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Stellingen
1

In de toekomst zullen communicatiemanagers zich meer moeten richten
op het zoeken naar oplossingswegen dan naar de oplossingen van
communicatieve problemen; dit vergt inzicht in
besluitvormingsprocessen binnen en buiten de organisatie.

2

De vermeende verslechtering van het image van de gezondheidszorg is
een slecht argument voor intensivering van de
arbeidsmarktcommunicatie.

3

De ontwikkelingen in de voorlichting en in de public relations lopen
niet parallel; terwy'1 in de voorlichting persuasieve activiteiten meer
nadruk krijgen en daarmee het sturen in het 'algemeen belang',
verschuift in de public relations de aandacht naar meer rekening
houden met de maatschappelijke omgeving en de
verantwoordelijkheden van de organisatie daarin.

4

Het belang van de sociologie als één van de basisdisciplines van public
relations wordt vaak onderschat, dat ondanks toenemende aandacht
voor de dynamiek in de relatie tussen organisatie en omgeving.

5

In het streven naar emancipatie van het vakgebied public relations
bagatelliseren veel beroepsbeoefenaren de waarde van het kunnen
programmeren op het niveau van communicatie-activiteiten.

6

Beroepsverenigingen op het gebied van de communicatie kunnen
monitoring voor hun leden verzorgen door kennis van inzichten uit
verwante vakgebieden zoals marketing te stimuleren.

7

Het image van het beroepsveld public relations wordt negatief
beïnvloed door wollig taalgebruik en begripsverwarring rond image en
identiteit.

8

De introductie van een NGPR B-examen draagt by aan de
professionalisering van het vakgebied public relations, maar het bezit
van het diploma is op zichzelf onvoldoende zich als PR-professional te
beschouwen.

9

By een school voor de journalistiek wordt de ethiek van de
persvoorlichter naar verhouding veel frequenter aan de orde gesteld
dan die van de journalist.

10.

Wandelingen op de Edese heide bevorderen de Tielicopter view*.
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MIRROR IMAGES
If I'm the mirror and you're the image
Then whafs the secret between the two
these 'me's and 'you's, how many can there be?
Oh, I don't mind all that around the place
as long as you keep it
well away from me.
(From the song Mirror images by Peter Hammill, 1979)
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PREFACE
My interest in the process of image-formation dates back to the time
when I was still a student. In the ten years of practical experience
t h a t followed, my fascination for the subject took a n even firmer hold.
The motivating forces behind this research are diverse.
As a public relations manager I found t h a t corporate image is a
vital focal point in the implementation of communications
policies.
As a sociologist I was particularly intrigued by the dynamics in
the relationship between a n organization and its social
environment.
As a former teacher of public relations I have sought a
comprehensive approach to the field and to related areas such as
marketing.
As a n information specialist I have attempted to provide
assistance for practitioners in the decision-making process by
giving tangibility to corporate image policy, by providing concrete
suggestions instead of evasive woolliness.
You, the reader, will judge the extent to which I have succeeded.
Combining doctoral research with practical public relations work
turned out to be difficult, but also fruitful. On the one hand the
research provided good opportunities for reflection, which is not often
possible in everyday practical life. On the other hand, a t those
moments when the direction of my research seemed unclear, there
were always j u s t as many practical everyday experiences which
provided inspiration, provoked questions or which actually pointed to
answers.
Working for the Association of Universities in the Netherlands
(Vereniging van Samenwerkende Nederlandse Universiteiten, VSNU)
enabled m e to look a t communications policies and branch image from
a nation-wide perspective. I valued the opportunity which my job
provided for discussions with the then Chairman, Ir. P. van der
Schans, not only because of his personality but also because of his
approach to the management of university policy based on years of
experience. My contacts with the heads of the university public
relations departments were also of great importance.
Points of special interest a t the NZf, federation of health care
organizations in the Netherlands, were public affairs and the branch
image. I should like to t h a n k all my colleagues for their
encouragement during this research, in particular the public relations
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officers, Dr. D. van der Meer, Drs. J.M. Bergs, and the chairman
Drs. A.T.J. Krol.
I should like to t h a n k my partner Henny Schoemaker of the ACC Ede
advice bureau for our many professional discussions and for tracing
current literature both within and outside the field of public relations.
I thank Monique Kroese for the critical reading of the text and her
valuable suggestions.
Of special importance when deciding to start this Ph.D. thesis were
my contacts with Professor A.W. van den Ban, who inspired me with
his tremendous knowledge of specialized literature. My contacts with
Professor J. van Bergeijk, which began while I was working as a n
assistant a t a teacher-training college, were also an important
stimulus.
I greatly value the special relationship which I have with my parents,
who have provided tremendous support throughout my work and
during further studies.
I am greatly indebted to my two supervisors, Professor A. van der
Meiden and Professor C.M.J, van Woerkum, who have played
complementary roles whereby the one concentrated on the
implementation of public relations, and the other on the analysis of
the communication process.
Finally I should like to t h a n k all public relations practitioners who
have not been mentioned above but who have shared their thoughts
with me during the past years. In this book I hope to give them an
accumulation of ideas in return.

Ede, 15 september 1992

Marieta Vos
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ABSTRACT
Following a clarification of the concept of corporate image using the
available literature as a basis, the process of image-formation and the
nature of the influence of corporate image on behaviour are explored. The
relationship with corporate identity is then discussed. This exploration leads
us to considerations on corporate image policy and recommendations relating
to methods of measurement.
The core of the publication consists of the Corporate Image Concept,
developed to provide a framework of ideas in the structuring of corporate
image policy for public relations managers, public relations consultants and
advice bureaus. Finally, a trial is set up to test the constructed Corporate
Image Concept in Dutch universities, leading to the formulation of general
conclusions.
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1.

INTRODUCTION
An organization's corporate image is essential to its performance and
continued existence. It determines the social atmosphere in which the
organization operates. Management has increasingly been recognizing
the importance of a n organization's corporate image. Despite this
trend, concrete corporate image policies based on scientific information
are still a rare phenomenon. Although the literature on this subject
includes information about strands in various scientific fields which
would be useful to the development of such policies, the information
has not been i n t e g r a t e d such t h a t it can be applied directly to
policy development. This publication is a n attempt to integrate
various scientific views and approaches in one model, which can be
used as a cornerstone for developing a corporate image policy. Various
relevant aspects from the literature have been applied to a Corporate
Image Concept, a reasoned proposal, which managers can use to
structure their policies in practice.
The first chapter begins by explaining our approach to corporate
image. I t then goes on to discuss developments which have meant
that, without extra efforts on the part of management, the corporate
image is increasingly unclear. Then follow problems which arise when
insufficient attention is paid to the corporate image. Further, the
importance of image research in the chosen approach is examined.
Followed by the definition of the problem and a short preview on the
contents of this publication.

1.1.

A n e w approach t o P R m a n a g e m e n t
The corporate image policy, as described here, can be seen as the
essence of a new approach to PR management. The dominant feature
of this approach is its close linkage w i t h t h e organization's
g e n e r a l policy. The advisory function of PR, i.e. its strategic
contribution a s a functional area to the organization's general policy,
is substantiated by the underlying vision. It is for this reason t h a t the
approach to corporate image also has a great deal to offer top
management.
The approach to corporate image policy links up with the
developmental stage of the field of public relations. We can illustrate
this by drawing a comparison with the different stages of marketing
described and differentiated by Leeflang et al. (1987). A different
aspect to the approach is incorporated, as it were, into each individual
11

developmental stage. For PR we distinguish the following stages:
receiver orientation and emphasis on the process of
communication (initially this was based on a linear approach in
which the sender tried to reach or influence the receiver,
whereas recently it has been acknowledged t h a t in order to be
effective, greater consideration must be given to the receiver)
recognition of the importance of the foregoing for everyone in the
organization, i.e. recognition of the fact t h a t a successful PR
policy depends on many people in the organization
consideration of the society in which the organization operates
(initially only unilaterally, while later on emphasis h a s been
given to mutual understanding)
strategic approach to incorporate these different aspects into a
future-oriented policy.
This approach broadens the scope of PR, both with regard to the
social context of the organization and the developments which occur
within t h a t context. Image-formation is not a static phenomenon, but
is influenced by social trends. The relationship between an
organization and the society in which it operates should be examined
from a strategic point of view. As a basis for policy, knowledge of t h e
organization's current image does not suffice. The following
information should also be taken into account: the relationship with
the organization's identity, society's expectations, and future
developments within and outside the organization. Sociology,
marketing and organization studies are among the disciplines which
have to be consulted to acquire this information.
According to this approach PR professionals are faced with the
following challenges:
a sound environmental analysis m u s t be made for the
organization, to be able to anticipate developments in the social
environment
in the reflections on identity and desired identity in the
organization the corporate images held by the various relevant
publics m u s t be considered
a n integration of the communication policy with other functional
areas in the organization must be realized.
Shortcomings
Our approach differs from the one often taken hitherto in discussing
corporate image. The current approach to corporate image, in practice
12

as often in literature, consists of a number of shortcomings.
Many organizations feel t h a t corporate image can be considered
separate from corporate identity. Communication activities are
t h u s simply based on a discrepancy between the organization's
image and its desired image. In this publication, we question the
advisability of regarding corporate image and corporate identity
a s separate entities.
The attention to corporate image is often prompted by the need
to influence the environment on a short-term basis. Opportunism
takes over in such cases; steps are taken to influence the
organization's corporate image without linking these to corporate
identity. In order to establish favourable conditions for an
organization in the society in which it operates, communication
has to be more than just a one-way street.
The corporate image approach is often cosmetic and
instrumental. We critically question the enormous sums currently
being spent on corporate advertising and particularly their
justification.
The approach in actual practice appears to consist of a number
of presuppositions about the 'makeability' of images which are
inconsistent with recent scientific findings on the active role
receivers play in the process of image-formation.
The current approach to corporate image is often shallow.
However, the process of image-formation is so complex t h a t in
order for communication to be effective, it must be based on a
more thorough study, for example, systematically monitoring
developments in the social environment.
Often the approach is ad hoc and fragmentary. There is little
concern for long-term effects and the chosen strategy is not
applied consistently in all utterances of the organization.
Shortcomings in the current approach can partly be explained from
the fact t h a t people realize the importance of the corporate image, but
on the other hand, miss a concrete basis on which to form a sound
policy. Many experience difficulties in forging a real link between an
organization's corporate image and its general policy. A high level of
education on the part of the professionals involved and a strong
position within the organization as recognized consultants to top
management are necessary for the successful establishment of this
link. Its success also depends on sufficient development of the field of
PR and in particular of PR strategies.
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In this publication, we will try to give a n answer to the abovementioned shortcomings. We will begin by giving a more detailed
definition of corporate image and by studying the process of imageformation. We will then continue by exploring the concept of corporate
identity and the relationship between identity and image. In doing so
we are laying the foundations for observations of the way in which
the policy is pursued.
Public Relations
Public relations is the systematic promotion of mutual understanding
between a n organization and its publics (NGPR, 1972).
Specialist literature deals very differently with the concept of public
relations. The following categorization is partly derived from Leeflang
et al. (1987) and from Van der Meiden and Fauconnier (1990).
Public relations can be seen as:
a perception of, or the mentality of policy
a management function or profession
a process of interaction
activities or instruments
a field of study.
Confusion arises when the adopted approach is not made explicit, and
because many people regard public relations merely as a complex of
activities.
In this publication emphasis is on the approach to public relations as
a management function and as a perception of policy. The corporate
image policy is explored from the point of view of the communication
manager or the communication consultant. An important aspect of this
policy is a tight relation between the image and the identity of a n
organization.
The corporate image is a very c e n t r a l c o n c e p t in public relations,
according to the author, because anyone who aims a t a better
understanding of the organization must a t least have knowledge of the
way internal and external publics think about the organization. It is a
m a t t e r of sincere interest (not without engagement) in imageformation and its consequences. In fact a n attempt is made to achieve
a more intense interaction between the organization and its social
environment. This implies a strong orientation to corporate image and
corporate identity.
Recent specialist literature h a s stated the importance of a n integral
approach of communication, sometimes refered to as 'integrated
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communication'. This means adapting messages to fit in with the
framework of the different communication modalities as a whole
(public relations, information, propaganda, advertising). The process of
image-formation is hampered unnecessarily when, for instance,
advertising and public relations broadcast different messages. These
activities should be mutually supporting in order to obtain an optimal
efficiency on behalf of the image-formation of the different internal
and external publics of the organization.
In the chosen approach it is not sufficient to gear to one another the
various communication activities. All behaviour and utterances of the
organization are relevant to the image-formation process. A corporate
image policy m u s t not only take shape in the communication policy,
b u t also in the advisory function of communication managers to top
management in relation to the organization's general policy.
Sometimes authors refer to public relations as 'corporate
communication'. Floor and Van Raaij (1989) describe corporate
communication as: institutional communication, communication about
the organization aimed at various target groups. Lohman (1987)
distinguishes marketing communication and corporate communication,
where the first relates to the brand, product or service and the second
relates to the entire organization and has strategic objectives t h a t are
more long-term.
Prescriptive elements are frequently added to the definition. Blauw
(1986), for example, describes corporate communication as: "The

integrated approach to all communicative expressions of an
organization aimed at all relevant target groups; all these expressions
should individually disseminate and accentuate the corporate identity"
(p. 32). The definition is then used to demonstrate important points of
interest.
The aim of the corporate communication concept appears to be to
demonstrate t h a t the activities are carried out on the basis of a
particular philosophy rather than to indicate an entirely different area
from t h a t already served by public relations.
1.2.

G r o w i n g i m p o r t a n c e of corporate i m a g e
There has been a noticeable increase in the amount of attention paid
to corporate image. In this publication, we deal primarily with the
problem of establishing an effective interaction between the
organization and the society in which it operates, such t h a t the
interaction serves the organization's long-term interests. Organizations
m u s t be ready to exchange ideas about society's expectations of them,
15

which includes both their image and their identity. When viewed
according to this last approach, a n actual interest on the part of the
organization in the image they project to the various publics indicates
a clear understanding of its best interests. Realistically speaking,
there are a number of causes for concern about corporate image as
certain developments may well obscure the image.
There a r e a number of developments which have made it increasingly
difficult for t h e public to form a clear view of what an organization
stands for. This while for many organizations the importance of
forming a public image is growing. Developments which make it
necessary to pay more attention to the corporate image can be
localized in the areas of both supply and demand.
On the s u p p l y s i d e a n increase can be observed both in the
complexity and in the number of changes. Gray (1986) states t h a t the
number of one-product companies is decreasing in favour of the
diversified corporation. In addition a return to the 'core business' can
be observed. The public is confronted with departmental and branch
closures, but also with mergers, acquisitions and take-overs. Also in
the non profit sector the supply has become more complex. Under the
influence of political decision making new provisions have come about
and supply structures have been altered. Other developments were
decompartmentalization and the politicization of social relations
(Zwaan, 1985).
All these changes contribute to the confusion among the general
public, and also frequently cause corporate identity crises and
communication problems within the corporation.
The physical distance between the consumer and the producer also
makes image-formation more difficult. Products are frequently
obtained via a series of intermediaries instead of the direct channel.
Computer applications make it attractive to offer products or services
outside the direct location of the producer (home banking, for
example). Direct contact with the consumer has diminished because of
a n increase in scale; many producers work across national borders.
Mass communication plays a greater role in the contact between
consumer and producer.
The public is confronted with a large quantity of information.
According to Van Cuilenburg and Noomen (1988, cf. Idenburg, 1985)
this not only results in saturation but also in 'overload' whereby much
more data are generated than the intended recievers can handle. The
supply of data strongly increases, while the amount of information
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used is almost stabilized. According to Van Kaam (1991) the problem
is not the large supply itself but the fact t h a t the time needed to
trace data increases because of this. The large supply mainly is
caused because organizations seek attention. The increasing
complexity a t the supply side does not make it easier for the
consumer to form a n image of the organization.
A number of developments can be observed on the demand, s i d e also,
which means t h a t it is essential that more attention be paid to the
corporate image from within the organization. Products and services
are becoming more homogeneous. Because of this consumers are less
able to distinguish between them.
Because of technical developments it is not so much the production
t h a t demands management's attention but rather the need to
differentiate the product from other products. Verhallen (1988a)
concludes from this t h a t a good image, and therefore image research,
is increasingly important. In our opinion this is the case for product
image as well as corporate image.
Consumerism, a social movement which enhances the rights of buyers
in relation to sellers, originated as a counterforce against the power of
companies and non-profit organizations (Loudon and Delia Bitta,
1988). Increased consumer awareness has led, among other things, to
the creation of consumer organizations. Those who offer products and
services realize t h a t they m u s t make more allowances for the desires
of the consumer (Schevernels, 1987). The increased supply has
changed the market from a sellers' market to a buyers' market
(Molenberg, 1989). In recent decades not only products or services but
also have been assessed several aspects of the functioning of
organizations (environment, emancipation, etc.). Because of this more
t h a n in the past the social responsibilities of the organization are
public issues.
Profiling the organization
While developments such as information-overload make it more
difficult for an organization to attract the attention of the public, a t
the same time it has become increasingly important to provide
optimal clarity in t h a t contact.
Profiling is the key word here. It is a question of establishing the
right position in the brain of the consumer. This requires insight into
the way the public processes information and a knowledge of the
public. But can we, in fact, speak of 'the public'?
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Gray (1986) argues t h a t we cannot speak of contact with 'the public'
in shifting demographics; new lifestyles are rapidly evolving and there
are new ways of perceiving companies, products and services. It is a
great strain on the organization to incorporate this in its
communication policy; matching communications to the public's mood
can sometimes be compared to shooting a t a moving and complex
target.
The organization is in a mobile environment and, while affected by
the consequences of these changes, it may also take a n active part.
This dynamic situation demands a constant reassessment of the
organization's strategic policy. The changes in t h e environment m a k e
it difficult for management to perceive the reality of its own
organization and its relationship to the changing market place. In
"The industrialization of service' Levitt (1976) describes radical
changes due to the application of technological innovations which have
dramatically changed the image of organizations in the service sector
(for example, the advent of fast-food restaurants and pre-packaged
tours).
Many changes are induced from within organizations. An organization
can, for instance, develop public affairs policies to induce changes. But
also by means of the supply of its products and services a n
organization can influence its environment. The introduction of
computers, for example, has had a far reaching impact on the way of
living.
I t is essential to monitor the changes t h a t occur in the organization's
environment. Corporate image research is a p a r t of this process. It
shows the changes which image-formation undergoes a s a result of
social developments. Plans to profile the organization can be based on
this information.
1.3.

