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�Q UAECUNQ UE� 

Quaecunque sunt vera, quaecunque pudica, quaecunque justa, quaecunque 
sancta, quaecunque asnabilia, quaecunque bonae famae, si qua virtus, si 
qua laus disciplinae, haec cogitate. 

Whatsoever things are true, whatsoever things are honest, whatsoever things are just, 
whatsoever things are pure, whatsoever things are lovely, whatsoever things are of good 
report: if there be any virtue, and if there be any praise think on these things. 

Source: 

Epistola Beati Paulis ad Phillippenses, Chp. 4, V8, (Latin) Vulgate, p. 899. 
"Quaecunque" is one of the two mottoes used by the BBC. However, it is rarely used. 
Lord Reith - the BBC's first Director General - preferred this motto and adopted it as his 
own when he was granted armorial bearings by The Lord Lyon, King of Arms. 
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ABSTRACT 

This doctoral thesis is concerned with the management phenomenon of 
corporate identity. In brief, the writer's pre-understanding of corporate 
identity is that it refers to what an organisation 'is', i. e. its innate character. 

Data for this thesis was collected within a subsidiary of a high profile, 
internationally known, highly secretive and quintessentially British 
institution: the British Broadcasting Corporation (BBC). 

The objectives of this thesis are (a) to explain the nature of the social 
psychological process involved in corporate identity formation and (b) to 
explain the basic social structural process involved in acquiring and 
sustaining a corporate identity. 

This thesis is felt to be distinctive in three regards in that (a) the doctorate 
focuses on the identity of a subsidiary and in particular its sub brands, i. e. 
BBC Scotland (the subsidiary) and its relationship with BBC Radio Orkney 
and BBC Radio Shetland, (b) the writer appears to be the first management 
academic to have negotiated access within the BBC in order to undertake an 
extensive period of research, (c) this is thought to be the first PhD on 
corporate identity where the researcher has relied exclusively on in-depth 
qualitative methods of data collection within the research paradigm of 
naturalism. As such this thesis does not seek to establish universal laws 
regarding corporate identity but aims to contribute to an understanding of 
the phenomenon. In the tradition of naturalism the findings are in effect 
hypotheses since they only refer to the organisation under study. However, 
such findings potentially have real value in that the writer has to demonstrate 
connoisseurship of the institution under study and authenticity with regard 
to the data collected. The writer believes that he has met these requirements 
through revealing the distinct ideologies present within BBC Radio Orkney, 
BBC Radio Shetland as well as some of the ideologies within BBC Scotland. 

The findings of this doctorate revealed that (a) the basic social psychological 
process underpinning corporate identity was one of affinity. The data 
revealed that in both stations personnel has an affinity with at least six 
ideologies based on affection, alliance, closeness, attachment, nostalgia etc. 
The data not only demonstrated the importance of affinity to the basic social 
psychological process of corporate identity formation but also revealed that 
personnel had an affinity with different categories of ideology, i. e. corporate, 
professional and cultural. Thus the basic social psychological process of 
corporate identity can be described as being both multi-layered and complex. 

This has led the writer to give the following definition of corporate identity. 

"A corporate identity refers to what an organisation "is", e. g. its innate 
character. It is underpinned by a unique mix of ideologies (e. g. organisational, 
professional, etc) to which personnel have an affinity. An organisation's 
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identity is experienced through everything an organisation says, makes or does, 
e. g. is experienced through total corporate communications. All identity niay 
be good, bad, negative, unwanted etc". 

With regard to explaining the basic social structural process of corporate 
identity the synthesis of the data suggests that senior managers should 
undertake four activities (a) define the corporate mission and philosophy; (b) 
be sensitive to the multiple ideologies present within the organisation; (c) 
evaluate the ideologies vis a vis the corporate mission and philosophy and (d) 
nurture those ideologies which support the mission and philosophy. 

In light of the findings this doctorate provides policy advice to senior 
managers of BBC Scotland and the BBC; to the Secretary of State for National 
Heritage; to senior managers generally and to management academics. 
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CHAPTER ONE 
INTRODUCTION & 

BACKGROUND TO THE RESEARCH 



1.0 Abstract 

This introductory chapter places this thesis in context. The chapter is 
divided into two parts. 

Part one describes the events which led to the commencement of this 

research, the problems experienced by the researcher and explains how 

these were overcome. The writer details how the research objectives 

changed during the preparation of this thesis and goes on to describe the 

organisation in which the research took place. As such, brief descriptions 

are given of BBC Scotland, BBC Radios Orkney and Shetland and of the 

BBC in its entirety. 

(The reader may care to refer to Appendices 1.5 to 2.11 where there is a more 
detailed discussion of the BBC). 

Part two briefly describes the growth and importance of Corporate 
Identity as an area of management. 
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1.1. Background to the research 
The writer's interest in Corporate Identity began in 1988 when he was 
studying for his MBA degree at the University of Durham Business 
School. This led to him working on a dissertation which examined 
Corporate Identity within the British Building Society Industry. A co 
authored article based on his research was subsequently published. 
(Balmer and Wilkinson 1991). Whilst working on his MBA dissertation 
his interest in Corporate Identity developed into a passion and the writer 
decided to continue his research interest in Corporate Identity to doctoral 
level. It had become apparent to the writer (front his initial analysis of the 
literature written in English) that surprisingly few academics had 

undertaken empirical research in the area. As a consequence, the writer 
approached a number of Universities with a view to embarking upon 
research leading to a doctoral thesis in Corporate Identity. Whilst a 
number of Universities were interested in his research proposal the 
difficulty in obtaining funding meant that he was effectively barred from 

commencing his research. However, the Marketing Department at the 
University of Strathclyde, during the Summer of 1989, suggested a way 
round this impasse. 

Fortuitously, at the same time that the University of Strathclyde was 
considering the writer's research proposal, BBC Scotland approached the 
Department of Marketing with a view to establishing a research project 
concerned with investigating BBC Scotland's Corporate Identity. As 

such, the writer was one of several prospective researchers short-listed for 
interview in order to undertake research into BBC Scotland's identity. 

The writer was subsequently called for interview in September, 1989 at 
BBC Broadcasting House, Glasgow. To be more accurate the writer was 
'boarded' for the position. Being 'boarded' by the BBC has been described 

as 

"BBC speak for hauling job candidates in front of the bosses". (Tire Independent 
24 June 1992). 

The manner in which the writer was interviewed was not without 
significance for it bore all the signs of a staff appointment at BBC 
Scotland. The board comprised the Secretary and Head of Information 
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Scotland (a member of BBC Scotland's management board); the Special 

Assistant to Secretary Scotland; the Director of Scottish Marketing Projects 

and a Senior Lecturer from the Department of Marketing at the University 

of Strathclyde. 

The board quizzed the writer on a variety of areas: on the nature of 
Corporate Identity; on Scotland, including its peoples and languages; the 

constitutional arrangements and institutions of Scotland and the role and 

scope of BBC Scotland's broadcast output. In addition, the board was 

particularly interested in the writer's educational background and work 

experience. The writer's education included a music degree, a 

postgraduate qualification in education and an MBA. His work 

experience included a period spent as a teacher, as Assistant 

Administrator to Lord Menuhin's "Live Mitsic Now" Concert Agency and 
finally as a senior manager within the Directorate of Arts and Leisure at 
Brighton. 

It became clear that the writer's background was favourably regarded by 

BBC Scotland even though it was in many ways unconventional. This 

was because the writer, as with many BBC members of staff, had a 
background in education and in the Arts. Historically the Corporation 
has always laid great stress on music for instance. This emphasis on 
music was explained by Smith in MacCabe (1988 p1) in the following 

account of Lord Reith's line of questioning when quizzing a would-be 
BBC employee. 

"Once when Reith was interviewing a trembling graduate applying for a job lie 

enquired whether the interviewee was proficient in music. 'No', was the reply. 
Then whether he was proficient in electricity. 'No', was the reply again. 'Then 

you are applying for the wrong job', said Reith, for these are the two things with 
which the BBC is principally concerned. Music and Electricity'. " 

The writer had another advantage: his national affiliation. As someone 
from England the writer was seen to be above regional and sectarian 
rivalry. 

The research was set up under the auspices of Scottish Marketing Projects 
(SMP). SMP (now called Scottish Management Projects) is a company 
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operating a teaching company scheme in association with the Department 

of Marketing at the University of Strathclyde. During his period as a 
Marketing Associate the University provided the researcher with an 

academic supervisor whilst, for its part, BBC Scotland provided what 
became known as an 'industrial supervisor'. Under the terms of the 

teaching company scheme the researcher was to provide BBC Scotland 

with a report analysing BBC Scotland's Corporate Identity. The final 

report was produced in 1989 and was entitled "Thinking the Unthinkable". 
The report was leaked by a third source to the press where it received a 

good deal of attention and formed a front page exclusive in "Scotland on 
Sunday". See Appendix 1.0. The latter also includes a facsimile of the 

article along with facsimile of letters relating to the author's final 

presentation to the Broadcasting Council of Scotland. 

The teaching company scheme, as it then existed, allowed the researcher 
to use the data as the basis for a doctoral thesis. As a teaching company 
associate the writer enjoyed certain benefits. For example, the writer 
enjoyed the position of a member of staff of the University. This meant 
that he not only had access to the University's library and research 
facilities but, in addition, had his PhD fees waived. Furthermore, as a 
teaching company associate a modest salary was offered. 

Over the decades there had been several important links between the 
Corporation and the University and this seemed to augur well for the 

research. This can be demonstrated in several ways. For instance, at the 
time of the writer's initial research the National Governor for BBC 
Scotland (the non executive lead of BBC Scotland) was the University of 
Strathclyde's Principal and Vice Chancellor - Sir Graham Hills. Moreover, 

two of the greatest figures in broadcasting this century were alumni of the 
University. The inventor of television - Logie Baird - left the Royal 
Technical College in 1913 (Ross 1961) whilst John Reith who was the first 

and most famous Director General of the BBC was a student from 1906- 
1908. 

Within BBC Scotland the writer was accorded considerable status. For 
instance, he was given the office which had formerly been occupied by the 

previous National Governor, Scotland. (Vie National Governor Scotland is, 
by virtue of his position, an ex officio member of the BBC's Board of Governors). 

