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The aim of this study is to explore the personal views of employees on B2B brand
within a case company. The research problem is approached by examining how
the concepts of brand and branding are perceived among the sales
representatives and the CEO in a B2B heavy industry company. Theoretical
framework is based on the concepts of brand, corporate culture and family
ownership. The data was collected with a loosely structured theme interview with
focus groups. The goal was to hear interviewee’s opinions, interpretations and
views about brand-related topics and themes. The most fundamental finding is that
all the interviewees felt that a corporate brand exists even when it has not been
officially discussed: this perception is based on the fact that all interviewees
discussed the concept of brand quite spontaneously and thoroughly. Also, the
concepts corporate culture and family ownership were associated with the brand.
This thesis increased understanding of the brand perceptions within a B2B
company, it is clear that an initial “proto-brand” exists before the corporate brand
officially exists.
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Taman tutkimuksen tarkoituksena on selvittaa tyontekijoiden henkilokohtaisia
nakemyksia B2B-brandista yrityksen sisalla. Tutkimusongelmaan lahestytaan
tutkimalla, miten brandin ja brandayksen kasitteet koetaan myyntiedustajien ja
toimitusjohtajan mielissa raskaan teollisuuden yrityksessa. Teoreettinen viitekehys
rakentuu kasitteiden brandi, yrityskulttuuri ja perhehallinto ymparille. Tiedot
kerattiin kevyesti strukturoidulla teemahaastatteluilla. Tavoitteena oli kuulla
haastateltavan mielipiteita, tulkintoja ja nakemyksia yrityksen brandiin ja
brandaykseen liittyvista aiheista. Tarkein havainto on, etta kaikki haastateltavat
nakivat, etta yritysbrandi on olemassa, vaikka sita ei ole viela tietoisesti
rakennettu: tama kasitys perustuu siihen, etta kaikki haastateltavat maarittelivat
yrityksen brandin spontaanisti ja yksildllisesti ja puhuivat siita laajasti. Brandiin
liitettiin myOs kasitteet yrityskulttuuri ja perheomistus. Tama opinnaytetyo lisasi
ymmarrysta B2B-yrityksen sisaisista brandikasityksista: on selvaa, etta
eraanlainen "alkubrandi” on olemassa ennen kuin yritysbrandia on virallisesti
lahdetty kehittamaan.
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1 INTRODUCTION AND BACKGROUND

The general theme of this thesis is branding, but in a specific and distinctive
context. The concept of internal brand perceptions inside a company and factors
affecting it is a fascinating phenomenon, especially on an individual level and in a
B2B context. In B2B world, branding is not seen that relevant: many managers are
convinced that branding only works with consumer products and markets (Kotler &
Pfoertsch 2006, 1). This view is justified by saying that they are in a specialty
business and that B2B customers naturally know a great deal about their products
as well as their competitors’ products (Kotler & Pfoertsch 2006, 1).

One could argue that it is problematic if B2B managers are not recognizing the
possibilities of branding, they are losing possible business opportunities both
domestically and globally, since there are always some bold, innovative and agile
competitors, who are already branding themselves in the eyes of the prospective —
or current — customers. Of course, branding does not happen overnight or in a
vacuum. How does a company create brand-friendly culture? And where does the
corporate culture come from? On an individual level, intra-organizational brand-
oriented mindset is something that grows, if the circumstances are suitable. One
way to recognize a company with a strong and clear brand mindset is to examine,

what the employees are thinking and feeling about the whole concept.

As the concept of brand is a central aspect of this thesis, a comprehensive
definition is needed:

“A brand is a promise. A brand is the totality of perceptions: everything
seen, heard, read, known, felt and thought about a product, service, or
business. A brand holds a distinctive position in a person’s mind based on
experiences, associations and expectations. A brand is a short-cut of
attributes, benefits, beliefs and values that differentiate, reduce complexity,
and simplify the decision-making process.” (Kotler & Pfoertsch 2006, 5).



One of the first B2B brand studies was published in 1993: it proposed that brand
names are used extensively in industrial markets and that industrial firms perceive
many benefits from the use of brand names (Shipley & Howard 1993). Brand
image can have an increasingly powerful role in industrial markets, where it is
difficult to differentiate by product quality (Mudambi, Doyle, & Wong 1997). In
industrial marketing, brand loyalty can be developed by concentrating product
availability on those customers markets where there is a real competitive
advantage (Garda 1981). When implementing this selective strategy, firms have
become more customer oriented, using motivated employees to get closer to the
customer, which demonstrates a commitment to longer term buyer-seller relations
(Blattberg & Deighton 1996). Quality, reliability, performance, and familiarity have
been found to be primary builders of brand loyalty (Davis 1995).

Previous paragraph examined the effects of branding. This thesis proposes that
these branding actions are at least partially mediated through living beings — that
is, the company representatives. Sales, marketing and CEO can all be a part of
the branding endeavours, depending on the context and situation. Some studies
and frameworks exist on this subject: the paper by Podsakoff, MacKenzie, Paine &
Bachrach (2000) discusses the concept of organizational citizenship behaviour
and lists seven employee role dimensions that help to identify the desired
behaviours within organization. Organisational citizenship behaviour refers to
individual voluntary behaviours outside of role expectations (non-enforceable
functional extra-role behaviours) that are not directly acknowledged by the formal
reward system, and which, in aggregate, enhance the performance of the
organisation (Burmann & Zeplin 2005).

When employees are committed, the organizational citizenship behaviour will
gradually morph into something more brand related. Brand citizenship behaviour is
not only a part of organisational citizenship behaviour that is brand-oriented, but
also goes beyond the scope of organisational citizenship behaviour as it also
includes externally targeted behaviours, while organisational citizenship behaviour
is considered to be intraorganizational (Burmann & Zeplin 2005). How does one



manage brand citizenship behaviour? An empirical correlation exists between the
CEO’s image and the corporate brand image, but the same is true internally:
employees will only take branding seriously if they are supported by the CEO’s
words and actions (Burmann & Zeplin 2005).

Studies on intra-organizational brand behaviour do exist, but this thesis
approaches brand theme from a different viewpoint — most likely a research gap
can be recognized. Brand-related behaviours and attitudes have been studied
recently on hotel (Buil, Martinez & Matute 2016) and airline (Erkmen & Hancer
2015) employees, but these examples are from the hospitality and service industry

and they were quantitative in nature.

It can be argued that a study which would use semi-structured method when
interviewing CEO and the experienced sales representatives would possibly offer
interesting insights into the B2B brand mindsets. Firstly, most research on this field
has been done in a customer service context: what if this context would be
removed and instead, focus would be on the mindset of an individual? When there
is a calm, relaxed environment, where there is no need to “perform” professionally,
some interesting responses might surface. Secondly, this approach would offer
two sides of the phenomenon: the brand management mindset of the CEO and the
brand mindsets of the sales representatives — earlier studies have largely
concentrated on one or the other but not on both simultaneously. Thirdly, the long
careers of the sales representatives will possibly mean that they have lots of tacit
branding knowledge and experiences to share, if a right question is presented at
the right time. Fourth, by being also an company employee and a colleague
myself, an element of trust would possibly be present when conducting the
interviews, which would mean more relaxed interview and perhaps more thorough
responses from the interviewees — but it also poses risks, as interview situation
can turn into an informal discussion between two individuals, if not managed and

planned out carefully.
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What makes the research approach of this thesis unique is the fact that the case
company is on the verge of conscious branding. Until now, the brand is a concept
that has been discussed internally in informal contexts, but on the other hand,
there is a visual guide that defines the corporate colours, catchphrases and logos.
The fact that brand does not magically appear but is built on what already exists

within the company is a research approach that deserves more attention.

This thesis aims to provide relevant and up-to-date knowledge for B2B CEOs,
marketers and sales representatives, which will enable them to make educated
decisions in brand-related matters, especially when the brand is on the verge of
being officially discussed. Thesis also aims to contribute new insight into the B2B
branding literature, which is somewhat thin currently. Also, this thesis presents a
unique approach, since it studies the views of management and employees both in
the same study, and also takes into account the possible effects of family
ownership and culture. The research consists of a B2B branding literature review,
a theoretical framework and empirical data in the form of a semi-structured

interview. Also, suggestions for further research will be provided.

1.1 Literature review

This review offers a brief overview of the branding literature, with the emphasis on
B2B-related articles. Brand as a topic is one of the most studied areas in
marketing literature (Ballantyne & Aitken, 2007). However, most literature is
concentrated on a B2C context. As was mentioned in the introduction, branding is
not seen that important in B2B world. Branding in B2B markets has received little
attention in the academia, since a belief exist that industrial buyers are unaffected

by the emotional aspects of branding (Leek 2011).

Some benefits of branding in industrial markets have been recognized.

The benefits include improved perceptions of quality (Cretu & Brodie, 2007),
uniqueness (Michell, King, & Reast, 2001), a premium price charge (Low and
Blois, 2002, Ohnemus, 2009) and raising entry barriers (Michell et al., 2001). B2B
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branding increases buyers' confidence and satisfaction with their purchase
decision (Low & Blois, 2002, Michell et al., 2001) and reduces their level of
perceived risk (Bengtsson & Servais, 2005, Mudambi, 2002, Ohnemus, 2009). A
strong brand can get the company on the bid list and it can help sway a bidding
decision in tight cases (Wise 2009).

It is not clear whether B2B branding will increase the financial reward, and on the
other hand, building brand equity requires a long-term financial investment (Leek
2011). It is even suggested that academia needs to develop far more knowledge
about B2B branding in order to enable B2B marketers to make informed decisions
about their brand (Leek 2011). In this context, it is easier to see, why B2B

companies might be apprehensive towards the branding efforts.

The future research trends have been discussed. It is even stated that due to the
limited conceptual foundation, the field poses challenges to quantitative research
and would likely benefit from using more exploratory research (Guzman, Iglesias,
Keranen, Piirainen & Salminen 2012). Roberts & Merrilees (2007) state that B2B
branding literature is still at embryonic state. The review by Guzman, Iglesias,
Keranen, Piirainen & Salminen (2012) identified a problem within the literature: the
more traditional industrial service studies, such as installation, repair and
operation, maintenance, and consulting were virtually non-existent research

contexts.

What does it take to manage a brand — and how does these efforts affect the
company? It is important for B2B managers to understand the role of internal
branding among the company’s own customer-facing employees because they
generate company sales through personal contacts to customers (Aspara &
Tikkanen 2008). It is vital that the employees truly understand and appreciate the
central role of their own brand-related behaviour (Aspara & Tikkanen 2008). One
aspect that management has to consider is the credibility of their brand
communication: the three forms of communication in the order of credibility have

been recognized: central, cascade and lateral (Burmann & Zeplin 2005).
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One of the phenomena that perhaps affects the research context of this thesis is
family ownership. Therefore, it is viable to review the literature from this context
also. A family stewardship theory contextualizes situations in which the
organizational leadership within serves the organizational good and its mission
rather than pursuing opportunistic ends (Davis, Schoorman, & Donaldson, 1997).
Stewardship theory is ideal tool for explaining governance in the family business
context because of family business owner’s emotional investment in the family
(Bubolz, 2001). Family business owner’s satisfaction, motivation and reputation
(Ward, 2004) are tied to the family enterprise. Good stewards in family businesses
are motivated to serve the organization because they receive satisfaction when the
business succeeds. (Corbetta & Salvato, 2004). These findings suggest that
branding efforts and brand leadership actions are affected by the family ownership.

Also, corporate culture is a concept that interacts with the concept of brand. Kerr &
Slocum (2005) state that a corporate culture simultaneously determines and
reflects the values, beliefs, and attitudes of the members of the organization and
that these values and beliefs nurture norms that in turn, influence employees’
behaviour. Most managers are aware of their companies’ cultures, but they are
unsure about how it is maintained, transmitted, or influenced (Kerr & Slocum
2005).

