes the area of connection between what a company can do
well and what the customers want or need. The ideal goal is that the brand should appeal
both the logical as well as the emotional sides of the customer. In order to do so these few
guidelines might be used: Be authentic to the company culture. The best brands are
indistinguishable from the company’s culture. Learn why customers behave as they do.
Brands center on customers as much as they center on products and companies. It is
important to know about the choices that the customers make, but it also very important
to know how and why they make these decisions. What motives, needs, hopes, and self-
image underlies these choices?  A strong brand would probably respond to those motives
rather than trying to shape people’s motivation to fit the brand. A company that wants to
know why people behave as they do not only rely on occasional surveys, instead they for
example visit the manufacturing floor, call centers, stores and encourage feedback from
both the employees and customers and most important they listen on the feedback given
to them. (Keller, 1999)

Communication Failure

Rich media used for routine
messages. Excess cues cause
confusion and surplus
meaning

Effective Communication

 Communication success
because rich media match
non-routine messages

Communication Failure

Data starvation. Lean media
used for non-routine
messages. Too few cues to
capture message complexity.

Effective Communication

Communication success
because media low in richness
match routine messages.

Routine Non-Routine

Rich

Lean

Management Problem

Media Richness

Figure 2.4: Characteristics of medium
Source: Sengel & Daft (1988)
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With crystal clear brand intent and an understanding of how and why customers behave
as they do, a company is ready to approach the means to bring the two together. In order
to align the whole organization these principles apply; Involve everyone whose job can
affect the customer experience, educate and train internally so the employees understand
the importance of the brand, use rewards and incentives to reinforce the brand intent, and
finally involve brand concerns into business planning processes. (Keller, 1999)

To get employees to understand the meaning of the corporate brand, organizations need
to boil down the core values of the organization and the brand into a format that is easier
for employees to understand. One way is the usage of brand mantras in organizations,
which for example is used by Nike and Disney. Research shows that brand mantras have
the ability to effectively communicate, simplify and inspire. The brand mantra can be
broken down into three terms, Brand Functions, Descriptive Modifier and finally the
Emotional Modifier. This is shown in table 2.1 (Ibid).

Company Emotional Modifier Descriptive Modifier Brand Functions

Nike Authentic Athletic Performance
Disney Fun Family Entertainment

Brand Functions describes the nature of the product or service and/or what type of
benefits and experiences that the certain brand should provide. This may be concrete
where the term could reflect the product category, but it may also be more abstract where
the term relates to experiences or benefits that may be delivered from different kinds of
products. The Descriptive Modifier is on the other hand a way to limit the business
functions term to further clarify its nature. The business activity combined with the
descriptive modifier help to in detail describe the brand boundaries. The Emotional
Modifier should finally provide another qualifier in terms of how this certain brand
should deliver these benefits. What is the qualitative nature of what the brand does and
how it does it provide these benefits. The emotional modifier furthermore describes and
clarifies the brand boundaries. (Ibid)

The Brand Mantra should be developed together with the brand positioning and during
the same time. The Brand Positioning is normally a result of a deep examination of the
brand through some brand audit or other similar activities. The learning from these
activities may benefit the creation of brand mantras but often they require more internal
examination and input from the employees and the marketing staff. Some considerations
that management should keep in mind when developing brand mantras follows:

Criteria for effective brand mantras: There are many characteristics that distinguish brand
mantras. According to Keller (1999), an ideal brand mantra should communicate,
simplify and inspire. Regarding communication, a brand mantra should define the
category or categories of business for the brand and set the boundaries for the brand.
Further it should clarify what is unique about the brand. The simplification is that the

Table: 2.1 Three terms of brand mantra
Source: Keller, 1999. p. 49
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brand mantra should be easy to remember and therefore be short, crisp and vivid in
meaning. Regardless of how many words that are used in brand mantra there will always
be a level of meaning beneath the brand mantra itself that will need to be articulated.
Despite what words chosen it is natural that they can be interpreted in multiple ways.
Therefore it is important to explain in detail for the employees what the purpose of the
brand mantra is so the foundation gets stronger. The brand mantra should also inspire by
staking out ground that is personally meaningful and relevant to the employees. These
brand mantras could inspire, not only inform and guide, both employees and customers.
(Ibid) The relationship between brand positioning, core brand associations and brand
mantra is depicted below in figure 2.5

Communication is a process, a torrent, and communication distortions come up when the
torrent is opposed to deviations and blockages. Interference, noise, is everything added to
the message that was not intended by the sender. Interferences of any kind can hinder the
communications process. (Nilsson & Waldemarson, 1990)

We will in this thesis concentrate on the concept of realms of understanding, which
distinguishes the model Fill (1995) developed and which was depicted in figure 2.3 on
page 10, from many of the similar models found in literature concerning
communications.

The concept of realm of understanding is an important element in the communication
process because it recognizes that successful communications are more likely to be

Response

Brand
Positioning

Core
Brand

Association

Brand
Mantra

EXTERNAL
TRANSLATION

INTERNAL
TRANSLATION

Figure 2.5: Brand Mantras
Source: Keller, K.L., 1999. p.50
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achieved if the sender and the receiver understand each other. This understanding
concerns attitudes, perceptions, behaviour and experience; the values of both parties to
the communication process. Thus, effective communication is more likely when there is
some common ground, a realm of understanding, between the sender and the receiver.
The more the sender understands the receiver, the more confident they become in
constructing and transmitting messages. Repetition and learning are important elements
in all forms of communications. Learning is a function of knowledge and the more we
know the more likely we are to understand. (Fill, 1995) Robbins (1996) refers to filtration
as a way where the sender manipulates the message to fit its purpose. One example could
be that the employee tells a manager what he or she thinks the manager wants to hear or
vice versa. When reporting is due, information that is considered important is the one
chosen to be communicated. Robbins (1996) also states that the more vertical levels of
communication there is in an organization, the result is more filtration.

Nilsson and Waldemarson (1990) state in their research that there are two types of
interferences in communication; the two can be either of physical character or of
psychological character. The physical interference could for example be that the sender is
under the influence of alcohol. The psychological interference is among others, the
psychological defense mechanism in both the sender and the receiver; it can also be
prejudices and suspiciousness. However, these interferences in communication can be
reduced with training and knowledge.

Nilsson and Waldemarson (1990) further mention some examples on how to handle and
mitigate the effect of interferences in communication. Focus on what the counterpart
understands, not on what has been said. One has to understand the counterpart’s level of
understanding to have effective communication. To be able to deal with conflicts and
problems, it is important that there is openness in the communication process. It is
recommended to be descriptive in communication instead of being judging and analyzing
to prevent a defensive climate. One should seek to be clarifying when communicating,
which means to specify and to be concrete with the intent of the message. This is handled
most effectively through feedback.

Even though face-to-face communication is an efficient medium, it is still expensive and
costly. If the involved individuals do not share a common coding scheme and language,
their communication will be less efficient and more costly. This lack of a common coding
scheme usually leads to misunderstanding when communicating. These
misunderstandings are associated with errors in the interpretation of messages.
Communications across communication boundaries without knowledge on the other part
of one or both communicators of the other's coding system, can lead to misperceptions
and an incomplete understanding of the message. (Tsutomu, 2003)   

Another interference in communication is the gatekeepers. They are individuals who are
capable of understanding and translating contrasting coding schemes. Gatekeepers may
be formal or informal and the gatekeepers are able to collect and understand external and
internal information, and then they are able to translate this information into terms that
they believe are meaningful and useful to the organization. On the other hand there is also
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a risk that information supposed to reach an intended receiver may stop at the gatekeeper
and do not continue throughout the organization. As a consequence, the gatekeepers are
strongly connected to sources of information and at the same time consulted regularly by
other members within the organization. (Ibid)

The flow of information implies that gatekeepers must be capable of understanding and
translating contrasting coding schemes and they must be strongly connected to both
internal colleagues and external domains. Some studies have shown that the existence of
gatekeepers is critical to high performance in development work since they are able to
resolve the communication impedance without sacrificing the efficiency of internal
communication with local coding schemes. Hence, the total performance of development
work turns out to be critically dependent upon a few key individuals; gatekeepers. (Ibid)

The relationship between organizational commitment and employees’ satisfaction with
organizational communication has received some research attention. The broadest
meaning of communication entails not only a combination of predominantly auditory and
visual events including facial and bodily expressions, but also the long-established
symbols and artifacts that give background meaning to continuing dialogues. (Berger &
Luckmann, 1966) Previous studies suggest that there is a positive relationship between
the satisfaction with organizational communication and employee commitment (Varona,
1996). Varona (1996) found that employees experienced a number of stages in their
satisfaction with communication and organizational commitment. For the first period (up
to a year) the level of both communication satisfaction and commitment was relatively
high. This was followed by a second stage (from the second to the fifth or sixth year)
when the level of both communication satisfaction and commitment fell. The third and
probably final stage (after six years) was again characterized by a rise in both
communication satisfaction and commitment. (Varona, 1996)

According to several authors (Lewis & Seibold, 1996 and Johnsson, 1993),
organizational communication is not a singular entity; instead there are numerous
dimensions of communication that may affect subordinates. The research has detailed the
potential importance of communication to organizational processes. The quality and
mode of organizational communication affect employees’ ambiguity and the ability of an
organization to coordinate activities. This is because the way managers communicate
proposed work messages to an employee affects how they perceive the information.

In addition, the reason, assertiveness and/or sanctions accompanying communication
affect employees. If the content of the information is deemed relevant to the employees
and the person giving the information is considered credible, then the employees are
more likely to listen to the information. Managers are deemed to be most effective when
their affirming style is relaxed, attentive and friendly, combined with a high level of
argumentation and a low level of verbal aggression. (Kipnis & Schmidt, 1982)

Informal and formal communication processes are vital for employees. The process of
socializing employees involves a dual process of unlearning and new learning. First,
employees have to unlearn some beliefs and behavior not accepted by their supervisor,
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while at the same time they have to interpret and understand the rules about established
acceptable behavior and beliefs. Formal communication via policy documentation and
meetings informs employees about a lot of the necessary information needed to undertake
the job. However, it is the informal, non hierarchical means of communication such as
conversations with colleagues that fill in gaps between what employees wants to know
and what management has time, attention, or inclination to tell them. (Goris et al., 2000)

Organizational training is the process in which the employees learn about and adapt to
their new jobs, roles and the culture of the workplace. The organizational training is a
learning process where individuals need to obtain a wide range of information and
behaviors in order to become effective organizational members. One form of
organizational training is the training the employee receives when being introduced to a
new job, the people they will work with and the organization. These training programs
can play an important role during the socialization process by providing the new
employees with a lot of important information. The training programs can be formal or
informal or a combination of both. The training program can also differ in what extent
they contain information about the specific job, the organization and the work
environment. Both formal and informal training are important in order to create
socialization and knowledge about the organization and what they stand for. Further,
formal training can be used as a part of getting the personnel to know each other and
because of these things; formal training is one of the most common ways of educating
personnel. (Klein & Weaver, 2000)

2.4 A conceptual framework

The previous section reviewed literature and presented theories relevant to the research
purpose and the research questions stated in chapter one. Based on that theoretical review
this section will illustrate the conceptualization of the research questions and pictorially
showed in an emerged frame of reference.