5 



This office was situated on the third floor and this is where most members 
of the management board had their offices. The occasional use of the 

controller's chauffeur driven Daimler by the writer was symptomatic of 
the writer's position within BBC Scotland. 

Documentary evidence relating to the writer's position may be seen by 

referring to Appendices 1.1,1.2,1.3,1.4. However, undertaking research 

within an acutely secretive organisation did cause difficulties. The 

problems experienced by the writer in undertaking research will be 

discussed in the next section. 

1.1.1 Initial Research Objectives 
Upon embarking on this research the writer was in effect engaged in 
'Action Research'. The objective of the latter is grounded in the belief that 
the best way to learn about a facet of organisational life is by attempting 
to change it. As such, the researcher adopts two roles: that of a consultant 
and that of an academic researcher. With regard to BBC Scotland the 

writer's objective was to have a clearer understanding of corporate 
identity by attempting to change the identity of BBC Scotland. The 

research was characterised by the fact that it: 

(a) focused on a single case study 
(b) used the principles of 'Action Research' to reveal insights into 

corporate identity 
(c) used qualitative methods in collecting data 
(d) concentrated on the internal environment. 

However, the writer experienced many difficulties in the design of his 

research. This led to the research objective changing as will be discussed 
in 1.2.4. The difficulties experienced by the writer during his first period 
of research will be discussed more fully in the next section. 

1.2. Multifaceted Problems of Research. 
During the five years spent on this thesis the writer experienced and had 
to overcome a number of major difficulties. These difficulties include 

(a) the inexperience of the writer in undertaking research. 
(b) a change of academic supervisor halftvay through the research. 
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(c) the d culty in regaining access to BBC Scotland for a subsequent 
period of research. 

Thus, there were many times during this research that the writer felt that 
his doctoral thesis would never be submitted. As such, the writer 
experienced many weeks of anguish and frustration. A good deal of the 

credit for the above problems being circumvented lie with the attitude of 
faculty within the Department of Marketing. Colleagues within the 
Department gave support to the writer in a number of tangible ways. 
This can particularly be seen in the civilised manner in which a change of 
academic supervisor was effected. 

The problems experienced in undertaking the research are outlined in the 

methodology chapter but in order to explain why the writer undertook 
two periods of research these reasons may be usefully be described here. 
Each of the three difficulties articulated above will be discussed in more 
detail below. 

1.2.1 The Inexperienced Researcher 

In retrospect there could not have been a more haphazard manner of 
collecting data to meet the requirements of a doctoral thesis. Whilst the 

writer had an passionate interest in, and a reasonable knowledge of the 
Corporate Identity literature in English, his Masters degree had not 
equipped him with the skills to embark on a major piece of academic 
research. 

Furthermore, in the early stages of his research the writer was not given 
much in the way of assistance as to how to undertake a major piece of 
academic research. Yet, within three weeks of being 'boarded' for the 
research position he found himself working alongside senior managers at 
Broadcasting House, Glasgow. 

The manner in which the teaching company scheme operated had an in 
built conflict of interests. This was because teaching company associates 
had to fulfil two roles: that of a consultant and that of an academic 
researcher. 
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Thus, the first period of research did cause difficulties for the writer. This 

was because the data had not been collected in a systematic way. As such 
at the end of the first period of research a bewildering mass of data had 
been collected. The problem was not only its quantity but its variable 
quality. So the writer was faced with the problem of analysing a 
hotchpotch of data including notes of interviews, occasional diary notes, 
documentary evidence and photographic and other visual material. 

1.2.2 Change of Academic Supervisor 
Thus, after the year spent within BBC Scotland the writer was confronted 
with the fact that there were weaknesses in the manner in which the data 
had been collected. 

In the Spring of 1991 Dr Andy Lowe became the writer's new academic 
supervisor. The effect of a new supervisor was dramatic. Dr Lowe not 
only pointed the writer towards the relevant qualitative research literature 

and encouraged him to attend research seminars held within the UK but 

more importantly, restored the researcher's confidence by suggesting a 
way forward with regard to the research. 

1.2.3 Difficulties in regaining access 
Dr Lowe suggested that it would make sense to undertake a further 

period of research within BBC Scotland in order that new data could be 

collected more systematically. At first there appeared to be no difficulty 
in arranging this since BBC Scotland made previous assurances that there 
would be no problem in regaining access to undertake further research. 

However, there was an unexpected difficulty. Shortly after the writer had 

completed his period of research in BBC Scotland part of his report was 
leaked to the press by a third party. Certain aspects of the writer's report 
had been damning about BBC Scotland's identity and this had made good 
press copy. Furthermore, it was made clear to the writer by several BBC 
figures that it was widely believed that he had leaked the report. As such, 
the writer's request to undertake further research was met by a veto by 
Controller Scotland. Having undergone the traumatic experience of 
changing supervisor it now seemed that the BBC itself was going to be an 
obstacle. 
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The sensitivity on the part of BBC Scotland was understandable. The 

writer's report had uncovered major weaknesses within BBC Scotland 

and, not unnaturally, senior management found this to be uncomfortable. 
However, the accuracy of the writer's conclusions contained within the 

report were acknowledged by Controller Scotland in a subsequent 
interview in "Scotland on Sunday" who admitted that some of the author's 
findings were "painfully trite". See Appendix 1.4. 

The report's principle findings were that BBC Scotland was 

- reactive and insular 

- had a poor standing in the eyes of the public 

- had a demoralised staff 

- did not take its image seriously 

- was paralysed by paying too much attention to present 
d culties and possible threats to the facture 

- had a weak and confusing visual identity. 

Fortunately, there were staff within BBC Scotland who assisted the writer 
with his attempts to regain access. This led Controller Scotland to finally 

relent and agree that the writer should be given access to a part of BBC 
Scotland: to the radio stations in the remote island groups of Orkney and 
Shetland. Clearly, it was felt that the researcher could gain little in the 
way of further insights into BBC Scotland's Corporate Identity in two 
small radio stations broadcasting to small communities in the North Sea, 
half way between Scotland and Norway. As it turned out the data 

collected at these stations served the research well. Not only did it force 
the researcher to limit the amount of data collected but the size of the 
stations imposed clear parameters with regard to the research design. 

There was another advantage in undertaking research in BBC Radios 
Shetland and Orkney. This was because the writer had already 
developed good links with members of staff in these stations. Thus, he 
not only felt at ease working alongside them but was given a high degree 
of access. Moreover, unlike his recent experiences with BBC Scotland he 

was made most welcome in both stations. 
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1.2.4. Research Objectives: Second Research Period 

The changed circumstances with regard to how the research was being 

undertaken meant that there was an opportunity for the writer to review 
the objectives of the research. Rather than undertaking 'Action Research' 
he undertook what is known as 'Explanatory Research'. As such, 
('Explanatory Research') has the objective of explaining the nature of a 
phenomena under study. Such an approach is appropriate when little 

empirical academic research has been undertaken within the area of study 
and as such provides useful building blocks in an understanding of the 

area. Unlike the first period of research the collection of data was to be 
limited to BBC Radios Orkney and Shetland. 

In essence the research was characterised by the following: 

(a) relying on two case studies (rather than one case study which had 

characterised the first period of research). As before, the research focused 

on the internal environment 
(b) was explanatory in nature, eg. regarding the nature of corporate 

identity, i. e. explaining the basic social psychological and basic social 
structural processes of corporate identity. 

(c) used qualitative methods of data collection which were based on 
interviews undertaken within BBC Radio Shetland and BBC Radio 
Orkney. 

Chapter Two will explain the paradox in greater detail and a fuller 
description of the writer's methodological approach is discussed in 
Chapter Three. 

The next sections give a brief introduction to the BBC. A MORE 
DETAILED DISCUSSION OF THE BBC WILL BE FOUND IN 
APPENDICES 1.5 TO 2.11. 

1.3. The BBC 
The BBC is the United Kingdom's main public service broadcaster. 
Moreover the organisation enjoys an enviable international reputation: the 
National Heritage Select Committee notes that the BBC was an example 
and an inspiration for public service broadcasters throughout the world. 
(HMSO 1992 p6). Its British customer base is extensive. Typically, 94 per 
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cent of the population use the Corporation's television service and 58 per 
cent its radio service over the course of a week (HMSO 1992 p7). The 
BBC's international reputation largely rests on the broadcast output of the 
BBC's World Service Radio. It is estimated that this audience regularly 
reaches a worldwide audience of 130 million. The Select Committee on 
the future of the BBC noted that this station provides a "superb service and 
greatly enhances the United Kingdom's international reputation", (HMSO 1994 

p19). 

The BBC's importance is a result of its assumed importance to the life of 
the nation; this is a common theme in the literature. Madge (1989) 

concluded that it was more important than the Church of England and the 
Royal Family; that it is part of Britain's democratic processes, 
constitutional arrangements and cultural heritage and that the BBC's 
history is inextricably linked to that of contemporary Britain. Smith in 
MacCabe (1986) suggested that the corporation was the final arbiter on 
questions of British culture. He noted the importance of 'BBC English' and 
the 'BBC Hymnbook'. The latter was created to accommodate the diversity 
of British Christianity. 

More recently the BBC's importance was commented upon by the 
Secretary of State for National Heritage who concluded that the 
Corporation has both embodied and communicated the national heritage. 
(HMSO 1992 p5). 

For the last few years there has been a heated national debate spurred on 
by the expiry of the BBC's Royal Charter in 1996. The Government 

produced a Green Paper relating to the renewal of the charter in 1992 and 
the BBC produced its response in a document entitled 'Extending Choice' 

which was also published in 1992. 

In July, 1994 the Secretary of State for National Heritage published a 
White Paper on the future of the BBC. The paper recommends that the 
Corporation should continue to be regulated by a Royal Charter rather 
than by an Act of Parliament; that the services offered by the BBC should 
continue; and that the primary method of funding the BBC through the 
licence fee should continue until 2001. The Government believes that the 
BBC should evolve into an international multi-media enterprise. 
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However, the White Paper was critical of the level of public accountability 
shown by the Corporation and recommended that the BBC should operate 
its public services according to the principles of the Citizens' Charter. 