Some managerial implications related to B2B branding have been suggested.
Price and the tangible attributes of the physical product do not fully explain
purchase decisions in B2B sector, although the intangible features of the brand
play a smaller role in industrial purchase decisions than in the consumer market
(Mudambi, Doyle, & Wong 1997). Analysis of the brand relationship management
process shows that it builds up satisfied customers, driving them towards loyalty
by developing persional relationships, which result in actual market exchanges
(Gupta, Melewar & Bourlakis 2010). When brand equity is examined, the corporate
brand seems to be slightly more important in industrial markets than the individual
product brand (Van Riel, De Mortanges & Streukens 2005). For an industrial
organization, becoming an opinion leader is a well-suited branding strategy
(Lipiainen & Karjaluoto 2015). When a critical investment decision is considered,
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chances are that businesses may decide to choose a better-known brand: brands
act as a shortcut of attributes, benefits, beliefs and values, since they incorporate
everything a company and its products stand for (Kotler & Pfoertsch 2006). In B2B
markets sales representatives are vital when communicating brand values: the
industrial salesperson has a unique opportunity to gather information during a
sales interaction: brand messages can be adapted to meet the customer needs
(Lynch 2007).

After interpreting the literature, a certain research gap can be recognized based on
the previous conclusions. Due to the limited conceptual foundation, the field would
likely benefit from using more exploratory research (Guzman, Iglesias, Keranen,
Piirainen & Salminen 2012). The review by Guzman, Iglesias, Keranen, Piirainen &
Salminen (2012) identified a problem within the brand research contexts: the more
traditional industrial service studies were virtually non-existent. One of the most
interesting observations is made by Leek (2011): it is stated that academia needs
to develop more knowledge about B2B branding in order to enable B2B marketers
to make informed decisions about their brand. The more recent paper by
Seyedghorban, Matanda, & Laplaca (2016) suggests that both theoretical and
methodological issues concerning the B2B branding research still need further
investigation; most studies in B2B branding have applied quantitative methods and
therefore, future research could utilize more qualitative and conceptual techniques
to advance B2B branding as a field of study, or even methodologies combining

qualitative and quantitative research methods.

These conclusions suggest that there is a practical need for information in the field
of B2B marketing specialists about B2B brand. A qualitative, explorative study
conducted in the industrial sector would perhaps deliver some interesting new
information about B2B branding, which in turn could be applied to the professional
world of branding specialists.
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1.2 Objectives and research problem

Main RQ

How is the concept of brand and the process of branding perceived and applied
among the sales representatives and the CEO in an individual, professional

context in a B2B heavy industry company?
Supporting RQs

How does the sales department view the concept of the company brand in

everyday professional context — is it a valuable concept?
What kind of a corporate culture exists currently — and does it affect the brand?

Does family ownership affect the culture or the brand?

1.3 Theoretical framework

The theoretical framework of the thesis is presented below (Figure 1). It describes
the theoretical key concepts and their relationships. The framework is somewhat
simplified and limited: presents the central concepts of the research. There are
concepts that are not included in the framework but affect the framework concepts

indirectly.

The triangle of internal brand awareness development proposes that a growing
family-owned company organically develops potential building blocks for its brand
before the corporate brand officially exists. This requires that the company is
aware of its culture and shared beliefs and attitudes. At the inception, a family
owned company and its emerging values and attitudes can be examined through
the stewardship theory. This is the base of the triangle. At the next stage these

values and attitudes are slowly becoming a corporate culture, which can be
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examined through organizational culture frameworks. This is the second layer of
the triangle. At the next level next is the birth of a brand. Hypothesis of the
sharpest tip of the top layer is that an official corporate brand is born, when a
conscious effort is made to develop it in all levels of the organization. This can be
a brand development project, which has its own budget, objectives and resources.

On the other hand, this framework is based on the assumption that the word
“brand” exists inside the company, even though the corporation has not officially
stated what is the essence of its brand: it exists inside the heads of the individual
employees, and they have their view on it (which is also discussed), even though
nothing official exists yet. The idea of this thesis is that because these brand-
related thoughts do exist, they should be explored. The top layer of the pyramid
represents the fact that these unstructured, personal ideas about brand do exist,
and after the empirical and analytical phases the suitability of the framework can

be evaluated.

The model proposes that the bottom of the triangle is the base, on which the other
phases are built on. Also, the higher the triangle is examined, more explicit level of
brand awareness is achieved — at the bottom the concepts are more implicit and
shared by the whole organization. The logic of the steps in the triangle is as
follows: family ownership is a phenomenon that exists first, before the culture or a
brand. The family ownership morphs into actions and attitudes — a culture is
created. Corporate culture exists, and it has a dual existence: even though it can
be tacit, there are corporate logos and colours which make the culture real. When
the culture is discussed and recognized and used as a basis for the conscious
branding, a brand starts to emerge.
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Figure 1 Brand Onset Pyramid

1.4 Definition of key concepts

Concepts regarding B2B branding are defined differently depending on the paper

and the author and are based mostly on the B2C definitions. In the context of this

exploratory thesis many definitions are possible; it can be argued that more broad

definitions would be appropriate. The key concepts and their possible contexts in

this thesis are defined below.
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Brand

Brand is a central concept in the context of this exploratory thesis. It is therefore
appropriate to define it as broadly as possible. The introductory chapter offered
one broad definition, but more as the context of this thesis is industrial B2B brand,
a more compact definition is offered by de Chernatony (2002) and Ward, Light &
Goldstine (1999): a brand is described as clusters of functional and emotional
values that enable a unique promise about an experience to be made. Brand is

discussed more thoroughly on the theory chapter.

Organizational citizenship behaviour

Also known as prosocial behaviour, organisational citizenship behaviour refers to
individual voluntary behaviours outside of professional role expectations, that are
not directly acknowledged by the formal reward system, and which enhance the
performance of the organisation (Burmann & Zeplin 2005). OCB is discussed more
thoroughly on the theory chapter.

Brand citizenship behaviour

This concept has been modified from OCB to fit the context of internal branding.
Brand citizenship behaviour is not only that part of OCB that is brand-oriented, but
it also goes beyond the OCB because it includes externally targeted behaviours.
(Burmann & Zeplin 2005). BCB is discussed more thoroughly on the theory

chapter.
Corporate culture
Corporate culture is defined by Kowalczyk, S. J. and Pawlish, M. J. (2002) as

values, beliefs and norms shared by members of an organisation. A more

thorough definitions are presented in the theory chapter.
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Stewardship theory

Stewardship explains the culture and relationships within family businesses.
Stewardship theory (Davis et al., 1997) has as its central premise that business
leaders can be altruistically motivated to enhance the business rather than

themselves.

1.5 Delimitations

This study is limited to B2B branding literature and excludes and B2C branding
theories where possible, but these contexts are somewhat overlapping in the
literature, since many B2B theories and concepts are based on the customer and
customer service brand theories. When referring to earlier research, it is explicitly
stated if their context was on a B2C world.

Drawing the line between internal and external brand manifestations is sometimes

difficult, but this thesis focuses on the internal brand and related phenomena.

1.6 Structure of the thesis

The first chapter provides an introductory outline of the study and introduces
reader to the subject and provides the necessary justification for the thesis and
presents the existing research and identifies a research gap. The second chapter
introduces existing B2B branding literature and concepts. Other important
frameworks are the concepts of corporate culture and stewardship theory. These
three themes are linked to each other, and these relationships are examined in the

theory.
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The theory part of the study is followed by an introduction of methodology. The
case company and the specifics of the conveyor industry are described in the
empirical chapter. Results are presented in a thematic order according to the
theoretical framework: brand, culture, and family ownership are the main
categories and this division was also applied to the interview structure. The
theoretical and empirical parts are compared by reflecting theory to the insights
obtained from the semi-structured interviews. Finally, the findings are discussed
and concluded and theoretical contributions, management implications and future

research agendas are discussed.
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2 B2B BRAND, CULTURE AND OWNERSHIP

This chapter first introduces the concept of B2B brand with different definitions.
Then the concept of B2B brand is presented through different frames: benefits of
B2B branding in industrial markets, challenges of B2B branding, product branding
vs corporate branding, internal brand behaviour and communication, industrial
brand equity and branding in a relationship context. This chapter aims to provide a
sturdy background for the interview interpretation. One important perspective is to
find establish a link between the corporate culture and branding, since it helps to
justify the theoretical framework of the thesis.

B2B companies are coming to the realization that they need to differentiate
themselves, not only through the technical performance of their products, but also
through the services they offer (logistics, invoicing, product claims, and other after-
sales services) and consequently, through the behaviour and actions of their
employees. (Kotler & Pfoertsch 2006).

Employees’ attitudes play a critical role in influencing customers, and therefore,
corporate reputation. There is a strong correlation between employee
understanding of brand and productivity, the advocacy of the organization and the
standard of customer service that they deliver. Also, if employees understand
organizational goals, the company enjoys a 24% greater shareholder return: a
strong, clear, and well-defined brand gives focus to employees, motivates them
and provides a compass to them. A brand that is understood by all employees
helps guide them through most decision processes which they have to go through
in their daily work. A strong internal brand is also one of the most important
prerequisites to being able to build a strong external brand since it is the
employees who make the brand come “alive”. Employees are not just keeping the
business alive — in a sense, they are the company, since they represent what the
brand is. (Kotler & Pfoertsch 2006).
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Brands make decision making easier, they reduce risks and provide emotional
benefits (Steenkamp 2017). In a B2C context, brands provide value to consumers
by decreasing the time, money, and cognitive load of making purchase decisions,
reducing consumer uncertainty by signalling quality and identifying the maker of
the product and providing emotional satisfaction (Steenkamp 2017).

The importance of brands should not be underestimated in the B2B markets. Many
industrial buyers are employed in SMEs. They do not necessarily have the time or
the specialized knowhow to evaluate each purchase in detail. Many of the
decisions that companies make are repeating routine purchases. Also, purchase
managers are still human beings, since they experience cognitive limitations, time

pressure, distractions, and social influences. (Steenkamp 2017).

The economic value of B2B transactions is significantly greater than that of
consumer transactions (Hutt & Speh, 2010), but traditionally, branding research
has been conducted in the context of consumer products (Lynch & De Chernatony,
2004; Webster and Keller, 2004). As business markets have become more intense
under the pressures of commoditization, globalization and growing customer
power, B2B firms are increasingly seeking competitive advantage by branding
(Mudambi et al., 1997; Walley et al., 2007). In today's B2B market, a strong brand
may be the only truly sustainable competitive advantage according to Kotler and
Pfoertsch (2007). It is even argued that brands are one of the most valuable

intangible assets that a firm can have (Keller and Lehmann, 2006).

Branding has myopically been viewed by business marketers as largely irrelevant
(Leek & Christodoulides 2011). Associated mostly with emotional value, branding
was believed to offer very little to what is considered a very rational process of
organizational decision-making (Robinson, Faris, & Wind 1967). More recent
research acknowledges that despite the differences between B2C and B2B
contexts (fewer and larger buyers in B2B), both B2C and B2B brands need to
create trust and develop both cognitive and affective ties with stakeholders (Lynch
& de Chernatony 2004). Changes in the business environment such as the
increasing homogeneity of product quality and the decreasing number of personal
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relationships due to digital communications have also led to an increase in the
interest in B2B branding (Baumgarth 2010).

2.1 Benefits of branding in industrial markets

Lynch & Chernatony (2004) express that B2B brands have suffered from the belief
that branding is a purely external activity: many organisations today are
recognising that successful external brand communication is highly dependent on
employees understanding and committing to the brand. Bergstrom et al. (2002)
describe three core elements of internal branding: effective brand communication
to all employees, convincing employees of the brand’s value and relevance, and
linking every organisational position to the delivery of the brand essence. The
benefit of having a staff that is committed to the firm’s values is exemplified by
evidence from Hilti, a worldwide tool and industrial fastener company: internal
survey was conducted, which indicated a strong positive correlations between
customers who were brand advocates, staff morale and profit (Meehan &
Baschera 2002).