The idea of building a conceptual framework is to explain, either graphically or in
narrative form, the main things to be studied. This means that it is the current version of
the researcher’s map of the territory being investigated, and it specifies who and what
will and will not be studied. The conceptualization will further assist in forming an
interview guide, which will enable data collection. (Miles & Huberman, 1994)

2.4.1 Rationales of communicating the corporate brand within an organization –
Research Question One

There are a number of theories described in literature on rationales for strengthening the
corporate brand internally. The following theories are chosen since they correspond well
with our research problem.

� Inform on strategic intentions and past performance, Fill (1995)
� Understand the business concept and vision, Lagergren (1998)
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� Internal communication leads to greater understanding and commitment,
Thomson et al. (1999)

� Appropriate employee behavior, Thomson et al. (1999), Keller (1999)
� Attract and recruit employees, Grönroos, (1998), Berry and Parasuraman (1992)

2.4.2 Channels used for communicating the corporate brand internally– Research
Question Two

When investigating what channels management uses when communicating the brand
internally we have chosen to use the following theories since they correspond well with
our research problem. We will in our thesis use the internal communication channels as
listed by Orsini (2000).

� Intranet
� Business television
� Web sites
� E-mail
� Networks
� Staff meetings
� Conference calls
� Sessions for new employees
� Mentoring
� Profile of employee to group
� Office tours
� Assignments
� All-staff retreats
� Whiteboard
� Brochures/Magazines
� Regular newsletter
� Management debriefings
� Weekly e-mail report

According to Sengel & Daft (1998), a medium and or a channel of communication have
different characteristics in the capacity to convey information. The characteristics are:

� The ability to handle multiple cues
� The ability to facilitate rapid feedback
� The ability to establish a personal focus

2.4.3 Understanding of corporate branding at different levels of an organization –
Research Question Three

When investigating the employee understanding of corporate branding we will use
theories from several authors and the following theories are chosen since they correspond
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well with our research problem. Keller, (1999) suggests that organizations should
internally educate and train the employees and use rewards and other incentives in order
to make the employees to understand the importance of the brand. He further states that
using brand mantras can communicate, simplify and inspire the employees. We will also
use the following theories;

� Realms of understanding, Fill (1995)
� Gatekeepers, Tsutomu (2003)
� Satisfaction with organizational communication, Varona (1996)
� Communication method, Orsini (2000), Lewis & Seibold (1996), Johnsson

(1993), Kipnis & Schmidt (1982)
� Formal and informal communication, Goris et al. (2000)
� Training and education, Klein & Weaver (2000)
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2.5 Emerged frame of reference

The previous section provided a conceptualization of the research questions. This section
will provide a graphic illustration of the frame of reference in order to illustrate how they
correlate and how they serve to answer the research purpose. The emerged frame of
reference is pictorially presented in figure 2.6, and is constructed by the authors. The
rationales of communicating the corporate brand internally affect what channels to use
since every channel has its pros and cons. Furthermore the channels and their abilities
affect the realm of understanding of corporate branding. The understanding is sent back
and it uses communication channels and affect the rationales.

Rationales of Communicating the Corporate Brand
� Inform on strategic intentions and past performance
� Understand business concept and vision
� Internal communication leads to greater understanding and commitment
� Encourage employee behaviour
� Attract and recruit employees

Channels for Internal Brand Communication
� Intranet
� Business television
� Web sites
� E-mail
� Networks
� Staff meetings
� Conference calls
� Sessions for new employees
� Mentoring

� Profile of employee to group
� Office tours
� Assignments
� All-staff retreats
� Whiteboard
� Brochures/Magazines
� Regular newsletter
� Management debriefings
� Weekly e-mail reports

� The channels’ ability to handle multiple cues
� The channels’ ability to facilitate rapid feedback
� The channels’ ability to establish personal focus

Employee understanding of corporate branding
� Realm of understanding
� Gatekeepers
� Satisfaction with organizational communication
� Communication method
� Formal and informal communication
� Brand mantras

Figure 2.6: Emerged frame of reference
Source: Authors own construction, 2003
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3 METHODOLOGY

In this part the methodology practiced for the thesis is presented. Throughout the chapter
the different methodological perspectives are explained, together with justifications of the
choices made. Finally a discussion regarding validity and reliability is provided.

3.1 Research purpose

According to Reynolds (1971) most research can be classified into one of the following
three different purposes: exploratory, descriptive and explanatory research.

Exploratory research is applied when a problem is difficult to limit and when you know
little about the area in the field of the study (Eriksson and Wiedesheim-Paul, 1997). The
purpose of an exploratory research is to gather as much information as possible about a
specific subject and to use many different sources to gather information is common (Patel
and Davidson, 1994). Exploratory research is also appropriate when it comes to
generating interesting questions for future investigation, and can therefore bee seen as a
pre-study to a more detailed study (Patel and Tebelius, 1998).

Descriptive research is used when the goal is to develop careful descriptions of different
patterns that were expected during the exploratory stage (Reynolds, 1971). The objective
of this research is to be able to describe how something is without explaining why it is in
a certain way. Descriptive research is most suitable to gather information when
investigating a total or random sample. (Patel and Tebelius, 1998)

Explanatory research is in use when the researcher is looking for a cause and effect
relationship (Eriksson and Wiedesheim-Paul, 1997). Explanatory research is thus to
develop a theory that can be used to explain the empirical generalizations that was
developed in the descriptive stage. This provides a cycle of theory construction, theory
testing and theory reformulation. (Reynolds, 1971)

Considering our stated research purpose our study explores, describes and somewhat also
explains internal communications in retail trade and how it effect employee
understanding of core values in corporate branding. The study is exploratory since we
had limited knowledge about the area in the field of the research, and also wanted to gain
a deeper understanding of the research area. The study is however mainly descriptive
since we study an area with already existing information, although limited. Our aim is in
addition, to describe retail trade firms and how they conduct internal communication.
When we are answering our research questions we are also partly starting the explanatory
stage when we explain relationships between different variables.
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3.2 Research approach

When conducting research there are different ways to address the topic. We will present
and give the reasons for the way we have chosen to approach our study. The researcher
has to decide which method to use between the two approaches; deduction or induction.
Also the type of method, qualitative or quantitative has to be decided.

3.2.1 Deductive versus Inductive Research

There are two ways of drawing conclusion, inductive and deductive. The inductive way
to draw conclusions is founded on empirical data. The researcher establishes theories and
models that are based on different phenomena in reality. If the researcher has a deductive
approach then the researcher uses existing theories, and investigates these empirically
with different methods. (Eriksson and Wiedesheim-Paul, 1997)

A deductive approach was chosen in our study since we would reach the purpose of our
study more efficiently by using theories already existing. We based our empirical studies
on theories and used them to form a base on how to analyze the collected data.

3.2.2 Qualitative versus Quantitative Research

A qualitative research refers to studies when the researcher gather and analyses detailed
data of ideas, feelings and attitudes. It is mostly used when trying to receive thorough
information, which enables the researcher to obtain a deep understanding of a single case
study or a limited number of companies. The empirical data received cannot easily be
transformed into numbers, but rather be described in words. (Yin, 1994)

On the other hand, in a quantitative study, the researcher gathers and analyses statistical
data. A quantitative approach is mostly used when trying to gain a broad understanding
of the problem of the study. The aim is to be able to draw generalized conclusions based
on the collected information, and the findings can be presented in the form of numbers.
(Ibid)

In this study we chose the qualitative approach in order to be able to deal with the
research problem and research questions stated for the thesis, the qualitative approach is
suitable since we want to obtain deep understanding of internal communications in retail
trade and its effect on employee understanding of corporate branding. Because we did not
want to analyze the data in numbers, but in words was another reason of why the
qualitative approach is the best alternative for our thesis.
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3.3 Research strategy

There are a number of approaches for a researcher to make when conducting an empirical
data collection. Depending on the character of the research questions, to which extent the
researcher has control over behavioral events and to what degree the focus is on
contemporary events, the researcher can choose between an experiment, a survey,
archival analysis, history and case study.
Strategy Form of research

questions
Requires control
over behavioral
events

Focuses on
contemporary
events

Experiment
How, Why YES YES

Survey Who, What, Where,
how many, how
much

NO YES

Archival analysis Who, what, Where,
how many, how
much

NO YES/NO

History How, Why NO NO
Case Study How, Why NO YES

Table 3.1
Source: Yin (1994)

In our study an experiment was not a suitable strategy since we do not demand any
control over behavioral events. Neither was a survey an appropriate strategy to our study
because we do not aim to answer question of who, what, where, how many and how
much character. Furthermore a survey does not correspond with the qualitative way of
research. Because our study is qualitative and do not answer the questions about how
many and how much an archival analysis was not appropriate. Since our study is focused
on present time we therefore decided to not conduct an historical research.

The case study is generally superior when answering how and why questions about a
specific topic and when control over the relevant behaviors is not required and when
research focuses on contemporary events. To reach the purpose of our thesis, case studies
will be used as a research strategy since we find it most suitable. We believe that case
studies would enable us to gain a better understanding of internal communications in
retail trade and its effect on employee understanding of core values in corporate branding.
Further on we are interested to know a lot about these instead of knowing little about
many. Our study is also based on present occurrences so this is another motive for
choosing case study as research strategy.

A major distinction when designing case study is between single and multiple case
design. This means that a researcher has to decide whether to do a single or a multiple
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case before conducting the data collection. We will in our study make a multiple case
study with two companies involved in retail trade.