Image problems
The developments described above make a n increased attention for the
corporate image from management essential. Without t h a t a
weakening and a decline in the corporate image could set in. The
organization cannot ignore the image-formation process. Even those
who pay no explicit attention to the corporate image experience the
effects of public image-formation. As Garbett (1988) states: "company
image, control it or it controls you".
In the media problems experienced by organizations are increasingly
linked with the corporate image. It seems to be a 'container concept',
18

used for a variety of issues. Also within the organization it can
function a s a container concept. For instance when there seems to be
a n agreement on t h e occurrence of image problems, b u t in fact
different issues a r e referred to.
Corporate image problems, on closer consideration, can t u r n out to be
very diverse. Generally speaking t h e corporate image can be positive
or negative, a n d more or less correspondent with t h e corporate
identity (the fundamental characteristics of t h e organization). Many
authors emphasize t h e importance of a positive corporate image. Cook
(1987) believes t h a t a good reputation provides a personality behind
the company. Blauw (1986) states: "A good corporate image stimulates

the sale of products and services, helps the company to employ the
right people, is important on the financial market, and engenders
confidence in the company among internal and external target groups"
(p. 34).
According to Schoemaker and Vos (1989) it is primarily a question of
a broad conformity between corporate image a n d corporate identity,
and communication can contribute towards this. This would be in t h e
interests of both t h e organization and t h e public. If the image is clear
and conforms to the identity of t h e organization, t h e public knows
w h a t t h e organization stands for. If the actual identity is less positive
t h a n t h e desired identity, management m u s t take other measures
aimed a t changing t h e corporate identify. The approach of image a n d
of identity can not be separated.
The following diagram outlines t h e connection of these aspects to
indicate t h e complexity of image problems.
in compliance
w i t h identity

different from
identity

negative
image

change
identity

communication can
achieve results

positive
image

continue but
be on t h e alert

riskful, improve identity

In addition to the nature of the image also t h e degree of clarity is a t
stake. In general it is unfavourable for t h e organization to be
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unknown. In order for the organization to function the public m u s t be
aware of the existence of the organization and its products and
services. Garbett (1988) thinks t h a t people are more likely to attribute
negative characteristics to the unknown.
New organizations may lack a clear corporate image, j u s t a s
organizations t h a t expands in new areas, for instance by a take-over
or by entering markets abroad. It can, however, be a deliberate
decision not to profile the organization, b u t to familiarize the
consumer with the products and services only (branded identity, see
paragraph 6.3).
Focussing on the corporate image therefore implies a very detailed
analysis of the problems.
The approach to corporate image chosen here requires r e s e a r c h . This
publication, however, not only advocates t h a t research be done, but
also t h a t it be incorporated into the policy cycle. Regular research is
still relatively uncommon. Moreover, organizations which do conduct
research into the corporate image on a regular basis seldom
incorporate it into their policy cycle.
Image research is not only important for the planning and
implementation of communication policies, it is also t h e basis of
recommendations to the management for a strategic reflection on t h e
position of the organization in its social environment.
Definition of the problem
Increased interest in the corporate image and the realization of t h e
necessity to take account of it have created the need among
communications managers for concrete assistance in giving corporate
image policy a practical form. Although some interesting notions can
be found in specialist literature, this h a s not yet resulted in a
coherent whole on which professionals can, in practice, structure their
own policies.
I n t h i s publication w e h a v e t a k e n elements from a b r o a d
r a n g e of r e l e v a n t l i t e r a t u r e w h i c h w e h a v e s u b s e q u e n t l y u s e d
t o c o n s t r u c t a C o r p o r a t e I m a g e C o n c e p t , a c o h e s i v e b o d y of
elements on which communication managers can, in practice,
b a s e c o m m u n i c a t i o n p o l i c i e s of t h e i r o w n o r g a n i z a t i o n s .
Finally, t h e C o r p o r a t e Image Concept t o b e developed is tested
in actual practice.
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1.4.

A preview
After the exploration of the corporate image concept the process of
image-formation will be discussed, together with the influence which
the image exerts. Then we will dwell extensively on the concept of
corporate identity and the embedding of a corporate image policy in
the strategic policy of the organization. This results in an initial
system of measuring the corporate image based on social scientific
literature on the one hand, and on the connection with strategic policy
on the other. On a more general level, this publication attempts to
provide a synthesis between sources from public relations, information
studies, mass communication, marketing, organization studies,
sociology and social psychology.
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Figure 1 shows the exploratory chapters in the form of a clover leaf.
Following an exploration of the main subject, each leaf will be
intensively studied in order to arrive at a better understanding of the
concept of corporate image. It symbolizes a voyage of discovery among
a variety of topics, all of which are linked.
Some of the questions to which the exploratory chapters will seek to
find answers are:
What exactly does the corporate image consist of?
How does image-formation come into being on a n individual
level?
What influence does the corporate image have on behaviour?
What does the concept of corporate identity stand for and what
is its relation to the corporate image?
What sort of relationship should there be with communications
policy and, in more general terms, with the policy of the
organization?
What measurement systems are appropriate with regard to the
corporate image and how can we take developments in t h e social
environment into account?
The first chapters are exploratory in nature, and the most significant
conclusions are used in constructing the Corporate Image Concept, the
central theme of this publication. In this concept insights from the
various disciplines which have been dealt with in the first chapters,
are integrated in a working model, in which theory is also applied in
practice. Some questions relating to this are:
In what way can the corporate image policy be structured and
what general topics are involved?
How is corporate image policy realized? This p a r t focusses on the
situation a t Dutch universities, where the above-mentioned
aspects could be studied in connection.
What remarks can be made on the Corporate Image Concept on
the basis of this first encounter in a practical situation?
What general recommendations for a corporate image policy can
be made from this study?
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2.

CORPORATE IMAGE
The word image is so frequently used in everyday speech and can
have so many different meanings t h a t it h a s become a container
concept. Before we can speak of a corporate image policy we must
first clarify t h e concept of corporate image.
In order to get some idea of what corporate image involves, we shall
first give some definitions from reference books. The ensuing questions
will subsequently be incorporated in t h e description of elements of t h e
corporate image.

2.1.

A s p e c t s of t h e c o r p o r a t e i m a g e
The term 'corporate image' is a composition of t h e words 'corpus' a n d
'imago'. ' C o r p u s ' means body, corporate is what concerns t h e
organization a s a whole. I m a g o ' means image, picture or likeness, or
image of something formed in our minds.
Webster's Ninth Collegiate Dictionary (1988) provides a number of
definitions for the concept of image. In the following paragraph these
will be structurally incorporated in a description of elements of t h e
corporate image.
Each definition can give rise to essential questions. A number of
questions or comments accompany each definition.
A representation or imitation of the form of a person or thing,
statue.
We could ask to w h a t extent the form of t h e image is dependent
on t h e chosen viewpoint.
The optical counterpart of an object produced by an optical device
(as a lens or mirror) or an electronic device; a likeness of an
object produced on a photographic material.
This raises the question of the degree of distortion t h a t occurs.
Exact likeness, semblance; a person strikingly like another person.
This leads us to a comparison between identity a n d image.
A tangible or visible representation, incarnation; an illusiory
form, apparition (archaic).
Although this meaning is outdated, it raises t h e question of t h e
extent to which the perception is coloured.
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A mental picture of something not actually present, impression; a
mental conception held in common by members of a group and
symbolic of a basic attitude and orientation; idea, concept.
An insight is needed into the process of image-formation.
A vivid or graphic representation or description.
How vague or comprehensive is t h e image?
Figure of speech.
Many associations can be parts of t h e image. Is t h e imageforming process linked to creative thinking?
A popular conception projected through the mass media.
This assumes a rather passive view on the role of receivers.
Questions can be raised a s to t h e credibility of this assumption.
A set of values given by a mathematical function that corresponds
to a particular subset of the domain.
What is seen a s characteristic of a n object, which characteristics
are attributed to the object.
2.2.

B a s i c definition a n d e l e m e n t s
Without immediately going into all t h e questions t h a t have been
raised, for the sake of good order we shall decide on a basic definition
and some important aspects. The basic definition which we have
chosen for this publication is:
a corporate i m a g e i s t h e i m a g e of t h e organization as i t i s
e x p e r i e n c e d b y t h e v a r i o u s publics.
The characteristic features of a corporate image, t h e essence of what
it actually incorporates, a r e hardly ever presented in existing
literature. Individual authors do, however, comment on t h e nature of
t h e image.
The following list will indicate which aspects can be linked to t h e
basic definition shown above, according to current literature. At t h e
same time a number of conclusions a r e given for measuring t h e
corporate image.
a.

T h e i m a g e i s a n e x p e r i e n c e w h i c h t a k e s s h a p e i n people's
minds.
According to Wierenga and Van Raaij (1987), t h e concept of
image originates in t h e school of psychoanalysis in which t h e
subconscious plays a central role. Spitteler, for example, wrote a
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novel about the image, in which h e examines the fact t h a t a
picture of a n important key figure in childhood can unconsciously
be projected on somebody else (Winkler Prins, 1975).
An image is a n internal representation of sensory perceptions
and their processing. Measuring an image in someone's mind, for
example by talking about it, cannot be achieved without losing
some of t h e meaning. Reactions t h a t a r e measured a r e merely
indicative of the processes of t h e h u m a n brain (Rodenburg and
Van Woerkum, 1990).
The i m a g e i s p e r s o n a l
Kotler and Fox (1985) state: "An image is a more personal
perception of an object that can vary greatly from person to
person" (p. 38). It is not j u s t a reflection of t h e organization, but
a n image that is constructed by the receiver. Thus t h e receiver
can be attributed a n active role (Bosnian et al, 1989).
As t h e image can vary from person to person, similarly
variations can be found between the different relationship
groups. Dowling (1988) says t h e following about t h e image
among these publics: "Because an organization serves multiple
publics that have a different type of interaction with the
company, then each of these groups is likely to have a different
image of a particular company. Hence, a company does not have
an image; it will have multiple images" (p. 28).
In view of t h e fact t h a t the image can have a different content
for different internal and external publics, it will be necessary to
allow for this in the measuring instrument used. Image research
generally defines the average scores per public. Ries a n d Trout
(1981) include various topics in their questionnaires for investors
and consumers, for example, because a general list is usually not
sufficient.
The i m a g e i s time-linked.
According to Blauw (1986) t h e image is subject to significant
changes, and influenced by new events related to t h e
organization or developments in the social environment of the
organization. Shifts in the image can be of great interest for t h e
planning of policy of a n organization. They can emanate from
environmental changes as well a s from changes within the
organization, taking shape in t h e corporate image either speedily
or gradually.
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A single measurement is rarely adequate, in view of the
time-linked nature of the image. In order to follow the changes
in time, measurement is usually done periodically. This does not
imply t h a t the measurement need be equally extensive every
time. After an extensive measurement it is possible to apply a
more limited follow-up measurement and later on, for the benefit
of a revision in strategic policy, a n extensive measurement can
again be carried out.
T h e i m a g e c a n v a r y f r o m v a g u e t o vivid, a n d f r o m
r e s t r i c t e d t o c o m p r e h e n s i v e (Kotler and Fox, 1985).
This depends, among other things, on the strength of the
affective reaction and the time span between the present and t h e
moment of observation (Rodenburg and Van Woerkum, 1990).
However, a recent observation does not always give a clear
image. The degree of vividness has to be seen embodied in a
particular image (Ahsen, 1985). The vividness and extensiveness
of the image can vary per aspect.
When measuring, it is important to gain a n insight into those
things which people associate with the organization. The image
can be seen as a multi-coloured mosaic, associations of varying
significance among people.
The image can conform to a greater or lesser extent to
t h e i d e n t i t y of t h e o r g a n i z a t i o n .
The image indicates how the identity is experienced (Blauw,
1986). The image can differ from reality. An organization itself
sometimes contributes to this, as can be deduced from the
following statement by Gossage (in: Selame and Selame, 1988):

"Image has a somewhat fraudulent sound, as though you are
trying to put something over" (p. 7).
Roomer (1987) speaks of creating images. He seems to be
pointing here to the creation of a n image instead of clarifying
the identity. The relationship between image and identity will be
elaborated on in a later chapter.
In the interpretion of the image measurement, the degree of
overlap between corporate identity and corporate image must be
determined.
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f.

T h e i m a g e i s c r e a t e d from (personal or indirect)
experiences.
Bevis calls the corporate image a n e t result of t h e interaction of
all t h e experiences, convictions, feelings and impressions which
the public h a s about a particular company (Bernstein, 1986). The
image is formed (consciously or unconsciously) on t h e basis of
personal experiences with the organization a n d indirect experiences via communication with others such a s rumours and reports
in t h e media. These are ingredients with which t h e receiver can
construct a n overall image. The mind transforms these earlier
experiences into a kind of personal imprint of reality, called a
'cognitive' map' (Holzhauer and Van Minden, 1978).
In order to get a clearer insight, we must make allowance in the
measurement process for t h e presence or absence of personal
experience of the organization, in order to test t h e extent to
which t h e image arises from personal interaction with t h e
organization or indirectly through communication with others.
This could be relevant for t h e choice of strategy, whether this
should be primarily aimed a t a change of identity or a t a n
intensification of communication.

g.

T h e i m a g e incorporates i m p r e s s i o n s a n d e v a l u a t i o n s
about t h e organization.
Kotler and Fox (1985) speak of impressions, t h e sum of beliefs
and ideas t h a t a person h a s of a n object. A general evaluation of
the organization is also involved. Gray (1986) says t h e following
on t h e reputation of a company: "A company that goes out of his
way to build a solid public image must ensure that its reputation
reflects quality and dependability" (p. 117).
In addition to impressions, the evaluative, appreciative element
should also be included in the measurement process.

h.

T h e i m a g e c a n influence people's behaviour.
Loudon and Delia Bitta (1988) related this to purchasing
behaviour in t h e following way: "Astute marketers have long
realized that, in addition to brand image, their company's image
can strongly influence consumers' behavior toward their enterprise
and its products.... A strong and clear company image can
increase consumers' confidence in its products and their
predisposition to purchase them" (p. 425).
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In addition to image measurement, it could also be useful to test
for behavioural intentions. Whether it would be useful in a
certain case to expand the measurement process with product
images depends on the purpose of the measurement. Product
images can be closely linked to the corporate image in the
services sector in particular.
Summary:
A corporate i m a g e i s t h e i m a g e of t h e organization a m o n g t h e
v a r i o u s publics.
It i s a n e x p e r i e n c e w h i c h t a k e s s h a p e i n people's minds;
it i s personal a n d time-linked.
The i m a g e c a n v a r y from v a g u e t o v i v i d a n d from
restricted t o c o m p r e h e n s i v e .
The i m a g e c a n conform t o a greater or l e s s e r e x t e n t t o
t h e identity of t h e organization.
It i s c r e a t e d from (personal or indirect) e x p e r i e n c e s .
The i m a g e incorporates i m p r e s s i o n s a n d e v a l u a t i o n s a n d
it c a n influence people's behaviour.
The consequences of the above-mentioned aspects of the corporate
image on a system of measurement will be discussed further in
chapter 7. We will first explore the process of image-formation.
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3.

IMAGE-FORMATION
For a better understanding of the image, it is necessary to have some
knowledge of the image-forming process. How is the image formed and
is it, in fact, a 'neutral' filing of experience? We shall first investigate
the h u m a n memory and the processing of information. Next, we shall
t u r n to selective perception and its social aspects and the distortions
which occur via indirect experience. All this assumes an active role on
the part of the receiver who, as described by Bosman and others
(1989), is involved in a process of orientation or of attributing
meaning. Finally, we shall focus on changing the image, a subject
which is of immediate importance in the practice of public relations
but, as we shall see, by no means a simple process. An understanding
of the topics which appear in this chapter is essential when setting u p
communication strategies which form a p a r t of corporate image policy.

3.1.