Several benefits attributed to branding have been identified. Cretu and Brodie
(2007) state that branding has a positive impact on the perceived quality of the
product or service. Branding can also create a product with an identity, a
consistent image and uniqueness (Michell, King, & Reast, 2001). A strong brand
will be demanded, it may be placed on the bid list and it allows companies to
demand a higher price (Michell et al., 2001; Low & Blois, 2002; Ohnemus 2009).
Due to the demand of the branded products competitive products will be rejected
(Low and Blois, 2002, Ohnemus, 2009). However, the assumption that competitive
products will be rejected suggests that there is only one strong brand in the market
or the cost of purchasing the other brands is significantly higher which may not be
true in the real corporate environment (Leek & Christodoulides, 2011). In bidding
situations, a branded product may be more willingly placed on the bid list, it may
help achieve consensus in the decision-making unit and it can sway a bidding
decision (Wise & Zednickova, 2009). It is suggested that when products or
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services are branded, communications will be accepted more readily (Michell et
al., 2001; Low and Blois 2002; Ohnemus 2009). When a strong brand has been
developed it can be built upon and developed further (Low & Blois 2002). Hutton
(1997) found that positive evaluations for one branded product category were
transferred to another product category of the same brand. A strong brand may
also raise the barriers to entry for other companies (Michell et al., 2001). When a
company has a strong brand, the company itself may be worth more if sold (Low &
Blois 2002). The marketers of an industrial brand may perceive their customers to
have an increased level of satisfaction (Low & Blois 2002) and to be more loyal
(McQuiston 2004). Strong B2B brands are more likely to receive referrals (Hutton
1997; Bendixen et al. 2004). Benefits for a supplier company in the B2B business
are summarized on the below (Figure 2). (Based on Cretu and Brodie 2007,
Hutton 1997; Michell et al. 2001; Low and Blois 2002; Ohnemus 2009; McQuiston
2004; Mudambi 2002; Bengtsson & Servais 2005; Wise & Zednickova 2009).

e (quality

e differentiation

e higher demand

e premium price

e brand extension possibility
e distribution power

e entry barrier

e goodwill

e customer loyalty

e customer satisfaction

e referrals

Figure 2 Benefits of B2B branding for a supplier company (Cretu and Brodie 2007; Hutton
1997; Michell et al. 2001; Low and Blois 2002; Ohnemus 2009; McQuiston 2004;
Mudambi 2002; Bengtsson & Servais 2005; Wise & Zednickova 2009)
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2.2 B2B branding challenges

Despite the benefits of a strong brand can convey to both the seller and the buyer,
many industrial companies are not utilizing it (Leek & Christodoulides, 2011).
There is a lack of academic research in B2B branding, but there has been a vast
amount of research in a B2C context (Lynch and de Chernatony 2004; Ohnemus
2009). B2B branding does not seem to be an important issue and according to
research, it is perceived as gimmicky (Mudambi, Doyle & Wong 1997) and it has
been suggested that the branding of industrial products is impractical due to
companies having so many products (Bendixen et al. 2004). It is not clear whether
B2B branding will increase the financial reward (Leek & Christodoulides, 2011). In
the current economic climate making a long-term commitment often at the
expense of short-term profitability is not a sacrifice that many B2B marketers will
make (Leek & Christodoulides, 2011), since this could possibly lead to financial
problems (Balmer 2001; Gronroos 1997). The perceptions of B2B branding, the
level of branding that should be used in a B2B context and whether the branding
investment will generate financial reward remain unanswered; this means that the
much of the research in B2B branding has little or no sturdy theoretical
background (Ohnemus 2009). Companies also find it difficult to implement any
information they have on B2B branding. (Leek & Christodoulides, 2011).

2.3 Product branding vs corporate branding

An assumption exists that B2B companies should brand at the product level as in
consumer markets, but this approach is not necessarily going to be feasible with
the product variations, the short product life cycles that may exist in some
industries or the production of customized products (Baumgarth 2010). It is
thought that in B2B world, corporate brands are more important than product
brands (Aspara & Tikanen 2008). Research has found that 31% of B2B companies
concentrated on a corporate brand strategy, whilst 47% combined corporate
branding and other levels of the branding hierarchy (Baumgarth 2010).
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The aim is to create and nurture confidence in potential customers as to the
supplier's quality, reliability, integrity and create an impression of trustworthiness
(Bengtsson & Servais 2005). This can be created through branding and PR, and it
will also be confirmed or not through word of mouth from customers past and
present (Leek & Christodoulides 2011).

Bengtsson & Servais (2005) have a different approach on corporate brands: they
perceive them as being about relationships. Bengtsson and Servais (2005) state
that effective relationships require a thorough knowledge of the company's own
capabilities and an ability to listen and understand various stakeholders’
requirements, along with the ability to interact with them and creating benefits.
Further research will clarify when each type of relationship (with the brand or the
organisational employee) is more valued by business buyers in the purchasing
process (Leek & Christodoulides 2011). It may be that different attitudes exist,
depending on the company size: smaller B2B firms rely more on personal
interaction with their customers, whereas larger firms adopt a branding perspective
approach to relationship building to maintain consistency (Leek & Christodoulides
2011).

2.4 Internal brand behaviour and communication

There are still many industrial companies that do not effectively communicate their
brand essence and values to their employees. If no resources are allocated to
explaining the effect of the brand, branding efforts are in most cases doomed. It is
essential to develop internal brand programs and trainings to educate employees
on what the brand represents, where the company is going with its brand, and
what steps need to be taken to get there. (Kotler & Pfoertsch 2006).

Whatever level a company decides to brand at, it is important that all the
stakeholders share the values as this will ensure the perceptions of the brand are
unified and strong (Ind 1998; de Chernatony & Harris 2000; Roper & Davies 2010).
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It is vital that a company's employees share the same brand perceptions and can
convey these perceptions to customers in a consistent manner, this may be
achieved through training (Leek & Christodoulides, 2011). Training is important in
two respects; firstly, employees who perceived their training positively were more
likely to perceive the corporate brand positively (Roper & Davies, 2010) and also,
training leads to increased employee satisfaction and morale while also improving
skills (Burden & Proctor 2000). The employees’ knowledge, skills, brand
perceptions, treatment of the customer and management of the customer
relationship have been found to influence the customers’ perception of the brand
(Chun & Davies 2006; Roper & Davies 2010). The idea of the employee as being
responsible for conveying the brand is taken to the extreme by Gupta et al. (2010):
they propose that brand relationships should be managed by the brand personified
(a human representative of the brand). While this might be an ideal situation, there
is a problem in achieving this consistently due to the individuality of the buyers and
sellers and how they interact (Leek & Christodoulides 2011). It is not enough to
have consistent brand perceptions across employees; they also need to be
conveyed to customers in a relatively consistent manner and be interpreted by
customers in the desired way (Leek & Christodoulides 2011).

The employees who communicate with the clients are important creators of brand
value. The interactions that occur between frontline employees and clients largely
determine the brand value co-creation and this is especially evident in services
and B2B (Balmer, Powell, Kernstock & Brexendorf 2017).

Burmann & Zeplin (2005) state that a brand commitment does not just happen
automatically within the companies. Certain polls (German Gallup Organization
2003, Towers Perrin 2003) state that under a fifth of responding employees are
highly engaged for their corporate brand, voluntarily giving that extra effort — also,
an equal number of employees were disengaged, meaning they had probably
‘checked out’ from their work. The remainder two-thirds of the sample were

moderately engaged at best. (Burmann & Zeplin 2005).
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Strength of a brand depends on the consistency of the customers’ brand
experiences along all customer interactions. This can only be ensured if all
employees display brand citizenship behaviour based on a strong individual brand
commitment. (Burmann & Zeplin 2005). A strong corporate culture will support
consistency of the brand identity due to its informal coordination impact through
social control (O’Reilly & Chatman 1996).

2.5 Organizational citizenship behaviour

Organizational citizenship behaviour (OCB) framework helps to understand the
concept brand citizenship behaviour (BCB). The paper by Podsakoff, MacKenzie,
Paine & Bachrach (2000) lists employee role dimensions that help to identify the
desired behaviour within organization based on the previous papers on
organizational citizenship behaviour. The dimensions and the practical examples
of the OCB are presented on the table 1 below.

Table 1 Organizational citizenship behaviour dimensions by Podsakoff et al (2000)

Citizenship Behaviour Practical behavioural
Dimensions examples
Helping behaviour Altruism, Interpersonal helping,

helping and cooperating with
others, interpersonal

facilitation.

Sportsmanship Helping and cooperating with
others.

Organizational loyalty Spreading goodwill, endorsing,

supporting, and defending

organizational objectives.




Organizational compliance

Organizational obedience,
following organizational rules

and procedures.

Individual initiative

Conscientiousness, individual
initiative, making constructive

suggestions, job dedication.

Civic virtue

Organizational Participation,

protecting the organization.

Self development

Individual, professional self

development.

2.6 Brand citizenship behaviour

Brand citizenship behaviour (BCB) states that although OCB is beneficial
framework, the brand-related behaviours need their own framework in order to
elaborate and distinguish the brand related actions of the employees. The
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framework presents seven behavioural concepts — some of them are quite close to

the OCBs — and others are more original concepts.

Burmann & Zeplin (2005) define OCB as prosocial behaviour, which refers to
individual voluntary behaviours outside of role expectations (non-enforceable

functional extra-role behaviours) that are not directly or explicitly acknowledged by

the formal reward system, and which, in aggregate, enhance the performance of

the organisation.

Burmann & Zeplin (2005) present a very similar type of functional extra-role

behaviour in favour of the brand. This concept fits the context of internal branding,

and thus brand citizenship behaviour has been developed. Brand citizenship

behaviour is not only that part of organisational citizenship behaviour that is brand-

oriented, but also goes beyond the scope of organisational citizenship behavior as
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it also includes externally targeted behaviours, while organisational citizenship
behaviour is generally considered to be intraorganizational. (Burmann & Zeplin
2005, 282).

First concept is helping behaviour: it is a general positive attitude: friendliness,
helpfulness and empathy towards internal and external customers are some of the
traits. This concepts also includes taking responsibility for tasks outside of own
area if necessary, for example, following up on customer complaints and
reclamations. The second concept is brand consideration: this includes adherence
to brand-related behaviour guidelines and reflection of brand impact before
communicating or taking other action. The third one is brand enthusiasm: it is all
about showing extra initiative while engaging in brand related behaviours.
(Burmann & Zeplin 2005, 283-284).

The fourth concept is sportsmanship: it includes not complaining, even if
engagement for the brand causes inconvenience — and a willingness to engage for
the brand and defend it — even at high opportunity costs. Brand endorsement is
the act of recommending the brand to others also in non-job-related situations and
passing on the brand identity to new employees in the organisation. Self-
development refers to a willingness to continuously improve individuals’ brand-
related skills. Brand advancement is the act of adaptation of the individual brand
identity concept to changing market needs or new organisational competencies —
through passing on customer feedback or generating innovative ideas. BCB and
behavioural examples are discussed on table 2 below. (Burmann & Zeplin 2005,
284).



Table 2 Brand citizenship framework by Burmann & Zeplin (2005)

Brand citizenship behaviour

Practical behavioural examples

Helpfulness

Employee has a positive attitude,
is helpful and shows empathy
towards colleagues and
customers, takes responsibility
seriously and is willing to do extra

work when necessary.

Brand consideration

Consideration of brand impact
before communicating with a
customer or taking other sales-

related actions.

Brand enthusiasm

Extra initiative while engaging in
brand- related behaviours:
individual enthusiasm when
representing company during

trade fair.

Sportmanship

Not complaining, even if the
situation is inconvenient for the
brand and the company: a lost
tender when the reason is the

company brand.