(The reader may, at this point care to refer to Appendix 1.5 which provides filler 

information on the BBC as well as to the author's article on the BBC which may 
be found in Appendix 5.15). 

1.4. BBC Scotland in Context 

The simplest way to regard BBC Scotland is as a sort of BBC in miniature. 
BBC Scotland is, in effect, a semi autonomous part of the Corporation: it is 

one of the BBC's three National Regions (e. g. Scotland, Wales and 
Northern Ireland). Substantial powers of the Corporation are delegated to 
BBC Scotland's governing body "The Broadcasting Council for Scotland" 
(BCS) whilst day to day management is vested in its chief executive 
"Controller Scotland". 

The Broadcasting Councils date from 1952 when they were established 

under article ten of the BBC's Royal Charter of the same year. In 1964 

their responsibilities were extended so as to encompass television. The 

present charter outlines the National Councils' main functions as being 

"to control the policy and content of those programmes in the radio and television 

services of the BBC which are provided primarily for reception in the countries 
they represent. In this, they are required to have frill regard to the distinctive 

culture, language, interests, and tastes of the peoples of their countries". (BBC 
Annual Report 1991 p100). 

Thus, the twelve members of the Broadcasting Council for Scotland (BCS) 
have similar responsibilities to the twelve governors of the entire 
Corporation. The BCS has monthly meetings at which the Controller 
Scotland, gives a report on BBC Scotland's activities. Invariably other 
members of the management board, more junior managers and others 
such as consultants or academics are invited to make presentations. In 

addition reports from one of the Advisory Committees might be made. 
Two or three times a year the BCS holds meetings in other parts of 
Scotland other than Glasgow. 
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The Chairman of the BCS has the imperious sounding title "National 
Governor Scotland". This person is the link with the BBC in London in that 
the National Governor is an ex officio member of the board of governors 
of the entire Corporation. 

The post of National Governor may be compared with that of Secretary of 
State for Scotland in that the person not only has a seat in the cabinet (the 
BBC Board of Governors) but heads the Scottish Office (BBC Scotland) in 

addition. The executive head of day to day management of BBC Scotland 
is undertaken by "Controller Scotland". This is a position of considerable 
importance. 

1.4.1 BBC Scotland: Funding 

When the writer commenced his research some £33.5m of the BBC's 
license fee was spent in Scotland: the BBC's total income was almost 
£1,237m. 

With regard to personnel some 1,229 staff were employed by BBC 
Scotland at the commencement of the research. This number has been 
drastically reduced since then as part of various cost-cutting and down- 

sizing initiatives undertaken by the Corporation. 

The range of activities undertaken by BBC Scotland makes for impressive 

reading. BBC Scotland is the only broadcaster within Scotland providing 
a radio and television service for Scotland in its entirety. In addition, staff 
from the BBC's other services are based in Scotland, e. g. reporters f roan fite 
BBC World Service and frone BBC Radio Four. 

With regard to television BBC Scotland provides Scotland's only national 
television service. Around six hundred hours of opt-out television 
programmes are produced each year. This includes a proportion of 
programmes in gaelic. In addition, BBC Scotland produces programmes 
for the BBC television network including acclaimed drama productions 
eg. 'Play on One'. Around 300 hours of network programmes are 
produced by Scotland every year. Over recent years BBC Scotland has 

achieved considerable success with programmes such as "Tutti Frutti", 
"Naked Video" and "City Lights". 
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Of particular note is BBC Radio Scotland. This is the only indigenous acid 
dedicated broadcasting service for the whole of Scotland. On weekdays it 

provides programming from 6.00am to 11.00pm. It also provides 

programmes for network radio and the BBC's World Service. In total 

some 9,330 hours of radio is broadcast every year by BBC Scotland. 

The next section is devoted to BBC Scotland's local radio stations. 

1.4.2 BBC Scotland: Local Radio 
There are seven local stations in Scotland: Radios Shetland, Orkney, 

Highland, Aberdeen, Solway, Tweed and Radio nan Gaideal. 

These stations opt out of Radio Scotland in the morning and evening in 

order to broadcast programmes for their own area. Rather confusingly at 
the commencement of the author's research these stations are also given 
the prefix radio. In this sense the title radio is somewhat grandiose given 
these stations limited output. 

The gaelic service Radio nun Gaidlteal is worthy of special mention since it 
has a higher degree of opt-out programming. Unlike other local stations it 

provides network programmes for Radio Scotland eg. that can be heard 

throughout Scotland. Radio nun Gaidlieal produces some 1,700 hours of 
programmes every year. 

Of particular concern to this thesis are the community stations in Orkney 

and Shetland. The original proposal to establish two local stations for 

these communities was met with derision by the Corporation. Alisdair 
Hetherington who was Controller Scotland at the time stated that the BBC 
in London dismissed the idea as being "impossible" (Hetherington 1990 

p200). Hetherington noted that the Director General of the BBC, Ian 
Trethowan, later finally agreed to the proposal 

"quietly believing that the experiment would fail ". 

Hetherington attributed the stations' success to the fact that 

"each has a strong individuality a great thirst for island news, information and 
debate". 
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It was a direct result of the success of Radios Orkney and Shetland that 

similar stations were established in Scotland and in other parts of the 
British Isles. Among such stations were BBC Radio nan Eilean, Radio 
Solway, Radio Tweed, Radio Jersey and Radio Guernsey and two community 
stations in Wales. Since completing this research the status of the 

community stations, with the exception of Radio nan Gaidlieal, has 

changed. Radios Orkney and Shetland's output has been cut back to 

providing an half an hour news and current affairs programme during 

weekdays. The other community stations have become little more than 

contribution centres. This is a part of a policy to emphasise the output of 
Radio Scotland. There has been a good deal of opposition to the proposals 
(Blyth 1992 in "The Sunday Tinies "). 

1.4.3 The BBC Scottish Symphony Orchestra 
This is Scotland's first full-time professional orchestra and was established 
in 1935. It provides regular broadcasts for both BBC Radio Scotland and 
BBC Radio Three. It also gives a season of concerts at Glasgow's Royal 
International Concert Hall; gives concerts throughout Scotland, 

contributes to the Henry Wood Promenade Concerts and undertakes 
overseas tours. All of its concerts are broadcast. The list of former 

conductors of the orchestra makes impressive reading and includes 
Andrew Davies, James Loughran, Simon Rattle, etc. The orchestra has 

recently started to make recordings and it won the "Graniopltone" 

contemporary music award for its recording of the music of James 
MacMillan (BBC Annual Report 1993/1994). 

1.4.4 BBC Scotland's reputation 
BBC Scotland's reputation can be seen in the number of awards it has been 

given during the initial period of the writer's research including two 

awards at the International Radio Festival at New York; Samuel Beckett 
Award 1989 for the best television play; Regional Radio prize at the 
British Entertainment and Media Awards; Argos Awards for Consumer 
Journalists; One World Broadcasting Trust Awards, The Premier Award 
for regional television and the Royal Television Society Programme and 
Technology Awards for the best situational comedy. (1990/1991 Annual 
Report). More recently in 1994 BBC Scotland's television programme EX-S 

won a BATA award whilst Radio Scotland received the accolade of the 
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Sony award of 'Radio Station of the Year'; the first station outside London to 

receive this award. 

1.4.5 Recent Developments within BBC Scotland 

BBC Scotland has not been immune from the series of cutbacks affecting 
the entire corporation. As a contribution to the BBC's cost savings exercise 
"Funding the future" BBC Scotland in 1990 had to save just under £2 

million. By 1993 nearly two hundred posts will have gone from BBC 

Scotland as part of the policy of giving 25% of programmes to 
independent producers. More recently, BBC Scotland's television output 
has been reduced in order to concentrate on 'quality' programming. (BBC 

Annual Report 1993/1994). 

The next section provides brief background information on the area of 
management which this thesis is concerned: Corporate Identity. 

1.5. Corporate Identity: Introduction 

This section places Corporate Identity in context. Reference will be made 
to the available commercial -research which illustrates the size and 
importance of the area. In particular reference will be made to some of 
the reports examining the industry including that by James Capel (1988), 
CBI/Fitcli RS (1990), The Design Council (1987), Larreclie et al (1987), Mintel 
(1991 and 1993), MORI (1989), Pegram Walters Associates (1988), Rawstliorne 

and Time Magazine (1993) and Mintel Reports 1991,1993). 

The Capel Report (Golzen 23 October, 1988) revealed that, among key 

marketing services disciplines, corporate identity consultancy occupied 
third place and was teil times the size of the public relations industry. 
Some 1,726 design consultancies were identified as offering corporate 
identity consultancy. 

The Confederation of British Industry/Fitch Report (1990), undertaken 
among 500 chairman and. chief executives of companies with £100m plus 
turnover, found that Corporate Identity management yielded benefits in 
the marketplace with regard to investor relations and internal relations. 
Symbols and logos were felt to have little value and half the definitions 

given for Corporate Identity referred to the organisation's behaviour. 
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The Pegram Walters Associates Report (1990) revealed that Corporate 
Identity consultancies enjoyed a higher status than advertising agencies. 

The research agency MORI (1989) revealed that 77%% of leading 

industrialists stated that they would give increasing importance to their 

corporate images, and in the same vein research undertaken by Larreche at 
France's leading Graduate Business School INSEAD (1987) showed that 

among European Chief Executives it was identified as olle of the strategic 

marketing issues for the 1990s. 

Smythe Dorward Lambert's Report (1991 p9) found that among Directors 

of Corporate Communications 83% relied on Corporate Identity as a 
technique for organisational change. This was the second most favoured 

technique after internal communications. 

Time Magazine (1993) published the results of its second survey of 

perceptions held by senior managers of Europe's top 160 companies. 
Time concluded that corporate identity is an invaluable tool for any 
company hoping to communicate in an increasingly competitive and 

challenging marketplace. 

The 1991 Mintel Special Report on Corporate Image found that 9()% of 
companies regarded corporate image to be of importance; its benefits were 
identified as making the organisation more customer orientated, building 

awareness, improving public perceptions and increasing sales. Whilst 59% of 
companies used graphic design consultancies, 38% relied on specialist 
corporate identity consultancies. The report concluded that the 

acquisition of a corporate identity is not a cosmetic exercise but has 
important implications for management and marketing. 