The human memory
As already discussed, the corporate image comprises impressions and
evaluations in relation to the organization. It is important here to
know what things are linked with the organization by certain publics.
What associations does the organization call to mind? This raises the
question of the way in which these links are actually created in the
h u m a n memory. We shall attempt to clarify this here by using the
concept of schemata and the concept of imagery.
The memory is the central store in the brain of information,
experiences from the past and their processing (Beijk and Van Raatf,
1989). Loudon and Delia Bitta (1988) distinguish different memory
processes: episodic memory (record of events in one's personal life
stored chronologically), procedural memory (knowledge about skills
and methods, how to perform certain functions or tasks) and semantic
memory (general knowledge we have about the world). "It is currently

believed that memory is organized into numerous groupings or packets
of information.... The associative network model depicts semantic
memory as an interconnected system of 'nodes' representing the
concepts being stored" (p. 462).
The memory spread theory states t h a t the points of interconnection in
the memory (nerve synapses) are activated by internal or external
stimulation. Neural activity spreads out from the activated
interconnection to other, adjacent interconnecting points. In this way
the connections (nerve links) are intensified. New interconnections and
links can also be formed (Wierenga and Van Raay, 1987).
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Bloom and Lazerson (1988) explain the functioning of the brain in
terms of the basic structural components and their function. According
to them nerve cells, or neurons, receive messages (action potentials)
from and send messages to other nerve cells. Sending and receiving
cells are linked to each other in complex networks. Nerve cells have
many protruding elements: axons and dendrites. An axon is a
relatively long protruding element, which serves to send messages to
other cells. A dendrite is a relatively short protruding element with
which messages are received from other cells. A neuron sends its axon
into a synaptic connection with a dendrite of another neuron. A nerve
cell in the h u m a n cerebral cortex has thousands of synaptic
connections. By these connections the neurons form neuronal
networks. Some neurons can function in several networks.
According to Romijn (1991), chronologically recorded information is not
stored in one single area, but in different areas and interconnected
throughout the entire neocortex. When a memory is evoked many
neuronal networks can be activated simultanuously.
In short: by making connections within their memories, people are
able to associate certain things with the organization. Direct contact
with the organization and reading or hearing its n a m e activates the
interconnecting points in the memory.
The concent of schemata
The interconnections which are activated are not random. Meertens
and Von Grumbkow (1988) point to k n o w l e d g e structures which are
stored in the memory and which help people construct their own
reality. These structures are often denoted as schemata. The concept
of schemata was introduced in 1934 by Bartlett. It refers to the way
in which h u m a n memory is psychologically structured and how this
structure makes possible perception, communication, and social
behaviour. A schema is a cognitive structure which represents
organized knowledge of a concept or stimulus. A schema can be simple
or very elaborate.
Betfk and Van Raatf (1989) state t h a t everyone has innumerable
schemata in their heads which are associated with each other rather
like a linked network system. Both more relevant and less relevant
schemata form a part of the corporate image and this explains why
the image can be very extensive, or less so.
Activating a schema will mostly occur as a n automatic reminding
process of some incident in the past, sometimes as the result of a
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conscious memory search to locate some useful fact or similar past
experience. Due to situational factors, people do not always make
exactly the same associations with the organization (Greene, 1987).
Yet, in general, the image can be said to be relatively stable.
Schemata influence perception, and vice versa. They determine not
only the amount of knowledge but also the type of knowledge t h a t is
absorbed. The notion of 'receiver* is far too passive (Fauconnier, 1990).
It is usually assumed t h a t it is primarily the sender who determines
by a n effective organization of the communication whether the
receiver is reached. But it is the receiver who ultimately determines
the effect: whether and how the information is absorbed.
The receiver is not merely a passive subject of the sender and the
medium, but participates actively for personal reasons (Stappers,
1983). The receiver constructs his or her own message, as it were, for
which the material presented is merely a means (Van Woerkum,
1984).
According to De Fleur and Ball-Rokeach (1989), schemata are
constructions acquired in a social process of learning. The schema
provides hypotheses about incoming stimuli, including plans for
interpreting and gathering schema-related information. Schemata thus
provide us with ways of completing the picture; when people have a
limited knowledge of an organization they can use schemata to fill in
the gaps, so t h a t it is possible for them to create a total impression
after all.
Completing the corporate image can occur in different ways: by
analogy with another organization thought to be similar, or by adding
related characteristics to the characteristics already observed. In this
context, Dowling (1988) points to the existence of the halo effect and
simple interference. The H a l o effect occurs when people form an
overall image of a company by generalizing their impressions about
attributes they are familiar with to those they know little or nothing
about. S i m p l e i n t e r f e r e n c e occurs when people feel t h a t certain
attributes of a company go together, e.g. "big is powerful'. All this,
therefore, has a n influence on the process of image-formation.
It is often impossible to indicate what part of a person's knowledge
about the organization is based on experience and what is filled in by
association. People usually have no access to the way in which they
have processed information, and it is often of little use to ask them
for introspection on this. They will give a reconstruction of what they
believe they were thinking, while using plausibility and social
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desirability as guidelines (Beijk and Van Raaij, 1989).
People vary in the schemata which they create, and different
characteristics are relevant within their schemata. After allocation
within a specific category, the attention will be focused on a
category-related schema. Schemata influence judgements: they cause
us to see behaviour in the light of a specific characteristic. In this
way, a good first impression will exert a certain influence, t h e
cognitive effect being a tendency towards stressing favourable
characteristics. This is why Wierenga and Van Raaij (1987) say t h a t it
is very hard to change a bad name, once it h a s been established.
People try to hang on to a categorization for as long a s possible, once
they have made it.
The more important the matter is to individual people, the more
difficult it becomes for them to change their views. Aalders (1990)
puts forward a n example of the very strongly rooted image (influenced
by personal interest) of the neutrality of people's own country in
war-time; people remain convinced of this neutrality even though
historical research indicates otherwise.
The concept of schemata should be seen primarily as one t h a t
enhances insight in the psychological structure of the memory. The
concept does not imply t h a t knowledge structures a r e always
physically present to the same extent. Verbeke et al. (1990) are of the
opinion t h a t schemata are more implicitly present in t h e neural
network. Much h a s been written on the importance of schemata a s
theoretical constructs, but little clarification is offered on exactly how
schemata are stored (Bosman et al., 1989).
Mental imagery
Information processing includes imagery processing and discursive
processing. Both can be processed a t different levels of elaboration.
Elaboration reflects the extent to which information in the working
memory is integrated with prior knowledge structures. At the low end
of the elaboration continuum there are simple responses, such a s
retrieval of an image of a perceptual object and a verbal label. At the
high end of the elaboration continuum there are imagery processes
such as daydreams and visual problem solving, and discursive
processes such a s counter-arguments and choice strategies (Maclnnis
and Price, 1987). Imagery involves internal sensory experiences. The
evocation of imagery may be multi-sensory (involving images t h a t
incorporate, for example, smell, taste, sight and tactile sensation) or
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may involve a single sensory dimension such as sight. Discursive
processing (such as verbal retrieval and cognitive responding) is more
detached from internal sensory experiences.
Imagery is linked to the originality and flexibility aspects of creative
thinking (Shaw and DeMers, 1986). We speak of creativity when
relationships are involved between cognitive elements t h a t are very
far apart, whereby a new approach to something is created
(Rodenburg and Van Woerkum, 1990). Here, again, the ability to form
links is essential.
Shaw and DeMers (1986) point out t h a t the process of image-creation
should not be seen so much as a primitive (i.e. irreducible) process for
recall of passively stored information, but rather a s a process of active
manipulation of the given information. Ahsen (1985) describes the
image as no longer a mere copy but a veritable power, a metaphor,
split off from its origin and making a new association.
Imagery is a specific mode of processing information. People differ in
their abilities to call up sensory experiences (Shaw and DeMers,
1986). Many research projects concentrate on individual differences
and the relationship to, for example, creativity. Rodenburg and Van
Woerkum (1990) utilize the concept of mental imagery in order to
arrive a t recommendations on information transfer. They point to the
importance of the visual as well a s the verbal processing of
information. The verbal processing of sensual stimuli occurs
consecutively, the visual processing is a parallel one. Visual processing
occurs, for example, when various objects are seen a t one glance. Here
we will not go any further into visual processing as mentioned by
Watt (1988), but we will have a closer look a t the elaboration of
neural information.
Pictures are absorbed faster t h a n words but are retained only above a
certain level of intensity or affective reaction. Rodenburg and Van
Woerkum state t h a t words are better retained when they conform to
the individual 'picture storehouse' of the receiver. Concrete words
usually appeal to the imagination more t h a n abstract words. It is as
though the mind is searching for a device for linking new information
with information already stored in the memory. Even without
illustrations, a piece of text can appeal to the imagination very
strongly.
Pictures can sometimes have a positive influence on information
processing. According to Wierenga and Van Raaij (1987), this is more
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often the case with framed pictures t h a n with unframed pictures,
which do not have a clear relationship to the text and can therefore
distract the attention. A framed picture does have a clear relationship
to the text and can function as a bridge to our personal picture
storehouse.
When visual and verbal information are stored, distortion can occur in
the sense of incomplete storage whereby certain elements are omitted.
3.2.

Selective perception
In the preceding sections we have explored the formation of the
corporate image by examining the processes within the h u m a n
memory. In this paragraph we shall concentrate on selective
perception. This explains the incidence of distortion arising during the
formation of the corporate image, and puts into perspective the
supposed 'makeability" of the image (as critisized in chapter 1).
The image arises from either personal or indirect experience. Personal
experience is based on direct contact with t h e organization, or
manifestations of it, while indirect experience comes to us via
communication with others, such as rumours or reports in the media
(we will elaborate this in a figure in paragraph 5.4). This explains
t h a t a corporate image policy must, besides communication activities,
provide advice to top management on a broad range of affairs for the
image is formed not by communication activities alone.
Selective perception plays an important role in both personal and
indirect experiences. Here the term selective perception means the
interpretation of an observation as well as the observation itself. The
selection process on the p a r t of the receiver can be subdivided into
selective exposure, selective attention, selective comprehension,
selective acceptance and selective retention (Engel, Blackwell and
Miniard, 1990).
D i s t o r t i o n can arise when an observation is interpreted. An extreme
example of the result of a distorted observation is the s t e r e o t y p e : a
rigid and simplified image. Lippman, the originator of the concept of
stereotype, called it "a standardized picture in our head" (in: Lazarus,
1974). Stereotypes ignore nuances of individual variation. A stereotype
is often self-reinforcing; a new observation is likely to confirm the
stereotypic image.
Stereotypes can also play a role in the forming of a n image about a n
organization. The organization is, for example, not judged on its actual
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conduct b u t on t h e characteristics of the branch.
Stereotypes form part of a frame of reference. De Jager a n d Mok
(1983) give t h e following definition of t h e frame of reference: "The

body of values, norms and opinions, gradually developed from earlier
and recent (collective) experience and including whatever a certain
group has learned to regard as an established facf" (p. 6-7). In other
words, a frame of reference determines t h e definition of a situation
preceding a n interpretation of a n observation. Therefore society
influences t h e image-formation processes of t h e individual. The way a
person views t h e organization depends to some extent on t h a t person's
frame of reference and therefore also on t h e social context.
Lazarus (1974) says: "Society is continually pressuring the individual

from the time he is born, and the pattern of pressure helps shape the
individual's personality and style of life" (p. 144).
'Lifestyle' is a psychological and sociological concept t h a t represents
the entire set of activities, interests, opinions and occupations
(Wierenga and Van Raaij, 1987). In the advertising world, t h e concept
of lifestyle is linked to a preference for certain brand products, but it
is also relevant for t h e corporate image, because it influences t h e
interpretation of a n observation. Loudon a n d Delia Bitta (1988) state
t h a t t h e perceived self-image also plays a role in t h e product image.
The brands t h a t will be preferred a r e those t h a t consumers perceive
as having images which are most consistent with their self-concept.
The self-concept influences the interpretation of the observation, and
therefore also influences t h e image a person h a s of the organization,
for example, whether or not it is a n organization they would like to
be a p a r t of, or to identify themselves with.
Distortion via indirect experience
In t h e case of image-formation which arises from indirect experience,
a double distortion h a s to be allowed for. Besides selective perception
on t h e part of t h e receiver, there is also distortion a s a result of t h e
, indirect manner in which t h e experience is communicated.
Indirect experience is experience which does not reach the receiver a s
a result of direct contact with t h e organization itself or with
manifestations thereof, b u t by means of communication with others,
such a s communication within networks. N e t w o r k s may be defined a s
regularly occurring communication transactions between two or more
participants. Networks take many forms, from the informal linkages
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we maintain among groups of friends to t h e more formal task-oriented
relationships we participate in on a job. Network channels clearly
pass many types of communications. One of these is t h e rumour
(Hanneman and McEwen, 1975). Fauconnier (1991) points out to t h e
distortion t h a t arises with t h e dissemination of rumours.
Networks not only play a n unforeseen role in t h e forming of images,
they can also be intentionally applied to influence t h e image-formation
process. Klandermans a n d Seydel (1987) tell u s t h a t t h e activation of
existing networks or t h e formation of new networks can form p a r t of
a campaign to influence behaviour. This presupposes t h a t t h e existing
thought patterns in these networks m u s t be taken into account a n d
t h a t t h e message is geared towards them.
Indirect experience can also be gained from the mass media.
According to t h e agenda-setting approach, mass media exert a n
influence on t h e content of conversations between people. According to
the models of t h e 'two-step flow of communication' and later t h e
'multi-step flow of communication', t h e message reaches individuals
who, in turn, pass t h e information on together with their own
evaluation of it. Mass media and contacts within networks a r e sources
for indirect experience about t h e organization.
In his book T h e Image', Boorstin (1961) is very critical about t h e
distorting role played by m a s s m e d i a in t h e image-formation process.
They add a strongly distorted view of reality to t h e selective
perception of t h e receiver. Boorstin calls t h e process from
news-gathering to news-making: a flood of pseudo-events. Newsmakers
create events. "There was a time when the reader of an unexciting

newspaper would remark: 'How dull is the world today!'. Nowadays he
says: What a dull newspaper!'" (p. 19).
Warner (1989) speaks of media hoaxes which become living-room
realities. He states that modern communication media do not bring
the world to t h e people, but actually p u t it a t a greater distance.
Without going more deeply into this matter we can establish that, in
one way or another, mass media contribute to t h e set of indirect
experiences which influences t h e way in which people form images.
Organizations can strive for a proper corporate image by means of a n
active policy including press contacts, based on a knowledge of t h e
way in which t h e media function.
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In addition to the distortion which occurs in the image-forming
process during observation and interpretation by t h e receiver, we m u s t
also take into account the additional distortion which arises from
indirect experience.
3.3.

Changing the

imagfi

We have already indicated above t h a t images not only result from
experience, they also give it direction. Because very little research h a s
been done on a change of image, research into changes of attitude
may provide us with a point of reference. All of this is relevant for
the completion of specific communication strategies aimed a t changing
the corporate image (see paragraph 6.2). That is why we go into this
extensively. In this chapter the focus is on t h e process of imageformation and consequently also on a change of image. In the next
chapter we will discuss the importance of the corporate image for a
particular behaviour.
First, however, a clarification is in order about t h e position of t h e
corporate image in relation to attitudes. We have already established
t h a t t h e corporate image consists of impressions and evaluations in
relation to the organization. Impressions a r e made u p of a mosaic of
different elements which the receiver associates with t h e organization.
Evaluations are sets of more or less intuitive judgements, beliefs and
attitudes t h a t are related to t h e organization a s a whole.
In this publication, attitudes t h a t are specifically geared towards a
certain product or service do not fall within the scope of the corporate
image, unlike more general attitudes towards the organization as a
whole. Whenever people evoke t h e image of a n organization in their
minds, they create links with many schemata. In a s far as they create
links with general characteristics of products or services, these belong
to t h e corporate image. Corporate image and product image m a y
partly overlap (see also paragraph 5.3).
Within a hierarchical organization of concepts, from beliefs via
attitudes to behaviour, the image should be placed somewhere
between beliefs and attitudes (Kotler, 1980). In this publication we
have chosen to interpret this as meaning t h a t attitudes a r e only
included to the extent t h a t they relate to the organization. This is
consistent with Baskin and Aronoff s (1988) description: "An

organization's image is a composite of people's attitudes and beliefs
about the organization" (p. 63). They do not mention impressions a s
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p a r t of t h e image, unlike Kotler and Fox (1985), who do so with good
reason. Moreover, it should be pointed out t h a t b e h a v i o u r a l
i n t e n t i o n s do not form p a r t of t h e corporate image.
As t h e corporate image overlaps to some extent with t h e area of
beliefs and attitudes, both concepts will be explored further. According
to Meertens a n d Von Grumbkow (1988) a belief is a consideration
with regard to a specific object, relating a n attribute to a n
attitude-object or a n expectation of a specific behaviour; for example,
"government organizations a r e trustworthy", or "openness benefits
relationships" . They describe a n a t t i t u d e a s follows: a person's
reasonably stable approach to a specific behaviour, a n object, a n idea
or a person. Attitudes a r e not merely t h e result of experience, they
also give it direction.
In t h e classical psychological approach a n attitude is regarded a s a
composition of cognitions, affections a n d conatives (a tendency towards
activity). McGuire (1985) also holds this view. In t h e more modern
approach these elements are separated, and what is now seen a s
central to attitude is the evaluation of or affect for a n object. We have
chosen here to adopt the modern approach to t h e concept of attitude.
This approach can be found, for example, in Ajzen a n d Fishbein