Brand endorsement

Recommendation of the brand to
others also in non-professional

context: to friends and family.

Self-development

Willingness to continuously
improve brand-related skills:
participating in marketing and

sales -related training.

30
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Brand advancement Adaptation of the personal brand
identity to changing market needs
or new corporate strategies, brand
proposals based on customer
feedback or generating innovative

brand-related ideas.

2.7 Classification of corporate communication

Communication within an organization happens both internally and externally, and
with direct or more indirect methods. Another way of classifying communication is
to classify by the formal task clusters.

The three forms of internal communication include concepts of central, cascade
and lateral communication: central communication is distributed by a central
department, usually the communication department. Mostly it is the push principle
that is applied: generally written materials are distributed regardless of whether the
target audience actually receives them. (Burmann & Zeplin 2005).

Cascade communication starts at the top of the organization and is passed on
down through the hierarchy. This method also suits the distribution of information
but is more time-consuming. Its advantage is that it is more convincing to sceptical
employees, as information from a direct superior will probably be more relevant
and more credible to an employee than information from a central department.
(Burmann & Zeplin 2005).

Lateral communication describes the informal transmission of information between
employees regardless of their position in the hierarchy or division, commonly
referred to as the ‘office grapevine’. This is the most powerful of the three forms of
internal communication in convincing sceptics, because information from peers is

most likely to be remembered and to influence the decisions and actions of
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individuals. Lateral communication is, however, very difficult to control and exploit
for internal communication purposes (Burmann & Zeplin 2005). Communication

forms are presented in the table 3.

Table 3 Three forms of internal communication by Burmann & Zeplin (2005)

Forms of internal communication Example

Central communication General corporate communication where
the recipients are passive: a CEO
presenting the new strategy to the

employees in the auditorium.

Cascade communication General communication which is passed
down the corporate hierarchy; is more
credible in the eyes of the employees:
When the CEO has presented the new
strategy, the middle management

communicates it to the operational level.

Lateral communication Informal discussions between employees;
the most credible form of communication:
employees discussing the pros and cons

of the strategy during the coffee break.

According to Van Riel & Fombrun (2007), the three clusters of task-related
communication activities are typically classified as management communications,
marketing communications, and organizational communications. The management
communications refer to the communications that take place between the
management level of the organization and its internal and external audiences.
Marketing communications consist of advertising, direct mail, personal selling, and
sponsorships. They are supported by organizational communications: public

relations, public affairs, investor relations, environmental communication,
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corporate advertising, and employee communications. (Van Riel & Fombrun,
2007).

2.8 Branding in a relationship context

In a B2B context branding is potentially useful to buyers during the early stages of
the decision-making process (Webster & Keller 2004). It may be useful in
determining the characteristics and quantity of the needed item, in the search for
and qualification of potential suppliers, in the acquisition and analysis of suppliers’
proposals and in the evaluative stage of the purchase decision making process
(Leek & Christodoulides 2011). Branding is potentially used only at the beginning
of a relationship when the buyer is evaluating suppliers and differentiating between
offerings (Leek & Christodoulides 2011). The brand may be especially important
when the buyer lacks knowledge of the supplier as the coherent brand may be
perceived as reducing risk and providing confidence in the purchase decision
(Leek & Christodoulides 2011). When the relationship matures, it is important
whether the supplier can deliver on the most important selection criteria such as
quality and delivery time (Leek & Christodoulides 2011). The role of branding
within a B2B relationship depends on how a B2B brand is defined. If B2B brand
definition includes an emotional element such as trust (e.g. Lynch & de
Chernatony 2004) then the concept links into the development of relationships.

When the emotional component is considered, the nature of the relationship may
affect the importance of branding. In the B2B context there is a continuum of
relationships from purely transactional to long term, with an emphasis on
developing long term relationships between suppliers and buyers (Hakansson
1982). Hakansson (1982) found out that 70% of brand-related relationships to be
greater than five years old and Ford et al. (2002) found 88% of relationships to be
greater than five years old.
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2.9 Characteristics of a brand-friendly organization

Some characteristics that that are present in a brand friendly organization have
been recognized. They communicate a clear set of values to their employees, and
live by them (Ind 2004 ), they compete for talented employees and focus on their
needs (Czaplewski et al. 2001), they build employee loyalty through informing,
motivating, energising and engaging employees (Larsen 2003) and they monitor
company culture (beliefs and values) on an ongoing basis and are prepared to
effect changes when necessary (Williams, 1989).

2.10 Industrial brand equity

The term brand equity emerged in the 1980s to represent an intangible market-
based relational asset that reflects bonds between the brand and its customers
(Christodoulides & Chernatony 2010). One of the most widely used definitions of
brand equity is Aaker's (1991) who defines it as a set of certain assets and
liabilities linked to a brand, in its name and symbol: these assets and liabilities then
add or subtract from the value provided by a product or service to a firm.

In a B2B context, brand equity is gaining significant ground (Ohnemus 2009).
Business-to-business brands like IBM, Cisco, Oracle and Intel have managed to
build substantial equity and today they are amongst the most valuable brands
globally (Interbrand 2010). Bendixen et al. (2004) found that B2B buyers are willing
to pay a price premium for their favourite brand which is a consequence of high
brand equity. Other benefits of brand equity are willingness to extend the brand's
goodwill to other product lines and willingness to recommend the brand to others
(Bendixen et al. 2004).

Kuhn, Alpert & Pope (2008) state that the company representatives play a major
role in building brand equity: in an industrial context, it is buyers and sales staff
that interact, not customers and brands as in the consumer environment. The most

important factor from the buyer’s side is the ability to contact company
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representatives, followed by after-sales service and support, and staff honesty.
There is a desire to have sales staff understand individual customer needs and
work in partnership with customers to satisfy requirements. (Kuhn, Alpert & Pope
2008).

Kuhn, Alpert, and Pope (2008) have also examined particularities of effective B2B
branding, and on the context of this thesis, these are the most appropriate
findings:

- There is a greater emphasis on the manufacturers’ corporate brand
than the individual product brands.

- Company brands are created in the relationships with company
representatives, rather than product brands.

- Brand elements such as slogans and brand names lack relevance,
product offering is more appreciated.

- Brand associations are created with the product performance
features.

- Customers seek systems that could be easily implemented and
used, and that are flexible enough to be upgraded, expanded and
improved over time. Evidence of proven technologies also emerged
as another important B2B performance attribute.

- Customers consider a proven product more credible, even though
there is another supplier with a more innovative and possibly
superior product.

- Purchase process is more rational than emotive.

Burmann & Zeplin (2005) state that there are three levers that generate brand
commitment: brand-centred human resources activities, brand communications
and brand leadership; however, these three levers will not lead to success if the
context factors are not in line: a culture and structure fit are necessary for the
process of brand commitment, and brand commitment only results in brand
citizenship behaviour if each employee has the knowhow and resources to ensure
a consistent brand experience. The existing context factors will not generate

identification or internalization but will enable compliance. Brand commitment



36

based on identification is mainly generated through brand leadership and on the
other hand, brand identity internalization is achieved through HR activities and
communication (Burmann & Zeplin 2005).

As previous chapter explained, culture is needed for the brand commitment
process. Therefore, corporate culture is a vital concept that precedes brand. Next

chapter examines the corporate culture literature.

2.11 Corporate culture

Culture will start to form as soon as a corporation begins to exist. A corporate

culture is an organic, ongoing phenomenon, which can be indirectly managed by
creating a certain kind of environment. As the theoretical framework of this thesis
states, the relationship between the corporate culture and brand is central aspect

of the model, and the literature on the subject should be examined carefully.

There are many definitions of a corporate culture; instead of defining with a one
sentence, a broader definition is suitable for this thesis. Sadri & Lees (2001)
present the idea that a positive corporate culture typically has certain key elements
that have been discussed in academia. First, Qubein (1999) explains that the
culture is fostered not merely by a mission statement, but by a clear corporate
vision, which is a mental picture of the company’s desired future. Corporate visions
are most effective when clearly communicated by leaders who exhibit strong
values and have dynamic, charismatic personalities (Greenberg & Baron 1997).
Second, corporate culture is supported by corporate values that are consistent
with the purpose of the company and aligned with the personal values of

organizational members (Qubein 1999).

Third, employees are highly valued at all levels of the organization and there is
extensive employee interaction both within and across departments (Clemente &
Greenspan 1999). Fourth, the culture is adaptable, adjusting quickly in response to
external conditions and is consistent, treating all employees equally
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and fairly (Ahmed, Loh & Zairi 1999). Corporate culture is also perpetuated in
some way: through symbols, slogans, stories, or ceremonies that
highlight corporate values (Greenberg & Baron 1997).

Some more recent publications discuss the corporate culture as a base for brand
culture. This is also vital viewpoint when considering the framework. Yang (2010)
states that corporate culture is the soul of a brand. According to Davidson’s “Brand
Iceberg Theory” (1997), the logo and the symbol of a brand take up only 15% of
the whole while the iceberg part taking up 85% reveals the values, intelligence and

culture of the brand.

Some studies have discussed the relationship between the culture and the brand
and recognized their two-way interaction: Yang (2010) proposes that any
enterprise without culture will not live long: with products as the material basis and
corporate culture as the spiritual power of a brand, a brand will have more
profound embedded meaning as a result of its interaction with a corporate culture.
Corporate culture is not only able to improve a brand’s reputation and popularity
but to improve consumers’ loyalty to it (Yang 2010).

Yang (2010) continues by saying that corporate culture is the connotation and
details of brand culture: although corporate culture cannot impose on consumers
directly, all ideas and spirits claimed in it can be reflected in the quality,
performance and services of products. By influencing on company employees,
corporate culture produces cultural brands or displays of brand culture: corporate
culture is the basis for the survival and development of brand culture as well as the
most central details of an enterprise’s brand value (Yang 2010). Corporate culture
influences the establishment of brand culture — therefore, corporate culture will
determine the characteristics of a brand to some degree, determining the
satisfaction degree of the target consumers (Yang, 2010).

The brand culture can also be seen as an extension of the corporate culture.
A brand is the carrier of corporate culture. Corporate culture is not only an
enterprise’s essence in brand creation but its ideas, wills, behaviour standards and
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group styles will be reflected all through the brand operations. Since base of
corporate culture is invisible, it has to be to be manifested in a brand’s
characteristics and services which are the very core of brand culture. With the help
of the brand, the culture can be converted into economic benefits. (Yang, 2010).

Brand culture is also an important part of corporate culture. Neither corporate
culture nor brand culture can be separate from the products and operations: they
must serve corporate development and follow their strategies. In brand logos and
packages, brand material culture is a reflection of corporate material culture. On
the other hand, in production engineering, sales process and modes of service,
brand behavioural culture reflects corporate behavioural culture. Also, in brand
quality and orientation, brand ideological culture reflects the values that
corporation hold about clients hence a reflection of enterprise spiritual culture.
Brand culture should be an identification and external manifestation of corporate
culture. (Yang, 2010).

A brand culture can also be the destination of corporate culture. Aiming at
promoting and developing internal corporate culture, brand culture also represents
the corporate culture in its external transmission process. Brand culture can exert
profound influences on corporate culture, while the achievements of corporate
culture need to be manifested in brand culture. (Yang, 2010).

How a successful corporate culture is then created? Next chapter examines
stewardship theory and family ownership, which, according to literature, can be a
source of a strong corporate culture. This is a vital context when considering the
framework, since it helps to justify the connection between the family ownership

and the formation of corporate culture.
2.12 Family stewardship
The research context of this thesis is a case company: there is one aspect that

affects the corporate culture and therefore corporate brand of the company.

Family ownership is a phenomenon that is can be contextualized by using the
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stewardship theory that helps to examine the characteristics and effects of a family

ownership.

