CORPORATE BRAND ALIGNMENT 1

Corporate Brand Management: Aligning Core Valug¢sat8gic Vision, Corporate Culture and Image.

Johannes G. Lorenz,

University of Twente

Correspondence concerning this article should beeaded to:

Johannes Lorenz

Universitiy of Twente

Faculty of Behavioural Sciences

Department of Communications Studies

7500 AE Enschede

E-Mail: johannes.lorenz@student.utwente.nl.



CORPORATE BRAND ALIGNMENT 2

Abstract

Although the importance of corporate brand aligntris generally recognised, only a limited
number of tools are available to assess and maitagerate brands proactively. In this article the
Vision, Culture and Image (VCI) method by Hatch &wthultz (2001) was used to assess corporate
brand alignment. The main research objective wasvistigate the role of core values in gaps
identified using the model. An alternative modeitfmeore values at the centre of the VCI model is
proposed. Data was collected in a manufacturingrosgtion in the Netherlands. A selected group of

39 employees participated in structured depthvweers to describe the current situation.

Results show that the VCI method is a useful methagkplore potential gaps between vision,
culture and image. Eleven different gaps were dised among vision, culture and image, and
illustrated with additional information regardintietextent of gaps and the perceived effects on the
organisation. Moreover, a positive relation betwtenlink to core values and the effect of gaps was
found. Gaps that are strongly linked to core vahege a significant negative (perceived) effecthan
organisation. Further, it appears that differenbageement and employees use different perspectives
on core values in order to link them to misalignise®epth interviews show that in this case study

managers link values-in-use to gaps meanwhilertii@myees links espoused values to gaps.

Keywords: corporate brand alignment, core valueS] Wodel, branding tool, brand

management
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Introduction
Corporate Branding

Corporate branding can be defined as a systemaiiegs of creating and maintaining
positive images and a positive reputation of thmgany as a whole by sending signals to all
stakeholders, by managing behaviour and all intemnd external communication (Einwiller & Will,
2002; Van Riel, 2001). Christensen and Askegaad@XPdescribe corporate branding as the sum of
orgnaisational expressions, that are communicatéd various audiences, through core values (Ind,
1997), the behaviour of employees (Duncan & Moyiat®98; Tomczac & Bexendorf, 2003) and via

all corporate communication to all internal andeenél stakeholders (Rode & Vallaster, 2005).

Corporate branding has received a lot attentioarmg (e.g. Balmer, 2001; Hatch & Schultz,
2001; Ind, 1997; Schultz & de Chernatony, 2002;uizh& Hatch, 2003). Academics increasingly
acknowledge that corporate branding refers to icrgain organisation’s unique characteristic, (De
Cheratony, 1999, 2001, Esch, Tomczak, Kernstockgeg 2004) and that managers must pay
attention to corporate branding, as it is acknogéetlas an important driver for added value for all
stakeholders of a company (Hawabhy, Abratt, P&@99). Empiric research shows that a strong
corporate brand has positive effects on the pasitgpof new products and product extensions (Brown
& Dacin, 1997; Ind, 1997), customer attractivnésgestor confidence and employees motivation
(Balmer, 2001a). The effects on a number of difiekey stakeholders (Balmer, 2001a, Brown &
Dacin, 1997; Ind, 1997) underpin the importancetadng positioining for both, external and internal

positioning (Harris & De Chernatony, 2001).
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Vision, Culture and Image appr oach

The growing recognition of the importance of cogierbranding and corporate brand
positioning piqued Hatch and Schultz’s interestc@ding to Hatch and Schultz (2001) successful
corporate branding is typically based on the alignnibetween (1) the strategic goals of the top
management level (strategic vision ), (2) the krenlgk and attitude of the employees (corporate
culture) and (3) the perceptions of external staldgrs (image) (see figure 1). In other words, Hatc
and Schultz claim that the strategic goals nedxtsupported by and fit with the corporate culture

and must fit with the perceptions of key stakehdde build and maintain a strong corporate brand.

Hatch and Schultz's (2001) method depitcs a proitegds focused on the cohesion and
consistency between the three elements: strategany corporate culture and the image. They
noticed during their work at LEGO and British Airy&g that a strong cohesion between all three
elements is vital for effective corporate brandjHgtch and Schultz, 2001). Hatch and Schultz (2001)
state that inadequate or faulty alignment of thbsee factors is in many cases an indicator for poo

faulty brand management and branding.

Hatch and Schultz (2001) call this corporate bragdipproach the VCI method. The key for a
strong corporate brand are closed or small gapgdeet vision, culture and image. The relations
between strategic vision, corporate culture andrttage are key problem areas for corporate
branding, e.g. relations must be monitored and taimied for effective corporate branding (Hatch and
Schultz, 2001).

Strategic
Vision

Perceived
Image

Corporate
Culture

Firgure 1: Hatch and Schultz's VCI method
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Core Value Approach

Another theory that approaches corporate brandibgsed on core values. Urde (2003)
speaks about core value based corporate brandrguildrde (2003) describes that well established
and maintained core values influence all kindsegfisions varying from product related matters to
internal or external communication within organisas. According Urde (2003) core values are
guiding themes for brand personality, the positigrof brands, present in the strategy and the
corporate culture. Urde (2003) suggests core valaake guide for internal and external brand

building and as guiding factors in organisations.

External Develeopment

and R&D

Communication

Internal Brand
Identity

Brand Personality

Figure 2: Impact of core values

According to Urde (2003), value based brand bugdind management consists of creating an
integrated common approach, that is omnipresethigirentire organisation and persuaded by all
sections and members in order to achieve the wgtomnal goals (see figure 2). This would mean that
successful corporate branding is related to a camepproach all members share, which is based on
core values. This common approach influences theeesrganisation and the corporate brand.