A more recently published report by Mintel entitled "Corporate Image 1993" 

as reported by Gilchrist (1993) predicted a boom for the identity industry 
in forthcoming years with medium size companies likely to attach 
increasing importance to the area. 

Further evidence of the growing importance of the area was revealed in a 
study undertaken by The Conference Board which revealed that 
communications managers are increasingly regarded as fidl il fh't1ged 
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strategic advisors to senior management. Troy, K. (1993) "Managing 
Corporate Communications in a Competitive Climate", Conference Board, 
New York. 

In addition to the above reports corporate identity consultancies have 

been active in organising and supporting conferences on corporate 
identity. A recent example of this was the conference to be held in 

London on 20 September 1995 having the theme "Reputation Management 

- developing and managing corporate image". A number of leading 

consultancies are fielding speakers for the event including Wolff Olins, 

Sampson Tyrrell and Anspach Grossman Portugal. 

1.5.1 The Growth of interest in Corporate Identity: some explanations 
In a British context there appear to be at least eleven reasons why 
Corporate Identity has come to prominence over the last decade: 

(a) the effect of deregulation and the 'privatisation' programmes introduced 
by successive British Administrations. (Ind 1992). 

(b) the increase in internal reorganisations, mergers and acquisitions. 
(McEwan 1987). 

(c) the acceleration of product life cycles meant that companies required a 
strong and flexible identity. (Ind 1992). 

(d) the major means of differentiation for service industries. (Ahrends 
1987). 

(e) the growth of financial services (Balmer et al 1991). 
(fl the industry's penetration of the public sector. (Rawstliorne 1989) 
(g) increasing internationalisation, (Ind 1992). 
(1i) the need for a European Identity with the advent of the European Single 

Trade Market (Rawsthorne 1989). 
(i) the area being seen as more effective and offering better value than 

advertising. (Ind 1992). 
(j) environmental pressures on organisations including 'Green' Issues 

(Bernstein 1994). 
(k) the general public's interest in the ownership of subsidiaries and product 

brands. (Bernstein 1994). 

However, the Chairman of Europe's largest corporate identity 

consultancy, Wally Olins (1989 p145), noted the importance of corporate 
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identity by stating that it is intimately linked to questions relating to 
strategy, structure and culture. He remarked that 

"Corporate Identity tells the world - whether actively or by default - just what tlu' 

corporate strategy is". 

There was another factor why the area fared so well. This was because it 

was fashionable for organisations in the 1980s to change their identities. 

Certainly over recent years there has been a diversity of organisations 
which have changed their identity including British Airways, ICI, British 
Telecom, BP, Halifax Building Society, DHSS, the General and Municipal Boiler 
Makers Union, the London Stock Exchange and the Foreign and Conitmitwealtlt 
Office and more recently, in 1994, Owners Abroad, Cathay Pacific. At the 
start of (1995) The Royal British Legion underwent a similar exercise. 

The 1980s saw Corporate Identity becoming increasingly fashionable with 
some organisations feeling that adopting a new identity particularly a 
new visual identity was synonymous with success. Corporate Identity 

was summed up as 

"not quite understood but wholly believed in and seemingly endowed with n 
mystical ability to deliver the rewards of prosperity in ever increasing amounts". 
(Marketing Week Feb 9 1990 p40). 

The above might usefully be placed in the context of Worcester's (1986) 

observations that favourability is linked to familiarity. It would appear 
that the industry itself has an image problem. There are a number of 
explanations for this. First, the area is strongly aligned to graphic design. 
Second, the Corporate Identity industry is fragmented, eg. it does not luve 
its own professional body. Third, there is "great cynicism" of corporate 
identity as noted by Bellhouse (1989). Fourth, Corporate Identity is largely 

absent from the syllabus of most British Business Schools. The situation is 

somewhat different in the USA. In the USA the subject has been taught at 
Harvard Business School since the 1950s (Jenkins 1991). Continuing this 
point Mintz (1989) noted that in 1989 the Harvard Business School 
introduced case studies dealing with corporate identity. Mintz in The 
Financial Times stated that this marked 
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"its growing stature in the business establishment". 

However, the situation appears to be slowly changing. A recent sign of 

the interest in the area can be seen in a special session devoted to 

corporate identity at the 13th Annual International Conference of the 

Association of Management (1995) which was held in Vancouver, British 

Columbia. 

In Europe several business schools have started to offer academic and 

executive courses in corporate identity: Erasmus University in Rotterdam 

is particularly notable with regard to the latter. Further indication of the 

increasing academic interest in the area can be seen in two initiatives by 

(1) Professor Van Riel of Erasmus University, Netherlands and (2) Philip 

Kitchen (Keele University, UK) to launch academic journals on the area. In 

addition, during 1996 the writer, along with Professor Van Riel, will act as 
joint-editor of a special edition of the European Journal of Marketing 

having the theme "Corporate Identity: The Marketing Perspective". The 

University of Strathclyde has also been responsible for creating awareness 

of corporate identity and has organised two symposia (1994 and 1995) 

where the guest speakers have included The President of British Airways, 

The Chairman of Barclays Bank and The Vice Chairman of Abbey 

National plc. In addition, Strathclyde University is supporting an 
initiative to establish an International Corporate Identity Group (ICIG) 

comprising academics, consultants and managers. The initial London 

meeting of this group took place in June, 1995. The ICIG will be formally 

launched at a luncheon to be held in the House of Lords in January 1996. 

There do appear to be distinct differences between the approach to 
Corporate Identity in the USA as compared to the UK. Olins in Vogl 
(1991) remarked that in the USA they see Corporate Identity as something 
concerned with the outside (e. g. with external environment and 
perception) whereas in the UK it is seen as working inside out, (e. g. 
organisational reality). However, Corporate Identity remains something 
of an enigmatic area for many managers and academics: everyone talks 

about it but no one knows what it means. 
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1.6 Chapter Summary 
This chapter has explained the events leading up to the commencement of 
this research and has placed the research in context by describing the 

growth and importance of Corporate Identity. Furthermore, a brief 
description has been given of the BBC Scotland. 

This chapter explained how the writer's background in music and arts 

administration coupled with his research interest in Corporate Identity 

was a considerable advantage in embarking on his research within BBC 

Scotland. As such he gained access to one of the world's great 
broadcasting organisations and perhaps the most famous of all British 

organisations. Moreover he gained access at a time of great change within 
the organisation as it considered its future leading up to the renewal of its 

Royal Charter in 1996. 

The reader may care to note that Appendices 2.0 to 2.11 examine the 
literature pertaining to the BBC and to BBC Scotland. 

The following chapter examines the literature relating to the phenomena 
of Corporate Identity. 
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CHAPTER TWO 
CORPORATE IDENTITY 

A REVIEW OF THE LITERATURE 
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2.0. Abstract 

This chapter reviews the literature on corporate identity. The literature is 

characterised by its size and by the fact that most of the writing on the area 
is written from a practitioner rather than an academic perspective. 
Furthermore, it is only recently that the writings of Dutch, French, German, 

Italian, Swiss and Japanese authors have started to be referred to in the 
literature in English. For this reason the writer primarily refers to the literature 

written in English as have the most significant literature reviews on corporate 
identity to date (Abratt 1989, Kennedy 1977). 

The literature reveals there to be (a) a dearth of academic empirical research, 
(b) a lack of consensus as to the precise nature of the area and (c) little 

reference to the area in mainstream marketing and management texts. From 

an analysis of the literature the writer concludes that there is a good deal of 
confusion with regard to corporate identity. 

From the literature the writer concludes that there are six explanations for 
this confusion namely: the confusing terminology; the influence of fashion; the 

association with graphic design; the dearth of academic empirical research; the 
inappropriateness of the positivistic research paradigm, and weaknesses in available 
models of corporate image formation. 

The author argues that an understanding of the concept of the corporate 
personality is crucial to an understanding of what the writer calls Me 

corporate identify formation process. This is because the writer's pre- 
understanding of corporate personality is that it refers to a unique mix of 
ideologies present within the organisation. Where one or more of the 
dominant ideologies reflects an organisation's philosophy and mission then an 
important aspect of the corporate strategy has been achieved. At its most 
powerful the corporate philosophy is adopted by all or some of its external 
publics. 
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The writer postulates that the benefits of a corporate identity grounded in an 

organisation's mission and philosophy are that 

(a) the behaviour of personnel reflects the mission and philosophy. 

(b) it gives greater consistency to total corporate communications, i. e. corporate 
actions, communications by individual members of staff and more formal 

corporate communications (eg. advertising and public relations). 

(c) (for management) the existence of a strong "supporting culture" eases the task 

of management, i. e. the corporate personality acts in effect as a control 
mechanism. 

(d) "Ownership" and empathy with the corporate philosophy by external publics 
translates into loyalty leading to a predisposition to buy or use an 
organisation's products and services; to work for the company; to purchase 
shares etc. 

The writer does acknowledge the existence of other types of corporate 
identity, eg. an unwanted or negative identity or an identity which is closclil 
aligned to a generic or industry-wide identity. 

Finally, in making sense of the multiplicity of approaches to corporate 
identity management, the writer categorises these views into "sc{tools of 
drought". The writer concludes that in their totality all seven schools of 
thought are indicative of the parameters of corporate identity management. 
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2.1. The structure of the Literature Review Chapter 

Since this chapter containing the writer's review of the literature is of some 
length it is felt that a brief explanation of the structure of this chapter might 
be of assistance to the reader. 

The writer begins by outlining the four sources used for the literature 

review which are (a) non-academic articles, (b) references to the area in marketing 
texts, (c) texts specifically or largely dealing with corporate identify and (d) articles 
written by academics. With regard to the latter, the writer noted that the 

writings of academics from mainland Europe are only just starting to appear 
in English. 