(1980): "We restrict the term 'attitude' to a person's evaluation of any
psychological object and we draw a clear distinction between beliefs,
attitudes, intentions and behaviors" (p. 26-27). (See paragraph 4.2.)
According to Meertens and Von Grumbkow (1988), attitudes a r e
developed in t h e following ways (short examples illustrate in each
case how change might be effected by means of communication):
merely by exposure
(for example, using advertising to make a n a m e well-known,
recognition can promote a positive attitude)
classical conditioning
(reward or punishment can be accompanied by explanation and
motivation in a n information campaign)
operant conditioning
(a persuasive campaign can encourage social approval or
rejection from t h e environment)
by means of reference groups
(many campaigns a r e targeted a t intermediairies)
by means of social learning and imitation
(for example using testimonials of well-known people).
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Elaboration Likelihood Method
A comparison with changes in attitude can result in some interesting
points for reflecting on changes in image. The Elaboration Likelihood
Method of Petty, Cacioppo and Schumann (1983) is taken a s a basis
here. The degree of i n v o l v e m e n t is a n important factor in this
model, a n aspect t h a t can clearly also be regarded a s being of interest
for t h e corporate image.
According to Petty, Cacioppo and Schumann (1983), there are two
routes by which changes in attitude take place, depending on the
degree of involvement. The Elaboration Likelihood Method which they
developed indicates t h e probability and t h e degree of cognitive
processing.
"Via the central route attitude change results from a person's diligent
consideration of information that he/she feels is central to the true
merits of a particular attitudinal position.... Attitude changes that
occur via the peripheral route do not occur because an individual has
personally considered the pros and cons of the issue, but because the
attitude issue or object is associated with positive or negative cues" (p.
135). Changes via the peripheral route can also be induced by a high
status of t h e source, the number of arguments or the number of times
t h a t t h e message is repeated.
A message variable may induce persuasion via the central route a n d a
source variable may serve a s a peripheral cue. But the opposite is
equally possible. Stimuli t h a t serve a s peripheral cues or t h a t invoke
simple decision rules may be presented visually or verbally, or may be
p a r t of t h e source or message characteristics.
In cases where there is a higher level of involvement with t h e subject,
the central route is usually followed, and with a weaker involvement
the peripheral route. Beyk and Van Raaij (1989) state t h a t t h e route
which people choose is also dependent on their general inclination
towards cognitive processing. They claim t h a t this is t h e reason why
the central route is not chosen as frequently a s communication
specialists believe.
The importance of ego-involvement h a s also been demonstrated by
Sherif (1979). The more a n attitude has to do with what a person
experiences as being real for himself or herself, the greater the
influence on t h a t person's behaviour and t h e harder it is to change
this. The less involved person is more prone to be swayed by
situational appeals or constraints.
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Clearly the degree of involvement is also of great importance for the
corporate image. The remarks on a situation with low involvement
call to mind the susceptibility to rumour t h a t increases where there is
less affiliation with the organization. It is possible t h a t
image-reinforcing activities can encourage a situation of high
involvement. A change of image can be aimed a t both via t h e central
route a s well a s via the peripheral route.
Beijk and Van Raatf (1989) say t h a t it may be unwise to increase the
degree of involvement (the importance which people attach to the
matter) by communication if there are only poor arguments for t h e
central route. They prefer in t h a t case to activate the peripheral route
via cues such as an attractive source, or frequent repetition, while
cautioning a t the same time against misrepresentation. We prefer not
to adopt this product image-targeted recommendation in relation to
t h e corporate image. If no arguments can be found which would result
in a positive corporate image via the central route, then a n internal
discussion on the organization is infinitely preferable to resorting to
peripheral cues. After all, in public relations it is not required to
operate from a fixed position; in the absence of good arguments, a
policy advice aimed a t improving the identity is required.
Policy advice is also relevant when the arguments are not very
different from those t h a t other organizations use. In cases where there
is very little difference between (positively rated) alternatives t h e
peripheral route is the more obvious choice. The information should be
more affective in character and could, for example, take advantage of
the relationship between the corporate image and the desired
self-image of the receiver.
If there is a big difference between (positively rated) alternatives, the
central route can be followed. The type of information may be more
cognitive in this case, for example by choosing a communication
strategy which allows the characteristics of the organization to be
defined in concrete terms.
Even if the central route is followed, cues such as the use of a n
attractive and expert source can also reinforce the effect. In t h a t case
a combination of the central and the peripheral routes is followed
(Beijk and Van Raaij, 1989).
According to Beijk and Van Raaij, a communication utterance can be
chosen in such a way as to appeal both to those who are not very
much involved and to those who are highly involved. In this way
detailed information can be interesting for highly involved people to
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be aware of, while for less involved people it is an indication of
trustworthiness.
We have established earlier that attitudinal change becomes harder
t h e more closely a person is involved with the subject. This
involvement can be the result of direct behavioural experience. In this
context, Fazio and Zanna (1981) say t h a t a n attitude t h a t is based on
direct b e h a v i o u r a l e x p e r i e n c e is more stable over a period of time
and is harder to influence through external sources t h a n an attitude
t h a t is not based on direct behavioural experience. The relationship to
behaviour will be discussed in more detail in a later chapter.
We can legitimately assume t h a t a corporate image is also more
stable the more it is based on personal experience and direct contact
with the organization. This implies t h a t the effect of a mass-media
campaign can be completely nullified when direct contact shows the
the opposite to be true. The relationship between image and identity
will be covered more thoroughly in a later chapter.
It is not only a question of the degree of involvement but also of the
n a t u r e of the involvement. An attitude may be difficult to change
because of a restricting linkage to personal characteristics (relatively
stable psychological needs, values and orientations towards the world)
or to situational characteristics (the setting of which memories are
evoked of past interactions with instances of the attitude-object).
In the communication strategy, an attempt can be made to remove
this linkage from the perception of the attitude. Herek (1986) gives as
an example the resistance t h a t AIDS prevention campaigns arouse in
people who have negative feelings about homosexuality. The attitude
towards AIDS prevention can be changed by first demonstrating t h a t
it is not a problem specific for homosexuals, as it also affects
heterosexuals.
In order to reduce the linkage to situational characteristics,
differences with previous events can be stressed. For example, a
company t h a t is planning to expand wants to avoid arousing a
negative attitude in the neighbourhood based on earlier experiences
with another company in the vicinity t h a t had expanded. To achieve
this, it is the differences with the other, earlier expansion t h a t should
be emphasized.
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Focal points
On t h e basis of the Elaboration Likelihood Method and analyses by
other authors, it is possible to initiate the forming of strategies with
regard to image change. Without striving to be exhaustive we have
attempted below to present a number of focal points. They are
organized in such a way t h a t it is only a small step to translate them
into communication policy. The sequence chosen is based on the
variables in t h e communication process as laid down by McGuire
(1985): source, message, channel, receiver. These variables deserve our
attention in the processes of change.
1.
Source variables
If a source is to be effective it m u s t be credible, t h a t is, it m u s t be
competent as well as inspiring trust (McGuire, 1985). According to
Kok, Wilke and Meertens (1987), affection for the source also h a s a
positive effect; this can be encouraged by an attractive appearance of
the source, friendliness, demographic equality (for example when the
source and the receiver are both from the same region) and ideological
equality. The attribution theory also indicates t h a t the choice of the
messenger h a s a great influence on the credibility and the acceptance
of the message. Attribution is relating certain causes to behaviour or
events (Meertens and Von Grumbkow, 1988). The receiver may
attribute a message about the organization to its true characteristics,
but may also attribute the message to the characteristics or
importance of the communicator and to possible pressures arising
from the situation in which the latter performs (for example being
pressured to make statements, or being paid to do so). Only in the
first case is the message convincing (Beijk and Van Raaij, 1989).
2.
Message variables
I t is difficult to achieve change if the message is significantly different
from the views held by the general public. If the message is too close
to what people already believe, on the other hand, it will not be
noticed. The contrast, therefore, should be not too big and not too
small. Kok, Wilke and Meertens (1987) describe the discrepancy effect
as a n inverted U-form: a t first we see t h a t as the discrepancy with
the viewpoint of the receiver increases, there is a greater change in
attitude, after which the attitudinal change becomes less again.
According to Beijk and Van Raay (1989), it is also important t h a t the
message provides a lot of opportunities for linking up with schemata
in the memory network. The richer the associative potential, the
stronger the effect.
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3.
C h a n n e l variables
The immediate attractiveness of the presentation is becoming more
and more important in drawing the attention of the receiver. The time
which the receiver can spend on the communication does not increase
a t the same rate as the number of communications presented. As a
result the sender has to invest more and more strongly in the
presentation. This is called a n 'adaptation spiral' (Bosnian et al.,
1989). It is important for the sender to choose a channel which will
approach the intended receivers in as direct a way as possible and a t
a moment when they are receptive to it. When evaluating the costs it
is t h e cost per member of the target group adequately reached t h a t
matters.
4.
R e c e i v e r variables
Prior knowledge and attitude are important receiver variables. We
have already dealt with the degree of involvement; Wierenga and Van
Raay (1987) claim t h a t this must be borne in mind when segmenting
the target group. Where there is a higher level of involvement the
consumer is prepared to collect and read a relatively large amount of
information.
In addition to Petty, Cacioppo and Schumann (1983), Loudon and
Delia Bitta (1988) also go into the importance of the degree of
involvement for the choice of strategy. They distinguish
high-involvement strategies and low-involvement strategies.
The distinctive variables have a combined effect. This applies, for
example, to discrepancy, credibility and involvement (Kok, Wilke and
Meertens, 1987). The higher the credibility of the source, the higher
the degree of discrepancy can be. Involvement in the subject means
t h a t the receiver will be hard to convince. In cases where the
receivers are highly involved, a relatively low discrepancy will already
mean t h a t there will be no further change in attitude.
Those who want to use specific communication strategies geared to
changing the corporate image in their individual cases, should take
account of the points mentioned above. Knowledge of the way
receivers handle information is of great importance for the approach
of communication activities (Van der Ryt, 1991).
It is not possible to give a recipe for changing the image; each
situation demands a specific analysis and a specific arrangement. This
discourse on communication strategies wil have a continuation in
chapter 6.
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To sum up we can say t h a t the image is formed on t h e basis of direct
a n d indirect experience. At the same time, many distortions arise
during the image-forming process, and the receiver plays a n a c t i v e
role in this.
The corporate image consists of impressions as well as evaluations in
a s far as these relate to the organization in general.
Above we have explored possible ways of changing the corporate
image. Adequate literature on this topic was not available, and so use
h a s been made of prevailing views and opinions on attitudinal change.
We listed a number of focal points on each of the communication
variables listed by McGuire.
The influence of the corporate image on behavioural intentions in
relation to t h e organization will be explored in t h e next chapter. We
will then argue t h a t the corporate image primarily affects t h e social
climate in which the organization operates and in which decisions are
taken by the internal and external publics.
Figure 2 shows a schematic representation of the formation and
influence of the corporate image.

corporate
image:
impressions
and
evaluations

personal
experience

indirect
experience'

in relation to
the organization

Figure 2. Image-formation.
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4.

THE INFLUENCE OF THE IMAGE
In t h e previous chapter we discussed t h e process of image-formation
and established t h a t not only is t h e image made u p of direct and
indirect experience but conversely, the image also influences
perception, with all t h e resultant implications. The degree of influence
exerted by the image depends on how deeply rooted t h e image is.
In this chapter we will be focusing on the influence on behaviour.
Much h a s been written about t h e relationship between information
processing a n d behaviour. We shall refer here to Ajzen and Fishbein's
theory of reasoned action (1980), a s well a s other models of Van Raaij
and of Engel, Blackwell and Miniard. We shall merely examine a
number of models here; we do not intend to give a comprehensive
review. We shall be looking for those aspects which a r e relevant to
the corporate image.

4.1.

T h e nlimate in which decisions a r e t a k e n
As stated above, t h e corporate image consists of impressions a n d
evaluations in relation to t h e organization a s a whole. Attitudes with
regard to a particular product or a service are not supposed to be
included in t h e corporate image.
Rather than actually predicting behaviour towards t h e organization,
the corporate image has the effect of a deterrent or a n incentive for
various forms of behaviour. I t influences t h e c l i m a t e in which
decisions a r e taken.
This means t h a t t h e corporate image h a s some influence on related
behaviour across the board; it can affect a broad number of issues.
There is, however, no strong relationship between t h e more general
corporate image a n d specific behaviour.
Ajzen a n d Fishbein (1980) came to the same conclusion with regard to
the relationship between attitude, behavioural intention and
behaviour. According to them, this relationship is only strong in cases
where attitudes, behavioural intentions and behaviour a r e measured
with t h e same degree of specificity (in relation to the object, the
context a n d t h e point in time). "According to our approach any

behavioral criterion can be predicted from attitude - be it a single
action or a pattern of behavior - provided that the measure of attitude
corresponds to the measure of behavior" (p. 27).
"We can gain understanding of a behavior by tracing its determinants
back to the underlying beliefs, and we can influence the behavior by
changing a sufficient number of these beliefs" (Fishbein and Ajzen,
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1980, p. 91).
The theory of reasoned action is applied, for example, to family
planning, voting behaviour and alcohol and drug abuse (see figure 3).

EXTERNAL VARIABLES

Beliefs that the
behavior leads to
certain outcomes

Demographic Variables
Age, sex
Occupation
Socioeconomic status
Religion
Education

Attitude toward
the behavior
Evaluation of
the outcomes

Relative importance
of attitudina) and
normative components

Attitudes toward targets
Attitudes toward people
Attitudes toward
institutions

—

Behavior

Beliefs that specific
referents think I
should or should not
perform the behavior

Personality traits
I ntroversion—Extraversión
Neuroticism
Authoritarianism
Dominance

Intention

Subjective
norm
Motivation to
comply with the
specific referents

Possible explanations for observed relations between external variables and behavior

— S t a b l e theoretical relations linking beliefs to behavior

Figure 3. Indirect effects of external variables on behaviour (Ajzen and
Fishbein, 1980).

In addition to attitudes, Kok, Wilke and Meertens (1987) point to
other behavioural determinants: the social norm, habits or earlier
behaviour patterns and alternative intentions. With t h e assistance of
t h e theory of reasoned behaviour, the behavioural determinants can be
analysed and the communication can subsequently be aimed towards
influencing some of these. This could, for example, involve changing
the beliefs t h a t play an important role or changing t h e social norm
(Wapenaar, Holing and Van den Ban, 1988).
In figure 3 the corporate image would be found in the left-hand
column. Only the evaluation component is mentioned there, which is
consistent with the emphasis laid by Ajzen and Fishbein on 'reasoned
action'. The corporate image influences the climate in which behaviour
is developed.
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Thus the image which people have of the company, for example,
influences the degree of interest with which they read a job
advertisement. People may think of the financial success and the
modern management style which have made the company famous. In
the actual choice of whether or not to apply for the job, specific
considerations in relation to the career perspective and location are
important. Whether or not the behavioural intention actually leads to
applying for the job depends, for example, on the intensity of the
behavioural intention and the availability of alternative options for
behaviour. Further, de Vries et al. (1987) point to the anticipated
probability of success in relation to a person's individual abilities, for
example, whether or not they think t h a t they will be considered for
the job.
This last point is consistent with former findings of Bandura (1977),
who states t h a t behavioural change and behavioural consistency are
functions of the expectations of the outcome of the behaviour (outcome
expectations) and the expectations of a person's skill in being able to
bring the behaviour into practice (self-efficacy expectations). And so
there are a number of variables, in addition to the corporate image,
which can affect behaviour to a greater or lesser extent.
The influence exerted by the corporate image will depend, among
other things, on its strength; the influence is greater when the
corporate image is more explicit and the specific considerations
discriminate less between the behavioural alternatives.
4.2.

O n e o u t of m a n y v a r i a b l e s
Ajzen and Fishbein (1980) chose as the starting point for their
approach the fact t h a t people use the information available to them in
a r e a s o n a b l e manner to arrive a t their decisions. "This is not to say

that their behavior will always be reasonable or appropriate from an
objective point of view. People's information is often incomplete and at
times also incorrect But we would argue that a person's behavior
follows quite logically and systematically from whatever information he
happens to have available. For this reason we refer to our approach as
a theory of reasoned action" (p. 244, 5).
This point has provoked much criticism. Loudon and Delia Bitta
(1988) observe t h a t the focus is on conscious attitude development,
emphasizing the processing of verbal information in the form of
cognitions about the brand. Smith (1987) states t h a t the Fishbeinian
model, located in the traditional positivist paradigm, supports a
conception of the individual as a somewhat soulless machine whose
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intentions are determined by weighing the relevant pros and cons.
Bagozzi (1988) formulates his criticism a s follows:

"The Fishbein Model explains reasoned actions (e.g. problem solving)
but not unreasoned actions (e.g. impulse buying), goals (e.g. losing
weight), or outcomes (e.g. getting a tan). It neglects the processes
leading up to behavioural performance, goal attainment, or outcome
accruals. Instead, it focuses only upon anticipated consequences of
behaviour" (p. 176).
Bagozzi somewhat modified t h e theory into a more personal Theory of
Goal directed Behaviour a n d Outcomes (TGBO) in which h e also takes
less reasoned aspects into account.
The view held by Petty, Cacioppo a n d Schumann (1983) h a s already
been discussed in a n earlier chapter. They indicate a different way of
changing attitudes via the peripheral route in cases of low
involvement on t h e part of t h e consumer. This is frequently referred
to in the literature on advertising. This view takes the more
emotional aspects, such a s impulse buying, into account.

"Die Bedürfnis nach genauer Kenntnis des Images lag die Erkenntnis
zugrunde, dass der Abnehmer nicht nach dem postulierten Prinzip des
Homo oeconomicus funktioniert, sondern dass die subjective Vorstellung
von Produkten, Dienstleistungen und Unternehmen das Kaufverhalten
beeinflusst" (Keller, 1984, p. 368) ("The need for a better knowledge of
the image follows from the realization t h a t consumers do not operate
according to t h e principle of "homo oeconomicus', b u t t h a t their
purchasing behaviour is influenced by subjective ideas about products,
services and companies"). Koelen (1988) also argues for a less
exclusively rational approach by concentrating more on social rewards
a n d life-styles during prevention campaigns.
The relationship between attitude change and behaviour is a very
complex one, according to Pavlik (1987). "When there is low audience

involvement and little difference between the behavioral alternatives,
Ray has shown that knowledge changes are likely to lead directly to
behavior changes.... This is referred to as the low-involvement
hierarchy. If audience involvement is high but behavioral alternatives
are few or almost indistinguishable, behavior change is likely to be
followed by attitude change, and finally selective learning. Ray calls
this the dissonance-attribution hierarchy.... When there are both high
involvement in the issue and clear differences between the alternatives,
the sequence of change is likely to be: knowledge, attitude, behavior.
This is called the learning hierarchy" (p. 75).
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The dissonance-attribution hierarchy is interesting because behaviour
does not result from attitudes here, b u t rather v i c e v e r s a : a change
in attitude follows from behaviour. The question is, can image change
also follow from behaviour? For this reason, mention of cognitive
dissonance, a concept established by Festinger, is in order. It points to
an inconsistency in attitudes or behaviour. New attitudes or actions
which conflict with those which already exist are called dissonant
cognitions. The more important the cognitions a n d the greater t h e
degree of conflict, the stronger the motivation to reduce this
dissonance. After performing a certain behaviour, a change in attitude
may follow (Meertens and Von Grumbkow, 1988). Wrightsman (1972)
also refers to a n extreme view whereby attitudes in general do not
cause behaviour, but the reverse. "As Bern sees it, the most important

cues we get about internal states of other people come from observing
their behavior. We judge the feelings of others on the basis of their
actions. It is the same with ourselves; we infer our own attitudes about
an object from the way we behave towards it. We do not eat brown
bread because we like it; rather we like it because we eat it" (p. 286,
305).
When establishing that the opposite can also happen, i.e. behaviour
can also influence the corporate image, we could think of an example
where actually working for a n organization can stimulate a positive
attitude towards the organization that employs you. Relationships
involving collaboration can also produce a positive effect.
Phased models of t h e impact of advertising give a description of the
process which leads to changes in knowledge, attitude and behaviour.
Figure 4 shows Van Raaij's phased model (1984). This model is based
on advertising confrontation and not on a n information-seeking
consumer. Analogous to t h e observations of Petty, Cacioppo a n d
Schumann (1983), the phased model h a s more detailed phases when
the consumer is strongly i n v o l v e d (cognitive information processing)
t h a n when h e or she has a low involvement.
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advertising confrontation
coding (A)
primary affective reaction (B)
cognitive processing (C)

d

-d

secondary affective reaction CD)
purchasing intention (B)
purchasing behaviour (F)
satisfaction (G)

Figure 4. A phased model of the effect of advertising (Van Raatf,
1984).

Can we draw conclusions from this on the corporate image? The
corporate image can influence the outcome in both low and high
involvement. Association with a certain life-style or self-concept can be
the deciding factor, particularly in cases of low involvement. Where
there is high involvement the reputability and proven reliability of the
organization can be important.
Engel, Blackwell and Miniard's (1990) model on consumer decision
processes mentions both confrontation and search behaviour. Certain
explanatory elements can be recognized which are reminiscent of the
structure indicated by Ajzen and Fishbein (1980), b u t also of elements
which suggest the dynamics of the phased models of Van Raaij (1984)
and McGuire (1985), among others. In this sense, t h e model can be
perceived as a n integration model and, a s such, it can be regarded as
being more complete.
In the model illustrated in figure 5, the accent is on other
determinants of the (purchasing) behaviour rather t h a n on behavioural
intention: anticipated circumstances such as financial status,
availability of goods, access to retail stores and general attitudes of
optimism or pessimism towards the future financial picture.
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Figure 5. The complete model of consumer behaviour showing
purchase and outcomes (Engel, Blackwell and Miniard, 1990).