Therefore, core values need to be monitored andtaiaed (Urde, 2003).
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Combining vision, culture, image method and the cor e value approach

Hatch and Schultz's (2001) method and the coreevapproach (Urde, 2003) are conceptual
frameworks that describe different types of corpwtmand management. Hatch and Schultz’'s (2001)
method focuses on important relations betweenrisahey identified as vital cross points for
corporate branding: vision, culture and image. Theithod could be used in empiric research, even if
the VCI method has not been used in empiric rebaat; as they describe three specific starting
points to explore corporate brand alignment (ectemtial gaps between (1) strategic vision and
corporate culture, (2) corporate culture and imégeimage and strategic vision). Urde’s (2003)cor
value approach on the other hand is focused oaffhets of core values on organisations and the
corporate brands. This method is a managerial apprthat involves the basis of corporate brands,

but is less usable to design empirical research.

The VCI method Hatch and Schultz (2001) presentthadore values approach (Urde, 2003)
have, even if they these methods approach corporateling very differently, an objective in
common: Both approaches are focused on alignmgegtiveen vision, culture and image or alignment
of every organisational aspect to core valuesrderto establish strong corporate brands. This
conformity between the two approaches triggersdba that both approaches could be linked.
Matches between the areas the models addressugisorsthe idea that the core value approach and
the VCI model are somehow related to each othes.chnporate culture Hatch and Schultz (2001)
describe is similar to aspects Urde (2003) linksdie values, such as internal brand identity and
brand personality. Also aspects as strategy andlojewment, that Hatch and Schultz summarize as

strategic vision, are according to Urde (2003) sctbjo core values.

As both approaches are apparently focused on sias@ects and the same objective,
combining the VCI method and the core value apgr@auld pool the strengths of each single
method. Adding core values in the centre of the W©tel (see figure 3) has a number of advantages:
First of all the empirical value of core values kcblbe improved as the basic VCI method offers
structure to design research. As a result the rsefs of core values in the actual corporate (Brand
management can be enhanced. Moreover, valuableceddiinformation regarding the gaps in the
VCI model could be gathered by reviewing the relatio core values. Particularly the origin and the

importance of gaps in the VCI model could be claescribed using to core values.
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Therefore, it is argued that extending the VCI nidnyecore values to review the relation
between (1) core values, (2) vision (3) culture &)dmage could give a deeper insight in the
corporate branding process. Adding core valueg,faarth element, at the centre of the model Hatch

and Schultz (2001) present could improve the untaledsng and management of corporate brands.

Strategic
Vision

Core
Values |
d

Perceive Corporate
Image Culture

Figure 3: Introducing core values in Hatch and 8ztai(2001) VCI method

Resear ch questions

In order to analyse the expected relation betwieerYCIl method and core values, two main questions
and five sub questions are formulated. As the VE€ihod has not been used in empiric research

earlier, the first question addresses the VCI netthefore the extended VCI model is reviewed.

(1) To which extent can Hatch and Schultz's (2001) rhbdaised to analyse corporate brand
alignment empirically?
a. What kind of gaps can be detected using the VClatiod

b. What is the perceived effect of these gaps?

(2) To which extent is there a relation between theatéf of gaps in the VCI model and core

values?

a. To which extent is there a relation between gaplscane values?
b. What is the perceived importance of gaps relatete values?

c. How are gaps and core values linked?
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Theory
In the following section the relations betweengttategic vision and corporate culture, (2)
corporate culture and image as well as (3) imagesénategic vision are described. After that, @)ec

values and (5) the link between the VCI method core values will be reviewed.

Strategic vision and organisational culture

Collins and Porras (1998) define strategic visiwithin organisations as a description of a
future objective. The function of a defined strategsion is to provide organisations with inspioat
and decision making criteria that can be applietthénentire organisation. Defining strategic visias
a vital element of strategic management as itdstsis for all decisions within organisations and

applies to all units, departments and sectors gg(@bllins & Porras, 1998).

Hatch and Schultz (2001) argue that alignment efsthategic vision and the existing
corporate culture, e.g. the pattern of shared naggans that the group learned [...] and are
considered as valid [...](Schein, 1999), can be acgoof competitive advantage. They claim, when

both aspects are aligned, strong corporate braarddevelop.

Research confirms this theory. Balmer and Soer(@889) ACID test ™ showed that vision
and culture are strongly linked and that mutuajpsupis needed for strong corporate branding.
Balmer and Soenen (1999) built the ACID test based literature review and confirmed their
concept in a qualitative study among 20 UK’s maganporate identity agencies. They interviewed
professionals in depth and conclude based on theriexces the respondents shared that vision and
culture are linked to each other and influence e@fe brands. Hawabi, Abratt and Peter (2009) also
advocate, based on their findings in a qualitasively among branding profesionals and managers
who are involved in brand management and the affefotorporate branding, that corporate culture
has an important effect on behaviour and alignméitht the corporate objectives. Hawabi et al. (2009)
claim that the management must pay special attetdithe culture, particulary the employees and the

behaviour to build a strong corporate brand.