Conventional management literature has supported the notion that publicly traded
corporations with clear separation of ownership and control are a superior
organizational form compared to the family owned firm. The results of this subject
(Denison, Lief & Ward 2004) clearly call that wisdom into question: the results not
only show that there are no clear cultural advantages associated with nonfamily
firms, they show that there are several cultural advantages associated with the

family-owned firms.

The most plausible explanation of these results involves the role of continuity of
the founder’s values in the company’s culture. The distinct background and
character of entrepreneurs led them to establish cultures that were not only rich in
core values and performance-enhancing behaviours, but also commercial
environments conducive to learning and encouraging flexibility. Because these
founder cultures are nurtured by succeeding generations of family, culture in
family-owned firms is difficult to replicate and so may be a source of strategic
advantage. Gaining full benefit from its distinctiveness in order to compete most
effectively is an obligation owed to the shareholders and the legacy of the
founder. (Denison, Lief & Ward 2004).

Family businesses have characteristics and issues that are different than other
businesses. Beyond tax, succession, and governance issues, family businesses
must also effectively deal with past, current, and future family members, politics,
and values. Interestingly, these challenges can also be a source of competitive

advantage for the family business. (Davis, Allen, & Hayes 2010).

Barney (1986) argued that the culture of an organization is the only sustainable,
inimitable competitive advantage. Family business literature argues that the
“secret sauce” for family business can be the family culture of the business, which

opens communication, streamlines decision making, and creates a context of
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strong, understood norms and values (Eddleston & Kellermanns, 2007; Hoopes &
Miller, 2006; Miller & Le Breton—Miller, 2006).

Stewardship theory has been used to explain the culture and relationships within
family businesses. Researchers have also demonstrated that stewardship leads to
superior family business performance. Stewardship theory (Davis et al., 1997) has
as its central premise that business leaders can be altruistically motivated to
enhance the business rather than themselves.

Miller & Le Breton—Miller (2006) argued that family businesses will outperform
nonfamily businesses because they do not have to invest in “free—rider agency
costs,” and, as a result, have higher financial performance because of the
“superior attitudes of stewardship.

Alternatively, agency theory assumes that executives are self-serving and
opportunistic, resulting in agency costs to the organization and its stakeholders
(Jensen & Meckling 1976): as a result, organizations in which agency costs are a
concern are required to focus on controlling executive opportunism and its

associated costs

The concept of value commitment is defined as identification and alignment with
the business, specifically with the beliefs and values that it represents (Angle &
Perry 1981). Value commitment implies that organization members share the
values represented by the organization, and, in that way, the organization is an
extension of them (Davis et al. 2010). Likewise, the shared values represented by
high levels of value commitment indicate a group orientation where harmony and
group or organization success holds greater value than individual achievement
(Davis et al. 2010). This is supportive of a collective culture that has been
presented as an important situational mechanism associated with stewardship in
organizations (Davis et al. 2010). Davis et al. (2010) state that this relationship
between value commitment and stewardship should be consistent across both
family and nonfamily employees, as it is this collective culture rather than the type
of employee that represents a situational mechanism associated with stewardship.
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2.13 Visual theory synthesis

This pyramid takes most of the concepts discussed in this chapter and organises
them in a rough order according to their occurrence: they appear from the bottom
up. In reality, they overlap each other and also happen simultaneously, but this
visualisation encapsulates the concepts that appear in the brand onset pyramid
presented in the theoretical framework. The visual synthesis of the theory chapter
is presented below on figure 3.

APPEARS e BRAND EQUITY

LAST e BRAND IN
RELATIONSHIP
CONTEXT

e PRODUCTVS
CORPORATE BRAND

e BCB

e BRAND

e CHARACTERISTICS
OF A BRAND
FRIENDLY
ORGANIZATION

¢ OCB

e FORMS OF INTERNAL
COMMUNICATION

e CULTURE

APPEARS e STEWARDSHIP

FIRST

Figure 3 Visual theory synthesis
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3 RESEARCH METHODOLOGY

This study follows the research design illustrated in the table 4 below. The
justifications of the choices are further discussed in the following paragraphs. The
empirical study draws from interview data. The aim of the empirical study was to
develop a comprehensive understanding of the brand perception phenomenon. To
achieve this, data was gathered through semi-structured interviews. Since the
purpose is to investigate specific industry in a specific family business context the
research project has the characteristics of a case study. The focal phenomenon of
brand was not followed for a long period, and therefore the time horizon is cross-
sectional. The chosen data analysis method is content analysis. Data is analysed
with a deductive approach which means that the analysis follows the theoretical
framework of this study. However, the analysis has also characteristics from an
inductive approach where the analysis is based on collected data. This allows

forming of alternative themes. (Eskola & Suoranta, 1998, 83).

Table 4 Research methodology

Method Qualitative exploratory
Strategy Case study

Time Horizon Cross-sectional
Collection method Semi-structured interview
Analysis method Content analysis

3.1 Research design

When the main goal of the research project is to study the brand perceptions of
salespeople and the CEO, one of the adequate research methods in this context

would be to conduct individual theme interviews.
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The most appropriate research design approach in the context of this thesis can
be described as an exploratory. When the research problem is not understood
very well, the exploratory method is adequate: exploratory method requires the
ability to observe, collect information and to construct explanation. (Ghauri &
Grgnhaug 2010, 56). As the concepts of brand and branding can be quite vague
interview topics, exploratory approach allows the researcher to approach the topic
with a certain freedom, which makes it easier for the interviewees: the interview

situation resembles more discussion than a clinical research interview.

Ghauri & Grgnhaug (2010, 99-100) explain that primary data has certain
advantages: it is collected for a particular project, and therefore, the dataset is
consistent with the research questions and objectives — also, it is difficult to learn
about opinions and behaviour without asking questions directly to the people
involved. Information on past events or experience can only be gathered by asking
people who have been involved or have observed and can remember the
particular event. (Ghauri & Grgnhaug 2010, 99-100). These mentioned benefits
clearly justify the chosen method for this thesis: gathering primary data through
individual interviews gives the interviewee the spotlight role, and the researches
has to listen actively and respectfully. Primary data has also its disadvantages: the
quality of the data is fully dependent on the willingness and ability of respondents.
(Ghauri & Grgnhaug 2010, 100).

Interviews are commonly used in case study research. They resemble guided
conversations rather than structured queries. Usually the actual question stream in
a case study interview is quite fluid. This type of interview has been also called

intensive interview, in-depth interview or unstructured interview. (Yin 2014, 110).

3.2 Qualitative research

Qualitative method aims to understand the respondent’s point of view. It
approaches phenomena with explorative orientation and offers a holistic,
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subjective perspective into the subject. Qualitative research is well suited for
situations where it is necessary to uncover and understand a phenomenon that is
not known very well, since it can provide intricate details and understanding.
(Ghauri & Grgnhaug 2010, 105-106).

3.3 Data collection

The data was collected with a loosely structured theme interview: a relatively
informal interview had three themes, which were discussed in a flexible order. The
interview guide can be found attached. The goal was to hear interviewee’s
opinions, interpretations and views about brand-related topics and themes in a
professional context. The three larger question themes were based on the
concepts of brand, culture, and family ownership, which were introduced in the

theoretical framework.

The sample size was dictated by the current organizational structure in the
company: CEO and the sales organization, which consisted of 4 employees (Sales
Director and 3 sales consultants). The interviewees had varied career lengths with
the company: shortest career was about 1 year and longest 35 years when the

interviews were conducted.

The interviews were conducted during the November and December of 2019. A
one-hour time slot was appointed for each interview, and the length of the 5
interviews varied roughly between 20 and 40 minutes. Interviews were conducted
in private offices or meeting rooms in the company premises. All interviews were
recorded, and notes were written during and after each interview. Before the
interview, it was emphasized that the data will be anonymized and that
interviewees should speak freely, since all sensitive information would be removed
from the transcriptions. Below is a table 5 summarizing the interview participants
and their background. The abbreviation “S” is used to codify the interviewees (as

in from S1 to S5), and it refers to the word subject.
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Reference Code Position of the Method & length
interviewee

S5 CEO In person, 39 min

S4 Sales Consultant In person, 28 min

S3 Sales Consultant In person, 22 min

S2 Sales Director In person, 18 min

S1 Sales Consultant In person, 18 min

The interview guide was based on one question with two sub-themes. The
researcher would ask clarifying question when appropriate (see table 6 below for
the question types).

The goal of the semi-structured interview is to tap into experiences and expertise
of the respondent: the language of the interview should be adjusted to suit the
respondent’s capabilities and the questions should be worded so that respondents
are motivated to answer as completely and honestly as possible. “How” questions
should be used, rather than “why” questions to get stories of process — rather than
stories about acceptable “accounts” of professional behaviour. Probing questions
will result in more detailed responses to key questions: more details mean more

quality. (Harvard: Strategies for Qualitative Interviews).
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Table 6 Question types and interview talk according to Harvard: Strategies for qualitative

interviews

Types of interview questions

Example

Direct questions

‘Do you find it easy to keep
smiling when serving

customers?’

Indirect questions

‘What do most people round
here think of the ways that
management treats its staff?’,
perhaps followed up by ‘Is that
the way you feel too?’, in order to

get at the individual's own view.

Structuring statements or

questions

‘I would now like to move on to a

different topic’.

Follow-up questions

Getting the interviewee to
elaborate his/her answer, such
as ‘Could you say some more
about that?’; ‘What do you mean
by that . ..?

Probing questions

following up what has been said

through direct questioning.

Specifying questions

‘What did you do then?’; ‘How did

X react to what you said?’
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Interpreting questions ‘Do you mean that your
leadership role has had to
change from one of encouraging

others to a more directive one?’

3.4 Data classification and analysis

Complete transcription of the interviews was done during January 2020. The
content classification and analysis were executed roughly along the phases of
content analysis suggested by Chi (1997):

1. Transcribing the data

2. Developing data categories

3. Analysing data by coding, theming and categorizing
4. Reviewing and adjusting

5. Organizing data for interpretation

Three data categories were developed by using the three themes that were used
in the theoretical framework. Then, the interview data was classified under these
three categories by concentrating on the units of coherent thoughts that the
interviewees discussed (data fragments): this meant that after the transcription,
some fragments were one sentence long while others were more complex and
lengthy when transcribed. After reviewing, it was made sure that all the data
fragments were classified only under one of the three categories. Finally, the data
fragments were presented in the empirical results and findings: again, the three
themes in the theoretical framework were used as a chapter headlines in order to
present interview data logically. Interview data fragments were presented in direct
quotes in order to make sure that the transcribed data is not interpreted in any way
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before the conclusions. The findings were also contextualized with appropriate

literature references. The categories are presented below in the table 7 below.

Table 7 Data categories

Main categories
Brand

Culture

Family

The key purpose of analysis is to understand and gain insights from the collected
data. In other words, analysis is the process of bringing order, structure and
meaning to the mass of collected data. A one characteristic of analysis is the
breaking down of some complex whole into its constituent parts. Through these
operations the data is dissected, reduced, sorted and reconstituted. No single,
agreed-upon approach to qualitative data analysis exists. (Ghauri & Grgnhaug
2010, 199).

Certain components can be recognized when analysing data: reduction, display,
conclusion and verification. Data reduction is the process of selecting, focusing,
simplifying, abstracting and transforming the raw data to a more comprehensible
form. Data display is an organized, compressed assembly of information that
allows conclusions and actions. Data display can in the form of matrix, figures and
so on. (Ghauri & Grgnhaug 2010, 199).

As was stated earlier in this chapter, the deductive reasoning was the dominant
approach especially in the empirical chapter: after the literature review and the
theory chapter were carried out, the interviews were conducted. After this, the
interview data was contextualized with the previous literature and theory. the
empirical chapter also included some minor conclusions. Thus, the empirical

chapter was deductive in nature.

When the conclusion phase was undertaken, the inductive reasoning was

exploited: since the thesis was based on a case, some generalizing conclusions
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from the interview data were made, although literature was again referenced in
order to provide context where appropriate. This approach of mainly deductive
empirical phase mixed with more inductive conclusions was suitable for this
research approach. After the inductive reasoning, the theoretical framework is to
be adjusted: this is discussed more in the conclusions.