3.4 Data collection method

Yin (1994) has in the qualitative field of research listed six forms of, what he refers to as,
sources of evidence for collecting data. These six are documentation, archival records,
interviews, direct observations, participant observation and physical artifacts. The
strengths and weaknesses with each different data collection method are presented in the
table 3.2

Source of
evidence

Strengths Weaknesses

Documentation � Stable: can be reviewed repeatedly
� Unobtrusive: not created as a result

of the case
� Exact: contains exact names,

references, and details of an event
� Broad coverage: long span of time,

many events and many settings

� Retrievability: can be
low

� Biased selectivity: if
collection is incomplete

� Reporting bias: reflects
(unknown) bias of
author

� Access: may be
deliberately blocked

Archival
records

� (Same as above for documentation)
� Precise and quantitative

� (Same as above for
documentation)

� Accessibility due to
privacy reasons

Interviews � Targeted: focuses directly on case
study topic

� Insightful: provides perceived
causal inferences

� Bias due to poorly
constructed
questionnaires

� Response bias
� Inaccuracies due to poor

recall
� Reflexivity: interviewee

gives what interviewer
wants to hear

Direct
observations

� Reality: covers events in real time
� Contextual: covers context of event

� Time consuming
� Selectivity: unless broad

coverage
� Reflexivity: event may

proceed differently
because it is being
observed

� Cost: hours needed by
human observers

Participant � (Same as for direct observations) � (Same as for direct
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observation � Insightful into interpersonal
behavior and motives

observations)
� Bias due to investigator’s

manipulation of events
Physical
artifacts

� Insightful into cultural features
� Insightful into technical operations

� Selectivity
� Availability

Table: 3.2
Source: Yin 1994

In our study we have not used archival records since it is precise and quantitative and this
does not fit our qualitative study. Neither have we used participant observation since this
type of gathering data is bias due to investigator’s manipulation of events. Furthermore
we have excluded physical artifacts since our study does not involve the need to obtain
evidence on cultural features.

Yin (1994) stated that one of the most significant sources of case study information is the
interview. Furthermore he clarifies that the positive aspects with the interview are that it
is “targeted” because it concentrates directly on the case study topic. It is also
“insightful” because it gives perceived causal conclusions. These are the reasons why we
have chosen to use interviews for data collection.

Interviews can take three different forms and these are open-ended, focused and
structured. In the open-ended interview the key respondents are asked for facts as well as
for their opinions. The focused interview follows a set of questions derived from the case
study protocol and is also performed in a conversational manner. The structured
interview follows a structured questionnaire and is best suited for surveys.

We have conducted focused interviews since we had an interview guide (See appendix 1)
and we conducted the interviews in a conversational manner. We asked the respondents
questions from our questionnaire and the respondents answered freely. Each interview
with top management and middle management took approximately 45 minutes. The
interview with store employees took approximately 20 minutes. We conducted three
interviews in each company and at different hierarchical levels.

For our data collection we did telephone interviews with top management at the
companies Elgiganten and Stadium. In order to find the most suitable person at the
company to interview, we first called them and figured out who that person were and
gave the person a background about our thesis and then asked if we could book an
interview. We then sent a short background about our thesis and our interview questions
by e-mail, so the respondent would be able to prepare for the interview. The same
approach was made when interviewing middle management and store employees, but
these interviews were conducted face to face at the location of each store.
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3.5 Sample selection

As mentioned before, a multiple-case study has been conducted to gather the most
appropriate empirical data. The case study includes two cases, which are based on
interviews with three persons within the two different companies.

In order to find appropriate companies we used the Internet where information can easily
be found about companies and their line of business. We searched for companies, which
we believe, have strong brands, as well as that they are establishing new stores
themselves and are not franchises. The companies we found that would suite our thesis
and our purpose were El-Giganten and Stadium since they are involved in retail trade,
cover a great part of Sweden and have similar organizational structures. On the respective
company’s homepage we found the number to the Human Resource Manager at both
companies and they in their turn guided us to the right person when searching for the
middle-management. The store employees within the two stores were selected by us
when entering the store since they at the time did not look to busy and we thought were
interested in participating.

3.6 Data analysis

Every case should begin with a general analytical strategy that will provide the basis for
what to analyze and why. The type of data received very much affects the quality of the
findings. The strength of the data is also very much dependent on how the data is
analyzed. The ability to draw any conclusions from the collected data is very much
depending on how the data is analyzed (Yin, 1994)

When analyzing the data collected from the interviews the intentions are to find answers
on the earlier stated research questions. Miles and Huberman (1994) state that a
qualitative data analysis focuses on data in the form of words. They further explain the
analysis to consist of three concurrent flows of activity:

1. Data reduction: The process of selecting, focusing, simplifying, abstracting, and
transforming the data. The purpose is to organize the data so that final conclusions can be
drawn and verified.

2. Data display: Taking the reduced dada and displaying it in an organized, compressed
way so that conclusions can be more easily drawn.

3. Conclusion drawing/verification: Deciding what things mean – noting regularities,
patterns, explanations, possible configurations, causal flows, and propositions.

When analyzing the data in this research, the proposition of Miles and Huberman (1994)
has been followed. For each research question, the data was reduced and simplified via a
within-case analysis. The within-case analysis was conducted by comparing the data from
each case to existent theories brought up in the conceptualization. A cross-case analysis
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was also conducted with the intentions to compare the different cases with each other to
find similarities and differences. The data was displayed in the cross-case analysis as a
mean to more easily draw conclusions. Once the data reduction and the data display have
been done, conclusions were then drawn based on the findings of the study.

3.7 Reliability and validity

Validity and reliability are two factors that determine the trustworthiness of collected
data. Validity is defined as the instrument’s ability to measure exactly what it is supposed
to measure (Eriksson and Wiedersheim-Paul, 1997). There are according to Yin (1994)
three forms of validity, construct-, internal- and external-validity. When establishing
construct validity the researcher makes sure that correct operational measures are utilized
for the concepts being studied, and that objective judgment is used to collect the data.
Internal validity is only of relevance if conducting an exploratory study, and since we are
conducting an exploratory study this is of no relevance. Finally, external validity refers to
establishing of the domain to which the findings to a study can be generalized. (Yin,
1994)

To establish construct validity, we have used multiple sources of evidence including
interviews and documentations. We also sent our interview guide to the respondents one
week in advance of the actual interview, by doing that the respondents were able to
prepare for the interview and it also reduced the risk of misunderstandings. The external
validity is in our study enhanced due to the fact that we have made analytical
generalizations based on our findings.

Reliability is concerned with how reliable and accurate the research methods and
techniques for collecting data are. The reliability is a way of measuring how well a
method provides a researcher with the same results, if the method were to be repeated
under the exact same circumstances. If a method is not reliable, it also lacks validity, but
high reliability does not automatically mean high validity. It is possible to use a method
that would provide the researcher with exactly the same results from different occasions,
without actually measuring what was intended to measure. (Yin, 1994)

We have tried to be as objective as possible when we have handled and evaluated the
gathered information from the companies; we also used a tape recorder during interviews
to help us remember the interviews better. It also gave us the possibility to listen to the
respondents many times in order to avoid misunderstandings. The reliability could be
lowered by the fact that we sent the interview guide in advance. However, we believe that
the nature of our questions was written in a way that did not lead the respondent to leave
out relevant information. If the interview was to be repeated with the same interview
guide and respondents, it might still not lead to the same results because subjectivity is
always involved in personal interviews.
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4. EMPIRICAL DATA

The empirical data consists of two case studies. The first case study is based on
interviews with; Marie Fridström, Human Resource Manager at Stadium head office in
Norrköping and she is regarded as upper-management, Mikael Jonsson, Store Manager
at Stadium in Luleå and he is regarded as middle-management, and one store employee
who wish to be anonymous. The second case is based on interviews with Magnus Feldt,
Human Resources and Educational Manager for El-Giganten and he is regarded as
upper-management and the store manager in Luleå, Lars-Göran Persson who is
regarded as middle-management and an employee within the store in Luleå, who wish to
be anonymous, was also interviewed.

4.1 Case 1: Stadium

4.1.1 Background

The idea of Stadium started in 1974 when Ulf Eklöf acquired a small sports retailer in
Norrköping; it was a small store with a turnover of approximately SEK 1 million. The
vision was to create a sports department store where the products were available for
everyone. The customers could all walk around in the store and feel and try products.
This was a major difference from what was the prevailing way of selling sports products
in those days, over a counter. In 1983 this store was Sweden’s largest sports retail store
with an area of 900 square meters and a turnover of SEK 40 millions. Soon the company
grew and in 1986 a new premise was acquired in Stockholm, where a store was built with
inspiration from Coliseum in Los Angeles and the Olympic stadium of Stockholm. The
store had an impressive portal and a track similar to that of track and fields, which led the
customers in to the store. Stadium as a brand and store was opened in the 25th of March
1987.

Stadium AB is the parent company to all Stadium stores and the headquarters is situated
in Norrköping. Besides the chain of Stadium stores the stores Nike Concept Store, Red
Devil, Edins Golfstores, Sports Outlet and Sportlagret is included in the Stadium group.
Today there are almost 80 stores in Sweden, Denmark and Finland, which employ little
more than 2 500 people. The turnover was budgeted to SEK 3,75 billions for the year
2002/03.

Stadium's range includes most types of products for an active life, such as clothes, shoes,
kits and equipment for team sports, golfing equipment, kickboards, inlines, skis and much
more. The range encompasses both leading brand products, as well as the Group's own
brands, such as Everest, Warp, 4D, and Soc.

The business concept is to be a retail company that designs, buys and sells sporting
equipment and sport fashion products with good design and quality, to prices that makes
it possible for many people to buy.
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4.1.2 Rationales of communicating the corporate brand within the organization

Stadium believes that it is important that everyone within the organization is familiar
with why the company exists, what the company has done in the past as well as the future
intentions for the company. Stadium believes that if employees within the organization
know what has been done in the past and also why it has been done there is a greater
likelihood that people can see the importance of each individual and their contribution to
the company development. It is also of great importance to inform on future intentions of
the company, it is especially important in order to get employees to see that the company
has well defined plans for the future and that career opportunities within the organization
are good.

Because of the nature of Stadium’s organization, which is built on people advancing from
“the bottom” of the organization to “the top” of the organization, it is essential to
communicate these opportunities in order to get people to stay as long as possible within
the company. One of the most important tasks for Stadium is to get employees within the
organization to understand and act according to the company vision of creating an active,
fun and healthy everyday life for many people. If everyone within the organization know
the meaning of the vision it is easier to get people to work in the same direction, now and
in the future. It is also important within the organization committed to the brand. Stadium
is offering employees within the organization variety of different incentives in order to
communicate the importance of the vision, there are financial contributions to employees
every year if for example someone wants to purchase a membership at a gym or some
other activity that is considered by top management to be in line with the company
vision. There are also help to employees that have a wish to give up smoking or loose
weight; these efforts from Stadium come in the form of individually developed programs
for a certain time period.

Every two years Stadium arranges the Stadium Olympics in Norrköping, which is an
event where all different stores and departments within Stadium AB are invited to
compete against each other’s in different events. These events range from different types
of sports to problem solving in groups and have duration of one day. In the evening there
is a banquet where the board of directors communicates what has been done in the past
years and what the closest future holds for the company. The banquet is also a time for
top management to award individuals and stores or other departments of the organization
that has accomplished something out of the ordinary that is in line with what the
company stands for.