Jones (2010) also argues based on a literaturewskiat the strategic vision is powerful to
connect existing perceptions of brands to the qatpaulture. In Jones’ (2010) view the strategic
vision is the most important aspect in corporatmbing, as the vision can connect all exisiting
perceptions with the internal culture. Senge (128€) claims in his management textbook that an
accurate view on the current corporate culture isrgportant as a clear vision for future developimen
The strech between vision and culture is jointgpansible for consistent corporate branding (Senge,
1990).
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Organisational culture and image

Moreover, Aaker (1996) argues that when corporatages, e.g. perceptions of corporate
brands, are consistent with the organisationatioeiland its values, they will create credibilitythe
eyes of key stakeholders. A number of researchaira that particularly in corporate branding the
alignment of organisational culture and corporatage magnifies awareness among all shareholders,
and enhances reputation and attractiveness (Bamnidh<otler, 1991; De Cheratony, 1999, De
Cheratony 2001; Dowling, 2001; Fombrun, 1996). Acassful corporate brand is based on aligned
messages throughout the organisation (Hawaby, &Qfl19), and is closely related to the interactions
between employees and customers (King, 1991; Mcldpe Cheratony, Harris, 2001). Employees
behaviour is important for corporate branding du#g crucial role in transmitting the brand’s vedu
to external stakeholders (Davies & Miles, 1998;@weeratony, 2001; Stuart, 2002). This is in line
with Keller (2000 a); brand promise and brand eigmexe must fit, to influence stakeholder behaviour
in ways that generate brand equity. Also the aatoraunication theory by Broms and Gahmberg
(1983), Christensen (1997) and Morsing (2006) diessrunderpin the importance of members of the
corporate culture for corporate branding and itetsts the relation between image and culture and
vice versa. According to the auto communicatiomth@rganisational members are the most

important audiences for organisations and influgeheamage through direct contact.

Davies, Chun and Kamins (2010) showed in a studyngmmine service organisations in the
UK that the alignment of internal and external vie&/a competitive advantage and that valence and
magnitude of the gap influences future performambat means, customers who sense information
from interaction with employees that differs frolneir perception of the company’s reputation will
experience a negative effect (Davies et al., 201i@e versa, their research shows that companies
with a clear positive image and averaged gap gé¥ points higher in sales than companies with a
clear negative gap. Also, Kowalczyk and PawlisBB0R) study among Silicon Valley firms indicates
that the external perception of culture affectsdabporate brand. Kowalczyk and Pawlish’s (2002)
found correlations between Fombrun’s Reputationt@aband the Organisational Culture Profil and

have therefore reason to believe that image andreudre related to each other.
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Image and strategic vison

Similarly research shows (Dhalla, 2007; Dutton &®Brich, 1991; Gioia, Schultz & Corley,
2000), only when strategic vision is confrontedhitie actual images among the key stakeholders and
if this input is used, the organisation can deve@brong corporate brand. Alignment is again #ne k
to a strong corporate brand. Dutton and Dukeri@®®1]) as well as Gioia et al. (2000) showed that
even if identity and image are products of thetstyia vision, the image can also have an impact on

the strategic vision.

Dutton and Dukerich (1991) discovered this vihtion during research for the Port
Authority New York and New Jersey. Depth intervieavel content analyses showed the effects of the
authorities’ response to homeless people in thieduairarea. The results show, that executing the
vision can have negative effects on the corporatge, weaken the corporate brand and influence the

vision in the end.

Goia et al. (2000) base their theory on Albert @Witetten (1985); who claim that
organisations became sensible to the question modre as organisation and what they
communicate, as well as on Dutton and Dukerich 1);98ho claim that over time members receive
feedback on their organisation as members of thansation are simultaneously members of external
groups and this heightens according to Hatch ahdl&c(1997) the chance to critically review

internal and external perceptions and intercede.

Gioia et al. (2000) outline this circuit using tBRkell Oil example - the plan to dispose of a
platform by sinking it in the Atlantic. The origihplan was opposed by Greenpeace as
environmentally unsound. The controversy and negdéedback not only influenced Shell to
reconsider and revise its plan but also to recensid own identity. Shell asked a series of self-
reflective questions, prompted by the images ijgmted to the public and the images decided in

return to revise its identity towards a more sdgigdsponsible organisation.

Also Davies and Chun (2002) showed in a case saodyng 50 department stores in the UK
that varying perceptions of corporate brands ekiauies and Chun (2002) interviewed 50 randomly
selected customers and members of the organidat@mmalyse potential gaps. Davies and Chun
(2002) demonstrate that measures of image canlarmeith measures of identity and claim that gaps

can exist and that the effects of the gaps vary.
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Corevaluesin corporate branding

According to Van Riel (1995) and Hawaby et al. (0@ corporate branding the expression
of core values. Core values are the starting gomtorporate branding (Van Riel, 1995) and are the
value foundation of a corporate brand (Urde, 2008)lins and Porras (1998) define core values as
the organisation’s essential and enduring elemeatsmall set of timeless guiding principles that
require no external justification. In short, cosdues are the essence of the organisation and the
corporate brand and are an element of the stratéitm, mission and organisational values
(Hankinson, 2000; Urde, 1994; Urde, 1997), as thagymarise the organisational identity and form
the starting point for corporate brand managemeearaling to Louro and Chunda (2001).

Also, Urde (2003) states that core values are sigedactor in corporate branding based on a
number field studies in organisations such as EoiesDuPont, Nestlé, Tetra Pak, Volvo etc. He
illustrates his findings using the Volvo exampl@sBd on qualitative research as interviews and the
analysis of Volvo internal management reports aartlypon quantitative research to confirm his

previous conclusions, Urde (2003) describes thega® of corporate brand building on core values.

