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interlinked. Building on the disciplines of 
corporate identity and brand manage-
ment, we emphasise the relevance of 
behaviour for the management of identity. 
The purpose of this paper is to shed light 
on a further understanding of an inte-
grated view of corporate identity and 
brand management.   

 CORPORATE-LEVEL MARKETING 
AND DIVERSITY OF SCOPE 
 Balmer  1   states that  ‘ marketing at the 
corporate level requires a radical reap-
praisal in terms of its philosophy, content, 
management and process. ’  Balmer and 
Greyser  2   plead that marketing should adopt 

 INTRODUCTION 
 Identity builds the basis for differentiation 
and competitive advantage by infl uencing 
the stakeholder image of the corporation. 
As such, corporate identity management 
is of great interest to both practitioners 
and researchers. Moreover, the shift of 
emphasis in brand management from 
product to corporate and service brand 
management underlines the relevance of 
employee behaviour. These developments 
suggest that a deeper alignment of corpo-
rate-level concepts and brand manage-
ment as well as a stronger consideration 
of employee behaviour are needed. 

 This paper discusses how the concepts 
of corporate and brand identity should be 
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a more strategic, institution-wide role and 
broaden its view. The authors therefore 
argue for an integrated approach, termed 
corporate-level marketing. Corporate-level 
mar-keting is distinguished from traditional 
marketing concepts by a strategic and multi-
disciplinary scope  3   and having multiple 
exchange relationships with different stake-
holder groups.  2   The marketing perspective 
is often focused on the product or brand 
level, rather than on the corporate level.  1   
Marketing in this view shifts away from 
products to corporations.  1,5   

 Unfortunately, the corporate-level con–
cepts are less integrated and academics 
argue for an integrated corporate marketing 
concept. Corporate-level concepts are 
characterised by a diversity of scopes that 
address different aspects of managing a 
corporation,  6   making it necessary to see 
through the  ‘ fog ’   1   and  ‘ disciplinary 
silos ’ .  3   Little integration exists in parallel 
terms of the various corporate-level 
constructs of corporate identity, corporate 
reputation, corporate image, corporate 
communications and brand management.  4   
Each of these concepts has its own 
intellectual roots and practice-based 
adherents.  7     

 INTEGRATED VIEW OF CORPORATE 
IDENTITY AND BRAND 
MANAGEMENT 
 Two important streams of identity-based 
concepts are corporate identity and brand 
management.  ‘ The Strathclyde Statement ’  
emphasises that  ‘ corporate identity differs 
from traditional brand marketing since it 
is concerned with all of an organisation ’ s 
stakeholders and the multi-faceted ways 
in which an organisation communicates ’ .  1   
Auton  8   states that misunderstandings in 
the concepts of corporate identity, corpo-
rate brand and product brand are common. 
The concepts of corporate identity and 

brand management coexist without much 
interconnection. Nevertheless, corporate 
identity and brand management are inter-
linked.  9,10   Motion and Leitch  11   stress that 
 ‘ it is useful to think of corporate identity 
management operating along the continuum 
that ranges between the branding and holistic 
approaches ’ . Whereas brand management 
is focused on the customer market, the 
corporate identity concept captures a multi-
disciplinary perspective and relates to the 
organisation.  12   Balmer  13   stated that the inte-
gration of branding principles in the corporate 
identity concept creates a deeper alignment 
with marketing. 

 Bickerton  12   suggests that the concept 
of corporate brand management unites 
the concept of brand management with 
the concept of corporate identity. The 
concept of the corporate brand embodies 
the communication of values, internal and 
external, through corporate as well as 
marketing communication and requires a 
multidisciplinary approach.  1,14   The corpo-
rate brand must help shape the vision, 
values and culture of the organisation  15   as 
well as generate value for external stake-
holders such as customers. The integra   -
tion of the two perspectives combines the 
 ‘ inside out ’  organisational focus with the 
 ‘ outside in ’  marketing focus.  16   An inte-
grated conceptualisation incorporates 
both the internal building and the devel-
opment of values as well as the external 
expression through the brand.  17   