This model was developed for consumer behaviour, but it also appears
to be applicable to image-formation and to implications regarding, for
example, working for or investing in a particular organization. The
corporate image can be placed in the right-hand column. When
viewing the complex model it becomes clear t h a t the corporate image
h a s only a limited influence on a specific decision.
After studying the models shown above we can draw the following
conclusions:
There is no strong relationship between a general corporate
image and a specific form of behaviour (with reference to Ajzen
and Fishbein).
A number of other variables have a more direct influence on
behaviour. The influence of the corporate image depends, among
other things, on its strength or distinctness. The influence is
greater in cases where there is little difference between the
behavioural alternatives.
In cases of low involvement, things such as a relationship to
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life-style and self-concept can be decisive. Where involvement is
high, the solidity and proven reliability of the organization can
be important.
The influence of the corporate image on specific behaviour m u s t
be put into perspective. I t does, however, contribute towards the
climate which provides a background for decision taking. The
image is of importance in a multitude of matters. It will be
taken into account by the various internal and external publics.
Both the significance of the corporate image and the developments
observed in the first chapter, make attention for the corporate image
policy necessary.
After having explored the process of image-formation, we now r e t u r n
to corporate image in general and to the relationship with corporate
identity in particular.
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5.

CORPORATE IDENTITY
There is very little consensus in t h e literature on t h e concept of
corporate identity. This paragraph will begin by examining different
definitions in more detail, after which we will p u t forward our own
view on this matter.
We will then consider t h e relationship between corporate identity a n d
corporate image, after which the focus will be on t h e changing
identity a n d corporate culture.

5.1.

Different m e a n i n g s
Tafertshofer (1982) distinguishes the following approaches in relation
to corporate identity. Examples from other authors are also given a s
illustrations.
a. C o r p o r a t e i d e n t i t y a s ' Z i e l v o r s t e l l u n g d e s U n t e r n e h m e n s '
( t h e e n v i s a g e d g o a l of t h e c o m p a n y )
This confusing approach, related to t h e desired situation instead of
the actual situation, can be found, for example, in Blauw and Bos.
Blauw (1986) interprets corporate identity as t h e image which the
company wishes to establish or to continue. Bos (1986) observes t h a t
corporate identity comprises the company's whole range of behaviour
aimed a t making clear to its public what t h e company is striving for,
its envisaged place within society and the impression it wants to give.
b. C o r p o r a t e i d e n t i t y a s ' I n s t r u m e n t d e s M a n a g e m e n t s '
( a n i n s t r u m e n t of m a n a g e m e n t )
Selame a n d Selame (1988) approach this from t h e graphics side a n d
regard corporate identity as something t h a t can easily be steered:
identities can be created on a drawing board and, like mosaics,
carefully and deliberately pieced together a n d - more importantly controlled.
Birkigt, Stadler and Funck (1988) state t h a t a corporate identity
requires attention on a long-term basis in order to make it fully
operational. They define corporate identity a s follows: "Die strategisch

geplante und operativ eingesetzte Selbstdarstellung und
Verhaltensweise eines Unternehmens nach innen und außen auf Basis
einer festgelegten Unternehmensphilosophie, einer langfristigen
Unternehmenszielsetzung und eines definierten Soll-Images" (p. 59)
("The strategically planned a n d operatively applied self-concept and
attitude of a company, both internal and external, based on a n
established corporate philosophy, long-term corporate goals and a
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defined required image"). They speak of corporate identity a s a n
instrument of management.
c. C o r p o r a t e i d e n t i t y a s ' W i r k u n g n a c h a u s s e n ' ( a n effect o n
t h e public)
Many definitions of corporate identity discuss its external effect. Gray,
for example, describes corporate identity a s t h e corporation's exterior
identity remake. Margulies says: "Identity means the sum of all the
ways a company chooses to identify itself to all its publics" (in:
Bernstein, 1986, p. 91 a n d Traverse-Healy, 1987, p. 1).
Stone et al. (1984) stress t h e importance of clarity with regard to
corporate identity and warn against t h e profit drain attributable to
management's failure to articulate "what t h e business is all about".
This effect-oriented approach is also expressed in t h e title of a n article
by Keller (1984) 'Braucht ihr Unternehmen C.I.?' (Does your
organization Need C.I.?') She goes on to state t h a t internally directed
influence is essential in order to be convincing to t h e public, and she
elaborates on t h e motivation of the employee.
d. C o r p o r a t e i d e n t i t y a s ' S u m m e v o n c h a r a k t e r i s t i s c h e n
E i g e n s c h a f t e n ' (a t o t a l of c h a r a c t e r i s t i c p r o p e r t i e s )
Many authors highlight the characteristics of t h e organization, and
particularly those aspects t h a t distinguish t h e organization from
others. "Identity is the unique capabilities of a company - the
cross-functional mix of experience, skills, knowledge and talents which distinguish the corporation and determine its ability to create
value in proprietary ways" (Ackerman, 1988, p. 29).
Along the same lines, Downey (1986) gives t h e following description of
corporate identity: "The fundamental style, quality, character and
personality of the organization, those forces which define, motivate and
embody it; .... its unique history, business mix, management style,
communication policies and practices, nomenclature, competences and
market and competitive distinction" (p. 7).
According to Mastenbroek (in: Groenendyk et al., 1989), t h e corporate
identity is formed by t h e culture and t h e behaviour rooted therein, the
goals of the organization, its policy, its position and importance in
society and other distinguishing features which characterize it and
m a k e it recognizable.
e. C o r p o r a t e i d e n t i t y a s ' k o m p l e x e r Z u s a m m e n h a n g v o n :
Unternehmensverhalten, Unternehmens-Erscheinungsbild, u n d
Unternehmens-Kommunikation mit der hypostasierten
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U n t e m e h m e n s p e r s d n l i c h k e i t a l s d e m manifestierten
Selbstverstandnis d e s U n t e r n e h m e n s ' (complex c o h e s i o n of
corporate behaviour, c o m p a n y logo, corporate c o m m u n i c a t i o n
w i t h t h e drafted corporate personality as t h e m a n i f e s t e d
c o n c e p t i o n of t h e company)
I t is interesting to note t h a t this approach (cf. mission statement)
includes t h e actions of t h e organization more obviously t h a n t h e
previous one. And yet this approach is still predominantly aimed a t
outward appearances with a n eye to t h e public perception. As Selame
and Selame say (1988): "Identity isn't just a symbol... it is the totality

of split-second perceptions that the human eye takes in" (p. 14).
In this publication we have opted for approach d, corporate identity a s
a total of characteristic properties. It concerns matters t h a t a r e really
of importance for t h e organization. In other words, how does t h e
organization actually manifest itself and w h a t a r e its essential
characteristics (Schoemaker and Vos, 1989).
If we should concentrate exclusively on t h e specific aspects, aspects
which distinguish t h e organization from other organizations, we have
in fact already gone a step too far. A step which is essential in
defining t h e policy which will enable management to take decisions
aimed a t the (renewed) positioning of the organization.
Approach a, corporate identity as a n envisaged goal, could well have
certain unfortunate consequences. There is a strong tendency to use
the medium of communication to shape a corporate image on the
formulation of the desired situation, without looking a t t h e real
situation.
C o n c e p t u a l c o n f u s i o n can obscure this approach. We will explain
this further. It h a s been stated earlier t h a t communication can be
used to bring identity and image closer together. Many authors,
however, confuse identity with desired identity. They mistakenly view
identity a s the desired identity a n d then advocate communication
efforts in order to transmit the (desired) identity. There a r e many
examples to illustrate this conceptual confusion.
Nijhof (1991) equates desired image with identity. While this need not
necessarily be unethical, a s a statement it does nothing to further
clarity, which is apparent from his examples of policy documents
which form t h e direct basis for image activities, b u t resemble the
desired identity more than the real one (for example: "Organization X
is aiming for a strong international presence"). Birkigt, Stadler and
Funck (1988) see corporate identity a s 'Fuhrungsinstrument' (an
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instrument of management) and define image as: "Die Projection der
Identity im sozialen Feld" (p. 59) ("The projection of t h e identity in
the social field"). In fact they say t h a t t h e image is formed from t h e
desired identity.
It is also confusing to speak of types of images t h a t depend on t h e
way in which t h e organization presents itself, for example, "A
monolythic image whereby the organization presents itself in one and
the same way" (Nijhof, 1991, p. 23). In fact it is a matter, here, of
classification into identity structures (see paragraph 6.3).
And neither a r e things made any clearer by speaking of a
'pseudo-identity" when t h e unconscious image (in t h e minds of t h e
publics) differs from the reality (Van der Meiden a n d Fauconnier,
1990). The point here is t h a t publics assume t h a t t h e corporate image
is representative of t h e corporate identity. They do not realize t h a t
this image can be inaccurate in the sense t h a t it deviates from t h e
t r u e identity and is therefore a pseudo-identity in their case.
Blank (1987) provides a n example of working from t h e desired
situation: after t h e image h a s been researched, t h e decision is taken
to define a new identity, which becomes t h e overruling guide to
presentation from t h a t moment on. In our view, this definition should
be a guide for a n identity change rather t h a n for a presentation to
the publics.
Many authors base their approach on the desired image. They a r e no
longer looking a t the reality of t h e organization, but they a r e
concentrating solely on the impression made by t h e organization on
the publics. In this sense a n analysis should not be based on t h e
desired image. We have tried to avoid t h e concept of desired image in
this publication, and in paragraph 5.3 the analysis focuses on t h e
desired identity, the identity and t h e image.
Also Baskin and Aronoff (1988) mention a n approach t h a t is based on
t h e desired image, without any indication of criticism: "Organizations
use such surveys as planning tools to compare existing images with
desired images. Once the differences are assessed, image goals can be
set and strategic plans can be made to overcome the problems that
have been identified Cities seeking to attract convention and tourist
business periodically check their images as perceived by key groups,
then use this data to evaluate their attraction techniques" (p. 118).
These 'attraction techniques' do not do justice to t h e real identity of
the organization. In this context Tafertshofer (1982) speaks of a n
"attraktives Kleid der Firma" (attractive corporate clothing) and the
"manipulative Charakter von corporate-identity-Programme"
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(manipulative character of corporate identity programmes). He doubts
whether this has an internal effect: "bestenfalls entwickelt sich ein
Fassadenbewusstsein" ("at best people develop a certain awareness of
facades").
Bos (1986) warns against using the house style for cosmetic purposes.
The resulting disappointment will be reflected back onto the initiator
of the false message. The cosmetic boosting of the organization's
presentation is not one of the goals of public relations.
When the house style is taken seriously, however, it can be an
important management tool for the unequivocal, positive projection of
the company's identity. A set of agreements is then applied relating to
the exploitation of all visual representations of the company to the
outside world, whereby stress is laid on consistency with the identity
of the organization.
House style can be called a part of the 'identification'. This brings us
to the confusion which often arises when defining the concept of
corporate identity (according to points b, c and e). Where corporate
identity is a company's unique capabilities, corporate identification is
the comprehensive and systematic presentation of those capabilities in
verbal and visual form (Ackerman, 1988).
The identity is therefore the set of actual characteristics of the
organization, the organization in its true manifestation and not the
identity t h a t management would like it to have. All the same the
corporate identity is dynamic, and the organization and its
environment are changeable. We shall come back to the relationship
between identity and image in paragraph 5.3.
Although development psychology concerns individuals and not
organizations, some parallels can nevertheless be drawn.
Definitions of 'identity' as a concept in development psychology are
generally related to the approach to corporate identity described in
point d above. And yet they give rise to another problem. The
description of identity in development psychology is very closely
related to self-image.
De Jager and Mok (1983) describe identity as follows: the answer t h a t
a person gives to the question "who am I?"; the awareness of oneself
as a person as distinct from others. Viewed in this light, the identity
and self-image of a person are difficult to keep apart. In development
psychology, identity is not defined as something t h a t could be
established in comparison by outsiders.
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Wrightsman (1972) goes along with Erikson concerning the
development of a n identity in adolescents: "The adolescent projects his

image onto others and in seeing his image reflected he is able to
clarify his self-concept" (p. 104). This points to t h e value for t h e
individual of knowing t h e image. This idea can also apply to t h e
corporate image. It means t h a t management would be interested in
the organization's image a s a matter of course.
The opinion t h a t people have of themselves is strongly influenced by
how they think others see them (Cooley calls this t h e looking-glass
self; in: De Jager and Mok, 1983). And yet there can be a big
difference between our own perception of how others view us and t h e
view they actually have of us. This is also t h e case with t h e corporate
image.
Perceived image
The perceived image can be different from the organization's actual
image among t h e publics, in which case people within t h e organization
have made a n incorrect evaluation of t h e corporate image.
Management would therefore be well advised to rely on a n assessment
of t h e corporate image rather t h a n to base their judgement on thenown view of it. Incorrect assumptions about how t h e organization is
viewed can be corrected with t h e help of t h e results of image-research.
If t h e assessment reveals t h a t t h e image is more positive t h a n t h e
perceived image, this can have a stimulating effect on job satisfaction,
which, in turn, can have a positive effect on t h e quality of work
produced. If t h e assessment reveals t h a t t h e image is more negative
t h a n t h e perceived image, this can increase the receptiveness to
change.
Many organizations a r e very inward-looking. Morgan (1990) puts t h e
case for more self-reflection and less self-centredness. Managers often
regard their organizations a s closed systems, and take too little
account of relationships between the organization and t h e society in
which t h e organization operates (Bax, 1991).
Self-image
Besides corporate identity a n d corporate image, there is also t h e
organization's self-image. The self-image is t h e image t h a t i n t e r n a l
p u b l i c s have of their own organization. In fact t h e self-image is p a r t
of t h e corporate image as viewed by t h e various publics.
And yet it is useful to study t h e self-image (particularly t h a t
experienced by different internal publics) and to compare it with t h e
corporate identity. This assumes t h a t t h e corporate identity can be
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measured in a way t h a t does not just involve asking internal publics
about the self-image. However, this is not a simple matter. It can
involve checking the more universal characteristics of the organization
which are distinguished within organization studies. Besides
organizational behaviour this can involve: task, group and
organization structure, communication flow, way of decision-taking and
leadership style (Wilke, 1989). It is important t h a t the researcher
tries to keep a distance when listing these features. In addition to
interviews, also observations, contents analyses and network analyses
are very applicable.
Self-image is a particularly useful concept in communication policy
when focused on the image of certain internal publics, such as middle
management, executive staff, senior management or board level.
Differences between internal publics require a sound analysis.
When differences are found between corporate identity and self-image
experienced by specific internal groups, this means that these groups
have a mistaken image or an inadequate knowledge of the actual
situation within the company. If a change of identity is envisaged, it
is important to bring the self-image and the identity closer together,
otherwise there will usually be a lack of motivation for the envisaged
changes of identity.
The experience of Banning and Klep (1987) is t h a t the self-image seen
by management is often more positive t h a n is justified by the actual
situation. It seems as if people, while looking in the mirror, do not see
their wrinkles, or ignore them. But the self-image can also be more
negative than the identity.
People often confuse corporate identity with self-image and vice versa.
For example, senior management assumes t h a t the self-image t h a t
they experience is the same as the corporate identity. This distorted
evaluation can block the way to a necessary change of identity. This
is why it is important t h a t identity research is carried out by
objective outsiders.
There can be a certain cohesion between self-image and perceived
image. If the self-image is more positive t h a n the corporate identity,
this can coincide with the perceived image being too positive compared
to the corporate image. But a negative self-image can also sustain a
negative perceived image. Research into corporate identity and
corporate image as well as intensive communication on the results is
recommended in such a case. Self-image and perceived image tell us a
lot about the corporate culture.
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5.2.

Corporate culture
Corporate culture is discussed here because it is a n important p a r t of
an organization's identity. In addition, corporate culture is of
importance for t h e choice of communication strategies (see paragraph
6.2). Much can be said on this subject. Here we restrict ourselves to
matters t h a t a r e significant for corporate image.
De Jager and Mok (1983) define culture a s : t h e body of conceptions,
opinions, values a n d norms which people a s members of a society
have acquired by means of learning processes, a n d which contribute to
a social unity.
In addition to the culture, Koot et al. (1989) point to t h e importance
of t h e structure, which forms a reference point for t h e staff with its
descriptions of tasks and rules.
Koot et al. (1989) regard corporate culture not so much as a single
aspect of a n organization b u t more a s t h e all-encompassing system of
meaning a n d purpose relating to t h e entire organization a n d its
history. Meffert (1988) also states t h a t culture is expressed in t h e
identity of a n d in the communication about a n organization: "Alle