Having a strong brand internally as well as externally is something that is considered to
be extremely important in the process of recruiting new employees to the company. The
vision and what it stands for is something that is used as a base when recruiting
employees to the organization, people that are hired to the organization is “compared” to
the vision, which means that they should live up to some of the basic principles of living
an active and healthy life. It is also important for Stadium to show an organization where
it is fun to work and where the opportunities for each individual are just as good as you
do it. Stadium is convinced that if people within the organization work in line with the
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vision and treats customers in the way desired by top management the risk of failure is
small, because it is the employee that makes the difference.

4.1.3 Channels for communicating the corporate brand

When communicating internally at Stadium a variety of channels are used for this
purpose. The different channels used for communicating the brand internally are different
in character. The most frequently used channels are the intranet called Checkpoint, the
employee magazine, Tracks and internal education. The intranet is used on a day to day
basis by all employees within the organization, here information about the company and
what is going on right now, and for example advertising campaigns and different tactics
to get people to buy more when they enter the store is presented. It is also a place where
employees have the opportunity to ask questions on the messenger service, provided on
the intranet. Job opportunities and other career opportunities such as internal education
are also presented on the intranet. The employee magazine, which is distributed four
times a year, is another channel where the corporate brand is communicated. The
magazine brings up many of the same things communicated via the intranet, but it is in a
compressed form, which enables top management to really communicate the most
important messages to employees throughout the organization. Employees within the
organization is offered annual educations in order to maintain the knowledge.

The corporate brand communication to new employees takes two forms. The first is when
a new store is opened, and then all employees hired to the company are sent to an already
existing store in order to be introduced to the company. Here the new employee is
working alongside an experienced coworker and learning new tasks. Prior to the opening
of the actual store the employee is supposed to work at it is approximately three weeks of
setting up the store packing up and displaying sporting goods. Then the day before the
actual opening of the store a manager from the human resource department holds a three
hour lesson on the company and what it stands for in terms of vision and other important
matters that top management considers is important to know when working within the
organization. When new stores are opened people from already existing stores are
working for approximately one month at the new location acting as support for the newly
hired employees, they are also a way of securing that the new store is set up as it is
intended with the displaying of products and other important factors that has to be
ensured in order to be able to open the store with it looking like it is supposed to.

The second form of introducing new employees to the company is to an already existing
store, where the new employee is briefly introduced to the coworkers and then quite
rapidly set into work. That was the traditional way of introducing new employees to an
already existing store, but Stadium is developing a new system, which is based on the
new employee given a mentor to work alongside, much as when hired to a new store.
More time is dedicated to learn about the company than before, this efforts undertaken by
Stadium is a way of ensuring that the new employees within the organization is given the
same introduction no matter where it is and who is in charge of the introduction. Each
individual no matter hired to a new store or to an already existing store is given a
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brochure called “Stadium på Insidan”, which is a complete information on Stadium
compressed to a format that is easy to read and hopefully easy to understand.
Stadium has developed an internal business television that is aired in all the stores within
the organization. On this television, top management can broadcast from the head office
to all employees within the organization on matters that is important to communicate.
The business television also shows the television advertising that is undertaken by
Stadium during a certain time period. When information is supposed to reach a specific
individual within the organization, e-mail or telephone calls are the two most frequently
used channels, where the telephone calls are considered to be the better of the two
channels due to it being more personal. There is also weekly letters of information sent
out via the intranet to all departments within the organization where the weeks’
happenings are presented and explained.

Information concerning the company is also communicated during the compulsory
morning meetings which are carried out on each store and department of the organization
every day; here information concerning the day to day activities is communicated by the
store manager at the stores, and the department managers at head office. This is a time
when everyone within the company has the opportunity to raise questions and hopefully
get them answered straight away. On some occasions during a year there are visits to
stores from management at the head office, the visits are mostly a time for the store
manager to do the required delivering of results and why they look like they do good or
bad. Sometimes there is also a chance for store employees to meet individually with top
management, but it is just if time allows it. Another visit from upper management is the
visits from the Team Coach, as it is called. The Team Coach is a manager that is
responsible for different regions of the country, which he or she operates in. Sweden is
divided in five regions with a manager assigned to each. This manager visits each store
about five times a year in order to talk to mainly the store manager, but also to conduct
individual meetings with store employees where everything under the sun can be
discussed between four eyes.

4.1.4 Understanding of corporate branding at different levels of the organization

Upper management at Stadium considers the efforts of educating employees internally to
be working well, and refers to the internal education programs offered by the company to
employees with the aim of getting people to understand the core values of the company.
There are different types of internal education; both centrally held education, but also
education at the location of the store. One of the centrally held educations is the “line
release”, where store employees responsible for a specific department within the store
meet two times a year getting introduced to what products that is supposed to be handled
in the stores during a certain time period. The other centrally held internal education is
the Stadium Academy, which is an education program that is striving to educate store
employees into being store managers. Different promising employees that top
management considers being good in helping the brand developing in line with the core
fundamentals are gathered for sessions in Norrköping. On these gatherings the people
attending are educated in everything from how to deal with personnel issues to economic
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issues such as what it is that generate profits for the company is discussed. What is learnt
on these education sessions is then supposed to be put into action as the employee return
to the store he or she is working in, and later, on the next session in Norrköping evaluated
and discussed. The internal education programs are a way for Stadium to ensure and
hopefully secure future success for the company in line with what the founder originally
intended.

Sometimes problems arise within the organization when it comes to understanding the
company’s intention with what is communicated. Because it is individuals that are
opposed to different messages from different sources, problems come up because people
sometimes do not understand what the meaning of a specific message is. This has various
explanations according to upper management but the most likely is that it is different
background knowledge concerning a specific matter that is the cause of
misunderstandings. Upper management is hoping that all messages that are targeted to
everyone in the organization really is reaching the intended destination, however the only
way of ensuring this would be to call everyone to review if a message has passed
everyone along the communication chain. This is due to financial constraint impossible to
do however, but it would be the best way. Upper management see a possibility for
messages to get trapped somewhere along the line of what is the preferred way, and this
could depend on various reasons, the most likely is though that people can forget to do
something that they are supposed to do. Most of the problems associated with internal
communications within Stadium is according to upper management that it is difficult to
decide how much information that is necessary to distribute throughout the organization.
Upper management sees a problem with having too much information to employees,
which could lead to individuals feeling, overloaded. There is a belief that the internal
communication conducted within the company from top management downwards in the
organization is satisfying today. Stadium is hoping that messages targeted to store
employees within the organization is communicated through the store managers at each
store and leave the responsibility up to these individuals to follow through what they are
hired to do, namely running each store with guidelines from top and upper management.
Upper management again mentions the business television as a mean of communicating
the really important issues to store employees in order for a message to keep the intended
meaning to all, but every message is even though subject for personal interpretations.

The understanding of the corporate brand among the different individuals at different
levels of the organization is by Stadium considered to be quite different, but how
different has not been investigated by the company earlier. However, now a new
development of something called the drivers license for Stadium is under way. The test is
something that each and everyone within the organization is required to take and answer
correctly in order to get employee discount on goods sold at Stadium and the other stores
in the Stadium group. The test is given to employees at each store or department and then
when answered, the store manager or department manager corrects the test and decide if
the person should be entitled to the discount or not. The test is possible to take as many
times as one wants until all questions are answered correctly.
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Upper management at Stadium is clear on what the company stands for and what is
communicated and how, but mentions time and time again that it is hard to get everyone
in a diverse organization to fully understand the intents of everything that is supposed to
reach a specified target audience.

Middle management at Stadium considers that employees within the organization
understands and acts in line with what the company vision says, but is clear on that it is
his interpretations of what the vision is supposed to say. The internal education
possibilities that middle management refers to when it comes to educating store
employees on important subjects concerning the company is the line release where
members of his staff is sent to Norrköping to learn about products and then when
returning home they are supposed to inform the rest of the staff on what they were
informed on at these sessions. It is sometimes hard to find the time to do this according to
the respondent because of various different things, mostly because that all these
educations are during the same time of the year and thus everything is supposed to be
dealt with in the store in the same time. Consequently, sometimes information that is
supposed to be dealt with right away, when it is fresh is forgotten about and not informed
on to the intended target. The respondent sometimes feels a bit overloaded with
information that is supposed to be communicated to the store employees, mostly because
he in his turn is getting all kind of information from everywhere that is intended to reach
the staff. Therefore it is admitted that information is somewhat graded into some type of
importance level, and then passed on to the staff. When messages are of great importance
they are often communicated via the business television or through the team coach when
he or she visits the store. The respondent believes that when employees in his store need
information they turn either to him or to colleagues that possibly know the answer to their
concerns. The times the communication between the respondent and the superiors as well
as the subordinates fail or not turn out as intended, is when the parties do not understand
each others in the way that it is intended. The reasons varies of why, but mostly it is that
there is different knowledge about what is dealt with. Many times the respondent take for
granted that members of the staff have the necessary knowledge to perform things that
they are supposed to do, but admits that sometimes that is not the case.

The store employee believes that the notion of what the company vision is supposed to
say varies between him and his peers. Everyone knows it by the words because of having
to learn it by heart in preparing for the drivers license in order to get employee discount
in the store. In preparing for this test which is the only time the respondent have been
exposed to the company vision, the only source of information was the booklet “Stadium
På Insidan”. The respondent believes that there are too few education opportunities for
employees to take part in order to be a better salesperson, the only education that the
respondent mentions being involved in are the line release where only products were
discussed and nothing else. The line release was supposed to be informed to the rest of
the staff when returning to the store, but something else came up as he puts it. The store
employee is of the opinion that there is too little information on certain things and too
much on other things. The respondent also mentions the problem in communicating with
his manager and that they sometimes do not understand each other, the problem is mutual
but most of the time he feel that there is not enough time to ask questions, and then you
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turn to your colleagues. There is almost always someone that knows the answers to the
questions one have, and sometimes it is possible to find the information on the intranet.
The respondent is especially concerned with the problems of matters from him that is
supposed to reach further up in the organization than the store manager, which seems to
be left at his desk. The respondent therefore feels a bit distrusted and gets the idea of not
being especially important to the organization. Sometimes when something is especially
important for everyone the respondent mention the business television, which he has
watched once when the CEO did a test run on the system, other times it could be the store
manager or someone from the head office that is visiting the store that delivers the
message.

4.2 Case 2: El-Giganten

4.2.1 Background

El-Giganten is a part of the Elkjøp group of companies. Elkjøp is, according to their
homepage, the largest retail company in the Nordic Countries within consumer
electronics and electrical household products. During 2003 the turnover was 9.5 billions
SEK. Elkjøp group has stores in Norway, Finland, Sweden, Denmark, Iceland, Hungary
and the Czech Republic. The stores are all superstores and the Nordic countries have a
central warehouse for the Nordic countries. The business concept is “to offer our
customers a gigantic selection of well-known brand-name products to the absolutely
lowest prices on the market”. This is achieved by cost effective operations, effective
logistics, good purchase price and aggressive marketing of well-known brand-name
products.