Following on from the above the writer devotes a significant part of the 

chapter in offering six explanations of why confusion persists as to the 

nature of corporate identity: this is the first research question which 
surfaced as a result of his analysis of the literature. The six explanations 
identified by the writer in contributing to the uncertainty regarding the 

nature of corporate identity are (a) the confusion caused by the terminology 
eg. the corporate irrvage, the corporate identity, the corporate brand, the corporate 
personality and corporate culture. (Owing to the length of this section a more 
detailed discussion of individual concepts appear in the Appendix where the 
writer also provides definitions of the concepts based on his pre- 
understanding of the terminology) (b) the influence of fashion, (c) the 
association with graphic design, (d) the dearth of academic empirical 
research, (e) the inappropriateness of the positivistic research paradigm and 
(f) weaknesses in available models of corporate image formation. A good 
deal of this chapter is concerned with point (a) which deals with the 
complicated issue of the diverse terminology in use in the area. 

The final section of the chapter is devoted to the writer's conclusion that the 
literature reveals there to be a multiplicity of approaches to corporate 
identity management. The writer has categorised these various approaches 
to corporate identity management into seven "schools of thought" or 
approaches to the area. With regard to the latter the writer concludes that, 
to date, corporate identity has been narrowly conceived and that the 
identification of seven schools of thought represents something approaching 
the totality of corporate identity management. 
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In conclusion, the author argues in the chapter summary that there is a need 
for two research questions to be addressed by empirical academic research 

within the research paradigm of naturalism, namely (a) a need to explain 
the basic social psychological process of corporate identity formation and 
(b) an explanation of the basic social structural process of corporate 
identity snanagement. 

The following section details the main characteristics and sources of the 
literature review. 

2.2. The Literature Review in Context 

There is an extensive literature dealing with corporate identity. Abratt 
(1989) spoke of corporate identity's "voluminotts literatttre". There are 
numerous sources for the literature comprising academic and managerial 
articles, newspaper articles, references to the area in marketing and public 
relations texts as well as texts wholly concerned with corporate identity. All 

of these sources have been used in undertaking this literature review. 

This literature review largely focuses on the literature which has appeared in 
the English language. However, the writer is aware of Austrian, French, 
Dutch, German, Italian, Japanese and Swiss writers who have written on the 
area. The problem with the above is that much of their work has not, as yet, 
appeared in English and as such it has been difficult for the writer to 
comment upon a good deal of this literature. It is noticeable that the most 
authoritative literature reviews appearing in the English language (Abratt 
1989 and Kennedy 1977) almost exclusively refer to the literature written in 
English. It would appear that these writers experienced the same difficulty 

as the author in reviewing the literature which has not been published in 
English. However, the writer has been able to read the writings of the 
Dutch academics Van Rekom and Van Riel in addition to the writings of 
Kammever and Birkight and Stadler. Of particular note is the forthcoming 
book on corporate communications by the Dutch academic Van Riel which 
details the significant German, Dutch, French, Swiss and Italian writers on 
the area. Where appropriate this literature is referred to in this chapter. 

With regard to existing literature reviews on corporate identity three 
authors are of note - Abratt (1989), Kennedy (1977) and Van Riel (1995) - all 
are academics and their literature reviews are extensive. Olins (1978,1979, 
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1989) is another writer of note in that he has done much to increase the 

awareness of corporate identity particularly within Europe. Olins writes 
from the perspective of a corporate identity practitioner. The following 

section examines the sources for the literature review in a little more detail 

and respectively deals with (a) non-academic articles (b) references to the area in 

marketing texts (c) corporate identity texts and, lastly, (d) articles zuritten hid 

academics. 

(a) non academic articles 

Corporate identity receives a good deal of coverage in marketing and 
design magazines such as "Marketing", "Marketing Week", "Design 
Management Journal" (a hybrid practitioner/ academic journal) and "Design 
Week". In addition, the area is frequently mentioned in the quality press 
and in managerial magazines. Whilst the majority of such articles are of 
moderate academic interest there are exceptions. For example "Marketing" 
(1990) has published a guide to corporate identity produced by the 
consultants Wolff Olins. In addition 'Marketing' provides periodic surveys 
on the corporate identity industry. 

(b) marketing texts 

Marketing texts make little or no mention of the area: this observation was 
also made by Abratt (1989 p63) and Stewart (1991 p38). The following lists 
those texts and dictionaries which do make reference to the area: Baker 
1990, Cannon 1992, Coulson-Thomas 1983, Craven 1986, Evans 1982, Jefkins 
1989 and Kotler 1984. Worcester (1986) contributed a chapter to corporate 
image research in his edited text on consumer research. 

Public Relations texts also refer to the area. (Black 1993, Coulson-Thomas 
1979, Hart 1987, Haywood 1984 and Nolte 1979). For instance, Moss (1990) 
in his text containing public relations case studies includes two cases 
relating to corporate identity. 

The writer concludes that Marketing and Public Relations texts tend to give 
the area superficial treatment. There is a common assumption among JJIaizy 
writers that the area is fundamentally concerned with the visual. This has 
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lead the writer to conclude that the fundamental differences between the 

coverage of the area in marketing texts and marketing practitioner 

magazines is symptomatic of the relative importance attached to the area by 

marketing managers and marketing academics. It would appear, at least 

from the literature, that whereas marketing managers regard the area to be of 
importance many marketing academics accord the area less importance. The 

various pieces of largely commercial research are indicative of the 

importance attached to the area by managers. (James Capel 1988, Design 

Council 1987, Fitch RS and the Confederation of British Industry (CBI) 1990, 

Larreche et al 1987, Mintel 1991 and 1993, MORI 1989 and Pegram Walters 

Associates 1988). 

(c) corporate identity texts 

Around seventeen texts specifically deal with corporate identity, corporate 
image and visual identity. (Bernstein 1984, Boorstein 1961, Boulding 1956, 

Bristol 1960, Chajet 1992, Dowling 1994, Garbett 1988, Gray 1986, Ind 1992, 

Jenkins 1991, Olins 1978,1989, Pilditch 1970, Schmidt and Ludlow 1995, 

Selame and Selame 1975,1988). The forthcoming text by Van Riel (1995) is 

of note since it will be the first academic text in English which, more or less, 

provides a state of the art review of the area. 

The writer has identified the following authors as making valuable 

contributions to the debate surrounding the nature of the area: Boulding 
(1956), Pilditch (1970), Rosen (1970), Olins (1978) and Van Riel (1995). 

Boulding's (1956) book "The Irrtage" fuelled initial interest in the area. He 

concluded that image effects behaviour. Pilditch (1970) was the first writer 
to differentiate between the visual and the non visual aspects of identity. 

Olins (1978) implied that the corporate identity acts as a substitute for the 

personality of the organisation's founder. Furthermore, Olins provided the 
first definitions of the main concepts in use within the area, eg. corporate 
image, identity and personality. Significantly he concluded that the 

corporate personality describes the area at its most profound. More recently 
the writings of Ind (1991) are of note in that he attempted to place the area 
in the context of corporate strategy. Van Riel's (1995) forthcoming text is 

particularly notable in that it will provide the most comprehensive 
overview of the emerging theory of corporate identity management and 
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marks a watershed in that Van Riel draws on the non-English as well as the 
English literature. 

A number of general observations can be made about corporate identity 

texts. First, the majority of texts have been written by practitioners 
(Bernstein 1984, Chajet 1991, Garbett 1982, Ind 1992, Jenkins 1991, Olins 

1978,1989, Schmidt 1995, Selame and Selame 1975,1988). Second, no 

academic appears to have produced a text on the area in the English language 

over the last thirty years. The text by Van Riel in 1995 will mark a real 

watershed in communicating the available knowledge on the area from an 

academic perspective. Third, the contribution from British writers has been 

particularly strong (Bernstein 1984, Gray 1986, Ind 1992, Jenkins 1991 and 
Olins 1978,1989). However all the texts share a common weakness in that, 
for the main, the writing would not appear to be underpinned by academic 

empirical research; a largely uncritical approach tends to be adopted; 

references tend to be made to large companies and only to successful 

changes of identity. The aim of many of these texts appears to be to increase 

the profile of the consultants and their consultancies. However, the writer is 

of the opinion from his review of the literature that it has been practitioners 

who have made the most significant contribution to an awareness of the area. 

(d) academic articles 

The contribution by academics is largely disappointing and is complicated 
by the fact that a good deal of research which has taken place in continental 
Europe as well as in Japan is only just starting to be published in English. 
As such, the author has broken this section into two parts: the first section 
deals with the literature written in English and the second focuses on writers 
from mainland Europe. 

the literature in English 

Kennedy (1977) - the first British academic to undertake academic, empirical 
research on corporate identity - commented that she was unaware of any 
major primary research having been undertaken on the area. Whilst interest 
in the area has burgeoned since the 1970s there does not appear to have 
been a commensurate increase in academic, empirical research. However, a 
number of academics have written on the area. For the main, their work is 
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conceptual. (Abratt 1989, Balmer and Wilkinson 1991, Boulding 1956, 

Crissy 1971,1977, Gray and Smeltzer 1985, Lindquist 1974, Stewart 1991, 

Stuart 1994, Wotruba 1971). As has already been noted Boulding (1956) is of 

note as a consequence of his thorough examination of image formation in 

his seminal text "The Image". Abratt (1989), Dowling (1986,1993) and 
Kennedy (1977) have made valuable contributions through their 
development of conceptual models of corporate image formation. Others 

have suggested the importance of the area. Gray and Smeltzer (1985) noted 
its importance to corporate strategy whilst Ind (1990) and Stewart (1990) 

postulated that it was a strategic concern. 

writers from Mainland Europe 

This section focuses on writers on the area from continental Europe. This 

section draws heavily from the observations made by Van Riel in his 
forthcoming text "Principles of Corporate Communication" which he has 

generously allowed the writer to see in draft copy. Among the significant 
authors identified by Van Riel are the German authors Birkight and Stadler 
(1986) who undertook studies on the relationship between identity and 
image and whose work has exerted an impact not only in the Netherlands 
but in German speaking regions as well. Their work has apparently, 
influenced scholars in both Germany (Wiedmann 1988, Kammerer 1989, 
Tanneberger 1987, Merkle 1992), Austria (Hinterhuben, 1989) and 
Switzerland (Fenkart 1987, Tafertshofer 1982). The work of Birkight and 
Stadler has, apparently, exercised a profound influence on scholars 
interested in the link between corporate strategy and corporate 
communications policies. These scholars include French writers 
(Ramanantsoa 1988, Reitter 1991, Kapferer, 1992) and the Italian author 
Gagliardi (1990). 