 Thus, the point of view changes from 
a product to a holistic corporate view.  18   
The broader scope of corporate brand 
management goes further than managing 
a product and building brand relationships 
with the customer.  19   Brand hierarchies 
enhance the focus, the complexity and 
effectiveness of branding strategies. 
Branding at the corporate level needs to take 
the whole variety of products and services 
into account. The corporate brand is the 
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umbrella of the product and service brands 
at the organisational level.  20   As such, corpo-
rate brands are more complex to manage, 
and there are differences in managing a 
corporate brand, a product brand and a 
service brand   ( Figure 1 ).  12,14,21   

 When the company is the brand, there 
are more points of contact,  14,21,22   whereas 
product brands often have relatively few 
points of contact. In the service sector, 
customers often have a number of touch-
points with the employees of the brand.  23     

 RELEVANCE OF EMPLOYEES IN 
BRAND BUILDING 
 The shift of emphasis in brand manage-
ment from product to corporate and 
service brand management underlines the 
relevance of employee behaviour.  24   Harris 
and de Chernatony  25   point out that 
employees are the most signifi cant feature 
in distinguishing corporate from product 
branding. Until now, brand management 

has mostly neglected the relevance of 
employees and seen them as passive 
elements in the branding strategy.  18   
Corporate as well as service brand 
management should highlight the role of 
employees in living the brand and iden-
tity-congruent behaviour. Especially in 
the service and retailing sectors, there is a 
direct interaction between customer-
facing employees, such as service employees 
or sales staff, and the customer.  26   Accord-
ingly, there is support for an increasing 
focus on the role of behaviour as an 
element in the branding process.   

 BEHAVIOUR AS AN ELEMENT OF 
BRAND EXPRESSION 
 Researchers suggest that the behaviour of 
the corporation as a whole is a core element 
of its identity.  27,28,29   Corporate behaviour is 
often related to corporate culture.  30   The 
values of the corporate brand must be linked 
to the culture of the corporation to show 
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  Figure 1          Integration of concepts  
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authenticity and coherence.  19   The corpo-
rate values and culture shape and prefi gure 
the behaviour of the employees.  30   In the 
context of organisations, the behaviour in 
question is between the employees and 
stakeholders of the corporation. Behaviour 
occurs at the identity / image interface at 
the  ‘ moment of truth ’ .  31   Ind  32   stated that 
the perception of an organisation is directly 
or indirectly infl uenced by its employees 
and management. The behaviour needs to 
be strongly aligned with both the identity 
or values and the promise of the brand.  20   
Behaviour forms an image in ways that 
generate brand equity at the brand and 
corporate levels, and affect the behaviour 
of relevant stakeholders. An identity ’ s 
values form the core of the brand and can 
exert a strong infl uence on behaviour. The 
identity of the organisation guides 
employees in their behaviour. Thus, iden-
tity and behaviour are strongly inter-
linked.  33   A strong alignment between the 
core values of an identity and their expres-
sion through the behaviour of employees 

is necessary in order to create a genuine 
coherence between the brand promise and 
employee performance. Dutton and Duke-
rich  33   state that the cohesion between the 
organisation and the employee plays an 
important role in the long-term develop-
ment of the fi rm. 

 Weick  34   emphasises that organisational 
behaviour always takes place on an indi-
vidual level. As a result, corporate behav-
iour as well as brand behaviour are 
manifested through employee behaviour. 
In our conceptualisation, we refer to the 
behaviour of management, corporate-
level marketing, middle management and 
all employees.  Figure 2  shows the levels 
of brand-related behaviour.   

 BEHAVIOUR OF MANAGEMENT 
 Many corporate brands — especially 
small — short and medium-sized corporate 
brands — are closely associated with the 
founder or the lead manager of the corpo-
ration. Hatch and Schultz  28   state that 
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  Figure 2          Levels of brand-related behaviour  
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management behaviour is increasingly 
infl uencing the corporate image. Further-
more, internal (employees, shareholders) 
and external (public, suppliers, partners, 
customers) stakeholders form their image 
of the corporate brand on the basis of the 
management ’ s behaviour. As an example, 
the management behaviour of the CEO 
of Deutsche Bank, Josef Ackermann, has 
a huge impact on the perception of the 
Deutsche Bank corporate brand. Senior 
managers need to live the brand values 
and show staff how and why those values 
are meaningful for their own jobs.  22   
Balmer and Gray  21   argue that the CEO 
has to manage the corporate brand. The 
supervisory board bears responsibility for 
the fact that management behaviour 
refl ects the values of the corporate brand. 
In practice, different concepts and respon-
sibilities for managing the corporate brand 
often do not exist.  16     