The Swedish organization has been involved when building the organization in for
example the other Nordic countries. The organization within El-Giganten is that a central
Back Office supports every store. The back office purpose is to serve the stores in matters
such as economic, paycheck, human resources and sales. According to Magnus the
business concept is to have effective logistics in order to minimize the risk with having
too much capital goods. This can be compared with other similar companies in the
“market” who have more customer focused business concepts.

4.2.2 Rationales of communicating the corporate brand within the organization

The long-term goal with all corporate brand communication at El-Giganten is to change
the behavior of the employees in order to get them acting in the same way, the way the
company wants to. Therefore, keeping the employees informed about the strategic plan is
important since the employees are an important part in a selling organization. El-
Giganten regards it as important that the employees are aware of the business concept and
vision since it permeates the way the organization works. The organization works with
the vision of having satisfied customers, since the company opinion is that satisfied
customers return to the store. Keeping employees informed about the strategic visions is
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therefore important so that employees know in which direction the organization is
working, and therefore act in line with the organization instead of against it.

The most important part of the way El-Giganten work is that each salesperson within the
company has the ability to satisfy the customer no matter the cost. The store manager is
responsible for the store’s result and feels that he or she can affect the result. The
manager for each sales department within each store also has responsibility for his or her
department. This responsibility is further spread to each individual salesperson since
everyone can affect his or her result. This is done in order to create responsibility to the
individual within the organization and make the individual to feel more responsible and
caring for the company. Having good internal brand communication makes it easier to get
the employees to act the way that El-Giganten wants to. This is also a positive thing when
it comes to keeping the employees satisfied since the employees have clear directions
how they are supposed to behave towards their customers. However, good internal
communication can lead to an opinion that El-Giganten is a good workplace with a
positive working climate, and in the long run, become an attractive workplace. When it
comes to recruiting, the internal communicating is regarded as an important issue and it is
also about being a seller. Being a seller is something that one has naturally or not.
Internal brand communication can on the other hand change the behavior of an already
existing employee so it is in line with the organizations’ wishes. Furthermore internal
brand communication might decrease the rate of misunderstandings in communication
within the organization since the employees within the organization, no matter the
position, have the same basic condition for understanding. A feeling of being united and a
better work climate is also rationales that are mentioned. No matter internal brand
communication, there will always be misunderstandings in large organizations such as
El-Giganten, since it is difficult to get all the employees to understand and act in line with
the business concept.

4.2.3 Channels for communicating the corporate brand internally

The external message that is communicated to customers is 100 percent customer
satisfaction. The internal message that is communicated the employees within El-
Giganten, in order to fulfill the external message, is as follows; “you can satisfy the
customer no matter the cost”. This message is communicated not only via the internal
introductory education but as well in every staff office via signs throughout the
organization. Furthermore the external communication communicated by El-Giganten is
that they should always have the “cheapest” products in comparison with their
competitors. Another expression that is communicated to their employees is; “We should
be the best”, “We shall make money” and “We should have fun”. These three expressions
is something that El-Giganten is promoting to the employees. Internal brand
communication is very important and is communicated in every sales education that an
employee goes through. Every new employee must go through a sales education that El-
Giganten carry out internally. Within six months from hiring, every employee should
have taken at least one internal sales education. During these educations, new employees
get to know the business concept and the business culture within the organization.
Furthermore, the brand is communicated throughout these educations and is present in
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every education that an employee goes through. Most of the brand is communicated
during these face-to-face educations. El-Giganten educates 600 of the 1200 employees
annually in order to strengthen their brand. The brand is furthermore communicated via
the Intranet and sales material in forms such as logos on brochures. The brand education
will continue in the store after the official education is over, but due to time constraints
this is not always the fact. When El-Giganten opens a new store the employees are sent to
Jönköping in order to get to know the company and the business culture and the trip also
works as teambuilding for the staff at the store. However, when an already existing store
hires new employees, they are not highlighted internally within the organization, only
within the store.

Intranet is the main communication channel when communicating a message. El-
Giganten has the same Intranet no matter what country you are working in. The message
that goes through the Intranet is more of a standardized type such as schedules for
educations. Communicating the business culture and ethics is something that is mainly
communicated through the internal educations, and partially on the Intranet. Campaign
information and new products are examples of what is communicated on the Intranet. The
communication channels that El-Giganten uses for their internal communication is staff
meetings, brochures, conference calls, e-mail, intranet, face-to-face, telephone and
personal meetings. Which channel the message uses depends on the character of the
message. Routine messages are often sent via e-mail, intranet or brochures since routines
messages are less likely to be misunderstood. When the message is of a non-routine
character the likeliness for misunderstanding is larger, therefore communication channels
such as telephone and face-to-face are used since they give a better view whether the
receiver has understood the message. It is unusual that misunderstandings in
communication occur but when they do the most likely reason is that there are a
difference in knowledge about the specific issue between the sender and the receiver of
the message. Added to this is the fact that the communication might occur under time
pressure, which might increase the risk for misunderstanding.

The store manager has regular contact with the head office in different areas such as
sales, human resources, marketing and logistics. Every store manager furthermore has a
personal coach that support and directs the store manager. The communication with the
coach at the head office is more on irregular basis, when either part has some questions
and/or opinions they want to raise. Every employee within a store has communication
channels, such as e-mail and telephone, for direct communication with a national
salesperson within the company and can via that channel raise issues and questions
regarding the products and the way they are sold. This is done in order to avoid the
communication barriers that otherwise might stop the communication.

Ideas from employees that can improve the sales at El-Giganten are communicated face-
to-face to the store manager or via the meetings in the mornings. There are no special
communication channels available for the employees to raise their opinions. Ideas that
concerns the local store is communicated internally but issues that concerns the
organization goes through the store manager before it continues to the head office.
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4.2.4 Understanding of corporate branding at different levels of the organization

El-Giganten uses the mantra; “Happy customer no matter the cost” and it was Elkjøp’s
founder Thor Bjarmann that originally developed this. This together with the three
sentences; “We should be the best”, “We shall make money” and “We should have fun”
is the main messages that El-Giganten communicates internally. Over time these
messages has become stronger and stronger. Nowadays, they are a strong and influent
part of the company’s culture. These are used in order to make it easier for the employees
to remember the fundamental values that El-Giganten has and as guidance how to act.

The Upper Management says that every employee that has been working for at least six
months within El-Giganten, has the ability to understand the importance of the brand and
the employee’s part in El-Giganten’s brand since they then have been able to go through
some internal educations. The purpose with these educations is to get the employees to
understand the importance of the brand.  The longer the employee has been within the
organization the more likely is it that they become more committed and satisfied with the
organization. An important part of understanding this is the fact that it might be a
fundamental value to act as a service minded individual, who always keep the customer
in the mind, no matter what. As a result of this so it might be more of a recruit issue than
about internal brand communication.

Upper management is aware of the fact that communicating a message and getting the
receiver to understand the intended message is not the same thing, and that it in turn leads
to a change of behavior. The upper management mentions that the employee might know
that the customer is the most important thing but it is large step in changing the behavior
in order to have pleased customers. However, the longer the employee has been working
the more customer-cared they become. The long-term goal with all internal brand
communication is to change the behavior of the employees so they finally act in the same
way, as the company wants to.

The education and communication will continue informally between the employees
within the organization after the official education is over. Misunderstandings in
communication between individuals in the organization can depend on the fact that the
individuals have different information, purpose, educations, and be under time pressure.
Messages that are sent from the upper-levels and downwards the organization goes
hopefully through all the levels within the organization without stopping at some
individual but according to the upper management, one can never be sure. In addition the
communication method is selected depending on the nature of the message. Upper
management measures whether the employees within the organization act in line with the
business concept and this is done on a monthly basis. This is called mystery shopping and
it is a customer that enters the shore once a month in order to try to buy a product. This is
evaluated and the purpose of this is measure is to see whether the message, “Happy
customer no matter the cost” really is understood among the employees. The outcome of
the result is communicated to the store manager. However, the feedback does not get on
to the individual. Individual feedback on the outcome of mystery shopping is not given
on a regular basis. The feedback is given in a store perspective in things such as; how was
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the customer treated? How long did they have to wait before being served? Was the price
reasonable and was the price tag correct? What was good and what was bad? The
evaluation whether the intended message is received and understood by the employee is
something that El-Giganten, according to upper management is better at in theory than in
practice but something they know and are working with. In order to evaluate the whether
the employees have learnt anything from the educations; El-Giganten has created a
computer based simulation program where the employee meet a simulated customer and
the employee can via the computer act as it was a real sale. There are no special rewards
for good ideas, but if an employee delivers many good ideas the reward is the possibility
to get promoted.

The educations that every employee within El-Giganten has to go through are intended to
give the employee a good start and make it easier to understand the brand and its purpose
according to the middle manager. According to the middle management the
understanding of the business concept and vision among the employees, depends on the
individual, and the overall impression is that it is improving all the time. The middle
manager thinks that communication within the organization that goes through different
levels of the organization might stop the information and therefore stop the message.
Furthermore the issue whether the employees are acting in the same way as the business
concept and vision suggests might depend on the individual rather than being a subject of
corporate communication. The middle manager sees a difference in understanding the
business concept and vision and acting in the way that these suggest. Furthermore, to put
the customer in focus, comes naturally or if not it that takes long time to learn. The longer
time the employee spends within the organization El-Giganten, the better they get in
understanding and acting in the way the business concept and vision suggests. There are
things such as different knowledge, different purpose and time pressure that might affect
the communication between individuals. Furthermore the communication method affect
whether the receiver understands the message.

Middle management thinks that the mantra, mentioned above, might inspire the employee
to make “their own name” as a seller within the store, since happy customers want to buy
from him or her again. When El-Giganten opens a new store every employee at the
specific store is sent to Jönköping where the central warehouse is located, for an internal
education. However, when a new employee joins an already existing store they are not
sent to Jönköping because of time and resource limitations. The new employee gets local
information about business concept and vision and the task of the employee. When there
is a centrally held education the employees can join that education. The time from joining
the organization until the first formal education is on average 2 months. The main
message communicated through the education is to have satisfied customers. The middle
manager states that there is no time to continue the education within the store, neither
formally or informally, after the education is over.  The middle management follows up
the information given to the employees on irregular basis and think it is important to do
so. The follow up might take the forms of face-to-face dialogs and observations. The
local store does not make any local follow up whether the employees act accordingly to
directions from El-Giganten. The only follow up regarding this issue is the centrally held
mystery shopping. The information that is given from the mystery shopping is discussed
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among the employees and the middle management, every time it has occurred. Issues that
are discussed are; What has been wrong? , What has been right? , Why is this so? What
can we do to improve this? Feedback to the individual salesperson based on the mystery
shopping, is not given regularly. If there are any extraordinary that has been revealed
during the mystery shopping these are communicated on an individual basis. The
aftermath of these sessions is often discussions between different individuals on an
informal basis where the issues brought up is discussed between each others in order to
fully understand the meaning of what has been said.