3.5 Reliability and validity

At the most general level, there are two basic properties of empirical
measurements (Carmines & Zeller 1979). Reliability of an indicator can be
evaluated: fundamentally, reliability concerns the extent to which an experiment,
test, or any measuring procedure yields the same results on repeated trials, while
validity is evaluated on the indicator’s ability to measure what it is supposed to
measure, rather than reflecting some other phenomenon (Carmines & Zeller
1979).

To encourage interviewees to discuss freely during the interviews, they were told
beforehand that the gathered data will be anonymized. As the interview situation is
always somewhat artificial, there may occur some errors and misconceptions as
the respondents are not in their natural operational environment (Hirsjarvi &
Hurme, 2000, 206-207). To minimize these problems, all interviews were
conducted face-to-face at respondents’ offices or in the meeting rooms at the
company premises. In addition, same interview questions were presented to each
interviewee which improves reliability of the results. After the recording was
stopped, the interviewees were told that they can add something if they would like
to speak off the record.
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4 EMPIRICAL RESULTS AND FINDINGS

Thesis opportunity presented itself, when | started working in the company called
Ferroplan — a second-generation family business estimated in 1983. The company
is the leading Finnish manufacturer of conveyor solutions designed for handling
piece items and bulk cargo. Ferroplan also supplies systems for handling solid
waste, all of which come complete with maintenance services. The conveyor
solutions are robust and reliable, and also increasingly smart and the customer-
specific product development focuses on automating our systems to provide
added value for the customers. The turnover has been roughly 10 million euros

during recent years.

4.1 Brand

The concept of brand raised many thoughts among the interviewees. All felt that it
does exist, and that image does matter, even though the concept of brand has not
been discussed officially within the company. All subjects felt that the corporate
brand exists in various contexts: in products, actions, image and atmosphere all

reflect the brand. Table 8 summarises the brand perceptions of the interviewees.

The brand-related customer feedback was mentioned often when defining what
the B2B brand is. Meehan & Baschera, (2002) found a strong positive correlation
between staff morale, customers who were brand advocates and profit. This can
be seen as a positive loop with each phase feeding the next. Customers like the
brand, sales rep gets a morale boost and possibly gets more deals done in the

future:

“I receive this certain quality-related comment very often: “Your products are high
quality, and flexibility is an important thing for us’.” S1
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“When visiting customer sites, | have seen also products of our competitors and
the feedback is usually something like ‘the quality difference is evident with your
products — and worth paying for’. S1

“We are known for quick bidding and fast reactions when a customer needs us.
And, we really are the experts. We know how to provide the right conveyor for the
right manufacturing need.” S3

The self-defined brand and its relevance in everyday work was discussed in many
contexts and examples were presented, even though there is no official definition
of what the corporate brand means in the case company. In a way this indicates
that there is an element of collective preparedness within the company, which
makes it easier to start the conscious brand building efforts. The answers can be
contextualized with observation from Bergstrom et al. (2002): the paper stated that

all employees need to be convinced of the brand’s value and relevance:

“Our brand is based on strong and durable products, with durable structures, and
in-house design, self-defined components and in-house strength calculations.” S2

“l guess we are known for the fact that if you buy from us, the solution will
definitely work.” S4

“I think our brand culminates in the slogans we use, that we've had over the years.
Perhaps for many years now it has been “Not Flimsy”, but behind it lies a great
deal of the thought and image, it says out loud exactly what we want to be.” S5

“Brand matters. Let's just say that if our product is strong and durable, then we
need to be able to bring that aspect to the market. If competitors make cheaper
conveyors, then we need to bring out our strength and justify how ours is a bit

more expensive than a competitor.” S2

“Let's say that we have discussed our brand it a few times in Sales, at least every
time when we have a lost a big tender.” S2
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The building blocks, the present situation and future of the corporate brand
perceptions were also discussed. It was evident that especially the more
experienced interviewees had reflected the corporate brand and image, since they
spontaneously brought up contextualized their answers and therefore, pointing out
that brand is not just a shallow concept that exist in a vacuum, but instead it is an
organic process that they are aware of. It should be mentioned again that even
though the branding has not been officially discussed, there were still many views
on the subject:

“Even if we do not talk internally about the brand with an “correct” brand definition,
it is a big thing for the company. It is some kind of image in our minds — of what we
are. If you think about our history, brand has always been there, and brand-related
things have been done, even if the word brand has never been used, so branding
has not been conscious. | believe that branding will be more important in the
future. Certainly.” S5

“We always have to bring out the fact that we design, we make, we install, and we
are 100% domestic. | have noticed that a certain appreciative spirit of
“Finnishness” as such is on the rise, Finnish manufacturing is appreciated. We
have had customers who have ordered products from us in the 90s, then they
decided to move their subcontracting to Estonia and other perhaps cheaper
countries, even China. Now that circle has closed and the same customers 90s
have returned to us because they appreciate the Finnish quality and delivery
times. | think that we should position ourselves as a reliable, Finnish supplier.” S2

“And | would say the brand we have is more of this unconscious. After all, we have
not been branding, at least not directly with a textbook approach. Of course, we
have the elements of brand that we have certainly thought and done. And probably
we have done something right and also, something is yet to be done. But our
brand approach has not been systematic. So, the brand we have today has been
formed over the years, by our history and actions.” S5
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The brand-related behaviours were also mentioned. As Burmann & Zeplin (2005)
noted, brand citizenship behaviour is not only that part of organisational citizenship
behaviour that is brand-oriented, but also goes beyond the scope of organisational
citizenship behaviour as it also includes externally targeted behaviours,:

“There is this certain outgoing attitude that is needed when representing the
company. You need to be a bit social, and you can't show if you have a bad day,
you just can't show it to the customer. Be a pleasant person. The customer notices
quickly if a salesperson has the real knowledge to discuss the customer needs.
So, trust is created when you discuss and go through the needs of the customer: it
creates the trust on both sides, customer thinks that “this guy can really do his
Jjob”. He thinks “that's just what | hoped for, that's what we want.” |, as a sales rep,
get the feeling that | am on the right track. But we can always offer something a
little better, when compared to what the customer has hoped for. Because we
have a vast expertise on conveyor solutions, and we know what the best solution
for the customer is.” S3

Customers say to me: “You are a nice guy.” In everyday life, after making bigger
purchases, and then you return later for something else later, you want to talk to
the same salesperson again, because you've got a good experience from the
previous time. That is an exchange between the seller and buyer. | will never be
lost for words in a sales situation. There are no questions that | could not answer,
that is, when conveyors are discussed. | don't have to say, “oh wait, | have to go to
the office find out the answers first”. | can say straight away whether or not this will
work. That is experience talking.” S3

“I think that on a general level, we value our customers a lot. And | mean all our
people think highly of our customers, so it does not matter who you choose. | have
the feeling that | can send any member of our staff to a customer site or a meeting
to represent us. Even if we have some kind of an internal dispute here, we can

always handle the customer meetings with a professional attitude.” S5
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Some papers argue that branding is useful in the early stages: (Webster & Keller,
2004) state that branding efforts are potentially useful when directed towards
buyers during the early stages of the decision-making process, and this came up

in the interviews:

“I guess that reliability is the word that describes us. Because if the price and the
technical specs are the same in two competing offers, then it is about the
corporate image or brand. The way you contact the lead for the first time is more
about the image. But after that, when the technical specs are on the table, it is all
about them, unless you come up with something ground-breaking, that's the
possible differentiation factor. But long story short: many times, it is about the final
price. If they ask for a conveyor that runs 0,2 m per second, is 5 meters long and
carries 2 tons, then it is mostly about the price. The delivery time is another, it can
sometimes be a competitive factor.” S4

The general essence of branding was also a one topic that came up with a great
practical example, that shows a deep understanding of branding even though it
has not been discussed officially within the company. Kotler & Pfoertsch (2006)
have noted that if there is no understanding of the effects of the branding, future
branding efforts are in most cases doomed to failure:

“Who would really trust the one line of technical text on contract paper when
buying something big and complex, especially in this B2B world? | mean, as an
practical example, if you are going to buy just a car, and the seller presents you
with 4 options on paper and says ‘they all have 4 wheels and a steering wheel”, it
would be hard to make a decision. For example: take Volkswagen and a small
Skoda and compare them. The plastic parts behind the steering wheel are
identical, literally from the same mold and factory, | think. But the Volkswagen is
considered to be of much higher quality than Skoda. That’s the effect of branding
for you.” S4

The corporate and product branding was also mentioned. Bengtsson and Servais
(2005) state that effective customer relationships require a thorough knowledge of
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the company's own capabilities and an ability to listen and understand various

audiences’ requirements along with the ability to interact and create benefits:

| have understood that we have different customers, different industries. Now,
these different industries think a little bit differently about our brand and product —
and therefore, we have to think how to sell effectively to each different segment.
Let's take an example: a domestic sawmill, old industry equipment, more
traditional methods are appreciated there. And if we look at the more modern
production facilities with automated storage systems, everything in those sites is
modern and shiny. We should consider every industry as a segment and consider
what is the most effective sales and brand approach for that industry.” S2

Now, | think it would be wrong of us to go and buy some cheap components from
somewhere like China and install them on our conveyors, no way. Yes, that would
enable us to lower the pricing of our conveyors, but our brand would get worse.”
S2

(Burmann & Zeplin 2005) observed that strength of a brand depends on the
consistency of the customers’ brand experiences along all customer brand
touchpoints. This can only be ensured if all employees display brand citizenship
behaviour based on a strong individual brand commitment. The various brand
touch points came up in the interviews, and especially the importance of

recognizing the pivotal interaction moments with the brand:

If a possible future customer is making a big decision and they have two
competing offers on the table, you have to be active in a certain way. All the little
things can matter, like the outlook of our offer document. Also, the person with
whom you are dealing with may be one of the decision makers — it may be that the
owner or senior manager of the company has to make the final investment
decision, and he sees the offer for the first time and looks it with “new eyes”. Now
the two offers, Ferroplan’s and this competitor’s, are on the table and both are
discussed. That decision maker sees our offer document the first time. Every new
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person in the decision-making process looks at our offer differently — and the

decision might be made on the basis of “who has the glossiest paper”. S2

Gupta et al. (2010) proposed that brand relationships should be managed by the
brand personified (i.e. a human representative of the brand). This was

phenomenon came up in the answer due to personal experiences:

The sales leads contact usually me first. Our contact info can be found on our
website, but people still want to contact me directly. It just means that | then
allocate all the leads to my colleagues. | do not know why they contact me first, but

I guess | am an outgoing, pleasant person. S3

One of the more structured question in the interviews was the last question: “If our
bid is almost identical to that of a competitor, how do you make the sale”? This
question provided interesting answers that were in line with the findings of Kuhn,
Alpert, and Pope (2008). Also, the brand citizenship behaviour (Burmann & Zeplin
2005) offers an appropriate context, since brand citizenship behaviour goes
beyond the scope of organisational citizenship behaviour, as it also includes
externally targeted behaviours, while organisational citizenship behaviour is
generally considered to be intraorganizational.