According to Urde (2003) the process of core vahased brand management begins with the
mission, e.g. the definition of a general overarghiask, the vision of the organisation, e.g. aviv
description of what the organisation wishes to agaeh (Collins & Porras, 1998) and the
organisational values that are implicit preserthenorganisation. These three elements form aaugrdi
Urde (2003) the basis for the organisational calees, or in other words influence the core values.
Based on these values, Urde (2003) explains hansthcalled “common threat” influences corporate
branding with a double function. Internally, thayide the organisation’s efforts and externally the
values are translated into added values for custgnogips. As core values are an integrated element
in the early stage strategy, core values infludmaead architecture, products, brand positioning,
communication strategy and brand identity and floeeethe corporate brand (Urde, 2003). Finally,
Urde (2003) points out that these guiding prin@gla corporate brand building have, even if they
can be seen as lasting factors, a dynamic naturenast constantly be monitored and adapted as the
requirements on the core values are constantlgedviT hus, active management of core values is

needed.
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Corevaluesin strategic vision, organisational culture and image

Corporate brand alignment is a powerful tool tddaistrong corporate brand in order to
develop a strategic competitive advantage accordititatch and Schultz (2001). However, up to date
the advantages of corporate branding have prowsivelin practice (Jones, 2010). The current focus
on the alignment of elements such as vision cullneimage appears to be a useable starting point
(Barich & Kotler, 1991; Broms & Gahmberg, 1983; Bes/& Chun, 2002; Davies et al., 2010; De
Cheratony 2001; De Cheratony, 1999; Dowling, 2@Itton & Dukerich, 1991; Fromburn, 1996;
Gioia et al., 2000; Hawaby et al., 2009; KellerQ@@; King, 1991; Kowalczyk & Pawlish’s, 2002;
McDonald et al, 2001) as it identifies specificrets that need to be compared and managed, but in
practice it remains unclear to which extent aligntiie possible, needed, and positive for a corporat
brand. Core values on the other hand are in maseabrganisations clearly defined. But they do not
offer a specific starting point like the VCI methtdanalyse and manage corporate branding. A
possible solution, that has been introduced eaiti¢o combine both methods in order to pool the

strong points and downsize the shortcomings of eagiie method.

It is argued that core values could be an impoffanth element that can be placed central in
the vision, culture and image model to compendatetcomings of both single corporate branding
approaches. Combining both (see figure 3), the M€tihod and the core value approach can improve
the empiric value and the usefulness of core vatuesrporate branding and also extend the VCI
model to detected core value related gaps. Poteelgionships between core values and gaps
between vision, culture and image can moreover toefpiccessfully implement corporate brand

alignment in practice.

Support for the idea of the extended VCI method (gpure 3), can be found in aspects that
both approaches the (1) VCI method (Hatch & Sch@@d1) and the (2) core values approach (Urde,
2003) as mentioned earlier, have in common (seedid & 2). But also other sources support this
idea. Collins and Porras (1998) showed for instahaesuccessful companies build their vision on
core values that are also present in the orgaorsatculture. Hatch and Schultz (2001) also recagni
that core values are important for corporate bragndn their point of view, core values conneciams
and culture. Projecting and showing core valuese®rding to Hatch and Schultz (2001) important
for the positioning of corporate brands. They cl#iat core values are the basis for corporate
branding and must fit with the values members ljdlatch & Schultz, 2001; Urde, 2003). Balmer and
Wilkinson (1991), Balmer (1995), Harris and De Giteny (2001), Ind (2001), Urde (1999) all claim
that in strategic managed organisations, the nigjigctive is to live core values, this includes

thinking, the way of working, behaviour and is ughcing the corporate brand.
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Core value based corporate brand management ngitneelated to the extent to which core
values are actually present inside the organiséBaimer & Wilkinson, 1991; Balmer, 1995; Harris
& De Cheratony, 2001; Ind, 2001; Urde, 1999). irelvith this conclusion, Schein (1992, 1999)
made a useful distinction between defined coreesm(espoused-values) and the present values in the
organisation (values-in-use). Espoused-valuesa@rding to Schein (1999) goals describing the
ideal situation and values-in-use are the presaelneg among members. Bearing Schein’s (1992,
1999) distinction in mind when core values are dddethe VCI method, might result in additional

information on the effectiveness of core valuetats for corporate branding.

Finally, it is argued that core values have anctf® the vision, culture and image of
organisations as well as on the important alignriith and Schultz (2001) describe. We argued
that core values are according to Louro and CuB@@l() the hub around for instance strategic vision,
corporate culture and image develop. In order baudtiong corporate brand, alignment between these
three domains is vital as Hatch and Schultz (2@Gdin, but Urde (2003) shows that alignment with
the core values is also important for a strong @@ie brand. We claim that sound corporate brand
management is based on the alignment of (1) cduvesa(2) strategic vision, (3) corporate cultund a

(4) image.
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Method
Context

The research phase was supported and executednitearational manufacturing and project
management organisation in the Netherlands. Then@sgtion is operating on business markets in the
Netherlands, Germany, the UK, France and the Uuitates. Approximately, 2000 people are

working for this organisation.