 BEHAVIOUR OF CORPORATE-LEVEL 
MARKETING 
 Knox and Bickerton  16   suggest that manage-
ment should give the responsibility and 
authority to manage the corporate brand 
to a director and establish a senior corporate 
management team. They have to ensure 
the continuity and consistency of the devel-
opment of the corporate brand. The 
behaviour of corporate-level marketing as 
an entity within the corporation becomes 
a specifi c role model for brand behaviour. 
The corporation as a whole, the corporate 
level, faces the same challenges as a  ‘ micro-
organisation ’ . Within the organisation, 
however, it attracts greater attention than 
other, nonbrand-related entities. Thus, 
corporate-level marketing becomes the 
incubator of brand behaviour for the rest 
of the organisation. Given a complex brand 
architecture, corporate-level marketing 
must also focus on the linkage of itself and 

its behaviour to the specifi c brand identities 
of the product and service brands with their 
specifi c demands on brand behaviour.  35     

 BEHAVIOUR OF MIDDLE 
MANAGEMENT 
 The behaviour of middle management is 
mostly concerned with internal issues.  36   
Middle management must help all 
employees to understand the brand 
promise so that they can come to appre-
ciate the types of behaviour that serve 
to reinforce it.  22   Furthermore, middle 
management plays a decisive role in the 
linkage between organisational identity, 
corporate brand behaviour and the brand 
behaviour of product or service brands. 
This is because middle management 
 ‘ experiences ’  brand behaviour in at least 
three different ways, namely through 
interacting with senior management, 
receiving input from corporate-level 
marketing and working with their peers. 
The behaviour of middle management, in 
turn, is perceived by all employees. When 
there is only a single brand, there may be 
little or no controversy. In a multi-brand 
architecture, with several product and 
service brands, the behaviour of middle 
management becomes a key element, due 
to their guiding and supervisory role in 
the organisation.   

 BEHAVIOUR OF EMPLOYEES 
 The employees are the embodiment of 
the brand.  22   Employees, as key stake-
holders of the corporate brand, are both 
 ‘ insiders ’  (part and member of the corpo-
rate brand) and  ‘ outsiders ’  (eg consumers, 
community members).  28   In organisational 
literature, employee behaviour is often 
related to the internal perspective of the 
organisation. This perspective concen-
trates on the perception that employees 
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have of their organisation.  33   Mael and 
Ashforth  37   state that the more employees 
identify with their organisation, the more 
likely they are to have a positive attitude 
towards it. Furthermore, identifi cation 
leads to employees accepting the values of 
the organisation and aligning their behav-
iour according to those values. Many 
studies on corporate identity, service 
management, brand management and 
human resource management emphasise 
that employees represent and deliver the 
corporate brand values when interacting 
with the key audience. Davies  et al.   38   
point out that, especially in the service 
sector, the identity perceived by the 
customer-facing employees could be 
expected to co-evolve with the image 
perceived by the customer. Identity there-
fore contributes to the shaping of percep-
tions and the actions of organisational 
members. The employees provide the 
interface between the internal identity 
and the external expression of identity 
and contribute to building and main-
taining the brand.  1,25   Identity determines 
the perceptions and actions of the organ-
isation ’ s members.  35   Employees must have 
a commitment to the brand and the ability, 
knowledge and motivation to live the 
brand values. Therefore, corporations need 
employees who express these values 
through their daily behaviour. Moreover, 
the structure and culture of the corpora-
tion must support the employees in 
enacting behaviour that is coherent with 
the values of the corporate, product and 
service brands.  22,25     

 BEHAVIOUR RELATED TO THE 
DIFFERENT BRAND LEVELS 
 Organisations can have brand architectures 
with multiple identities and multiple facets 
(hybrid identities).  39   Some product and 
service brands are closely associated with the 

corporate brand, others are not. Consumers 
are often unaware of the companies behind 
the brands.  30   This could have an infl uence 
on the behaviour of the employees. 