Helpfulness, considerations and enthusiasm are all brand citizenship behaviours
that can be recognized. The corporate brand’s importance over than the individual
product brands can also be seen in the answers, as well as the fact company
brands are created in the relationships with company representatives. Customers
also seek systems that could be easily implemented and used. These concepts

came up in the interviews:

| have to say quality, and then the after sales services. Maintenance, and anything
that comes up with the product in the future, we will handle it. We are surely there
if anything happens, answering the calls, e-mails, if there are questions, problems,
anything. We do not run away when our product is delivered, and the money is in

our account. S1
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| would say that we are Finnish, reliable supplier, and that our services include

maintenance services and spare parts. S2

Brand enthusiasm (extra initiative while engaging in brand- related behaviours),
development (continuously improving brand-related skills) and advancement
(generating innovative brand-related ideas) were also recognized in the answers.
Also, as it was stated, brand elements such as slogans and brand names lack
relevance for the customers, instead product offerings are more appreciated: this
is also evident in the answers, since product features are discussed thoroughly,
before finally mentioning the catchphrase and its significance. This can be
interpreted as a customer-oriented approach, where offering is first discussed and
then at the final stages the not flimsy -phrase comes up in an informal

circumstance:

| would say playfully: well you should choose the best solution, and you can get it
from us. And then the lead would ask: well what is the best thing in your solution?
Then | would tell him about the technical specifications that make a difference,
when compared to competitors. Or, | would ask whether or not our competitor has
the same qualities as ours. Example: | know for a fact that our chain tightening
solution is unique, so we have something that others do not. But we should have
more of these unique features, which means that we should first develop them. |
think our product development is lagging a bit, but that could be the thing that
would differentiate us from the rest. Then we could declare how good we really
are. It is not an expensive thing, but we have to realize it ourselves and then sell it
to the customers. | think that these product features need to be actively sold to
customers. | have noticed that our catchphrase “Not flimsy” is everywhere, and our
customers have noticed that, too. Our products are not flimsy. So, the catchphrase

has really catched attention. S3

As was stated in the theory, brand associations are created with the product
performance features. A turnkey solution means that all the features need to be
operational when the installation is done. According to the literature, this then
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results in a positive brand association. This sequence was recognized during a

customer interaction, and contextualized with a practical example:

Well | would just say that if the customer buys our solution, it will definitely work.
And when the installation is included, the customer can be certain that the final
price is exactly what it says on the document, so it is a turnkey solution. There will
never be a situation where we say, “installation took 3 more days, pay us more”. |
guess that reliability is the word that describes us. Because if the price and the
technical specs are the same in two competing offers, then it is about the
corporate image or brand. The way you contact the lead for the first time is more
about the image. But after that, when the technical specs are on the table, it is all
about them, unless you come up with something ground-breaking, that's the
possible differentiation factor. But long story short: many times, it is about the final
price. If they ask for a conveyor that runs 0,2 m per second, is 5 meters long and
carries 2 tons, then it is mostly about the price. The delivery schedule is another, it
can sometimes be a competitive factor.” S4

One comment can be interpreted as an integration of the corporate history, culture
and future brand: the fact that not a single project has failed can be used as a tool

to assure a future customer:

I would use the line | have used many times before: during our history we have
never left a single project unfinished, and we intend to keep it that way. Whatever
happens, we will not leave you in trouble. We finish what we have started, always.
Our customers can trust us, and our products are such a high quality, that they will
not need maintenance right after the guarantee period has expired. And actually,

our products will be operative for the next 20 years. S5

As the theory suggested, it is not yet clear whether B2B branding will increase the
financial reward, and yet building brand equity requires a long-term financial
investment (Leek 2011). A one interview passage offered an interesting
observation about the logic of branding in the business world:
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...but yes | think of course brand can be measured and it has an impact, otherwise
big companies would not invest in branding if it didn't have a direct impact
financially, and that is why big companies probably do branding, they feel that it
benefits and strengthens their brand allowing customers to buy more. S5

Table 8 Brand perception summary

Brand perception summary
S1
..customers sat that ‘the quality difference is evident with your products — and

worth paying for’...
S2
...brand is based on strong and durable products, with durable structures, and

in-house design, self-defined components and in-house strength calculations...
S3
We are known for quick bidding and fast reactions when a customer needs us.

And, we really are the experts. We know how to provide the right conveyor for
the right manufacturing need.

S4

...reliability is the word that describes us. Because if the price and the technical

specs are the same in two competing offers, then it is about the corporate image
or brand.

S5

...our brand culminates in the slogans we use, that we've had over the years.

Perhaps for many years now it has been “Not Flimsy”, but behind it lies a great

deal of the thought and image, it says out loud exactly what we want to be.

4.2 Culture

The concept of culture came up in the empirical phase — in both practical
examples and more abstract comments on the concept of corporate culture. The

culture was mentioned before a question about it was even presented. This implies
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that the interviewees connected the concepts of brand and culture in their minds
naturally. Table 9 summarises the culture perceptions of the interviewees.
Davidson’s “Brand Iceberg Theory” (1997) states that the logo and the symbol of a
brand take up only 15% of the whole while the iceberg part taking up 85% reveals
the values, intelligence and culture of the brand. Yang (2010) proposes that any
enterprise without culture will not live long: with products as the material basis and
corporate culture as the spiritual basis, a brand will have more profound effects as

a result of its interaction with a corporate culture:

“Culture has created Ferroplan brand. The culture has been growing very long. It
has been the same, that brand has not changed that much. But then again, there
have been changes in the organization, Former CEO and current chairman has
given the cape to current CEO and she has brought a fresh breath to the

organization, these changes to the delivery process and more.” S2

Our current brand is related to product reliability, but also to the reliability of our
operations. There are easy aspects of our brand, and they should be brought up

more in a certain way, since it is a part of our operating culture. S5

I enjoy my work every day, | like this job. We are very open in, we support each
other in our sales department, | guess that is culture. At the office, there is always

a colleague, who knows a bit more than the others about a particular subject. S3

Qubein (1999) states that corporate culture is supported by corporate values that
are consistent with the purpose of the company and aligned with the personal
values of organizational members. This was evident in the interviews, especially
since brand commitment was contextualized by saying that people are committed
to the brand unconsciously:

| think our people are committed to our culture and they behave accordingly. They
live by these particular values that we have, without thinking it is brand

commitment. S5



61

Yang (2010) stated that a corporate culture will determine the characteristics of a
brand to some degree and therefore it determines the satisfaction degree of the

customers. This subject came up in the interviews:

We do not have an official brand culture, because we do not have an official brand
yet, but the corporate culture exists in every company, of course. | think that
culture and brand are intertwined, there are a lot of things that we can derive from
our culture that would fit in with our branding actions. S5

Yang (2010) stated that brand culture is also an important part of corporate culture
and that neither corporate culture nor brand culture can be separate from
company’s products and operations, since they have to serve the corporate
development and follow its strategies. In brand logos and packages, brand
material culture is a reflection of corporate material culture. In production,
engineering and sales, brand behavioural culture is a reflection of corporate
behavioural culture. Brand culture reflects the values that corporation holds about
clients and is therefore a reflection of corporate culture. These constructs from

previous literature were mentioned in the interviews:

It would be crazy if we would try to create our brand from scratch, a brand that has
nothing to do with our culture. | mean, you could try it, but | do not think it would be
successful. The brand hast to be based on the culture. If there are massive
problems within the corporate culture, they should be solved and discussed first,
before we communicate things like “customers trust us”, when in reality they really

cannot. S5

Now we do things because they are embedded in our culture, and they exist in our
minds, so we do and repeat those certain things. S5
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Culture perception summary

S1

here for a short time.

There is a certain atmosphere here, that supports my work, but | have been only

S2
Culture has created Ferroplan brand, and the culture has been growing very
long. It has been the same, that brand has not changed that much.

S3

We are very open in, we support each other in our sales department, | guess
that is culture. At the office, there is always a colleague, who knows a bit more
than the others about a particular subject.

S4
...we go through a lot of projects together, and then, if someone starts to have
too many projects on his table, we just share them to even out the work.

S5

We do not have an official brand culture, because we do not have an official
brand yet, but the corporate culture exists in every company, of course. | think
that culture and brand are intertwined, there are a lot of things that we can

derive from our culture that would fit in with our branding actions

4.3 Family ownership

Family ownership came up directly, and indirectly. Family culture can be the

success factor of the business: it opens communication, streamlines decision

making, and creates a context of strong, understood norms and values (Eddleston

& Kellermanns, 2007; Hoopes & Miller, 2006; Miller & Le Breton—Miller, 2006).

Table 10 summarises the perceptions on the family ownership.

| think that the family business background should be brought up more. It is a thing

that just exists, which is not bought or created, so it should be utilized. | think it
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could be a prominent piece of our brand, if we want it to be. One thing is to decide

if we want to use is fact in our branding efforts. S5

The concept of value commitment is defined as identification and alignment with
the business, specifically with the beliefs and values that it represents (Angle &
Perry 1981). Value commitment implies that organization members share the
values represented by the organization, and, in that way, the organization is an
extension of them (Davis et al. 2010).

Family ownership is not a thing we want to hide, on the contrary, it should be
mentioned when appropriate. It communicates perhaps that we have a good spirit,
we are all one big family, and everyone is treated like a member of the family, if |
exaggerate a bit. S5

Likewise, the shared values represented by high levels of value commitment
indicate a group orientation where harmony and group or organization success
holds greater value than individual achievement (Davis et al. 2010). This is
supportive of a collective culture that has been presented as an important
situational mechanism associated with stewardship in organizations (Davis et al.
2010). Davis et al. state that this relationship between value commitment and
stewardship should be consistent across both family and nonfamily employees, as
it is this collective culture rather than the type of employee that represents a

situational mechanism associated with stewardship.

When we find ourselves in a surprising situation, our people maintain a great poker
face — for example, in tough negotiations. Sometimes there is a big surprise, and
we just take it with a straight face. Then, on the way home we discuss “what the
hell just happened”. So, there is this trust: customers can trust us, but our people
also trust each other, which is very important. S5

The way | see it: we support and cheer each other; we stand as one. | have been
in many negotiations, where we are under pressure, but then and there, we are

kind of a family, and therefore stronger together. The commitment is both personal
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and communal. | feel that we have very committed and motivated people working

for us, and this means that we, as a group, are also very strong. S2

As Burmann & Zeplin (2005) found out, lateral communication about the informal
transmission of information between employees regardless of their position in the
hierarchy or division, commonly referred to as the ‘office grapevine’. This is the
most powerful of the three forms of internal communication, since it is most likely
to influence the decisions and actions of individuals. This form of informal
communication was described on the interviews, and it can be seen as a part of

the brand consideration:

We are a kind of a team. | know that | can always consult a colleague, if | have a
difficult case on the table. We change opinions on a current case, and we compare
old bidding layouts, because the old documents might be useful when bidding for a
same kind of a solution. This means that the bidding of every solution does not
have to start from scratch, since there is always someone who has experience. It
is teamwork, and especially during the recent years we have been concentrating
on it. This teamwork is really useful, because then you will not forget anything
important from the bid. It is impossible to invoice the customer afterwards, if you

Just forgot to add certain costs to the bidding documents. S3

Table 10 Family ownership perception summary

Family ownership perception summary
S1
We have the whole package to offer; maintenance services are good, our

mechanics are very quick, our product quality is good, and our service is good.
S2
...we support and cheer each other; we stand as one. | have been in many

negotiations, where we are under pressure, but then and there, we are kind of a
family, and therefore stronger together.
S3
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We are a kind of a team. | know that | can always consult a colleague, if | have a

difficult case on the table. We change opinions on current cases...

S4
...we will take care of any given project collectively, so that everything is in order
at the price that is stated on the document.

S5

Family ownership is not a thing we want to hide, on the contrary, it should be
mentioned when appropriate. It communicates perhaps that we have a good
spirit, we are all one big family, and everyone is treated like a member of the

family, if | exaggerate a bit.
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5 CONCLUSIONS AND DISCUSSION

The aim of this thesis is to provide relevant and up-to-date information for B2B
CEOs, marketers and sales representatives: these findings should enable these
groups to make educated decisions in brand-related matters, especially when the
brand is on the verge of being officially discussed within a company. Thesis also
aimed to contribute new insight into the B2B branding literature, which is

somewhat thin currently.

This thesis presented unique contextual approach, since it examines the branding
views of management and employees both in the same study, and also takes into
account the possible effects of family ownership and culture. The research
consists of a literature review concentrating on B2B branding, corporate culture
and family ownership, and linking these concepts together. A theoretical
framework called triangle of intra-organizational emerging brand awareness was

also built based on these three concepts.