The employee regards the introductory education as good since they get knowledge of the
organization and the brand. This helps them to understand the brand and its values. The
employee does not believe that every employee in the organization understands and most
important act according to the business concept and vision. Time pressure as well as
different information is the main things that affect whether the receiver understands the
sender’s message correctly. What channels chosen for the communication and the method
affect the understanding since different employees are used to different media in various
way.  The mantra that is communicated, “Happy customer no matter the cost”, is easily
understood, the hard thing is to put it into reality. The employee thinks that not every
employee would stop unpacking his or her packet just because a customer wants help, it
is more important to finish what he or she are doing.  Furthermore there exist no rewards
in order to make it easier for the employees to understand the importance of the brand.
The mantra is better in theory than when put into practice. The fact that the employees
could sell a product for nothing does not occur at all when put into practice. This is only a
thing that is communicated so the employees should understand the importance of the
customer. Communicating opinions and ideas goes through the store manager and this
communication works out well when it regards the local store, but ideas and or opinions
regarding the organization might stop at the store manager, and never be highlighted in
the organization as a whole. The employee thinks that the longer time the employee has
spent within the organization the more likely is it that they understand as well feel
satisfied with the communication since they get to know the organization. Furthermore
the employees do not communicate the business concept and vision informally since
there is no interest in it.
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5. ANALYSIS

In this chapter, we will compare the data from the interviews with our frame of reference.
First, the data is analyzed in a within-case analysis with the aim to see if the reality
corresponds to theory. Second, the cases are compared in a cross-case analysis, where
the reduced data is displayed in an organized and compressed way in order to facilitate
the drawing of conclusions.

5.1 Within case-analysis

5.1.1 Rationales of communicating the corporate brand within Stadium

Stadium believes that all members of the organization should be aware of why the
company exists and the future plans of the company. This will inspire the employees to
see the possibility to advance within the organization. The results show that the theory
stated by    Fill (1995) that employees, as part of the stakeholders, should be aware of the
strategic plans and past performance of the organization in order to be beneficial for the
organization, is applicable to Stadium.

Stadium considers that it is very important that members of the organization is aware and
act according to Stadium’s vision in order to get people to work in the same direction
with common goals. However Stadium thinks it is hard to control if everyone knows
about the vision and what it means. The theoretical implication by Lagergren (1998) is
therefore corresponding. Lagergren (1998) state that it is important for all members of an
organization to be aware of the company’s business concept alternatively the company
vision in order to get people within an organization to improve the image of the company.

Stadium believes that having well working internal communications is important in the
process of getting members of the organization to feel needed and trusted and therefore
perform better. When people are informed on what and how to do things they perform
tasks with greater enthusiasm. Given guidelines to work according to, makes it easier to
perform the job at hand and makes it more enjoyable. The empirical findings are in line
with the theory stated by Thomson et al. (1999) who in their research stated that in
organizations where there is a lot of emphasis on internal communication, this leads to
greater employee understanding and commitment.

Stadium considers the vision and the intention of having employees attend the Stadium
Olympics, is a way for upper management to show how an employee at Stadium should
act when working within the organization. Also the weight loss and stop-smoking help is
mentioned being factors that Stadium considers strengthening appropriate employee
behavior. The findings therefore correspond to theory that internal communications about
the brand and its strategy helps reinforce appropriate behavior as stated by Thomson et al.
(1999).
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Stadium is careful to point out that the internal communication of the company vision is
extremely important in the process of recruiting employees to the organization. The
vision communicates that Stadium is a company that it is supposed to be fun to work
within, and that it is the individual employee that makes the difference. The theory stated
by Grönroos (1998) and Berry and Parasuraman (1992) that says that internal
communication is needed in order to attract and recruit employees to an organization. It is
a philosophy of treating employees as internal customers and corresponds well with our
findings.

5.1.2 Channels for communicating the corporate brand internally within Stadium

Stadium uses a variety of channels. The intranet requires an active action from the
employee search for information regarding the brand. The magazine is distributed to
employees and the brand is written about. Stadium also uses internal education to
employees. Other important channels are the internal television Stadium TV, and the
Stadium Olympics. Stadium also uses personal communication channels, where there is
an eye-to-eye contact between the sender and the receiver(s). Furthermore they
communicate through a “Team Coach”, a person that is working as a regional area
manager in different geographic areas. The Team Coach is the link between the
headquarters and the middle management and for this E-mail is used, on average once a
week, and the personal visits three to five times a year. The final personal communication
channel is the meeting every morning where day-to-day activities are discussed. Some
employees from already existing stores are sent on assignments in other stores, mainly
new stores that are about to open at a new location. Every employee gets a small booklet
that is called “Stadium På Insidan”. This small booklet together with active personal
communication makes it possible to get people to know and understand the brand in the
best possible way. The other way of communicating the brand to employees is left to the
middle manager and his or her interpretations of the brand. Regarding information from
head office, it is channeled through intranet, telephone, e-mail and weekly letters of
information. Our findings are therefore partially in line with the channels presented by
Orsini (2000).

Different channels are used within Stadium depending on the nature of a message and if
it is a message that is supposed to be discussed or brought up in some other way where
feedback is important. These findings correspond with the theory in which Sengel & Daft
(1998) state that, different medium or channels used in communication have different
characteristics in the capacity to convey information.

5.1.3 Understanding of corporate branding at different levels of the organization
within Stadium

Upper management at Stadium mentions internal education programs as a mean in which
employees of the organization is educated and trained in order to be beneficial for the
organization in the future. Other education that is mentioned by Stadium on all levels is
the internal education sessions held at the store and in Norrköping where employees are
educated in mostly the range of products displayed in the store. These findings
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correspond to the theory by Keller (1999) and Klein & Weaver (2000) which state that
organizations should internally educate, train and use rewards and other incentives in
order to make the employees understand the importance of the brand.

Different individuals are according to Stadium different in their way of interpreting and
understanding messages. Different respondents had different ways of expressing the fact
that when people do not understand each other or others it is because of that they have
different ways of describing and understanding certain issues, which sometimes is the
cause of misunderstandings. This is in line with the theory by Fill (1996) which state that
sender and receiver in the communication process have different realms of understanding
which have to match in order for a message to be understood to its full extent.

All levels of the Stadium organization mentions that sometimes messages get stuck
somewhere along the line between the sender and the intended receiver, this have many
explanations on why, but there is a clear connection between the findings and the theory
by Tsutomu (2003) on gatekeepers and their way of being a possible obstacles in the
communication process, where information can get stuck or change shape and form.

It is mentioned by Stadium that different individuals have different ways of discussing
matters brought up by management, it is both the discussion between different
managerial levels and employees as well as the discussions among people at the same
level of the organization. The discussions among employees at the same hierarchical
levels are often conducted in order to clarify things that are not understood fully with the
hope that someone else has understood and can explain it in a way that makes it possible
to understand. This is in line with the theory by Goris et Al. (2000) which state that
formal information gives guide lines for matters concerning management issues
important for the organization, and informal communication fills the gaps where
information is not understood completely and individuals turn to someone that is
considered to have the ability to clarify.

Upper management and middle management believe that there is a satisfaction with the
communication process within the organization, but this is not the case with the store
employee. The findings therefore partially corresponds to the theory by Varona (1996)
which state that satisfaction with organizational communication has a relationship with
the duration an individual has been employed.

When information is of great importance all the respondents mention the business
television as a mean of communicating these matters, the middle manager and the store
employee also mention the visits from head office as a time where important messages
are communicated. This is in line with the communication channels stated by Orsini
(2000) and the theories by Lewis & Seibold (1996), Johnsson (1993) which states that the
way the manager propose work messages to an employee affects how they perceive it.
Furthermore our findings are in line with the theory by Kipnis & Schmidt (1982), which
states that the verbal style by the manager affects the understanding.
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Table 5.1 illustrates the within-case analysis of Stadium on employee understanding of
corporate branding at different organizational levels.

Understanding of corporate branding
Upper

Management
Middle

Management Employee
Education YES YES YES
Realm of understanding YES YES YES
Gatekeepers YES YES YES
Satisfaction with organization
communication YES YES NO
Communication method YES YES YES
Formal and informal
communication YES YES YES
Brand mantras NO NO NO

Table 5.1 Understanding of corporate branding at Stadium
Source: Authors’ own construction

The coding used for throughout the thesis is as follows:

YES = The data is consistent with theory
NO = The data is not consistent with theory
PARTIALLY = The data is partially consistent with theory

5.1.4 Rationales of communicating the corporate brand within El-Giganten

El-Giganten regards it as important to have well informed employees, since the
employees are an important part of an organization that is focused on selling products.
Furthermore well-informed employees easier can work with the organization instead of
working against it. Furthermore the ESE regards it as important since it tells the
employee in what direction the organization is going. Since the data shows that strategic
intentions and past performance is important our empirical data is in line with the theory
made by Fill (1995), which states that the employees, as part of the stakeholders, should
be aware of the strategic plans and past performance of the organization in order to be
beneficial for the organization.

El-Giganten thinks it is important that the employees understand the business concept and
vision since it permeates the way the organization is working. In order to do a good work
the employees has to understand the business concept and vision, but there is a difference
in understanding the vision and acting in line with it. The empirical data is in line with
the theory by Lagergren (1998) where he states that it is important for all members of an
organization to be aware of the company’s business concept alternatively the company
vision in order to get people within an organization to improve the image of the company.

There will be a greater understanding among the employees and the commitment will
increase if communicating the brand internally. It is important to have well informed
employees and the purpose with the way El-Giganten is working is to give the employee
an opportunity to affect the result of the store. A result of internal communication is that
it creates better work climate among the employees and unites the employees. This is in
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line with the theory stated by Thomson et al. (1999) which states that in organizations
where there is a lot of emphasis on internal communication the greater the employee
understanding and commitment.

El-Giganten’s opinion is that internal brand communication makes it easier to “form” the
employees the way the organization wants to. The fact that the employees should behave
as the organization wants to, is communicated internally during for example educations
and face-to-face, and is a rationales for internal brand communication. Our data is in line
with the theories stated by Thomson et al. (1999) which says that internal communication
about the brand and its strategy helps reinforce appropriate behavior.

Internal brand communication is important in order to attract current employees and
recruit new employees according to our data. Furthermore the opinion is that this might
spread to people outside the organization and therefore makes it easier to recruit new
employees. In addition it may keep current employees more satisfied. Our data further
shows that it will create a better working environment among the employees and
therefore keep the current employees more satisfied. Our data is in line with the theories
by Grönroos (1998) and Berry and Parasuraman (1992). They state that internal
communication is needed in order to attract and recruit employees to an organization. It is
a philosophy of treating employees as internal customers.