Aktivitäten, die sich mit der Erarbeitung und Verwirklichung eines
Corporate-Identity-Konzepts befassen, sind von der Unternehmenskultur
geprägt" (p. 351) ("All activities relating to t h e processing and
realization of a corporate identity concept a r e imprinted with the
corporate culture").
Luthans (1989) mentions a number of important characteristics of
organizational culture:
observed behavioural regularities (common language, terminology,
rituals)
norms (standards of behaviour, guide-lines)
dominant values (e.g. high efficiency, low absenteeism)
philosophy (e.g. about how employees a n d customers a r e to be
treated)
rules (related to getting along in the organization)
organizational climate (an overall feeling t h a t is conveyed by t h e
physical layout and t h e way in which participants interact).
Elements of a culture can be visible to a greater or lesser extent. The
outward appearance of a building, symbols a n d working clothes, for
example, a r e more in the foreground and a r e more 'tangible' t h a n t h e
underlying corporate philosophy. I t is a misconception to think t h a t
t h e heart of organizational culture can be changed simply by changing
these more superficial aspects.
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The observable elements of organizational culture can be pictured a s a
globe with layers ranging from the superficial to the deeply-rooted:
from symbols and leaders to those things t h a t are self-evident and to
values within the organization (Soeters, 1988).
The role of senior managers in projecting the identity is
over-emphasized by many authors. Gray (1986), for example, says t h a t
corporate identity has come to rest on the shoulders of the chief
executive officer and other senior-rank managers. It is important t h a t
senior management makes t h e corporate culture visible. In doing this,
however, there is a strong tendency to present the desired culture as
though this were already a reality.
Meffert (1988) argues for a corporate policy based on a diagnosis of
the corporate culture. This diagnosis consists of "die Erfassung der

wesentlichen Kulturprägenden Merkmale (Führungssystem, Rituale,
Werte etc.) und die Beurteilung der Kulturstärke und -intensität
anhand von Grundorientierungen (z.B. Kunden-, Mitarbeiter-,
Technologie- oder Innovationsorientierung)" (p. 344). ("The
understanding of essential features t h a t establish the culture (system
of management, customs, values), as well as an analysis of the extent
and intensity of this culture with the help of basic conceptions, e.g.
attitudes towards customers, employees, technology or innovations.")
These elements can be made concrete by means of a variety of
measuring instruments, such as visiting organizations, questionnaires
for employees, and observing meetings.
The diagnostic phase results in a corporate profile which reproduces
the central key factors which are responsible for the characteristics of
t h e current corporate culture. Meffert, therefore, concentrates on
looking for specific characteristics, and he subsequently makes the
connection with the corporate and marketing strategy.
There has been a noticeable increase in interest for corporate culture
during recent years, following the publication of works such as those
by Deal and Kennedy (1988) and, for example, Peters and Waterman
(1982). Cultural change is not a panacea for all ills, however (Bax,
1991). It can never be a goal in itself, it is a matter of increasing the
efficiency and productivity of the organization. Peters and Waterman
(1982) claim t h a t the corporate culture has a great influence on the
success of a company. The fact t h a t many companies on Peters and
Waterman's list have since fallen into financial difficulties shows that
it is hard to make prescriptive judgements about corporate culture.
There is no such thing as "the right culture" (Thöne, 1988). Sanders
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and Neuijen (1989) also speak of the functionality of t h e culture in
the light of set corporate goals. Perhaps a functional corporate culture
is one t h a t fits in with the circumstances in which the company finds
itself, the stage of development and the market situation. And so a
small organization in the pioneer stage may benefit more from
different cultural characteristics t h a n a more developed organization
which must remain controllable. This development also requires a
more objective form of leadership (Keuning and Eppink, 1987).
According to Koot et al. (1989), a strong culture with a highly unified
sense of values and opinions can be a motivating force for a
well-functioning staff, but it can also be a hindrance for the
organization because of risks such as ageing, difficulty in adapting
and conflicting demands from within the working environment. A
company t h a t aims too strictly towards a high level of homogeneity in
its employment policy may find that, in changing circumstances, it
h a s too few people on its staff who have the necessary qualities.
According to Koot et al. (1989), management m u s t hold a very steady
course and must penetrate deeply into the organization in order to
keep abreast of developments. Personnel should also be kept informed
on a regular basis and the goals t h a t are set should be perceived as
being attainable. Severe internal conflicts of interest are not conducive
to the realization of a sound corporate culture unless these are
constructive tensions between strongly interdependent departments.
Exerting an influence on culture presupposes the management of
complex interdependenties, internal and external networks of mutually
dependent groups (Mastenbroek, 1988).
Morgan (1990) argues for a creative way of looking a t organizations.
He uses various metaphors as new angles from which to view the
organization and to generate ideas for organizational change. He says
t h a t the word organization derives from the Greek 'organon', meaning
tool or instrument and he states t h a t the concept of organization is
usually loaded with mechanical significance. According to Morgan, the
mechanistic approach works in certain situations, but in other
situations it may be better to view organizations a s organisms, a s
brains, as political systems, etc. This power of visualization (which
Morgan calls imaginization) stimulates a flexible approach to
organizational change. Implicitly, he seems to assume t h a t
organization culture can easily be created.
Conrad (1990) puts this 'creatability' into perspective. He refutes the
view t h a t organizations have cultures, as this results in managers
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mistakenly thinking t h a t they can simply order a strong culture from
a consultant. He prefers the view t h a t organizations are cultures:
"Cultures are communicative creations. They emerge and are sustained
by the communicative acts of all employees, not just the conscious
persuasive strategies of upper management" (p. 17-18). They involve
h u m a n actors interpreting a n d enacting their own views of their
organizational reality. All of this puts into perspective t h e possibilities
of management control, which is all too often seen a s being too
simple. Initiating a change of culture is no simple matter.
5.3.

Identity i n relation t o i m a g e
In his book, Boorstin (1961) makes the following provoking remark:
"The image can always be more or less successfully synthesized,
doctored, repaired, refurbished and improved, quite apart from, though
not entirely independent of, the spontaneous original of which the
image is a public portrait" (p. 191).
I t is not for nothing t h a t the author calls it a 'how-not-to-do-it' book.
In practice there is also the tendency to want to influence t h e image
without using a n identity analysis. This approach has been criticized
elsewhere in this publication.
What is t h e relationship between identity and image? We follow Bos
(1986) with a description which h e borrowed from Tagiuri: "Identity,
more than image, refers to the 'real' thing; image connotes a
representation of it" (p. 3). Identity and image can agree to a greater
or lesser degree. Corporate reality and public perception, however, are
often miles apart (Gray, 1986).
In paragraph 1.2 we gave a n overview of types of image problems.
This included relating the positive or negative nature of t h e image to
the degree of resemblance with the identity. Depending on t h e image
problem, public relations can fulfil two important functions in
corporate-public relationships. Firstly, public relations should point out
the difference between image and identity (when people have a
mistaken idea of reality); it can then use communication to help bring
the image and the identity closer together. Secondly, communication
can contribute to changing t h e identity and bring it closer to the
desired identity a s defined by management. It is important to keep
these two things separate.
If a n image campaign is used to portray the desired identity as the
actual identity, public trust will sooner or later be seriously
undermined. The image of a n organization is formed not simply
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through t h e official statements of the organization, b u t through all of
its activities (Baskin a n d Aronoff, 1988).
If t h e image is more negative than the corporate identity, then t h e
company will do less well on t h e market t h a n it might otherwise have
done. If the image is more positive than the identity, t h e company
could find itself on dangerous grounds. It risks failure a t any moment.
According to Gray (1986), the purpose of a corporate image
programme should be t h a t it consistently builds public trust. A
one-sided image-building programme would be ineffective and
inefficient in t h e long term, according to Selame a n d Selame (1988):
American business spends a n inordinate amount of time and money
trying to avoid those pin pricks. It is therefore better to consider
changing the identity.
Communication can play a vital role in identity change. The
communicative approach to the process of change can involve offering
advice on t h e introduction and phasing of changes a n d carrying out
both internal and external communication activities. During t h e
preparatory and decision-making phases it is important to consider
closely the question of how best to formulate t h e content of t h e
communication relating to this change (Lange, 1988).
A changed identity is, moreover, a n important reason to exploit image
activities. "It's not enough just to change what you are; the customers
must perceive that you've changed" (Selame a n d Selame, 1988, p. 2).
Some companies have so radically altered their business t h a t no-one
really knows who they are or what they do.
Another reason can be unfamiliarity with t h e organization or t h e fact
t h a t the public is totally uninterested in t h e organization: "Our biggest
problem is that people just don't dislike us; in many cases they just
ignore us" (Brennan, in: Selame and Selame, 1988, p. 8).
A poignant illustration of being unnoticed, or unknown, can be found
in a well-known McGraw-Hill advertisement (in fact it is about t h e
importance of business-to-business advertising):
"I don't know who you are
I don't know your company
I don't know your company's product
I don't know what your company stands for
I don't know your company's record
I don't know your company's reputation
Now - what was it you wanted to sell me?"
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The general incongruity of corporate image and corporate identity is
illustrated in figure 6.

1 corporate image
2 corporate identity
Figure 6. Corporate image and corporate identity.

Van der Meiden (1986) pointed to the fact t h a t an organization has a
complicated image system. The self-image and the perceived image
have already been mentioned. In addition to the actual corporate
image as seen by the various publics, we can also distinguish the
desired corporate image. Besides the actual corporate identity there is
also the desired corporate identity in the eyes of management. The
desired image generally overlaps with the desired identity (except
where the organization is merely a front, with the attendant risks of
failure).
Bringing the image closer to the actual identity is a horizontal
m o v e m e n t for which public relations activities are excellent tools (see
figure 7). In a vertical direction, management m u s t change the
identity using different tools, in which communication can play a
supportive role.
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Figure 7. Image, identity and desired identity.

Difference between image and identity
If there is a difference between corporate identity and corporate image
there are three approaches from which this can be viewed. Firstly,
there is the pragmatic approach: to what extent can a n image deviate
from t h e identity without having a negative effect on the
organization? Secondly, there is the business-ethical consideration: to
what extent can a n image deviate from the identity while taking
account of current norms and values of the environment in which the
organization operates. Thirdly, there is t h e legal consideration: to
what extent is it legally permissible to uphold a n image t h a t deviates
from the actual identity?
The p r a g m a t i c viewpoint is an evaluation t h a t m u s t be made by
communications specialists. A corporate image t h a t is more negative
t h a n the corporate identity is always harmful for a n organization. It
means t h a t the public h a s a wrong impression of the characteristics of
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the organization, or is not sufficiently aware of them. This is also the
case when certain publics over-expose specific aspects of the
organization, which creates an incomplete image. Communication is
essential here in order to bridge the gap.
A corporate image t h a t is more positive than the corporate identity
can result in a short-term advantage for a n organization. This can
revert to a disadvantage in the long term, however, if the organization
should fail. Publics then discover t h a t the image is false, their t r u s t is
shaken and the image deteriorates. Failure of this kind can cause a
crisis which can dominate the image-forming process for a long time.
Lying to the public is fatal (Heath and Nelson, 1986).
Within t h e organization, if the corporate image is more positive t h a n
the corporate identity, it m u s t be considered whether it is advisable to
contemplate using communication in order to adjust the corporate
image or whether action should be undertaken in order to bring the
corporate identity into alignment with it.
Olasky (1987) gives many examples of organizations t h a t have made
conscious attempts a t creating an image which was better t h a n their
identity. For example, he describes how, in the middle of the last
century, railway companies in the United States of America paid
journalists to publish articles t h a t supported the viewpoint of the
railway management regarding certain legislation. It was wrongfully
implied t h a t these were independent articles and t h a t public opinion
was on the side of the railway companies. Activities such as these
meant t h a t public relations had a bad reputation in later years.
Even today organizations are often made to look better than they
really are. When this sort of activity comes to light people's t r u s t is
shaken, and this rebounds back onto the corporate image.
Sometimes managers think t h a t by creating a more positive image
they can change the identity. An organization with a different
corporate identity from the one management would like may think
t h a t a process of change can be initiated by outside pressure arising
from increased expectations. Communication can also be used in this
way in the job market in order to attract the desired applicants. If
change does not occur, however, or is too slow, there can be serious
friction with regard to raised expectations.
From an b u s i n e s s - e t h i c a l viewpoint situations, where a n existing
image is more positive than the identity, are of particular importance.
That is, if this difference is consciously upheld or created by
communication from within the organization. Ethics is the study of a
particular set of normative judgements. Velasquez (1988) mentions
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three main kinds of moral standards in organizations: utility (the
effect of the behaviour in question), rights (with regard to the
individual) and justice (problems of distribution).
Brand (1989) points to the increasing complexity of relationships both
within and outside the organization, which necessitates paying closer
attention to business ethics. Choices have to be made in business
within conflicting areas of interest and opinion. Brand believes t h a t
corporate leadership should be prepared to state its motivation
publicly.
In general, considering the various options could be based on t h e
norms and values of public relations specialists as private individuals
(personal ethics), the norms and values of public relations specialists
(professional ethics), the norms and values of the organization as a
whole (corporate ethics) and the norms and values of the
organization's social environment (Van der Meiden and Fauconnier,
1990).
The l e g a l viewpoint offers little clarity as yet. There are no known
court cases in which presenting a n inaccurate corporate image was
the cause of the complaint. There is the case of a Dutch company,
however, which paid American shareholders a sum of money when
they threatened to go to court because the company's senior
management had presented an overoptimistic report of the company's
financial situation (FEM 11 and 14/15, 1990; De Volkskrant, 25 Feb.
1991). A court hearing on this matter can produce some interesting
verdicts. More experience has been gained in testing legal boundaries
in the product advertising business. In the United States much
attention is paid to the legal consequences of public statements. Reilly
(1981) recommends that, because public relations law is fluid,
practitioners should keep up with current cases and not ignore legal
advice if necessary.
The image of the branch
The image system is complicated because the image of an organization
is influenced to a greater or lesser extent by the image of the branch
or business sector as a whole. For example, the image of an oil
company is influenced by the collective image of the class 'oil
companies' (Bernstein, 1986). Schreurs (1991) mentions communal
image correction as one of the goals of a collective campaign.
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1 corporate image
2 branch image
3 developments in the environment
Figure 8. The image of the organization, the image of the branch and
changes in the environment.

Schermerhorn and Balhuizen (1990) give various reasons for
collaboration: financial reasons (organizations cannot afford to pay for
certain activities individually), small size (too small to advertise
individually on a national level, for example), or homogeneity (the
products on offer are hard to distinguish separately). A collective
campaign can supplement activities of individual organizations.
The image of the branch is, again, influenced by changes in the social
environment.
Dowling (1988) speaks of a set of super and subordinate images t h a t
may partly determine a corporation's image. As a n example he
mentions a t the top of the hierarchy country of origin, the next level
could be industry image, and a t the bottom brand image. Other types
of hierarchial associations are possible.
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Product image
The relationship between product image and corporate image requires
some explanation. Promoting a product image can be seen as part of
marketing communication. This requires some elaboration because
public relations managers are increasingly interested in marketing
communication, but make a different interpretation in actual practice.
Marketing communication is communication concerning products or
services of a n organization. It is one of the instruments of the
marketing mix. These instruments consist of the well-known four Ps:
product
n a t u r e and quality of the products and/or services offered
price
costs charged as well as efforts on the p a r t of the customer or
invested time
place
distribution, location or outlet
promotion
marketing communication, such as advertising, publicity and
person-to-person selling.
The P of personal is not mentioned as a separate instrument, because
we presuppose the integration of the concept of marketing in the
organization. In marketing communication choices must be made in
tight fit with t h e other elements of the marketing mix (Roomer, 1987).
Marketing and advertising are no synonyms as is sometimes
mistakenly assumed. The marketing mix includes more instruments
besides promotion. The selection of particular instruments depends on
the chosen marketing strategy, the way in which marketing goals
have to be realized. These goals in their t u r n are derived from the
company mission and the general goals of the organization.
A marketing strategy defines the markets to be served, the position to
be taken up on these markets, the means t h a t will be utilized and the
deadline for reaching the goals. Leeflang et al. (1987) mention several
marketing strategies, from segmentation to commitment and reduction
strategies.
In profit as in non-profit organizations marketing can be useful to
adjust the supply of products and services to social demand. Many
insights from the field of marketing are applicable to all sorts of
organizations. Service industries however, often have their own
approaches. In the provision of services there is a close interaction
between production and consumption; many services are provided in
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consultation with or in the presence of the consumer. Lack of insight
in the technical and the functional quality of services will cause
consumers to depend on the image of the organization when making a
purchasing decision. To a greater extent than, for instance, for
industrial organizations, the corporate image of service organizations
is a n important asset for their marketing policies (Van der Hart,
1985). In general, product image and corporate image of service
organizations overlap to a large extent.
Van der H a r t (1985) states t h a t the n a t u r e of services probably
restricts marketing policy, but it is not prohibitive. Avoiding
fundamental choices for target groups and services in order to prevent
conflicts can be a bottleneck. Many service organizations aim more a t
fulfilling tasks t h a n a t effectuating goals. Also unfamiliarity with the
marketing concept occurs. Box (1987) established t h a t efforts of
organizations often show marketing elements, without defining these
elements as such, and without these elements being p a r t of an
integrated policy oriented towards explicit goals.
Integrated marketing depends on many people in the organization.
Marketing can be seen as a process of continuously adjusting demand
and supply.
Within marketing departments an increasing attention for the
corporate image can be observed. Product image influences corporate
image, and vice versa. In particular with service organizations, the
corporate image will have a great deal of influence on the product
image, as consumers tend to go by their image of the organization.
In chapter 6 we will deal with different identity structures with which
to a greater or lesser extent an organization can be profiled in
relation to its products and services.
5.4.

Tntftrmftran

In the preceding chapters we elaborated on the concept of corporate
image and we discussed the process of image-formation. The
'makeability' of the corporate image, a presupposition made by many
authors, was critisized. The process of image-formation is much more
complicated t h a n this incorrect presupposition suggests.
Numerous distortions can occur, people, for example, tend to complete
a fragmented image with information from related schemata in their
memory. The receiver has an active role in the process of imageformation.
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However, this does not mean t h a t it is unnecessary to focus attention
on t h e corporate image. On the contrary, but in order to be effective,
when planning a corporate image policy, one m u s t consider in great
detail t h e processes in t h e human brain.
In chapter 3 some important initiatives were p u t forward. Based on
literature from social psychology focal points for strategies aimed a t a
change of t h e corporate image were presented. These notions will be
incorporated in communication strategies in chapter 6.
The corporate image is of great importance for a n organization. Not
because of the influence on a specific behaviour, which a s was shown
in chapter 4 is very limited, but because t h e image is one of t h e
factors t h a t determine t h e climate in which various decisions a r e
taken by the internal and external publics.
In chapter 1 we established a number of social developments, which
can cause t h a t the corporate image becomes increasingly unclear.
Added with t h e importance of a n organization's image, this brings us
to t h e conclusion t h a t a n organization must conciously formulate a
corporate image policy.
In this publication the approach of corporate image policy is
characterized by a close relation with t h e general policy of a n
organization. In chapter 5 t h e basic assumption t h a t corporate image
can not be looked upon separately from corporate identity, was
founded. A cosmetic approach, in which t h e desired corporate image
as such directs communication activities, is not advisable.
Besides corporate identity and desired corporate identity also selfimage and perceived image must be taken into account. The image
system is complicated, a s was shown in this chapter, as also branch
image and product image require attention in relation to corporate
image.
Identity and image-formation
Now t h a t we have examined t h e relationship between identity and
image and t h e image system with product image and branch image
more closely, we can once again return to the process of
image-formation, bearing in mind the information flows t h a t can be
used by the organization to exercise influence on image-formation.
According to Kotler and Fox (1985): "There are two opposite theories of

image formation. One holds that image is largely object-determined
and the other that images are largely person-determined. The truth lies
somewhere in between; an image is influenced both by the characteristics of the object and the characteristics of the perceiver" (p. 41-42).
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From figure 9 we see t h a t the influence which management h a s on
the corporate image via the identity of the organization is merely one
of many. I t is not only a question of communicative tools b u t also of
different ways in which an organization can manifest itself (either
intentionally or unintentionally). This communication enables the
organization to reach individuals within various publics either directly
or via intermediaries where they have no control, such as the press.
And so corporate image takes shape in the minds of individual
receivers, influenced by a number of factors, including communication
among receivers such as rumours.

}

organization
(identity)

intermediaries

individual
(image)

individual
(image)

branch
(branch
image)

environmental factors
Figure 9. Identity and image-formation.