Respondents

An uninvolved department was asked to produce reseptative sample of the entire
organisation. The department was asked to selgriup of 44 potential respondents that fulfil the
two inclusion criteria: (1) Potential respondengéed to work for the organisation directly and ave n
contractors or contract workers, to be sufficiemiyolved in the organisation, (2) potential
respondents need to work for at least 12 monththfoorganisation to assure that they know the
organisation sufficiently. Among these 44 respotsigrere members from various departments and
organisational levels of the organisation, e.geldallar workers, engineers, sales managers,
accountants, HR managers, strategic planners, xedward members, etc. All potential participants
were invited to participate by email. Three respanid had to decline the invitation as they were not
in during the interview period and two respondérad no time to participate (87% response rate). In
total 39 employees participated. Sixteen respoisdeate members of the strategic vision group
(middle, senior and executive management) and &R pants were members of the corporate culture

(shift leader, blue collar workers, white collarnkers, etc).
Procedure & Instrument
Preliminary Phase

Schein (1992, 1999) shows the differences andtsfiegtween espoused-values and values-in-
use. As these differences might be important alogvelrther insights in the role of core values,
respondents were asked to describe the (1) conesAth-use and to describe (2) presence of
espoused-core-values in the organisation, beferectlation between core values and the VCI method
was further explored. To respondents who wereanoilfar with the term “core value” Urde’s (2003)

definition, “values that sum up the identity of thrgianisation are core values”, was presented.
Interview Part 1:

1. Please describe the core values you experience
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Main Phase

In the main interview relations between (1) visiaulture, (2) culture - image, (3) image -
visions were reviewed. During the interview, eaglation was outlined entirely before the next
constellation was discussed. That means there aveuenber of questions and tasks regarding one
specific fit before questions regarding the otleations were asked. Respondents were askedko ran
the relation they experience on a five point s¢@tem 1= extremely poor, to 5= excellent) and to
motivate their answer and explain their decisiangiexamples. Then, participants were asked to
scale the effect of the gap on a five point scaten{ 1= very disadvantageous, to 5= not
disadvantageous). Again, the respondents had twat®their decisions and try to explain the
answers. Finally, the respondents were asked tohwtent core values are related to the earlier
described fit. Here respondents were free to usisidas and overviews they made during the first

interview part. This order of questions and tasks veproduced for all three possible fits.

Interview Part 2

1. Scale: Ranking of the fit between vision culturersage from 1= extremely poor, to 5=
excellent

a. Respondents were asked to motivate and explainghswers using examples

2. Scale: Rank the effect of the of fit in questioonfr 1= very disadvantageous, to 5= not
disadvantageous

a. Respondents were also asked to motivate their asswgeng examples
3. How are core values related to the fit?
a. Which core set of values are you referring to?
b. Which specific values play an important role?
Debriefing
After the interview all respondents were debrietgefore and during the interview the
respondents were not aware of the objective ants gbdahe interview. In the invitation participants

were only told they have been selected and ardykasked to help improving the general

organisation of the company they are working for.
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Results
Part 1: Perceived corevalues

The overview of the perceived core values (seetahbd 3) shows that the espoused values

(see table 1) are not the only present valuesamtbanisation. The list of espoused values iggeth
by a number of values-in-use that can be clustereark related values (see table 2) and product
related values (see table 3). Both, managemen¢iapibyees experience these additional values-in-
use such as “collaboration” (see table 2) and ‘ityiglsee table 3) as more present core values than
most of the espoused-values. This indicates tlea¢$poused-values are not strongly integratecein th
organisation or that the espoused-values do ntitdibrganisation perfectly. This and the varying
perceptions of values-in-use indicate that it sbaluseful to keep not only espoused-values in the

view.

Table 1: Experienced presence of espoused

corevalues

Management Employees
Safety 14% 14%
Integrity 7% 7%
Development 5% 7%
Flexibility 7% 2%
Cost effective operations 2% 2%

Table 2: Work related experienced core

values

Management  Employees
Collaboration 9% 14%
Social 7% 7%
Respect 5% 4%
Bureaucratic 3% 2%
Employee satisfaction 3% 1%
Fun 2% 0%
Proud 0% 0%

Table 3: Product related experienced

corevalues
M anagement Employees

Quality 9% 8%
Know How 7% 7%
Reliability 3% 6%
Production focus 5% 5%
Profitability 3% 2%
Continuity 2% 4%
Accountability 2% 2%
Intellectual 3% 1%

Motivation 2% 1%
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Part 2: Vision, culture and image alignment

The data show that 62% of the participants thirg the vision - culture alignment is below
average (see table 4) meanwhile only 5% suggestiigiement as “above average”. Image - vision
alignment scores comparably, 44% suggest the aéghas “below average” meanwhile 18% of the
respondents suggest the alignment as “above averdgealignment between culture - image scores
higher, 46% think that the fit is “above averagefanwhile, 21% suggest the fit as “below average”.
Among the three gaps the culture - image fit isrttost positive. This is striking considering the
number of reported issues (5 of total 11 reporgsdes). Wilcoxon tests indicate a significant
difference between the perceived gaps. Betweearvistulture and culture - image, z = -3.97, p <
.001 and the vision - culture and image - vision2224, p < .025. Meanwhile the Wilcoxon Test
indicates no significant difference between theeieed gaps between culture - image and image -

vision, z =-1.77, p < .08. E.g. the vision - co#tgap is the major gap among these three.

Table 4: Reported fit between Vision, Culture and Image

V-C C-1 -V
Extremely Poor 3% 3% 5%
Below Average 62% 21% 44%
Average 31% 31% 21%
Above Average 5% 46% 18%
Excellent 5%

Total 100% 100% 100%




CORPORATE BRAND ALIGNMENT 18

Effects of vision, culture and image alignment

The participants also estimated the effect of #m®rted gaps on a five point scale. The vision
- culture gap has the most negative effect, (dae & 21% of all participants suggest this gap as
“very disadvantageous”, meanwhile only 8% are coced that the disadvantage applies. The culture
- image and image - vision gap on the other hantesapposite. Only 5% (culture - image) and 3%
(image - vision) suggest these gaps as “very deatdgeous”, meanwhile 33% (culture - image) and
26% (image - vision) suggest these gaps as “natdantageous”. The Friedman test, which evaluates
differences in medians among the three gapsgrsficant X2 (2, N = 36) = 15.50, p < .01 and
indicates fairly strong differences, e.g. the obgidiscrepancies of effects are actually relatddo
gaps only. The Wilcoxon tests indicate a signiftadifference between the perceived effect of the
gaps between vision - culture and culture - image;3.95, p < .001. and the vision - culture and
vision - image gap, z= 3.24, p < .001. The tesicetegd no significant difference between the
perceived effect of the gaps between culture - evagd image - vision, z =-.37, p < .72, e.g. the

vision - culture gap also has the strongest etiadhe organisation, in this case the effect isatieg.