5.1.5 Channels for communicating the corporate brand internally within El-
Giganten

Every staff office has a sign that communicates the message “Happy customer no matter
the cost” according to our data. Internal brand is communicated through internal
education that, every employee has to go through. During these, the brand is and is
present in every education that an employee goes through. Most of the brand is
communicated during these face-to-face educations. Intranet together with sales materials
in forms of brochures is other channels used. This brand education will continue in the
store after the official education is over. When El-Giganten opens a new store the
employees are sent to Jönköping on internal education that among other things contains
organizational presentation. Other channels that may be used are staff meetings,
brochures, newsletters, mentoring and conference calls. A certain sales department
manager in a store uses e-mail and telephone, for direct communication with the national
salesperson that is located at the head office. Furthermore communication between
middle management and a coach at the head office occurs on an irregular basis. The
communication channels that El-Giganten uses for their internal communication are e-
mail, intranet, face-to-face, telephone and personal meetings. Morning meetings are used
to inform the store employees about the brand but mostly about other issues regarding the
daily work. During the educations the brand is communicated via brochures, logos and
most often face-to-face. The communication channel that is used depends on the intent of
the message. For information that is intended to inform the employees, either e-mail or
Intranet is used. If the purpose is to communicate something that needs an answer the
most likely communication channel is face-to-face or e-mail. The channels in our data are
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partially in line with the theory by Orsini (2000), which states what channels,
management can use when communicating the brand internally.

Within El-Giganten, different channels are used depending on the nature of a message
and if it is a message that is supposed to be discussed or brought up in some other way
where feedback is important. These findings correspond with the theory in which Sengel
& Daft (1998) state that, different medium or channels used in communication have
different characteristics in the capacity to convey information.

5.1.6 Understanding of corporate branding at different levels of the organization
within El-Giganten

The upper management at El-Giganten mentions internal education programs as a way in
which employees of the organization is educated and trained in order to be beneficial for
the organization in the future. Other education that is mentioned by El-Giganten on all
levels is the internal education sessions held at the store and in Jönköping where
employees are educated. These findings correspond to the theory by Keller (1999) and
Klein & Weaver (2000), which state that organizations should internally educate, train
and use rewards and other incentives in order to make the employees understand the
importance of the brand.

Upper management thinks that every employee that has been within the organization for
at least six months has the ability to understand the business vision and concept.
Misunderstanding in communication can depend on individuals having different
information, education and purpose with the communication. The middle management
opinion is that is improving all the time and misunderstandings in communication might
depend on different knowledge and time pressure. On the other hand the employee does
not believe that the employees within the organization fully understands and act in line
with the business vision and concept, but states that misunderstandings in communication
depends on different knowledge and purpose with the communication. These findings are
therefore in line with the theory by Fill (1995) which states that the more the sender
understands the receiver the more confident they become in constructing and transmitting
messages and partially in line with Lagergren (1998) who states that if the employees are
aware of the business vision and concept the more likely is that they act as the
organization wants to.

The fact that a message could stop on the way is something that all three regards as
something that influences the understanding of communication. Gatekeepers exist within
the organization and all three are aware of it. This is in line with the theory presented by
Tsutomu (2003), which state that gatekeepers exist within organizations and control the
flow of information.

The satisfaction with the organizational communication is considered by all three to be
greater the longer they have been within the organization since they become familiar with
the way the organization works. Our findings therefore correspond well with the theory
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by Varona (1996), which states that the longer time you spend in an organization the
more satisfied you become with the organizational communication.

The way a message is communicated, which channel and method to use, has a great
influence when the receiver is to understand a message. All three interviewed regards that
it influence whether the receiver understand the message. Therefore the communication
channels mentioned by Orsini (2000) and the theory by Lewis & Seibold (1996) and
Johnsson (1993) which states that the way the manager propose work messages to an
employee affects how they perceive it. Furthermore our findings are in line with the
theory by Kipnis & Schmidt (1982), which states that the verbal style by the manager
affects the understanding.

Upper management believes that there exist informal communication between the
employees about the internal brand and that the education will continue in the store after
the official education is over. In contrast to this, the middle management and the
employee states that this does not occur. Middle management mentions time constraints
while the employee thinks it is because they are not interested in it. Our data is therefore
not fully in line with the theory by Goris et al. (2000) which states that informal
communication occurs in order to fill gaps between what the employee wants to know
and what management has time, attention and inclination to tell them.

Table 5.2 illustrates the within-case analysis of El-Giganten on employee understanding
of corporate branding at different organizational levels.

Understanding of corporate branding
Upper

Management
Middle

Management Employee
Education YES YES YES
Realm of understanding YES YES YES
Gatekeepers YES YES YES
Satisfaction with organization
communication YES YES YES
Communication method YES YES YES
Formal and informal
communication YES NO NO
Brand mantras YES YES YES

Table 5.2 Understanding of corporate branding at El-Giganten
Source: Authors’ own construction



                                                                                                                                 Analysis

- 49 -

5.2 Cross-case analysis of Stadium and El-Giganten
We have made a cross-case analysis in order to compare the empirical findings from the
two cases with each other and show it pictorially in order the highlight the main
differences and similarities. Table 5.3 illustrates the cross-case analysis of Stadium and
El-Giganten on rationales of communicating corporate branding within the organization.

Rationales for communicating the corporate brand within
the organization Stadium El-Giganten
Inform on strategic intentions and past performance YES YES
Understand the business concept and vision YES YES
Internal communication leads to greater
understanding and commitment YES YES
Appropriate employee behavior YES YES
Attract and recruit employees YES YES

Table 5.3 Rationales for communicating the corporate brand within the organization
Source: Authors’ own construction

Both Stadium and El-Giganten regards it as important to inform the employees about the
strategic intentions as well as past performance and consider it to be rationales of
communicating corporate branding internally. Furthermore, getting the employees to
understand the business concept and vision and acting in lie with it is something that both
Stadium and El-Giganten regards as rationales. Our examined companies, both regards
that communicating to the employees, will lead to them being better informed and that in
turn will lead to a better understanding and commitment. Getting the employees to act as
the company wants to is something that the two companies emphasize on being
rationales. When it comes to recruiting and attracting employees, Stadium and El-
Giganten see it as another rationales for communicating the brand internally.

Table 5.4 illustrates the cross-case analysis of Stadium and El-Giganten on channels for
communicating the corporate brand

Channels used for internal brand communication Stadium El-Giganten
Intranet YES YES
Business television YES NO
Web sites YES YES
E-mail YES YES
Networks NO NO
Staff meetings YES YES
Conference calls YES YES
Sessions for new employees YES YES
Mentoring PARTIALLY NO
Profile of employee to group NO NO
Office tours YES YES
Assignments YES NO
All-staff retreats PARTIALLY NO
Whiteboard NO NO
Brochures/Magazines YES YES
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Regular newsletter NO NO
Management debriefings YES YES
Weekly e-mail report YES NO

Table 5.4 Channels used for brand communication
Source: Authors’ own construction

Intranet is regarded by both Stadium and El-Giganten as a communication channel for
internal brand communication. Business television however, is used by Stadium as
channel in contrast to El-Giganten who do not uses business television at all. Both the
examined companies use web sites together with E-mail and they further have in
common that neither uses networks. Both companies use conference calls and staff
meetings since it is a good way of receiving feedback whether the receiver has
understood the senders’ message. Both companies further use sessions for new
employees. Stadium differs from El-Giganten since they are developing a working
situation where the employees have a mentor at all the hierarchical levels of the
organization. El-Giganten on the other hand does not use mentors. The two companies as
well as the use of whiteboard do not use profile of employee to the group. Introducing
new employees through office tours are used within the examined companies. Stadium
uses assignments when opening new store and sends experienced employees to help start
the business in the new store. All-staff retreats are partially used by Stadium when they
held their “stadium Olympics” every second year. This is not at all used by El-Giganten.
Stadium has their own magazine Tracks, in which they communicate the corporate brand.
Brochures are further used by Stadium and El-Giganten while neither of them uses
regular newsletter. Management debriefings are further used by both companies but only
Stadium use weekly e-mail report. Table 5.5 illustrates the cross-case analysis of Stadium
and El-Giganten on understanding of corporate branding at different levels of the
organization

Upper
Management

Middle
Management Employee

Stadium / El-
Giganten

Stadium / El-
Giganten Stadium / El-Giganten

Understanding of
corporate branding
Education YES / YES YES / YES YES / YES
Realm of understanding YES / YES YES / YES YES / YES

Filtration
NO DATA / NO

DATA
NO DATA / NO

DATA NO DATA / NO DATA
Gatekeepers YES / YES YES / YES YES / YES
Satisfaction with
organization
communication

YES / YES YES / YES NO / YES

Communication method YES / YES YES / YES YES / YES
Formal and informal
communication YES / YES YES / NO YES / NO
Brand mantras NO / YES NO / YES NO / YES

Table 5.5 Understanding of corporate branding
Source: Authors’ own construction
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All the respondents at all levels in both Stadium and El-Giganten mentions internal
education programs as a mean in which employees of the organization is educated and
trained in order to be beneficial for the organization in the future. There are no data either
at Stadium or El-Giganten on the matter of filtration within the organization. Both
Stadium and El-Giganten mentions the occurrence of gatekeepers within their
organizations. Satisfaction with organizational communications is visible within both
Stadium and El-Giganten at upper and middle management, but differs at the employee
level where the Stadium employee is unsatisfied whereas the employee at El-Giganten is
satisfied with the communication process. The communication method is considered to
be of importance depending on the content of a message at both Stadium and El-
Giganten. Considering the formal and informal communication within the two
companies, all respondents at Stadium mentions informal and formal communication to
be detectable, whereas within El-Giganten, middle management and the store employee
do not believe that there is informal communication. Stadium does not use brand mantras,
which is used by El-Giganten.
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6. CONCLUSIONS AND IMPLICATIONS
In the previous chapter, analyses of the cases were conducted. In this chapter, we will
bring up the main findings and conclusions of our study based on theories, interviews
with Stadium and El-Giganten as well as analyses. As we only have investigated two
research units it will be impossible to draw any generalized conclusions. Thus, our
conclusions are applicable only to the two companies of investigation. We will present
the findings and conclusions for each research question, and then draw some general
conclusions where we answer the research questions. Finally, we will provide
implications for management, theory and future research.