Although the process of image-formation is largely outside the sphere
of influence of the organization, the influence which actually emanates
from a n organization itself cannot be regarded as insignificant. We
should not think only of intentional communicative utterances here. If
the true identity differs from the desired one, it is unrealistic to try
and communicate only about the desired identity. There are many
ways in which a company's actions can reveal its true identity to
publics, thus influencing corporate image. Management should,
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therefore, continually develop the identity so t h a t it can subsequently
be strongly promoted in communications to the public. A consistent
policy is important here.
Garbett (1988) sets out by basing image-formation on the reality of
the company, adds the newsworthiness to this and deducts the lack of
cohesiveness. He then multiplies this with the communication efforts
over a period of time and deducts memory decay (see figure 10).
Compared to figure 9 above, this gives only part of the story, but it
does take the identity of the organization into account.
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Figure 10. The corporate image equation (Garbett, 1988).

The elements mentioned by Garbett are not easy to make operational.
He is not so much interested in the formula as such or the n a t u r e of
the image b u t in providing insight into factors which play a role in
image-formation. He puts into perspective t h e available options for
influencing the image. A successful company with a high
newsworthiness can attract a lot of public attention, but can lose this
attention by a l a c k of u n i t y in the external presentation.
Subsequently, communication efforts are also important in t h e longer
term, but memory decay of the public should also be taken into
account. The formula can be particularly useful to m a k e clear to
management t h a t failure to behave unequivocally can destroy the
effect of communication efforts, and t h a t communication efforts m u s t
be continued over a long period of time.
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Communication managers m u s t pay attention to the identity of the
organization. An important part of this is corporate culture. A
difference between identity and image requires a thorough analysis
from pragmatic, ethical and legal viewpoints.
Many factors influence corporate image; communication efforts have
therefore limited influence. And so how can the highest possible
benefits be obtained from communication efforts? This question will be
explored in the following chapter.
After a n analysis of the process of planning and an exploration of
communication strategies, the integration of image research in the
process of planning will be discussed.
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6.

POLICY
We have already stated that an organization's management should
give serious attention to the corporate image. This chapter will
explore how the communications policy on corporate image can be set
up while taking account of the policy of the organization as a whole.
We will then examine further the concepts of positioning and
profiling. How is a choice of strategy arrived a t in relation to
corporate image? What relationship should there be on this point
between research and policy?

6.1.

Corporate i m a g e a n d policy
In order to give a n indication of how advice on corporate image comes
about we shall first look a t more general policy steps and the link
between communications policy and generic policy. The following two
considerations have led to the scheme in figure 11.
In their Strategic Planning Process Model Kotler and Fox (1985)
distinguish the following stages: analysis, objectives, strategy and
implementation. This sequence, which is fairly common in
marketing (Leeflang et al., 1987) and organization theory can, in
our view, also be applied to communication. We can also add a
final stage, evaluation. However, this does not establish the
relationship between communication objectives and organization
objectives.
Meffert (1988) derives the generic marketing objectives from the
organizational objectives and distinguishes communication, as
well as marketing, as a key element of corporate policy. Whether
or not the marketing and corporate communication policies are
actually incorporated within the various functional departments
depends on the size of the organizations and the importance t h a t
is accorded to both policies. It is essential t h a t the policy plans
of the respective functional departments are brought in line with
each other.
The assumption in this publication is t h a t objectives and
strategies can be derived from the organizational objectives and
strategies of important functional departments (such as
production, R&D, marketing and finance but also
communication). In other words, the best foundation for
communication policy lies in the generic policy of the
organization itself.
Both views are combined and represented in figure 11. The figure is
explained a t some length because of the relationship between
77

organizational policy and communication policy. Next we will focus on
the corporate image.

-)

analysis

mission/objectives
generic strategies

generic communication
objectives and strategies

operational planning

^1

implementation

evaluation

Figure 11. Stages in the planning process.
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Analysis:
The analysis stage sketches the organization's position in relation
to the external environment. Internal strengths and weaknesses
a r e defined while external opportunities and threats are noted,
including those t h a t are anticipated in the future (this is called a
SWOT-analysis). Keuning and Eppink (1987) compare this to a
pair of scissors where each component is equally important and
merits closer research. The organization is one p a r t of the
scissors and the environment is the other part. Researching the
strengths and weaknesses involves examining the various parts
of the organization and the development of results. Researching
the surrounding environment, on the other hand, involves
identifying the relevant parties and situations, their working
capacity and their areas of influence.
Planning a t the level of the organization a s a whole:
The m i s s i o n reflects in brief the organization's raison d'être, the
general task fields and, possibly, the specific areas concentrated
on.
Generic o r g a n i z a t i o n a l o b j e c t i v e s apply to all departments
within an organization. Top management indicates the direction
in which the organization will develop in the years to come (the
creation of a strong corporate profile, for example).
G e n e r i c s t r a t e g i e s are then set up: decision guidelines
governing the choices t h a t must be made in order to reach the
objectives (such as stimulating innovation within the
organization).
Planning a t the level of functional areas:
The generic objectives and strategies of the functional
departments are derived from the generic objectives and
strategies of the organization as a whole; this refers to
c o m m u n i c a t i o n o b j e c t i v e s a n d s t r a t e g i e s (such as motivating
employees by improving internal commimication). The
communication objectives, therefore, contribute to the realization
of the organizational objectives. The approach towards managing
the development of the communication policy can also lead to
new ideas for organizational policy. The communication
department has an important advisory role here.
Planning a t the activities level:
The next stage is o p e r a t i o n a l p l a n n i n g (concrete
communication activities reflected in the a n n u a l p l a n and in
p r o j e c t p l a n s t h a t should bring about the successful
achievement of the communication objectives). This may also
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involve participation in the activities of other functional
departments. Operational planning can lead to the creation of
ideas on communication policy.
Implementation:
The operational plans are then actually implemented (time
planning and budgeting) after which evaluation takes place.
Evaluation:
The result of the evaluation is the beginning of the next
planning cycle. Developments within the organizational
environment mean t h a t strategic planning m u s t be adjusted on a
regular basis.
At first sight it seems t h a t the planning process is represented in the
illustration a s being top-down. Leeflang et al. stress the importance of
good feedback from the lower levels, however, and this is shown in a
number of places by arrows.
Concentrating on communication, it may be that, having established
the communication objectives, it is not possible to achieve the generic
objectives with, for example, the personnel and means currently
available. In this case it is necessary to consider whether the generic
objectives should be altered or whether action is needed a t the
organizational level, such as calling in specialists. Once a n operational
plan has been decided on it may transpire t h a t there are insufficient
funds to realize all the activities t h a t are necessary to achieve t h e
objectives. This means t h a t either the communication objectives must
be altered or extra funding must be made available.
The a d v i s o r y t a s k of communication professionals, shown in figure
11, implies, among other things, t h a t they m u s t examine the
organization's objectives and strategies with a n eye to consequences in
the area of communication. These decisions will have a n effect on the
impression created by the organization in the surrounding
environment, which, in turn, affects the organization's operating.
Communication professionals m u s t decide in advance whether the
decisions t h a t will have to be taken can be explained to the public
and how these decisions will be perceived both in the internal and the
external environment.
This advice involves more t h a n merely evaluating the decisions t h a t
management is planning to take. It is a t least a s important to be
actively involved in pointing out areas of attention to management on
basis of environmental monitoring (see paragraph 7.4).
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In many organizations, top management h a s little idea of what is
strategically possible or impossible in communication. This may mean
t h a t a communication department is given the task of carrying out a
communication activity while the strategic relationship with other
activities within the organization has not been properly thought
through. In the operational planning phase of these communication
activities, it therefore appears to be necessary to take a step back in
order to consider first from a higher planning level how the
organization's policy can be implemented in the functional areas. Is
communication really the most logical tool or are other types of
activity to be preferred? Van Woerkum (in: Wapenaar et al., 1988)
speaks of designing intervention strategies and then choosing a n
intervention mix based on a costs-benefits analysis. Communication
can form a part of this.
Vrakking (1988) advocates combining the following approaches within
a productive tension field:
designing a strategy using a business plan (top-centred, global
indication of direction)
creating strategies from the interaction between organization
levels and the market (inviting participation, support good ideas
from lower levels).
This combination promotes involvement in organizational policy a t all
levels. A top-centred and over-detailed strategic plan discourages
initiative to a large extent and inhibits flexibility.
Dekker (1990) also believes t h a t it is important t h a t management
makes use of proposals and ideas from w i t h i n t h e o r g a n i z a t i o n
itself. He proposes that, rather than trying to think up a variety of
strategic options themselves, top management should concentrate on
stimulating as many people as possible within the organization to
think strategically and to interpret outside developments. Coherence
and cohesion can be found on the one hand in the form of a mission
statement or a declaration of global perspective, and on the other in
the form of the implicit pattern t h a t can be observed in the behaviour
and decision-taking of management (such as which initiatives are
rewarded and which values - quality, for example - are held in high
esteem by top management).
We can conclude t h a t strategic policy involves broad, global directions
and t h a t generating ideas from all levels within the organization is of
vital importance in this.
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The relationship between organizational and
communication objectives
The relationship between organizational and communication objectives
requires further clarification. Various kinds of organizational objectives
can be identified. In addition to economic and legal objectives, Krynen
(1986) mentions the organization's social objectives. In this context he
distinguishes the external acceptance of the organization and its social
function, and the internal individual acceptance of employment
activities and conditions. Public relations makes a significant
contribution towards these internal and external goals.
S o c i e t a l a c c e p t a n c e of the organization is the extent to which the
environment appreciates the organization and its social function
(activities, products and production processes). I n d i v i d u a l
a c c e p t a n c e is the appreciation of individual members of the
organization of work and working conditions. Management wants to
motivate people within the company more strongly, simultaneously
meeting demands from employees. In this regard Keuning and Eppink
(1987) point out to management the importance of the higher
psychological needs of Maslov's pyramid: social acceptance and esteem.
Social acceptance for the individual means having a function which
provides opportunities for people to receive recognition and acceptance
from others, for example being proud of working for the organization.
Esteem involves the degree of importance attributed to the job as an
individual contribution to the organization.
With reference to developments in public relations, Meffert (1988)
makes clear t h a t the contribution of public relations is becoming more
and more essential for corporate policy. He describes t h e line of
progress from product-oriented via organization-oriented to
strategically public-oriented.
The i n f o r m a t i o n o r i e n t a t i o n p h a s e is characterized by the
central role given to the attempts to inform people about new
achievements via^product publicity.
The i m a g e o r i e n t a t i o n p h a s e assumed t h a t many companies
in the sixties had lost the trust of the public and were looking
for opportunities to demonstrate social involvement in their
immediate surroundings. The goal was to establish the company
in the market as a progressive and social organization.
The s o c i a l o r i e n t a t i o n p h a s e concentrates on actively
encouraging communication between the organization and its
social surroundings. It should contribute towards ensuring the
existence of the organization in the market and in society.
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Meffert uses t h e term 'image orientation' here as a focus on image
improvement without attempting any real change of identity. His
remark t h a t credible public relations is derived from t h e corporate
identity of t h e organization corresponds with what h a s already been
stated in t h e previous chapter. He says of his third phase t h a t where
there is public criticism public relations can provide t h e impetus for a
change of strategy.
He regards the goal of strategic public relations increasing t h e
organization's ability to react or anticipate. This brings us back to a n
earlier observation: public relations stimulates the interaction between
the organization and its environment (cf. chapter 1).
Van der Meiden (1986) describes the development in public relations
from discussions about improving the image and 'image building' to
considerations for social responsibility from within the organization
itself. In this publication we p u t t h e case for a stronger relation
between corporate image policy and t h e general strategic policy of t h e
organization, analogous to developments in marketing. Out of a strong
orientation towards the product, and through, among other things, the
societal marketing concept, the strategic marketing concept was
developed. Besides aiming a t consumer needs and desires and social
responsibilities, this involves specific attention to strategic reflection
on t h e current and future position of t h e organization on the market
(Leeflang et al, 1987). A strategic appraoch requires knowledge of the
corporate image not only a t a n operational level but especially a t a
strategic level. This necessitates the direct involvement of top
management.
Public relations policy cannot simply be derived from corporate policy,
public relations professionals also have a n important advisory function
with regard to generic policy-making. In this context, Baskin and
Aronoff (1988) say: "PR can make important contributions to forming

an organization's ideas about what it is, what it should do and what
society wants and expects from it... So that what the institution says
is not at variance with what it does" (p. 7). Striving for mutual
understanding is not, in itself, a goal of public relations b u t helps to
improve communication between t h e organization and its environment.
Baskin and Aronoff describe mutual understanding as a s h a r e d

i m a g e : "If an organization thinks of itself as a friendly giant while its
public considers it a fierce dragon, communication problems inevitably
result" (p. 59).
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We have stated earlier t h a t not only the communication initiated by
the organization but also the entire pattern of behaviour influences
the image-formation process. "The image of an organization is formed

in the minds of customers, citizens, employees, volunteers, investors or
regulators, not simply through the official statements of the
organization, but through all of its activities" (Baskin a n d Aronoff,
1988, p. 63). This highlights the importance of public relations advice.
Wilcox et al. (1989) p u t it a s follows: "Before a company takes an

action affecting the public, its management should attempt to view the
move through the eyes of others" (p. 322).
A close relationship between organizational and communication
objectives h a s t h e following implications for corporate image policy.
The organizational objectives indicate t h e desired position of t h e
organization, t h e strategies indicate t h e path t h a t t h e organization
intends to take in order to reach these objectives. The communication
objectives attempt to achieve unity between t h e corporate identity and
the corporate image. This could also include using communication to
guide t h e way towards t h e desired identity changes.
When setting up a n advisory plan on corporate image t h e planning
process described earlier could prove useful. Blauw (1986) mentions
seven steps in establishing a corporate image advisory plan: inventory
and (image) research, analysis, definition of target groups a n d
objectives, positioning, planning of a communication mix, budgetary
constraints and implementation. These steps a r e intended for a
communication plan. This plan would not normally result in a
re-consideration of t h e identity but would be based on t h e targeted
image a n d would be consistent with his definition of t h e desired
concept of corporate identity. Blauw does not include evaluation a s the
last step.
Consistent with t h e outlines of the planning process mentioned above,
Schoemaker and Vos (1989) give the following steps for achieving a
broader approach to t h e corporate image:
1.
External a n d internal environment analysis
As regards the external environment, this involves an inventory
of developments t h a t are relevant to t h e organization, its
position, its image among outside target groups (which can serve
as a standard measure for subsequent action) etc. As regards t h e
internal environment, the analysis involves aspects of identity
such as t h e organizational culture and especially the contact
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2.

3.

4.

5.

6.

6.2.

between management and employees; in addition, the desired
identity is important, as is t h e self-image and the perceived
image of employees and management.
P r o b l e m definition
It is usually the occurrence of one or more concrete problems
with the corporate image t h a t leads to the need for outside
advice. When the project is commissioned, however, the briefing
is often vague on the matter of problem definition. Explicit
attention should therefore be paid to establishing which problems
are seen a s central, and to analysing the problem factors and the
feasibility. A broad investigation of the first two steps may help
to clarify which aspects require further investigation.
Strategic advice
This relates to the positioning of the organization and involves
working on aspects of identity as well as the image-formation of
both internal and external contacts.
Research can play a role in this step also, particularly in
relation to the feasibility of the proposed objectives and the
effectiveness of the various strategies.
Operational advice
This involves choices in relation to the way in which objectives
must be achieved. It can consist of an action plan with particular
stress on communication.
Implementation phase
This is where activities take place according to a detailed time
scheme. Attention must also be paid to budgeting for the
activities. A closer investigation of the various possibilities (such
as the scope of the media) can be undertaken, including the
costs-benefits.
Evaluation phase
The public response to the activities is analysed here, and the
extent to which the objectives have been achieved. This is done
by using evaluation research and image research.

C o m m u n i c a t i o n strategies
First we shall clarify the concept of strategy and give general criteria
for strategy choice. Then we shall focus on communication strategies.
Communication objectives targeting the corporate image can be
pursued by using a combination of communication strategies, but the
use of other types of strategy can also have a n effect on the corporate
image.
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S t r a t e g i e s are decision-making rules which form guiding principles
on which to base strategic decisions about activities aimed a t
achieving the objectives (Krijnen, 1986). It is a question of bridging
t h e gap between the current and the desired situation.
In the analysis phase, the opportunities and threats within t h e
surrounding environment were studied, a s were t h e strong and weak
aspects of t h e organization. This makes a prognosis possible of the
situation in a few years' time (Keuning and Eppink, 1987).
If maintaining the existing strategies means t h a t the results are
below w h a t is desirable in the light of current or changing objectives,
then alternative strategies m u s t be found. For the organization as a
whole, this could mean different product-market combinations, for
example.
Keuning and Eppink (1987) list the following criteria for choosing a
strategy:
consistency
the degree of consistency between the chosen strategy and
aspects of the organization, for example, whether the
consequences are consistent with the established goals
synergy
the extent to which new activities have the support of existing
activities and skills, for example if the problems caused by the
new activities are similar to existing problems t h a t require
solving
uncertainty/flexibility
the degree of uncertainty t h a t is inherent in the type of decision
and the extent to which it is possible to adjust to changing
circumstances
timing
the speed with which the alternative is to be carried out and the
time required to prepare the organization accordingly
e v i d e n c e of s u c c e s s
the expected results; it should be noted t h a t during t h e process
the implementation and the results need to be compared with
the plans.
In a more general sense, the situation of the organization also plays a
role in the choice of strategy. In relation to internal communication,
Arnott (1987) says t h a t the choice of a communication strategy also
depends on the nature of the organization. The examples he mentions
include the importance of the culture (the impulsive organization, for
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example) and the market position (such as the dominant firm or the
giant attacked). This is corroborated by other authors. According to
Koot, Staarman and Verbeek (1989), there is a n interaction between
developing a strategy and the culture of the organization. The existing
culture can be both a stimulant and a hindrance for the
implementation of a strategy. Eken and Kasper (1988) also state t h a t
the various strategies (such as marketing strategies of market leader
or follower) require different business cultures.
Communication strategies are aimed a t communication objectives such
a s t h e promotion of:
k n o w l e d g e (relevant information about the organization and its
products or services)
a n a t t i t u d e (how the organization is viewed)
a b e h a v i o u r a l i n t e n t i o n (f.e. increasing the organization's
following or its sales).
Communication managers have various types of strategies available to
them. There are g e n e r i c s t r a t e g i e s which apply to the entire
communication policy. They constitute a common starting point for the
communication activities. Included in this group are, for example,
openness strategies.
An openness strategy indicates the degree and the n a t u r e of openness
to the surrounding environment. Some organizations hardly
communicate anything a t all to the publics about how things are run
internally, whereas others strive to achieve the greatest possible
degree of openness.
In addition, there are specific s t r a t e g i e s which are applied to the
various activities t h a t are undertaken. These include the means of
communication chosen for a particular project and the style of the
respective communication utterances (business-like or emotional, for
example). We shall concentrate first on generic communication
strategies and subsequently on specific communication strategies.
Generic communication strategies
Meffert (1988) gives the following generic strategies for PR objectives,
which aim a t increasing the response and anticipation skills of the
organization:
the a n t i c i p a t i o n s t r a t e g y is characterized by a high
communication intensity with a number of highly critical social
groups. The organization anticipates the advent of new demands
well in advance even if these have not yet been openly expressed
in any concrete form.
87