Table5: Reported effect of (mis)alignment between vision,
culture and image

V-C C-1 |-V
Very disadvantageous 21% 5% 3%
Disadvantageous 36% 15% 23%
Moderately 21% 21% 21%
disadvantageous
Of little disadvantageous 15% 26% 21%
Not disadvantageous 8% 33% 26%

Total 100% 100% 100%
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Gaps between vision and culture

In total eleven different gaps were described dytire interviews between vision, culture and
image. Overall, the 39 respondents described thiffsFent issues between the (1) vision and (2)
culture. Issue 1: “Unclear priorities and objecsiwause various interpretations that hinder each
other”, e.g. within the organisation goals, stratetg. are not binding enough to force all partthef

organisation to work similar and towards the satvjedive.

“At the highest level, it is not clear what the argsation really is. Are we a production, R&D, or

project management organisation? These differegdisdnake it in all levels hard to work together.”

Issue 2: “The production and output orientatiorsusrthe passion for quality and amicable
collaboration”, e.g. that the focus of effectivelpducing units is perceived as a danger for traditgu

of the product - the working climate, and vice zers

“We want to achieve goals, but we are not bindingueggh and very focused on relationships with
colleagues. The project manager who is not perfognaind always leaving on time is not held

responsible for instance.”

Issue 3: “The Manufacturing focus versus the Rese&rDevelopment orientation”. E.g. that

the perceived vision and culture are focused derdint key aspects of activity and cause problems.

“Compared with other commercial organisations, we a socialist organisation that is only

technically oriented and not business driven.”

Among these three gaps between (1) vision andu|®)re, the first one (the unclear priority
issue) is the only gap that is clearly linked te @f the two elements only. Issues number two and

three are related to the interaction of both, thetesgic vision and culture.
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Gaps between culture and image

Between (1) corporate culture and the (2) perceivedje, respondents reported four different
issues. Interestingly, the first issue in this it a perceived fit between the culture and image
fact, issue 4, “the wealth fit”, e.g. suppliers amployees see XYZ as a very rich organisationgis
advantage according to the majority of respondéixgressions dsve are ripped-off...”and"“we
waste...”,or “we have enough...ominated the explanations. This raises the questevery fit

within the VCI method is positive.

Issue number 5: “The slow and bureaucratic orgénisaersus the modern production
environment”, e.g. the organisation is seen asaugratic and slow organisation among stakeholders
as suppliers, customers and local residents, whisinternal culture - the modern and output aedn

organisation is not appreciated.

“When | tell my friends that we are working diffatly now, modern and output oriented, they simply

don’t believe that we produce something and arenmtotresearch only.”

Issue number 6 is: “The best supplier versus ttegnal culture”, a number of the participants
complained that the organisation is seen as thiesbpplier; meanwhile the organisation internadly i
focused on the production processes only. Thisgapcording to the respondents very present but
not as negative as it could be right now, as irtyrrihese shortcomings are compensated, but still
have the potential to become major issues. Agaitinambiguous gap is not directly negative for the

organisation.

“I think that we are too much focused on the int¢raspects. We are only focused on our production
and miss a lot of customer focus. This is in mytpafi view the reason why we have problems. We

need to focus on our customers and not our outpiyt’o

A number of participants reported the 7th issuee ‘iroject management organisation versus
the lack of customer focus”. The organisation islpart of the customeradt only seen as a supplier
of a generic product, but as a project managemegarmsation”. If the organisation is seen as a

supplier of entire solutions, a lack of customen®is more flamboyant.

Issue number 8 is also related to a fit betweetuibnd perceived image. The organisation
has a, “R&D focused corporate culture that is stilognised”. This match is according the

respondents negative as it dysfunctional to aclheevporate goals.

“Well, we still act as an R&D organisation; we sehrfor the best solution, instead of the ideal

solution. This certainly influences our image.”
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Gaps between image and vision

The image - vision gap is, as the earlier cultumage gap more diversified, as perceptions
vary according the key stakeholder groups. Issueben 9 is “the conflicting image among customers
and strategic vision”, e.g. important customerseeigmce the organisation negative in some areas as

the scope of supply is not clear to all customers.

“An issue is that among five customers, we encouhtee different ideas of what we do for them and
should do, and related to that, how good we ar&s tiot clear what we offer. This has a negative

impact on our image occasionally.”

Issue number 10 is due to the fact that the gepeldic and potential employees have the

same image e.g. the bureaucratic research organisat

“Before | started working here, | have had a verfjattent idea of the organisation. “That is also
something | experience in job interviews, potergiaployees have an entirely different idea of how

we work and what we do than it actually is.”

Issue number 11 is: “The big spender versus theremgial organisation”. Particularly among
suppliers, contractors and also among local resdée organisation is seen as a big and careless

spender meanwhile commercial awareness is veryriauan the organisation.

“I have the impression, that as soon as supplieartour company name, they double their margin

and try to sell us much more then we need.”