6.1 How can the rationales of communicating the corporate brand within an
organization be described? – Research question one

When comparing the two companies we found that first and foremost internal
communication is a way for the companies to try to ensure that employees within the
organization understand the meaning and the existence of the companies. Both
organizations in our study have well defined core values that they wish everyone within
the organizations to understand. However, this seems to be more strongly connected to
high levels of management and seems to be diminishing the further down the
organizations you investigate. The reason of why the interest in communicating the brand
internally differs from the various levels of the organization could depend on the fact that
senior members, which most managers are, in organizations have a stronger feeling for
the company than young employees at the “floor”. Not all employees at lower levels of
an organization are convinced that this is the future employer that they will serve in the
future. The business concept and vision is also more important and have a meaning on
managerial levels, than on lower levels of the organizations. This could have the same
explanations as the above-mentioned reason of informing on why the company exists, as
it often goes hand in hand.

As all employees in the two organizations believe that well working internal
communication leads to greater understanding and commitment to organizational
objectives this gives strong evidence that this is something that companies can not put too
much efforts in. The findings in our thesis also show that it is important to reinforce and
appreciate behavior that is in line with the company core values, in order to guarantee
that the employees are treating customers and behaving in a preferable manner. It is also
important for organizations to be well known for their way of treating employees within
the organization in order to grow and attract personnel in the future development of the
organizational commitments.

With regards of rationales of communicating the corporate brand, these are the main
conclusions:

� Communicating the corporate brand internally enables employees within an
organization to understand the meaning and existence of the company
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� Communicating the corporate brand internally leads to more committed
employees

� Well working internal communication of the corporate brand facilitate recruiting
of new employees

6.2 How can the channels used for communicating the corporate brand
internally be described? – Research question two

It can be noted in the two companies’ way of using different channels when
communicating the corporate brand throughout the organizations, that they use many
different channels for the deliverance of messages. The reason of why all different
channels are not used in the two organizations is simply that most channels they do not
use are not applicable in these organizations. It is also that some of the different channels
are similar in their way of communicating messages across to the target audience, for
example regular newsletters have been replaced by e-mail and weekly e-mail reports.

The most frequently used communication channels with regards to communication of the
corporate brand within the two studied companies are internal education and intranet. The
two channels differ between each other in terms of interaction between parties. When
engaged in internal education the receiver can be passive, since messages are
communicated face to face to him or her. The intranet on the other hand is a
communication channel that requires an active action from the receiver in order to obtain
the message but has the ability to reach every employee within the organization. One
company uses an introduction package, which is handed out to all employees within the
organization where the corporate brand is communicated. The aim of the two companies’
communication of the corporate brand is to use channels that have the ability to handle
multiple cues and facilitate rapid feedback.

One of the companies have made up a plan for the future with a quite extensive
mentoring program which is supposed to ensure that all members of the organization feel
more welcome to the organization and are introduced longer than before. This is
considered as one of the most important ways of both introducing new employees, but
also it is a way of getting people that have been in the organization for a while and
become mentors to feel appreciated for what they do. Both the organizations are growing
rather rapidly and they are therefore constantly in need of improving old ways of
communicating which are outdated. Both companies still see personal communication as
the best way of communicating any message, but there is often not enough time or
resources to do so.

With regards to channels used when communicating the corporate brand internally, these
are the main and most important channels used:

� Internal education
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� Intranet

� Mentoring

6.3 How can the understanding of corporate branding at different levels of
the organization be described? – Research question three

When investigating the understanding of the corporate brand at different levels of the
organization, lot of interesting facts came to the surface. Both the two companies upper
managements could not have stressed more, the importance of everyone within the
organizations knowing the brands and their cause of existence to their full extent. It is
thus interesting to see the fast declining in this matter as soon as you leave the upper
management and start investigating the stores with their personnel and managers. The
managers at the stores seem too preoccupied with getting money down in the cash
register to give the corporate brand some or any thought. The reason is probably that
upper management in both companies is only dealing with matters such as how should
we profile the company to attract new employees? And how can we do something for the
employees that are in line with this company when it comes to the work environment?
The middle management i.e. the store managers seems to be the ones squeezed in
between somewhere with the responsibility to convey messages from all levels to all
levels in an ever increasing flow. The middle managers have to ensure that the stores are
selling what they are supposed to; to the ones the products are aimed at, and still know
and inform staff on matters concerning the corporate brand. The middle managers at the
two companies we studied have a hard time persuading the store employees on the
corporate brand, probably due to their short-term view of making profits.

The store employees in the two organizations did not feel like they were offered
sufficient internal education as mentioned by upper management, further they felt like the
education offered were more of the nature of knowing about products than about the
actual company. The store employees at both companies were both interested in knowing
more about the company, they had the possibility to do so by using the intranet but did
not to the full possible extent, probably because they felt a time pressure to do something
in the store instead. Both store employees would like to have more time to know about
the company on a time that could be designated to deal with company specific matters
not only matters concerning the actual store. It seems that when members of the
organizations are educated on the corporate brand within the company, their
understanding of the meaning of the corporate brand is enhanced.

 Interestingly the feeling of having gatekeepers in the organization was something that
grew stronger the further down the organizations we investigated, upper management at
the two companies said that there could be gatekeepers in all organizations but hoped that
it was not in their. Middle management in the two companies admitted indirectly to being
gatekeepers themselves, mostly because they have to shift through various of messages to
decide which is the most important to bounce further down to the staff. The store
employees were those who most notably were the ones that believed that gatekeepers is a
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problem and an obstacle, this was evident in the cases when they had something they felt
was important to target management superior to the store manager, and often stopped at
the store manager on the way up. The reasons can be many but it could be that the middle
managers probably get information of this nature often from staff and thus have to do the
same as with information from their superiors; they have to shift these messages also in
order to be able to handle as much as possible in a timeframe possible. Grippingly, it is
only one of the companies that uses a brand mantra, which is a good way of in a short
form compress the core values of the company into a phrase that is easy for everyone to
understand and act according to.

With regards to understanding of corporate branding at different levels of an organization
these are the main conclusions:

� The understanding of the corporate brand is stronger in upper management than in
lower levels of the organization

� Frequent corporate brand communication improves the level of corporate brand
understanding at all levels of the organization

6.4 Implications for management

The findings in our research give evidence that within the area of corporate branding,
organizations cannot do too much. What is important though is that the organizations
have a well defined plan on what and how they will encourage all employees within the
organization to understand and act in the way that the core values and business concept or
vision state. Since different individuals have different personal backgrounds on all levels,
but mostly their commitment to the employer, organizations have to make the corporate
brand visible and easily understood in a way that enables all individuals to understand
what the founder once stated when starting up the business. If there are clear guidelines
on how employees are supposed to act when dealing with customers, internally but most
importantly externally there is a greater likelihood that the reputation of the company will
improve constantly. There is all too often a problem when organizations grow rapidly to
keep the once often family like atmosphere and loose it to something more diffuse. All
members of the organization have to act as brand ambassadors for the brand and have a
feeling for the brand not just a place where the paycheck comes from. We believe that in
retail trade where it is the store employees that is the base for the business these are the
most important and often also the least committed for what ever reason that have to be
the most important people to reach with the corporate brand. All employees should go
through an extensive education on the corporate brand before continuing to learn about
specific products. As most retail trade companies in the same line of business offer
similar products, there is a great importance of store employees acting more as service
providers giving customers an experience when they enter the store rather than just
handing out products.

Organizations have to be careful with their use of different channels in the process of
communicating the corporate brand, we are convinced that everything that concerns the
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corporate brand should be dealt with on a person to person basis which is the most
personal way of communicating, of course it is expensive, but education to store
employees should not be considered as a cost but rather as an investment in the future.
Organizations have to be careful in their pursue of profits and appreciate all members of
the organization mot favor a few with offering internal education programs. Everyone
within a specific organization in retail trade might not have plans of working for the
specific employer in their future career. Often within retail trade employees in stores are
rather young, but they are still equally important for the well being of the business.

We believe that using brand mantra is an effective way of communicating the corporate
brand and what it stands for, and should be used frequently in organizations. Education
should focus more on the specific company than on specific products because that is
something that employees within retail trade learn anyway. There has to be a lot of
following up on all education offered to employees to examine if they understand what
they have been exposed to, this is something that cannot be done too much. Repetition is
something that is good for the human brain as learning is a function of knowledge.

6.5 Implications for theory

Our thesis will contribute to the existing research concerning internal brand
communication, by highlighting the use of it and what outcome it might give. Further we
believe that our study will contribute to create a better understanding why companies
should use internal brand communication.

6.6 Implications for future research

Internal brand communication is an immense field of research. Our study has only
investigated a small part of this area of research and while working with this study we
have found interesting issues that can be connected to this study but due to time
constraints we could not incorporate it in our research, and we therefore propose these
issues for future research.

Our study is limited to companies in retail trade but it would be interesting to look at
other companies in other lines of business to see the result and how internal branding is
carried out there. There may be other rationales and communication channels for internal
brand communication. It would be interesting to see a survey investigation carried out
with a large sample selection of employees within retail trade to be able to draw some
kind of generalized conclusions on the subject of corporate branding. Since this study
only focused on members within the company it would be interesting to see the
customers’ opinion on this issue since it might differ from those involved in the
companies.

Studying smaller as well as larger organizations is interesting since it might differ a lot
how the internal brand communication occur in comparison with companies studied in
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this study. Furthermore, studying companies that are based outside of Sweden could be
interested since there are other business ethics and other practices than in companies
located in Sweden.
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APPENDIX

Appendix – Interview guide

� When was the company established?
� What is the line of business within the company?
� What is the annual turnover of the company?
� What is the company business concept?
� What is the company vision?
� What is your position within the company?
� For how long have you been in this position?
� Do you have any prior assignments within the company before the current

assignment?

� Do you believe that company information regarding strategic intentions and past
performance can benefit the organization? Why? Why not?

� What is your opinion of why it is important that members of the organization are
aware of the company vision? Why? Why not?

� Do you see any connection between a well working internal communication and
employee commitment to the organization? Why? Why not?

� Is the company vision important in the process of recruiting employees to the
organization? Why? Why not?

� Do you believe that well working internal communication is a way of reducing
misunderstandings within the organization? Why? Why not?

� What channels are your organization using when communicating the corporate brand
and the vision internally?

� What is the reason of choosing these channels in the communication process?

� Do you believe that all employees within the organization understand and work
according to the company vision? Why? Why not?

� What could possible misunderstandings of the communication of the corporate brand
depend on?

� Do messages get through all vertical levels of the organization in the way it is
intended? Why? Why not?

� Do your organization use brand mantras when communicating the corporate brand
and the core values? Why, and how do they look like? Why not?

� Are all the organization’s members satisfied with the internal communication? Why?
Why not?

� Where do you turn when you need information on the organization? Why?
� Do the organization offer training and education to members on a regular basis?

Why? Why not?
� Are you satisfied with the way the company communicate internally? Why? Why

not?