Van Riel also points out that Sobol and Faveley (1989) have undertaken 
work on the influence of disclosure of corporate strategy on corporate image 
and that various authors have published articles relating to the development 
of concepts on the area and the realisation of images (Poiesz 1988, Verhallen 
1988, Pruyn 1992 and Scholten 1993). 
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Van Riel's analysis of the literature has led him to the view that most articles 
deal with questions related to the relationship between identity, image aiici 

strategy. 

2.3. Identifying the causes of confusion with regard to the 
Literature on Corporate Identity. 

In the following sections of the literature review it will become apparent 
that despite corporate identity's importance to managers, its large literature 

and its importance as revealed in various pieces of commercial research 
there is still confusion with regard to corporate identity. This confusion is 
implicit in Ludlow's comment that 

"What's still remarkable is the extent to which people agree on the importance of 
corporate identity yet differ in their definition of what it is. It is almost as if 

corporate identity is something that fills a vacuum. " (Ludlow in Ind 1992). 

This view was supported by Van Rekom at Erasmus University who 
concluded that there does not exist an unambiguous, generally agreed 
definition of corporate identity. (Van Rekom 1993). 

The writer in analysing the literature has concluded that there are six 
explanations why confusion persists as to the precise nature of corporate 
identity. 

(i) Confusion caused by the terminology. 
(ti) The influence of fashion. 
(iii) The association with graphic design. 
(iv) The dearth of academic empirical research. 
(v) The inappropriateness of the positivistic research paradigm. 
(vi) Weaknesses in available models of corporate image formation. 

Each of the above will be discussed in the following section. The confusion 
caused by the terminology has resulted in a rather long initial section 
because of the number of concepts in use. 
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2.4. FIRST EXPLANATION FOR THE CONFUSION: THE 
TERMINOLOGY. 

Only a summary of the first explanation for the confusion will be found in 

this chapter. Additional information will be found in Appendix 2.12. 

The FIRST explanation identified by the writer for the confusion regarding 
corporate identity is the confusing terminology. The literature reveals 
considerable confusion with regard to the terminology used within the area 
(eg. corporate identity, visual identity, corporate image and corporate personality). 
On the surface these concepts offer the promise of rich insights into 

organisations and as such are an indication of the prima facie importance of 
corporate identity. However, much of the literature lacks depth in 
differentiating between the concepts. In addition, there is a lack of 
consensus as to the precise nature of these concepts and this has contributed 
to the confusion. For example, some writers use the concepts as if they were 
interchangeable; others assign distinct meanings to the concepts. 

The enormity of the problem with regard to the terminology was illustrated 
by Kennedy (1977). In her literature review Kennedy identified twenty one 
definitions of corporate image. 

If Kennedy faced difficulties, this is nothing when compared to the 
problems faced by present day researchers. This is because there is 
increasing reference to the concept of the corporate identity. When Kennedy 

undertook her research she had, in fact, only to deal with the concept of 
corporate image. The writer argues that there are two explanations for the 
increased reference to the concept of the corporate identity. The first 

explanation is because some writers recognised the distinctiveness and 
importance of corporate identity. The second explanation is that reference to 
corporate identity has been adopted for reasons of fashion, eg. corporate 
identity sounds "weightier". 

This confusion with regard to the concepts in use has been noted by a 
number of writers. (Abratt 1989, Balmer and Wilkinson 1991, Ind 1992, 
Kirby 1987, Olins 1978, Tagiuri 1982 and Van Riel 1995). Abratt (1989 p66) 
remarked that 
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"Despite the voluminous literature the concepts remain unclear and ambiguous as 
no universally accepted definitions have emerged. " 

This confusion is illustrated by the writer in the three definitions given 
below. The first two illustrate how some concepts are used interchangeably 

whilst the last two quotes illustrate how different writers assign different 

meanings to the concepts. 

".. corporate identity means grappling with the company's communications at their 

most fundamental level. " (Kirby 1988) 

"A plethora of different messages that in their sum result in the corporate 
(Gray and Smeltzer 1985). 

"The corporate identity.. is all planned and all visual. " (Selame and Selanne 1975) 
"Real corporate identity.. is all about behaviour as much as appearance. " (Olins 
1979) 

Recent research undertaken by MORI for the identity consultants Henrion, 
Ludlow and Schmidt (see Schmidt and Ludlow 1995) revealed a 
widespread disparity of what is meant by identity in various countries. In 
the United Kingdom it tended to refer to corporate communication or to 
design; in Germany and Austria to the total internal and external image, 

whilst in Spain and Scandinavia to the external image and corporate culture. 

In continuing his discussion of the confusion caused by the concepts, the 
writer, in Appendix 2.12 examines the concepts of corporate image, corporate 
identity, the corporate brand, corporate personality and corporate culture. 

2.5. SECOND EXPLANATION FOR THE CONFUSION: THE EFFECT 
OF FASHION. 

Having briefly discussed the confusion caused by the terminology the 
author moves on to the SECOND of his six reasons why there is confusion 
as to the precise nature of the area and this leads on to the question of 
fashion. 

The effect of fashion has also contributed to the confusion surrounding the 
area. Noticeably, during the 1970s, corporate identity became the preferred 

33 



label and has, to a large extent, eclipsed reference to corporate image. This 

has caused difficulty in that whilst some writers regard the concepts of 

corporate identity and corporate image as interchangeable other writers 
treat them as distinct concepts. However, it is not as straightforward as it 

might appear in that whilst practitioners and writers tend to prefer making 

reference to corporate identity it would still appear that in common 
parlance corporate image is still preferred. This can be seen in Ind's text 
(1992) entitled 'The Corporate Image'. The irony is that this text is 
fundamentally concerned with, and makes the greatest reference to, the 

concept of the corporate identity. Even more surprising is the lack of 
reference to the concept of the corporate personality which, as the writer has 

shown, would appear to be crucial in understanding corporate identity and 
which was postulated by Olins as far back as 1978. The recent reference to 
the corporate brand in place of corporate identity may be seen to be a more 
recent example of the effect of fashion. 

2.6. THIRD EXPLANATION FOR THE CONFUSION: THE LINK 

WITH THE VISUAL. 

The THIRD explanation for the confusion with regard to the nature of 

corporate identity is the stress placed on graphic design in the literature. 

This has done more than anything else to exacerbate the confusion. The 

following quotes demonstrate this point 

"Corporate identity is a visual projection that systematically communicates a 
corporation's desired character. " (Caust 1972) 

"Corporate identity is a planned assembly of visual cues. " (Bernstein 1984) 

"Corporate identity: the symbols (such as logos, colour schiente) an organisation 
used to identify itself to people". (Dowling 1994 p8). 

This emphasis on the visual is understandable since many corporate 
identity consultancies have a background in graphic design. Some 2,726 
design consultancies in Britain claim to have an expertise in corporate 
identity (James Capel Report 1988). Furthermore, many writers and 
consultants place great stress on the visual audit as a means of researching 
an organisation's identity (Jenkins 1991, Wolff Olins 1990). The writer 
concludes that this has led to the belief that where a visual audit has 
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revealed strategic weaknesses the solution is to change the visual identity. 
As such there would appear to be some confusion between differentiating 
between the cause and the symptom of corporate malaise. 

The writer, whilst he is critical of the undue attention given to the visual 

aspects of the area, does acknowledge the power of the visual. For instance, 

Van Riel points out that the average lorry is capable of delivering 7.9 million 

visual impressions per year, about 60 per kilometre. Changes in visual 
identity can symbolise a change in corporate strategy or strategic 

communications policy, and as such can be powerful. However, as Van Riel 

(1995 p32) points out it is extremely risky to concentrate attention on visual 

means of communication since individuals and target groups use all their 

senses in order to make a judgement. 

There is another explanation why inordinate attention is given to the visual. 
This is because most changes of identity appear to involve some type of 
visual change. The likelihood of a change of visual identity was stated by 
Wolff Olins (Europe's largest corporate identity consultancy) in their Guide 

to Corporate Identity produced for "Marketing" (1990 pp19-24). 

"Because of corporate identity's roots in design it will probably entail a new or 
revised logo design. " 

It also appears that management like to have a tangible sign that some type 

of change has taken place or is under way. A new or altered logo, or some 
other change in graphic design, serves this need. However, senior 
managers see symbols and logos as having little value on their own. 
(CBI/Fitch Report 1990). However, the writer concludes that the undue 
emphasis on the visual and the fact that many changes of identity are 
normally accompanied by changes in visual identity has obscured the 

underlying importance of corporate identity. As such, it has contributed to 
the confusion. Furthermore, too much emphasis has been placed on the 

visual sense. The writer has found very little reference in the literature as to 
the importance or not of the other senses of sound, scent and touch in 

corporate identity formation. This would imply that humans who are 
visually impaired are incapable of distinguishing between corporate 
identities. This omission of references to other ways of perceiving identity 
is illogical because upon reflection it becomes apparent that the other senses 
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can be powerful in communicating a sense of identity. For example, the 

aural "sense" used to communicate the identity of nation states through 

national anthems certainly takes on a more important role than the visual in 

communicating the identity of radio stations. The writer concludes that all 

the senses communicate a sense of identity: it is not just the preserve of the 

visual. The writer's experience of High Mass at Westminster Metropolitan 

Cathedral and at Brompton Oratory where all the senses are marshalled to 

communicate a sense of identity (eg. visual - vestments, sound - gregorian 

chant, scent - incense, touch - holy water, sign of the cross, taste - concmunion) has 

led him to the conclusion that expressions of corporate identity are still 

underdeveloped when compared to other expressions of identity found in 

centuries old institutions such as the church. 

If corporate identity consultancies feel that their work is not understood 
much of the blame lies at their own door. It seems perverse that those who 
advise others on questions of identity have nothing short of a schizoid 
identity themselves, eg. one major London consultancy has in the past identified 
itself as a design consultancy in the telephone directory; has called itself a corporate 
identity consultancy in its literature and has stated that it belonged to a 
professional association of public relations consultants. Their inability to distance 

themselves from their graphic design roots is symptomatic of their problem. 
The writer concludes that the continued influence and ownership of the area 
by graphic designers is both unwarranted and undesirable. 