“Often, you hear people say, that when you worKZ, you don't have to worry and that money
does not count in this organisation, meanwhile veeka@en on return on investment, and creating cost

awareness and a sense for effectiveness.”
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Relation between core values, vision, culture and image

The vision - culture gap is according to 32 oftiial 39 respondents related to core values
(see table 6). The remaining seven respondentstdink core values to the gaps they describedt Tha
means that 82% of the respondents claim that tiee tifferent reported gaps between vision and
culture are related to core values. A Mann-Whittesy between the effect of the vision - culture gap
(M no link= 36; M link= 2.3) and the link to core valued= 38.5,p= .005,r= -.45, shows that core
values are significantly related to disadvantagestests of gaps. E.g. there is a relation betvtben

effect of the vision - culture gap and the linictwe values.

The culture image gap is according the respondestsrelated to core values (see table 6).
Twenty-three respondents (59%), see a link betwees values and the existing gaps. The effect of
these gap is only of little disadvanta@é ifo link= 4.1; M link= 3.4. No statistical difference was
found between the effect of gaps that are reladebte values or not. The image - vision gap also
appears to be related to core values (see tablev@nty respondents (56%) link core values to the
existing gaps. The effect of the gaps is moderatsigdvantageoud/A no link = 3.8; M link= 3.3,

and no differences were found between the effddtseogap and the relation to core values.

In addition, the link between the vision - cultgap and core values appears to be
significantly stronger than the link between théwre - image and image - vision gap and core walue
(vision - culture - Cbs= .77, .87, >* culture — image - &l= .54, .64 and image - vision - &E .51,
.61). The Mann Whitney test also shows that gagisate strongly linked to core values have a strong

negative effect on the organisation.

Table6: Link between corevalues - vision and culture gap

No Link Link Mann-Whitney-U p
Gap Count Avg. Effect Count Avg. Effect
V-C 7 3,6 32 2,3 38,5 0,005**
C-l 16 4,1 23 3,4 138,5 0,179
-V 16 3,8 20 3,3 1245 0,244

Note:* Scores: 1 - “very disadvantageous”, 2 - &digantageous”, 3 - “moderately disadvantageous™of
little disadvantage”, 5 - “not disadvantageous™p*® .01, two tailed;

These findings indicate that core values are relatecorporate brand alignment. The earlier
found clusters (see table 1-3) are a entry to éurgixplore the link between core values and gaps.
Qualitative data is reviewed to show possible dififiees between espoused-core-values and core-

values-in use and the two groups, management ampdblfees.
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Differ ences between management and employees

The interviews show discrepancies between the groufhe way they link values-in-use and
espoused-values to gaps. As the vision - cultupagatrongly related to core values, the undegyin
issues will be further explored using qualitatiaadregarding the vision — culture issues.
Surprisingly, most of the members of the managemenivate gaps using values-in-use. Meanwhile
the Employees motivate gaps differently. The empdsygroup tends to link issues more to aspects

that are elements of the espoused -values, umi&kennagement group.
Values-in-use (Management) Espoused-values (Emp&)ye

We are in my point of view even too sacial
Compared with other commercial organisations,

we are a social, almost communist “l think that when we are more flexible we can
organisation” optimise our output and support XYZ better to

meet its commitments. This is in my point of view
the necessary change that has to happen.”

“...we are far too open, none binding very much
focused on relationshipall these things | have o
mentioned earlier when | described the good ~Development and flexibility influence the

collaborationhere do certainly play a role. Who Problem. Development needs to be improved in
is really in the lead? In our flat hierarchies the entire organisation meanwhile is flexibility is

things are always uncledr an issue of the R&D section compared with the
rest of the organisation and particularly the
manufacturing sector.”

Interestingly, the first issue, “Unclear prioritiasd objectives cause various interpretations
that hinder each other”, is an issue that is ogported by a group of members of the management.
This group relates shortcomings of the strategimoni very well to the present culture among top
management. Special about this observation isetiet among top management, ideology (e.g.

strategic vision) and present culture vary, e.g.ramt aligned and cause organisational problems.

“We are far too open, none binding and very muaused on relationships. | think, on the highest
level the vision is not clear, as we,” the managethare a part of the organisational culture andear

also far too much focused on relationships.”
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Concerning the other two gaps, both groups expegiand circumscribe the same issues.
Noticeable is that groups see completely diffecaminections to core values. E.g. the majority ef th
employee group motivates gaps using espoused-valgesust be flexible) meanwhile the strategic

vision group tends to link values-in-use (we ardda social) to these gaps.
Values-in-use (Management) Espoused-values (Emp)ye

“I think we are too much focused on internal
aspects. The reason that we have an issue is that

we Operate on|y production oriented.” “Our prObIemS are related to our erXIbIIIty
When it comes to support our colleagues we are

very flexible. But when we need to deal with
organisational changes we behave very
differently.”

The above example illustrates, that the role ofrdspondents in the organisation is of major
importance. Most of the members of the employeenaagagement group identify the same values-
in-use and espoused-values (see table 1 to 3).dMereperceptions of existing gaps do not vary
extremely among the groups. However, the way redguis related core values to gaps varies

according their role in the organisation. The mamagnt group suggests values-in-use as responsible

for the gaps meanwhile the employee group is caedrihat the gaps exist as espoused-values are not

fully appreciated.
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Discussion
Theoretical implications