 The corporate brand Diageo, for 
instance, unites different product brands 
such as Johnnie Walker and Smirnoff 
under its umbrella. None of these brands 
is strongly associated with Diageo. In these 
cases, the management of brand identity 
is of crucial importance and the infl uence 
of the corporate identity on the brand 
identities is usually minimal. Accordingly, 
the expression of identity at the level of 
the corporate brand and at the product 
brand is separated. 

 In other companies, the boundaries 
between corporate, product and service 
brands are not as strict. Quite the contrary, 
at times a close connection between these 
brands is intended. Corporations can 
introduce product and service brands 
under the corporate brand, with a new 
brand name or with a combination of the 
two.  40   Existing associations of the corpo-
rate brand may be linked with the brand 
if it is linked with the corporation.  40   For 
example, the boundaries between the 
customer perception of the BMW Group 
as corporate brand, BMW as product 
brand and BMW Financial Services as 
service brand become blurred. Similarly, 
Renault is a corporate brand as well as 
part of a product brand. In this case, the 
values of the different brands (Espace, 
Kangoo, Twingo) are more interrelated 
and contribute to the corporate brand. 
The values of the corporate brand deter-
mine the range of the brands under the 
umbrella and create a frame for desired 
and expected employee behaviour. In 
both companies, the brand identity is 
closely linked to the corporate identity 
that is the body behind the brand. Whereas 
the culture of the corporation is linked to 
internal behaviour, the brand identity is 
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focused on external expression. Corporate 
and product / service brands are not synon-
ymous and share links of different 
strengths.  39   Kapferer  39   emphasises that 
 ‘ unlike product brands have no  “ hinter-
land ” , corporate brands are based on an 
active organization, a living system with a 
formal structure, a culture and specifi c 
values that strongly affects its internal and 
external functioning ’ .   

 CONCLUSION AND DISCUSSION 
 The alignment of behaviour with the 
values of the corporate brand is an 
ongoing process that requires manage-
ment attention and is not without 
confl ict.  41   On the one hand, to deliver on 
the brand promise, employees have to act 
in accordance with the values of the 
corporate, product or service brand — even 
if their behaviour diverges from their 
actual preferences or capacities. This 
could lead to confl icts if, for example, the 
employee should express  ‘ joy ’ , but is 
momentarily frustrated. On the other 
hand, customers want to be served by a 
 ‘ real person ’ , without having the feeling 
of a programmed response.  42   Therefore, 
management and middle management 
should create an environment in which 
employees can identify with the corporate 
brand and live the brand through their 
daily behaviour. Higgins  43   states that if the 
ideal identity is unattainable, employees 
dissociate from the organisation or the 
brand and do not make a great effort to 
achieve the ideal identity. Thus, we 
defi ne brand behaviour as all behaviour 
that is congruent with the identity of the 
brand.   

 MANAGERIAL IMPLICATIONS 
 Achieving that is the task of managing the 
linkage between corporate identity and 

brand identity. From the perspective of the 
employee there may be incongruities 
between these different identities. The 
employee can, however, only behave in 
one way and one style, and only live one 
identity. Management and middle manage-
ment need to consider these multiple 
perspectives and prioritise the values of 
different identities so that they can tell 
their employees which kinds of brand 
behaviour are expected of them. 

 In this paper, we argue that organisa-
tions need to establish an aligned identity 
between their corporate, product and 
service brands. This is necessary if an 
organisation wants to transport a coherent 
identity to its stakeholders over time. The 
complexity arises because one needs to 
consider corporate marketing, marketing 
and the interplay between the corporation 
and strategic business units (SBU). In 
practice, the alignment of corporate brands 
and product and service brands is often 
neglected.  44   At the identity / image inter-
face, employee behaviour needs to be 
managed in the interplay between corpo-
rate and brand identity. Behaviour as an 
intangible element is diffi cult to measure 
and manage. Values can give direction to 
employee behaviour, and brand values 
could be a part of desired employee 
behaviour. External and internal commu-
nication of the values can support behav-
iour that is consistent with those 
values. Furthermore, the recruitment 
and development of employees must be 
aligned with the identity. The values of 
the corporate brand can be integrated into 
employee evaluation and performance 
measurements.  15,21   

 The concept of identity has the poten-
tial to bridge the points of view between 
corporate identity and brand manage-
ment. Further work in this area is encour-
aged in order to advance understanding 
of corporate and brand behaviour.         
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