2.7. FOURTH EXPLANATION FOR THE CONFUSION: THE LACK 
OF EMPIRICAL ACADEMIC RESEARCH. 

The FOURTH explanation for the confusion identified by the writer is the 

small amount of academic empirical research, particularly when compared 
to other areas of management. Eight reasons are postulated by the writer 
why there has been a paucity of published empirical research in English. 
They are as follows: 

(i) A lack of interest from some marketing academics who see the area as being 
fundamentally aligned to graphic design. 

The writer has already explained why this is the case. 
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(ii) The fact that fragmentation with regard to organisational communication is 

reflected in a fragmented approach among dýfferent academic disciplines. 

This conclusion was identified by Van Riel who notes that the area is 

often studied from a public relations perspective. He also states that it 
is sometimes included in courses on journalism. 

(iii) The difficulty in undertaking research into corporate identity. 

This is because corporate identity deals with questions of great 
sensitivity and of fundamental importance to organisations. The 

process of changing an identity is invariably political because of its 

sensitivity. It is concluded that researchers are likely to experience 
difficulty in researching changes of identity which will entail gaining 
access to managers at board level and working alongside consultants. 

(iv) An over reliance on the research paradigm of positivism. 

The writer argues that a reliance on research within this paradigm is 
inappropriate during the initial stage of research into a phenomena 
such as corporate identity. This will be explained in a little more detail 
in this chapter. 

(v) The bias of marketers when dealing with the subjective. 

Marketers have traditionally made decisions on hard facts which has 
lead to a reliance on positivism and quantitative methods as described 

above. Thus, there is a bias in dealing with concepts which deal in 

subjective concepts such as image and identity. 

(vi) Marketers traditional concern with the external environment. 

Corporate identity's roots would appear to be grounded in the internal 

environment and yet marketers have traditionally applied the 
marketing concept to the external environment. 
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(vii) A reluctance to use the case study as a research approach. 

All too often case studies are seen as a peripheral exploratory device 
having little strategic importance. 

(viii) Unfamiliarity with research undertaken in corporate identity in nations where 
English is not the main language. 

This can be seen in Van Riel's (1995) forthcoming text which details 

examples of empirical work undertaken in mainland Europe which 
have not been previously referred to in the literature produced by the 
majority of academics from Britain, the Commonwealth and North 
America. 

The following statement by Olins (1978) is an apposite description of the 

current state of affairs even though he made this remark nearly fifteen years 
ago. If anything the statement was somewhat optimistic. 

"confusion arises because the real depth of the subject is only beginning to be 

explored. " (Olivs 1978). 

Whilst business schools have, in recent years, begun empirically based 

research in the area, for the main, interest is patchy. Certainly, it would 
appear that to date no academic, empirical work has been published in 
English academic journals since Kennedy's (1977). The author is not alone in 

reaching this conclusion (Abratt 1989, Stewart 1991). However, from the 
author's perusal of Van Rekom's draft text of his forthcoming book on 
corporate communications, it would appear that a good deal of empirically 
based research lins been written in mainland Europe. However, the 
situation with regard to published research in English was different in the 
1960s. Both Kennedy (1977) and Abratt (1989) report that this decade did 
represent a period when a fair deal of empirical research was undertaken 
although most of the research was concerned with the corporate image. 

For example Greenberg (1961) concluded that an image fluctuates. He 
undertook research on behalf of a shoe company and distinguished between 
six categories of respondents. This ranged from those in group 1 who had 
bought their last pair of shoes from the particular retailer to those in group 6 
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who had no experience of the retailer. The nearer the respondents were to 
group 1 the clearer was their frame of reference. Spector (1961) using six 
personality related dimensions concluded that an image would vary from 

one industrial category to another. Tucker (1961) disagreed with Spector's 
findings and found that many large organisations such as insurance 

companies, airlines and certain manufacturers had such similar images that 
there was a "stereotype image" in operation. Cohen (1967) offered a solution 
for image research and advocated the use of the differentiation ratio. His 

work has been criticised because it is based on the premise that there can be 

something such as an ideal company. 

However, it is Kennedy's research which is by far the most significant piece 
of published empirically based academic research in English which deals with the 
area and as such it will be discussed in greater detail. The following 
discussion of Kennedy's research also examines the inappropriateness of the 
research paradigm of positivism in explaining a phenomena such as 
corporate identity. 

2.8. FIFTH EXPLANATION FOR THE CONFUSION: THE 
INAPPROPRIATENESS OF THE POSITIVISTIC RESEARCH 
PARADIGM (INCLUDING AN EXAMINATION OF THE 
METHODOLOGICAL APPROACH OF KENNEDY). 

This section examines the empirical research undertaken by Kennedy and 
argues that research within the positivistic paradigm is inappropriate in 

researching a phenomena such as corporate identity. This is the FIFTH 

explanation for the confusion offered by the writer. 

Kennedy's research objectives were to establish the components of a 
company image; to show whether key stakeholder groups within and 
outside the company were important to image formation, and to describe 
the process of image formation and dissemination. Her central hypothesis 

was that employees are important in corporate image formation: the 
emphasis on the internal environment being a new approach. Kennedy's 

research findings were that company employees have a central role in image 
formation. There have been other writers before and since Kennedy who 
have stressed the importance of personnel including Budd (1969), Gray 
(1986) and Levinson (1966). 
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From her conference paper (1971) and a later monograph (1977) Kennedy's 

research may be described as follows. 

The first phase of her research focused on two manufacturing companies 
which formed her sample. The object of this stage of research was to see in 

what terms employees described their own company and to check to see to 

what extent this reflected the perceptions of external groups. Data was 
collected during the first two stages of the research by means of 
unstructured interviews. 

Initial interviewing took place in a small electronics company of some 160 

staff based in the south east of England. Interviews were held with a cross 

section of staff from company directors to casual shop floor workers. In total 
61 people were interviewed. Having interviewed one hundred and sixty 

people she felt that the manner in which staff were describing the company 
had stabilised. The next stage involved ascertaining whether the vocabulary 

used by personnel to describe the company was peculiar to that company, to 

small organisations generally, or specifically to those in the industrial 

manufacturing sector. 

In order to address the above questions Kennedy undertook further 

research in a large, high profile manufacturing company and interviewed 
103 people in one of the manufacturing plants: this representing 21% of all 
personnel in the manufacturing plant in question. Kennedy's findings 

revealed there to be a common vocabulary among employees working in 
the manufacturing sectors of industry. 

In order to test her hypothesis that personnel were important in image 
formation Kennedy turned her attention to suppliers and purchasers of the 
original electronics company. Again her data revealed that they were using 
the same vocabulary as staff. This led her to conclude that employees were 
not only transmitting their vocabulary to external groups but were 
communicating their own image of the company. 

The final stage of her research involved a third company. The company 
concerned operated within the heavy industry sector and had a staff of 
between six and seven thousand employees. This stage of the research 
involved sending a questionnaire to personnel, suppliers and purchasers. 
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Respondents were asked to identify one of seven given statements in 

response to questions asked. In addition to the questionnaire personnel 

were asked to identify those groups with whom they had contact outside 

the company. Kennedy also collected data from external groups in order to 

ascertain their links with the company. 

The questionnaire was sent to 10% of the workforce of which 417 were 

returned representing a response rate of 62%. Among external groups there 

were 166 replies, of which 71 were suppliers and 95 were purchasers. One 

weakness in reporting her findings is that she gives no indication of the 

response rate from external publics. This leaves Kennedy open to the 

accusation that she did not reveal her response rate because it was 
unacceptably low. 

Kennedy's findings revealed there to be a degree of consistency in the views 
of both employees and external groups, vis a vis the organisation. This led 
Kennedy to conclude that it was not enough for a company to rely on 
official promotional activities to convince outsiders that it was a good 
company. This was because personnel were influential in the process of 
communication. This led Kennedy to conclude that 

"a company should treat every employee as a potential salesman of the company. " 
(1977 p148). 

Whilst Kennedy's findings (which may be seen to illustrate the importance 

of personnel in communicating an organisation's corporate image) were 
interesting, the writer is, nonetheless, critical of the research methodology 
employed by Kennedy. Kennedy's research was largely undertaken within 
the positivistic research paradigm. (This is where a researcher develops a 
hypothesis which is subsequently tested. The method by which theory is arrived at 
using this means is called deduction). Yet, the writer argues that the reliance on 
a positivist research paradigm was inappropriate for an area such as 
corporate identity which is so little understood and where there has been a 
dearth of published empirical academic research. A more suitable approach 
would have been to reveal the meaning of the phenomena of corporate 
identity by using an inductive methodological approach rather than testing 
the hypothesis as to whether personnel are important in image formation. 
The writer is of the view that the underlying meaning of a phenomena needs 
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to be explored before researchers concern themselves with questions relating 
to reliability and frequency which are characteristics of the positivistic 

research paradigm. Furthermore, Kennedy's reliance on quantitative 

methods of data collection seems inappropriate in establishing the essential 

characteristics of something as sensitive as an organisation's identity. 

The writer concludes that a more apposite approach would have been for 

Kennedy to have relied on explanatory research undertaken within the 

research paradigm of naturalism. Typically, naturalism, involves a reliance 

on qualitative methods - the findings are derived from an inductive 

approach. Normally the researcher working within the naturalistic 
paradigm works closely with the phenomena under scrutiny, and the author 
argues that this is an appropriate approach when dealing with something as 
sensitive as an organisation's corporate identity. Easterby Smith et al (1991 

p24) point out that the social scientist working within the research paradigm 
of naturalism is not concerned with simply gathering facts and measuring 
how certain patterns occur but is rather concerned with appreciating the 
different constructs and meanings people place upon their experience. 