Empirical data was collected in the form of a semi-structured interview. Interview
subjects were CEO and 4 sales representatives. Data was transcribed and
classified under the three themes presented in the theoretical framework.
Suggestions for further research are provided and some managerial implications
are proposed, and limitations are also discussed.

The inductive approach resulted in an adjustment of the theoretical framework: at
the top, the brand portion could be divided in two: brand and applied brand. The
applied brand refers to the situation where the interviewees discussed their
approach to a bidding competition, where it was up to them to win the contract for
the company. This theme came up spontaneously in the first interview, and the
decision was made to bring the theme up in the subsequent interviews, since it
made the interviewees discuss the brand in action, instead of just discussing the

concept itself. This bidding situation required the company representatives to
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verbally differentiate the company from the possible competitors. The revised

framework is presented below in figure 4.

MORE EXPLICIT

APPLIED
BRAND

BRAND

CORPORATE CULTURE

MORE FAMILY OWNERSHIP
IMPLICIT

v

Figure 4 Revised Brand Onset Pyramid

The main research question was:
- how is the concept of brand and the process of branding perceived and
applied among the sales representatives and the CEO in an individual,

professional context in a B2B heavy industry company?

This exploratory question was designed to let the interviewees talk freely about
their thoughts and experiences about branding. However, this question demanded
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active listening on behalf of the interviewer, because the there is a risk of
superficial answers and interpretations without guiding the interview. The question
included terms brand and branding, because the brand is a somewhat passive
concept, but branding refers to action, which lets the interviewees think more
about their actions and attitudes. The context factors were also included in the
question: sales, CEOQ, individual, B2B, heavy industry. These clarifications
emphasize the fact that this research approach is somewhat original and
understudied in this field of literature.

Supporting question were:
- how does the sales department view the concept of the company brand in
everyday professional context?
- what kind of a corporate culture exists currently?

- does the concept family ownership affect the culture or the brand?

These questions were more guiding in nature, since they helped to keep the
theoretical framework in mind when conducting the interviews. All supporting
questions were answered during the interviews without asking them: the active
listening and naturally flowing conversations led to underlying topics like culture
and family ownership.

The main research question yielded a wide variety of holistic answers about brand
and branding, from practical examples of brand to visions of the future brand. The
most fundamental observation is that all the interviewees felt that a corporate
brand exists: this perception is based on the fact that all interviewees were willing
to define the brand quite spontaneously and by connecting the brand to culture
and family ownership. None of the interviewees left the brand question
unanswered. As Leek & Christodoulides (2011) found out, it is vital that a
company's employees share the same brand perceptions and can convey these to
customers in a consistent manner, this may be achieved through training. This
finding suggests, that through training, the brand perceptions can be conveyed to
customers in the future if the case company decides to start a brand building
project. It is clear, that although the interviewees gave somewhat varying
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definitions of the brand, none of the respondents would say that there is no
corporate brand to speak of. The supporting questions yielded also answers that
were in line with each other: corporate image and brand was a thing to consider in
various contexts, a distinct corporate culture was recognized and described, and

family ownership was mentioned explicitly or more implicitly in all interviews.

All the respondents had a twofold view about brand and branding: on the other
hand, brand was attributed to hard facts like technical features, price, installation
and maintenance, while it was also attributed to catchphrases, outlook of a tender
document, being there for the customer and viewing colleagues as a family. Kotler
& Pfoertsch (2006) stated that a brand is a short-cut of attributes, benefits, beliefs
and values that differentiate, reduce complexity, and simplify the decision-making
process. When the interview data is examined, the interviewees do talk about
attributes (strong and durable products, with durable structures, and in-house
design, self-defined components and in-house strength calculations), benefits
(customers say that the quality difference is evident with our products — and worth
paying for), beliefs (if you buy from us, the turnkey solution will definitely work) and
values (our people are committed to our culture and they behave accordingly, they
live by these particular values that we have, without thinking it is brand
commitment) that make a difference. When all these holistic thoughts are
contextualized with previous literature, a compelling finding surfaces: an unofficial

brand exists without conscious branding efforts.

One interesting aspect was the spontaneous — even simultaneous — discussion of
all three central concepts that were introduced in the theoretical framework: almost
all interviewees discussed the culture and family ownership — and spontaneously
attributed these concepts to the corporate brand at the early stages of the
interviews. During the brand-themed interview phase, the culture came up in all
interviews, without explicitly asking the culture-related questions. One finding
supports the notion that strong culture is a reliable indication of a consistent brand
identity: O’Reilly & Chatman (1996) propose that a strong corporate culture will
support consistency of the brand identity due to its informal coordination.
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The culture and family ownership were mentioned regularly when discussing the
brand: this suggests that the theoretical framework presented here could have
some empirical significance. Kerr & Slocum (2005) summarized that a corporate
culture simultaneously determines and reflects the values, beliefs, and attitudes of
the members of the organization. These values, beliefs and attitudes nurture
norms that influence employees’ behaviours — and that most managers are aware
of their companies’ cultures, but they are unsure about how it is maintained,
transmitted, or influenced. Once again, the empirical result does align with the
theoretical framework presented earlier. Especially the CEO interview showed that
there is a great situational awareness about the past, present and the future of the
corporate brand — and how it is intertwined with the culture, values, catchphrases
and behaviours.

Also, the research questions are adequately answered. The results were true to
the exploratory nature of this study: the interviews resulted in a stories, examples,
personal views and development ideas. This thesis increased understanding of the
various brand perceptions within a B2B company, and after interpreting the results,
it is clear that an initial “proto-brand” exists before the corporate brand officially
exists. In a way, a corporate brand is not just a concept that is developed from
scratch, since it exists whether or not it has been consciously built and developed.

Then the question for the management becomes: should they embrace the initial
brand views within the company and build on those conceptions, or abandon them
altogether and start from scratch? This subject was discussed in the interviews: it
is possible to “order” a corporate branding from a brand consultant, but that
approach could result in a brand which is not built on the implicit culture, stories,
and history of the company. This can be avoided if the company knows what kind
of preliminary brand perceptions there are within the company. Also, the company
can choose which elements it wants to communicate with their brand, and which

elements to leave out.
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5.1 Theoretical contribution

As it was stated in the introduction, the B2B brand literature would benefit from
using more exploratory research (Guzman, lglesias, Keranen, Piirainen &
Salminen 2012), and it was even stated (Roberts and Merrilees, 2007) that B2B
branding literature is still at embryonic state. The more traditional industrial service
studies, such as installation, repair and operation and maintenance were virtually
non-existent research contexts according to Guzman, Iglesias, Keranen, Piirainen
& Salminen (2012). More recently, Seyedghorban, Matanda, & Laplaca (2016)
have suggested that still, most studies in B2B branding have applied quantitative
methods and therefore, future research could utilize more qualitative and

conceptual techniques

This thesis used qualitative, cross-sectional, exploratory approach in the context of
case company operating in heavy industry and thus provided the much-needed
research approach to the B2B brand field. Possibly one of the theoretical
contributions of this thesis was its theoretical framework, which seemed to provide
adequate background context for this particular case study. The framework model
can be seen as a justified representation of the empirical world, since the
important boundary areas between the concepts in the framework came up in the
interviews: brand was regularly attributed to the corporate culture and family
ownership. Also, the boundaries between the three concepts were not strict, since
the concepts came up quite spontaneously and randomly in the interviews during
the brand-related discussion, even before necessarily moving on to the next theme
about the concepts of culture or family ownership, regardless of who was

interviewed.

When the results of this thesis are compared with the previous research, some
similar findings surface: Buil, Martinez & Matute (2016) discovered that when
frontline employees perceive that their values match those of the organization,
they will tend to be more emotionally engaged and manifest higher levels of
dedication, absorption, and vigour. In a sense, the act of spontaneous, nuanced

storytelling in an interview situation can be interpreted as a manifestation of
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dedication and deep absorption with the work role, and also that both individual

and group self-reflection.

Also, some contradictory findings surface, when these findings are compared with
the previous literature: Webster & Keller (2004 ) state that in a B2B context
branding is potentially useful when influencing buyers during the early stages of
the decision making process while Leek & Christodoulides (2011) found that
branding is potentially used only at the beginning of a relationship when the buyer
is evaluating suppliers and differentiating between offerings. The data of this thesis
suggests that especially on a managerial level (CEO & Sales Director), there is a
strong view that the conscious branding efforts should start from the first contact,
and they should last right to the last stages of the decision making processes. On
the other hand, the sales representatives approached the branding efforts as a
tool to win the attention of the sales lead at the early stages of the interaction,

since they felt that after he introduction the technical details matter far more.

5.2 Managerial implications

One of the implications for management is to develop a situational awareness
about the brand: it exists whether one wants it or not. Employees have their views
on it, even though brand does not officially exist. Developing a manager-level
situational awareness could be as simple as asking casually about the employees
view on the current corporate brand during the yearly development discussions
with the employees.

The theoretical framework itself could be used as a visual tool for management in
the family owned companies that are considering their brand development: it
would possibly be helpful to have the employees to fill each part of the triangle with
the words that describe each layer at any given moment(family ownership, culture,
brand). When the triangle is filled with words that describe the current situation, it
would possibly be easier for the management to make decisions about conscious
branding
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5.3 Limitations and future research

The theoretical framework could be improved, since it presents the three
phenomena on a very general level: for instance, each layer could be divided into
sub-layers. Also, the boundaries of the framework concepts should be studied
more: it can be assumed that these areas interact bidirectionally with each other,
instead of just building on top of each other. According to the empirical data, the
concepts of brand, culture and ownership are intertwined and overlapping, and the

mechanisms between them could be studied more.

The sample size was rather small, but this study was designed to concentrate on
the persons and roles that need to consider the corporate image they are
conveying on a daily basis, and who are interacting with the customers and other
stakeholders. This approach ensured that the interviewees would possibly have a
preliminary and practical understanding about the interview themes. However, the
data obtained was somewhat saturated, since same perceptions came up when

interviewing the subjects.

The study subjects represented only two occupational groups: CEO and sales.
Even on a B2B SME, there are many other employees, whose views on brand
should be studied. The justification for choosing only two groups was that CEO
and Sales are the two groups that consider brand-related things regularly — on the
other hand, a designer does not necessarily consider his effects on the brand
during his everyday work, even though he has a role in brand creation, and same
applies for the welders, painters and maintenance specialists. This opens up
possibilities for more broad brand related interviews: if the industry of the case
company is considered, perhaps designers and manufacturing workers should be

interviewed about their brand views too.

The semi-structured cross-sectional interview was appropriate method, but there
could have been a second interview round: an initial analysis on the first-round
interviews could have presented interesting and more focused topics for the
second interview round. Also, a more longitudinal approach could be feasible: a
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case study with the same design could be conducted before after the branding
efforts to see how the conscious branding affects the brand perceptions of the
employees.

Since the case company was family-owned, the theoretical framework is based on
the family ownership, this research project and its results only apply to the
companies with strong family ownership background. The model could be
developed further to suit the context of a companies with no mentionable family
ownership, which would essentially mean that the bottom of the triangle would

need to be contextualized again or even dropped off.

A brand is a somewhat elusive, but fascinating concept that is usually defined from
a customer- or end-user viewpoint, or as an independent entity. However, at his
very moment, in many SMEs, employees have a concept of their unofficial proto
brand in mind, and they live by it, use it as a guideline when they are faced with a
challenging situation. The concept of proto brand should be studied more and
ideally, defined. The proto brand exists, whether we want it to exist or not.
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7 Appendix 1 Interview guide

‘l would like you
to tell me about
the company
BRAND, all the
events and
experiences
which are
important for
you.’

Corporate
Culture

Family
Ownership

what? why? where? how?
+probing questions