In this study, it is argued that the vision, cuttand image method, Hatch and Schultz (2001)
present, can be used in combination with core galodighlight and further explain the most vital
problems, organisations and corporate brands can Balding core values as a fourth element at the
centre of the VCI method grants deeper insightshégialights main issues. Adding core values to the
VCI method grants more insights in the roots obems, varying perceptions among management
and employees and can highlight internal conflictg can cause gaps and help designing

interventions.
The vision, culture, image method

In total, eleven different gaps between strate@on, corporate culture and perceived image
were reported by 39 (n=39) respondents. Questegerding the extent and the effect of experienced
gaps grant further important insights in Hatch &ectultz’'s (2001) model. Results show, that not all
gaps between vision, culture and image are evge kand disadvantageous, or occasionally not
disadvantageous at all. The gathered results itedibat the vision, culture and image method, Hatch

and Schultz (2001) present, can be used to exptoporate brand alignment.
The extended vision, culture, image method

Further, it seems that core values can be usextéadthe VCI method to explain problems
corporate brands can have. Adding core valued@sth element at the centre of the method grants
additional insights in problems and can highlighy kssues. The negative perceived effect of links t
core values (see table 6) support this theory. @gldore values to the VCI method grants moreover
insights in the roots of problems, varying peraaqmgi among management and employees and can

highlight internal conflicts that cause gaps anip ldesigning interventions.
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Linking core values to the VCI method

The extended VCI method shows that the role withinorganisation can influence the
function and the view on core values. Managers temdotivate gaps using values-in-use meanwhile
the employees motivate answers the opposite wagmidnagers appear to compare the ideal situation
with their perception of the current situation din& discrepancies to the values-in-use. Therefore,
they often suggest values-in-use as reason fonmafgonal issues. Members of the employee group
are similarly referring to the values-in-use. Whleese respondents relate gaps to core values from
their point of view, they use espoused-valuesltistilate what is needed to improve the gap. That
means that the viewpoints on issues often varyrdatpto groups. E.g. respondents use differest set
of values to motivate their answer, even if thegirads the same issue. It cannot be stated the gaps

related to values-in-use or espoused-values hawere negative effect for the organisation.

Figure 4: Perspective and effects on cor e values
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Corporate Culture
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Theroleof corevaluesin the VCI modd

Results show that the vision - culture gap isrgjlprelated to core values. Eighty-two percent
of the respondents see a connection between visiolture gaps and the core values they mentioned.
The culture - image and image - vision gap, orother hand are for 59% or 56% related to core
values. E.g. even if the vision - culture gapssigaificantly stronger linked to core values, core
values are related to all gaps in the VCI modeksEifindings exceed the role Hatch and Schultz
(2001) give to core values in the VCI model. Acdogdto Hatch and Schultz (2001) core values
connect vision and culture and have no effect eretitire VCI model. However, the links between the
culture - image gap or the image - vision gap ané galues underpin Urde’s (2003) view that core
values influence more areas within organisatiomg Vision - culture gap is, even if it is arguedtth
all gaps can be linked to core values, the mostgotegap is in this study. This could be relatetthéo
earlier found varying perceptions of core valuezbl€ 1 to 3 show that particularly the espoused-
values are not strongly integrated and that thegmtions of values-in-use vary. E.g. in other
organisations where values are filled in differgntthe focus could lie on other gaps. Moreover, it
needs to be stated that even if the vision - calgap is significantly stronger related to coraugal
and the effect varies significantly from the othaps, it does not mean that the other gaps are
unimportant. But, in this organisation, the visiorulture gap has a more negative effect than the

culture - image and image - vision gap.

The results underpin that core values as Urde (283aks about play a vital role in corporate
branding and that adding core values at the ceffititee VCI method Hatch and Schultz (2001)
present is useful to extent the understanding gdfarate branding. The extended VCI approach is
focused on the alignment of vision, culture andgenthat is important for corporate branding (Barich
& Kotler, 1991; Broms & Gahmberg, 1983; Davies &ubh2002; Davies et al., 2010; De Cheratony
2001; De Cheratony, 1999; Dowling, 2001; Dutton &kerich, 1991; Fromburn, 1996; Gioia et al.,
2000; Hawaby et al., 2009; Keller, 2000 a; King919Kowalczyk & Pawlish’s, 2002; McDonald et
al., 2001), plus it draws also on corporate cofaasthat are the backbone of organisations (Gollin
& Porras, 1998; Hankinson, 2000; Louro & Chund@20/an Riel, 1995) to analyse and manage

corporate brands.
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Limitations & further research

One important conclusion is that employees appebe focused on realising the defined core
values whilst managers are focused on discrepahbeiegeen the ideal status and the current culture.
The varying functions, interpretation and rolesafe values between different groups of
organisational members offers room for further aesie. Particularly in this case espoused-values are
not fully appreciated. Therefore research in a remath organisations, and organisations where

espoused-values are fully appreciated could grathidr insights in the actual role of core values.

Hatch and Schultz (2001) propose to interview eédkrespondents to analyse the image
element of the VCI method. In this sample only merslof the organisation were involved, as not the
image itself, but the relations between image asidw respectively the culture are of key interest.
Knowledge of both is a prerequisite to participddembers of the organisation can depict the image
among different types of stakeholders such aspmests, suppliers, banks, contractors, potential
employees, local government and other authoritieey can also compare these impressions to the
corporate culture and actual strategic vision. Keternal stakeholder’s perceptions could partly be

added to further research to underpin the conatgdioat members of the organisation draw.
Managerial implications

In theory finalised or no gaps between vision,weltand image result in strong brands. In
practice, closing all gaps is not possible as dsgdions must manage corporate brands effectively,
e.g. organisations are confronted with budgetsratuin on investment. Focus on the most vital, or
negative gaps is needed to maintain a successfudféordable strong corporate brand. This article
shows, that analysing the relation between gapsaralvalues can provide important information for

organisations and help organisations to focus #t&ntion on the most important issues.
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