The efficacy of using naturalism as the research paradigm for this thesis will 
be discussed in greater length in Chapter Three. However, a brief discussion 

of this here may be seen to support the writer's argument that Kennedy's 

methodological approach was inappropriate. For example, Van Maanen's 
(1985 p9) definition of qualitative research illustrates the efficacy of this 

paradigm in understanding an . under researched phenomena such as 
corporate identity. He described qualitative research as 

"an array of interpretative techniques which seek to describe, decode, translate and 
otherwise come to terms with the meaning, not the frequency of certain more or less 

naturally occurring phenomena in the social world. " 

Further support for the efficacy of relying on naturalism during the early 
stages of research into an under-researched area receives support from the 
text on management research by Easterby Smith et al (1991 p32) which 
noted that naturalism is appropriate when contributing to the evolution of 
new theories. A similar argument was made in another text on 
management research (Gill and Johnson 1991 p124) which noted that the 
inductive approach is the most likely of all strategies to identify and 
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conclude all the relevant variables in any subsequent theoretical analysis. In 

commenting upon the weaknesses of the deductive research paradigm 
(which was the paradigm which was adopted by Kennedy) Gill et al 
remark that 

"the deductive researcher is, in effect, excluding variables from consideration and 
limiting the extent and form that the data takes in an a priori fashion. To put it 

crudely, the researcher is throwing information away! " (Gill and Johnson 1991 

p124). 

The writer argues that during formative research into a phenomenon the 
social scientist researcher cannot afford to ignore any of the data. This is 

evident in Kennedy's approach. For instance, Kennedy concluded that staff 
were important to image formation because they transmitted their views 
and language to external publics. What appears to be lost in Kennedy's 

research is the possibility of a richer understanding of what is taking place. 
For instance, no explanation is given why there was this common language. 
From her findings the writer concludes that there is a prima facie case for 

attributing the common language to the effect of culture within an 
organisation. If the writer's observation is true this would mean that 
Kennedy's finding revealed an expression or manifestation of corporate 
identity but failed to reveal its source. Thus, the writer argues that Kennedy 
has failed to meet the primary objective of her research, e. g. to establish till, 
components of a company image. The main explanation for this would appear 
to be her reliance on the positivistic research paradigm. 

2.8.1. Recent Research: Stuart and Van Rekom 

Many of the same criticisms of Kennedy's research methodology may be 

applied to the more recent research undertaken by the Dutch researcher Jan 
Van Rekom, as reported in his conference paper given at the EMAC 
Conference (1993), (e. g. the need for researchers to establish the nature of corporate 
identity before trying to explore other aspects of the phenomena). 

As with Kennedy Van Rekom used qualitative research with regard to his 
initial findings which formed the basis of a questionnaire which he 
subsequently sent to all employees. In essence, Van Rekom's research was 
concerned with testing the hypothesis that formal communication policies 
should be grounded on an organisation's corporate identity. His research 

43 



findings were based on results obtained in a Dutch computer consulting 

company and relied upon a questionnaire which had the aim of revealing 
the identity of an organisation through establishing the values held by 

employees. As with Kennedy, the implication of Van Rekom's work is that 

culture is the key to an understanding of corporate identity yet the research 
fails to explicitly recognise or acknowledge this. 

Recent empirical research on the area came to light during the University of 
Strathclyde's First Symposium on Corporate Identity Management (1994). 

Two of the presenters at the Symposium were at the point of completing 
their doctoral research, namely, Helen Stuart from Australia and Jan Van 

Rekom from The Netherlands who was referred to above. 

The research undertaken by Helen Stuart was concerned with the 

measurement of Corporate Image and Corporate Identity. Stuart 

undertook two complementary surveys. The first was undertaken with 
businesses generally and, more particularly, with accountancy firms to 

explore the corporate image/corporate identity interface and to determine 

the dimensions of corporate image. A questionnaire was sent to 400 

privately owned businesses in Queensland. Stuart received a 44% response 
rate with 163 usable responses having been returned. In her survey of 
accountancy firms 50 firms were sent a questionnaire. In both surveys 
Stuart employed an attitude scale consisting of 36 items which was devised 

to include the following elements of her hypothesis, i. e. that the elements of 
corporate identity included values, philosophy, mission, the logo, 

communication and marketing. The findings of her research were that 

selection of accountancy firms is based on image whereas retention of an 
accountancy firm was based on continuing positive experience, in other 
words whether the company lives up to the client's perceived corporate 
image. Her research seems to imply that identity (what the organisation "is") 

needs to match or surpass the perceived image at the time of selection. In 

addition, her research revealed that accountancy firms were still in their 
infancy with regard to the management of their corporate identity. 
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2.9. SIXTH EXPLANATION FOR CONFUSION: WEAKNESSES IN 
MODELS OF CORPORATE IMAGE FORMATION. 

The SIXTH weakness identified by the writer with regard to an 
understanding of the area is the weakness in conceptual models of corporate 
image formation. (Abratt 1989, Dowling 1986 revised 1993, Kennedy 1977 

and Van Rekom, Van Riel and Wierenga (1992). It would appear that in 

some of these models the writers confuse corporate identity with corporate 
image. This is not to say that these models are worthless. Indeed, the writer 
is of the view that they make a valuable contribution to the debate on the 

area. Each of the above models will be examined in turn. 

2.9.1. Abratt's model (1989) 

Abratt's conceptual and prescriptive model (1989) claims to explain the 

corporate image management process. The writer takes issue with Abratt's 

model in that Abratt shows culture to be one component of the corporate 
personality. The writer's pre-understanding of corporate personality is that L. 

it refers to a distinct mix of cultures or ideologies. In addition Abratt does 

not differentiate between different types of corporate personality. To a 
limited extent Abratt's definition of corporate personality does bear some 
relationship with the writer's view of corporate personality, eg. a dominant 

culture which reflects the corporate mission and philosophy. There would 
also appear to be a contradiction between his model (which has the object of 
showing how image can be managed among different groups) and a comment he 

makes at the end of his paper when he concludes that the optimum for 

corporate image management is to manage an individual's perception of the 
organisation. This would appear to undermine the main thrust of Abratt's ZKý 
paper and model. Abratt also shows personnel and other publics to be of 
equal importance. All of these publics are seen to be at the receiving end of 
the organisation's communications efforts. As such, Abratt denies the 
influential role of personnel in communicating an organisation's identity 

" which was indicated in Kennedy's research findings. 

The writer has difficulty with other aspects of his model - for instance the 
importance he assigns to formal communications and to visual symbolism 
(even though Abratt acknowledges in other parts of his paper that corporate identity 
encompasses far more than this). 
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There are other weaknesses in the model. For instance, Abratt does not 
include a feedback mechanism between the third and the second stage of his- 

model. This would suggest that the management philosophy is not altered 
in response from feedback from personnel. 

The writer concludes that Abratt's model has only made a partial advance to 

an understanding of the area. Where Abratt's model is useful is in its 

attempt to integrate the concepts of corporate personality, identity and 
image. The writer shares Abratt's view that an understanding of the three 

concepts is useful in determining the nature and importance of corporate 
identity. Figure 2.0 reproduces the model. 

2.9.2. Dowling's model (1993) 

Dowling's conceptual and prescriptive model of 1993 (in effect a revised 
version of his 1986 model) is based on the premise that a corporate image is 

created by a mix of facts and perception. At the heart of Dowling's 

corporate image formation process is a corporate vision statement which 
impacts upon the organisation's strategy and organisational culture. 
Dowling notes the importance of culture which he states will effect the way 
employees deal with customers and external groups and ensure consistency 
in the signals emitted to those outside the organisation. 

Dowling makes the important point that 

"If an organisation has a uniform culture (rather than a set of different subcultures) 
then employees are likely to have a similar set of images of their organisation". 
(Dowling 1993, p104). 

Dowling's model illustrates that image formation is a complex affair. He 

postulates that it is not only dependent on the multifaceted way an 
organisation communicates to individuals and to groups but is influenced 
by super and subordinate images. He cites the examples of country of 
origin and the image of an organisation's brands. An individual's image 
will also be influenced by what other people say of the organisation and, of 
course, by previous product/service expertise. 

The weakness with Dowling's model is that there is some inconsistency 
between the title of his paper, eg. "Developing your company image into a 
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FIGURE 2.0: 
ABRATT (1989) THE CORPORATE IMAGE MANAGEMENT PROCESS 
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Corporate Asset" and his model which refers to the creation of corporate 
images. 

What is remarkable in the article is the fact that it makes no reference to 

corporate identity. This is a surprising omission in light of the growth or 
importance of corporate identity as a concept within the literature. 
Dowling would appear to be confusing corporate identity with corporate 
image. Figure 2.1 and Figure 2.2 shows both models by Dowling. 

2.9.3. Kennedy's model (1977) 

Kennedy's model may be seen to be of greater significance than the others 

since it was in part developed from her empirical research. In essence the 

model is an amalgam of two very simple models. Kennedy's model 

replicates her findings that staff are of crucial importance in corporate 
image formation. However, she also points out the importance of 

advertising and experience of a company's products to image foundation. 

She concludes that an employee's perception of a company will be 

influenced by such things as company policy, company products and pay 

structures. The lack of reference to the concept of the corporate identity in 

the model is attributable to the fact that the concept of the corporate identity 

was not yet in common parlance. The two simple models are given below in 
Figure 2.3. The model in its entirety is shown in Figure 2.4. 
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FIGURE 2.1: DOWLING'S (1986) CONCEPTUAL MODEL 
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FIGURE 2.2: DOWLING'S (1993) CONCEPTUAL MODEL 
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Figure 2.3: 
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Kennedy's model can be criticised on a number of counts. For instance, she 
does not address the question whether there needs to be consistency of 
perception and actions among senior managers. This would appear to be a 
prerequisite before any attempt can be made to 'manage' the image of 
personnel. 

2.9.4. Van Rekom, Van Riel & Wierenga's Model 1992 

This model shown in Figure 2.5 is noticeable for its simplicity and for its 

attempt at integrating the concepts of the corporate personality, corporate 
identity and corporate image. It places corporate personality at the heart of 
the corporate image formation process and shows that corporate identity 

encompasses behaviour, communication and symbolism: this also broadly 

reflects the writer's pre-understanding of the area. 

However, there seems to be some ambiguity by what is meant by corporate 
personality. The writer is of the view that corporate personality refers to a 
mix of cultures within an organisation and the latter would suggest that 
"belzavioaur" should not be viewed as something flowing from the corporate 
personality but should be an integral part of it. Indeed, Van Rekom et al say 

groups 
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FIGURE 2.4: KENNEDY'S (1977) MODEL IN ITS ENTIRETY 
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