the a c c o m m o d a t i o n s t r a t e g y is the situation in which the
organization waits until the demand actually takes on a concrete
form before responding.
the r e s i s t a n c e s t r a t e g y can take on either a reactive or a n
active form, linked to a highly intense level of communication,
the a v o i d a n c e s t r a t e g y is characterized by a totally passive
attitude to publicity. Publicity is regarded of minor importance in
safeguarding the company's position.
The above communication objectives (increasing response and
anticipation skills of the organization) correspond, in fact, to the
organizational objective of public affairs, described as the systematic
redress or creation of balance between different objectives both within
and outside the organization (Groenendijk et al., 1989).
Meffert views the situation as favourable when t h e organization has a
high degree of credibility with all relevant target groups and when the
branch with which the organization is identified is well received.
We have chosen a different angle in our own list of possible
communication strategies below. We have attempted to provide a
broader but by no means exhaustive view. The degree of openness, of
targeting the surrounding environment or of looking to the future
varies considerably with each communication strategy.
C l o s e d - d o o r s t r a t e g y : the organization tries to communicate as
little news as possible; bad news is classified as secret and can
only be publicly revealed by 'detective' journalism.
D o o r - a j a r s t r a t e g y : pieces of information are occasionally
revealed (often on a n ad hoc basis), sometimes in an attempt to
influence public opinion, which can result in a manipulative
approach to the surrounding environment.
O p e n - d o o r s t r a t e g y : the organization gives as much publicity
as possible about its activities in order to justify itself towards
society (cf. Krynen's socio-account strategy, 1986).
I n f l u e n c i n g s t r a t e g y : the organization maintains a n open
communication strategy with its environment but tries to lead
public opinion in the desired direction as much as possible.
P R - m a r k e t i n g s t r a t e g y : the organization observes needs and
desires in its environment and adapts its communication
accordingly in order to achieve as great an effect as possible.
A n t i c i p a t i o n s t r a t e g y (as described above by Meffert): the
organization is strategically oriented towards future
developments; its communication policy takes (future)
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developments into account in order to be able to exploit them as
flexibly as possible.
The above generic communication strategies influence the image t h a t
publics have of the organization and m u s t therefore be consciously
applied. Positioning strategies are also part of generic communication
strategies. A strategy aimed a t a certain positioning indicates what
the organization wants to reflect to various target groups in relation
to other organizations (we will go into this in more detail in
paragraph 6.3). This might involve stressing certain aspects of identity
in the presentation. Generic communication strategies give direction to
the communication policy as a whole.
A policy plan for communication usely includes an overview of publics
of the organization involved. As a rule, internal and external publics
are distinguished.
E x t e r n a l p u b l i c s are generally taken to refer to:
government and politics
organizations t h a t deliver materials, suppliers
consumers
competitive/related organizations
umbrella organizations of employers, employees and consumers
the public a t large (to be broken down further on the basis of
demographic variables)
intermediaries such as the media.
I n t e r n a l p u b l i c s are generally taken to refer to:
board/management
works council/representative advisory body
specialist support unit or internal policy consultation group
staff (to be subdivided) and the members of their families
former staff, including those who have retired.
I t differs per organization which particular publics are relevant. One
organization may have a lot to do with national bodies in government
and politics while another may be more dependent on local council or
provincial bodies. Consumers could be individual clients b u t also
companies. Even the intermediaries vary. In the case of a hospital,
this could be the family doctor who makes a referral, and in the case
of a university it could, for example, be the careers advisers in
schools.
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Esman (1972) identified in general terms the following classes of
linkages:
enabling linkages
which control the allocations of authority and resources
(e.g. shareholders)
functional l i n k a g e s
which supply inputs or use outputs and are complementary or
competetive to the organization (e.g. customers)
normative linkages
which incorporate norms and values relevant to its doctrine or
program (e.g. interest groups)
diffuse linkages
which reflect unorganized public opinion significant to the
organization (e.g. members of the local community).
The identification of publics t h a t are relevant to the organization is to
be followed by an establishing of priorities. Image-research can reveal
differences in the corporate image held by the various publics (see
paragraph 7.1). A publics-media matrix can be constructed to check if
enough attention is paid to each public.
Specific communication strategies
Specific communication strategies focus on certain communication
activities or projects. This might include a project to reduce the
discrepancy between corporate identity and corporate image in the
eyes of certain target groups. An example of a specific communication
strategy is the launching of a campaign. A campaign involves the
application of a variety of mutually-supportive communicative
measures within a limited time period.
As regards specific strategies in relation to corporate image, much
current literature tends to concentrate attention on mass media
campaigns. Blauw (1986) links the explanation of the corporate image
almost exclusively to examples of corporate advertising. Advertising
can be a n interesting option in cases where there is a discrepancy
between the corporate identity and the corporate image, but it is not
always fully adequate.
Van Woerkum (1988) argues in favour of more attention to
researching the effects of campaigns. There should be a balance,
however, between the amount t h a t is invested in research and in the
campaign itself. A situation should be avoided in which costly
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research into effects is undertaken while the actual campaigns cannot
be properly set u p because of a lack of funds. If only a small amount
of funding is available for research, he proposes a differentiated
allocation. In addition to a limited evaluation of the effect, a more
thorough investigation is occasionally advisable in order to gain deeper
insight into the actual effects of campaigns and the factors responsible
for these effects.
There has been much criticism recently of the effectiveness of
government campaigns. Damoiseaux (1991) claims, for example, t h a t
the effect of mass media campaigns such as health promotion is often
disappointing. He goes along with Murphy: "Anti-smoking campaigns

have been unsuccessful in reducing the number of smokers but have
led to the advertising of tobacco goods being kept off radio and
television" (p. 185).
An interesting hypothesis could be t h a t the effect of mass media
campaigns is to be found rather more in the creation of a climate or
the provision of a basis in relation to other activities. The goals of
these campaigns should take this aspect more into account.
The above should not necessarily give rise to doubts about the
effectiveness of image campaigns. Campaigns t h a t address the
corporate image usually aim a t improving the climate. It is possible,
for example, t h a t outside developments attract the public's attention
to a specific aspect of the organization. The organization can then use
a mass-media campaign for a certain period of time in order to
concentrate the public's attention on a broader number of aspects. It
then goes without saying t h a t a further, wider approach is preferable
to one t h a t uses only a mass-media campaign. Current developments
in the external environment sometimes necessitate the use of specific
strategies t h a t address the corporate image. We will come back to this
in t h e paragraph on issues management.
We have already pointed to the fact t h a t the specific choice of strategy
regarding the corporate image depends on the analysis and the
objectives which are subsequently established. It is often desirable to
obtain more extensive advice t h a t includes changes in the identity. In
a project t h a t aims a t the intensification of quality control, for
example, communication activities are a part of a broader scope.
Setting different priorities in the activities of the organization also
necessitates communicative guidance. This can involve a n increase in
certain activities, but it could also mean closing down activities of t h e
organization t h a t hinder the profiling process. Initiatives for the
realization of specific communication strategies are given in
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paragraphs 3.3 and 4.2.
Shelby (1988) gives the following s t e p s for arriving a t a specific
communication strategy:
identify communication goal
identify strategy options
assess probable response and relative force.
It is therefore important to work from the communication goals and to
m a k e a choice after having considered the alternative strategies.
Manheim and P r a t t (1987) also advocate using a systematic approach
whereby the goals are carefully formulated and t h e alternative
strategies are evaluated on the basis of research into their
effectiveness. The choice of communication strategy is often based on
presuppositions which have not been tested. Baskin and Aronoff
(1988) give an example with the 'Decibel Theory': "The best way to get

your message across is to state it frequently and loudly.... While
repetition can be very important to assure message penetration,
advocates of the Decibel Theory should be told that shouting only
makes poor communication louder" (p. 51). The choice of
communication strategy requires a detailed analysis tailor-made for
the specific situation.
Lohman (1987) states t h a t a single communication often combines
more than one goal. A new stock-market listing, for example, is not
only useful for contacts in the financial world but also for the
familiarity with the organization among consumers. Strategies are not
designed so much for a single purpose as for a number of joint
objectives. This requires a broad strategic insight.
Various strategies are explored based on the communication objectives,
and this is a process whereby a variety of data h a s to be gathered
and choices have to be made. I t is important to research the
effectiveness of strategies because many of the presuppositions which
play a role have not been properly tested.
As far as the choice of medium is concerned, Van Woerkum (1982)
points out t h a t there is no superior medium. Every medium h a s its
advantages and disadvantages. With a multi-media approach, the
disadvantages of one medium can be compensated by the advantages
of another. Van Woerkum has developed a working-plan in which the
pre-testing of materials was one of the aspects t h a t received particular
attention. Vos (1991) adopted this approach in her scheme for a
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communication plan for the preparatory phase of a project. In this
plan, the choice of the specific communication strategy is motivated in
relation to the project goals. Figure 12 shows a possible scheme for a
communication plan for a project.

1. introduction
• analysis

2. basic assumptions
• objectives
• target groups

3. approach
• strategy
• organization
• evaluation

4. justification
Figure 12. Scheme of a project communication plan.

The project plan can have a k e y function in the planning phase by
going back to on the conclusions from the analysis phase on the one
hand and by anticipating the implementation and evaluation phases
on the other.
In the introduction, the role of the project with regards to the
generic objectives of the organization is defined. The relevant
conclusions which resulted from the problem analysis are
mentioned. This may point to a discrepancy between corporate
identity and corporate image in the eyes of certain target groups,
or it may result in using communication to smooth the path
through change of identity.
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The objectives, formulated as deadlines for target groups, a r e
indicated in the basic assumptions. Also the target groups and
the priorities in this are identified.
When starting a project, the choice of strategy is explained. This
includes the style of approach, the choice of methods and the
phasing. The organization of the project is also explained
(cooperation, manpower, global time planning and budget) as is
t h e way in which the evaluation is to be carried out (pre-test,
process and product evaluation and research into the effects).
Finally, the choice of strategy is justified in the light of the
objectives.
A planned approach is preferable for communication activities t h a t
address corporate image. This allows the policy to be worked out in
projects for a limited period of time, which always involves the
creation of a project plan. Working with project plans promotes the
following:
concentration
The attention is focused on the objectives and the priorities
within the plan. This has a positive influence on effectiveness,
acceptance
The project plan not only describes what should happen, but also
gives reasons why and to what end.
motivation
All activities are placed within a clear framework; the plan gives
meaning to the project.
coordination
The project plan encourages the mutual harmonization of
individual efforts.
delegation
The plan stresses the basic goals and concentrates management's
attention on the main outlines which give direction to the
further development of the project.
Wijnen et al. (1984) mention various plan documents, depending on
the phase of the project. Working with a communication plan for a
project should, however, never prohibit new ideas and insights. The
planning process must allow room for necessary changes. Time
planning is a n important aspect. "Reverse scheduling' is often applied
by working back from the deadline date to the task t h a t must be
completed first. The final result can be displayed in a Gantt Chart;
this is a planning board which displays the sub-tasks on different
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lines and shows the progress made in each case. When the sub-tasks
are closely connected and there are many different activities involved,
the Programme Evaluation and Review Technique (PERT) can be
applied (Baskin and Aronoff, 1988). The activities are then shown as a
network, and those activities t h a t are critical for the time planning
are specified. Computer programmes can be helpful here. Besides the
time-planning methods described, checklists and scripts can also be
used for the implementation stage.
Calamities and issues require the application of specific
communication strategies. As these have a strong influence on the
corporate image, we shall explore them in more detail below.
Calamities
Calamities involve unforeseen events whose nature and occurrence
cannot be predicted. A calamity plan attempts to prepare to some
extent for unexpected situations by establishing emergency procedures.
Arranging for communication between the various groups involved is
an important element.
Communication in a calamity situation has a g r e a t influence on the
corporate image. When choosing the specific strategies, this has to be
borne in mind. The much-discussed Tylenol affair (poisoned analgesics)
has not had a permanent effect on the organization's corporate image
thanks to the alert and open response (Gray, 1986 and Ten Berge,
1989). The credibility of the organization in the period preceding the
crisis is also a deciding factor in overcoming a calamity, as is the
timely discovery of the problem and subsequently taking appropriate
measures including the use of communication (Meffert, 1988).

"PR cannot resolve a crisis, nor will the sheer weight of words build
credibility.... That requires decisive management action. PR can help
management arrive at a decision to correct the situation by
appropriately interpreting the effects of inaction on the public. If
managers want to be seen as responsive citizens, they will need to act
that way" (Garbett, 1988, p. 166-167).
The public is interested in both the calamity itself and the handling of
the event. This means t h a t long-range considerations should outweigh
short-term costs. The public will want to know whether the
organization did all that was possible to avoid the calamity (that
there was no negligence or careless preparation). Then it is a question
of how the event is handled (a fast and adequate reaction). Both
aspects are a test-case for the public t h a t judges how the organization
95

handles its social responsibilities.
If t h e organization wants to react in a n appropriate manner, it will
need to be aware of t h e potential calamity risks t h a t it runs.
Preventive measures are important, but it is also necessary to have a
method of coping with potential calamities. This involves measures
and procedures for the exchange of information in order to facilitate
quick decision-taking.
Calamities can be disasters involving community and employee
casualties, product malfunction, spectres from t h e past, criminal a n d
unethical business practices, or rumours. Garbett recommends
deliberately announcing and publicising t h e problem a n d outlining a
plan for the solution, or admitting t h a t a mistake h a s been made and
explaining w h a t actions have been taken to assure t h a t it does not
happen again.
Meffert (1988) points out t h a t in t h e acute crisis phase those
responsible for taking the decisions are forced to take short-term
ad-hoc measures. "Only when the crisis has reverted to the latent crisis

stage is it practicable to have a new strategic orientation" (p. 383).
This remark calls for a certain degree of modification. To some extent,
every crisis is experienced a s a sudden shock But managers who
maintain a n anticipation strategy will try to be prepared for possible
crises. Ten Berge (1989) and others present useful suggestions t h a t
make it easier to act more quickly. This increases t h e likelihood of
avoiding permanent negative consequences for t h e corporate image, as
in t h e course of time the number of action alternatives decreases.
Various authors argue for providing t i m e l y a n d full i n f o r m a t i o n
not only in the case of calamities, but also in t h e case of large
organizational changes such a s acquisitions and mergers. Garbett
(1988) warns against t h e tendency to delay providing information until
all t h e answers are known a s to how the newly formed company will
be structured a n d how it will operate. Even if it is not yet possible to
give a clear a n d complete statement about the entire operation, there
are usually enough clear outcomes which can be communicated to
provide a steady flow of information. "For a company to go silent

during these periods of doubt is more than just a waste of opportunity
to communicate. Silence allows serious erosion to take place in the
attitudes and confidence levels held about the company by all those
related to it in any way" (p. 175).
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Issues
Being involved in and responding to calamities are not the only things
t h a t can have a long-term influence on the corporate image; the same
is t r u e of issues affecting the organization. Issues management can be
actively applied in corporate image policy. Issues are topics t h a t
usually influence public opinion over a long period of time. Issues
management involves the following, according to Heath and Nelson
(1986):
i s s u e identification
monitoring to intersect public opinion a t an early formative stage
(identifying and tracking the developments)
i s s u e analysis
evaluating the effect of corporate issues and locating opinion
leaders
i s s u e c h a n g e strategy options
deciding which issues the organization will commit to and in
what manner
i s s u e a c t i o n program
corporate behaviour campaign designed to correct a given
situation and communication activities, trying to reinforce or
change opinions held by targeted publics.
Issues management is based on the assumption t h a t the public is the
final judge of corporate behaviour. This definitely does not mean
adopting a passive attitude, however. The organization m u s t find ways
of approaching the public in order to correct mistaken interpretations.
Issues management not only involves communication activities but
also other measures. It calls for harmonising corporate activities with
the public interest. In general terms, it is about reducing the
discrepancy between the corporate definition of an issue and the views
held by the members of an important public.
Heath and Nelson (1986) state t h a t corporations should estimate
public standards, create a code of corporate responsibility and use
internal audit controls to implement it. As a n example of this
approach, they give Nestle, who drafted a code in 1981 for marketing
infant formula and translated it into company activities. This
happened, however, after years of public campaigns demonstrating the
risks of bottle-feeding babies in poverty areas.
In issues management, communication activities are more pro-active
t h a n reactive. Countering legislation as it develops is more difficult
t h a n trying to prevent an issue from becoming ingrained in the public
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mentality to the extent t h a t it begins to demand legislative remedy.
Studies of the way in which issues develop show that, a t a n early
stage in the development, they are adopted by interest groups who,
because they can be single-minded in their championing of a n issue,
can be very effective in winning public a n d media support for thenposition (White, 1991).
Communication activities may involve t h e public presentation of
arguments and direct work with special interest groups, the media
and t h e government. Attempts are made to help t h e public
understand a company, demonstrating corporate social responsibility
and countering false information a n d charges. The arguments used
involve facts about t h e organization or a r e of a more evaluative
nature.
Advocay advertising is a form of advertising in which a n organization
takes a public position on issues of public importance, stating and
defending its viewpoint. Buchholz (1990) states t h a t there m u s t be a
congruence between the message of advocacy advertising a n d business
performance. "If, for example, a corporation's advertising is directed
toward promoting the values associated with free enterprise and
competition, and then is subsequently found guilty of price fixing, its
advertising efforts are very likely to be counterproductive and the
company's credibility questioned even more severely" (p. 225).
Advocacy campaigns most commonly seek to:
inform or educate target publics on subjects important to a n
organization's future
advocate specific actions on matters affecting t h e organization
communicate corporate concerns and achievements on social and
environmental issues.
The advice given is to focus on a single important idea rather t h a n
communicating all things to all people. If a n organization targets t h e
public by means of advertising, it should also be in a position to
handle t h e free publicity which this brings with it and it should
therefore have a very sound basis. Although t h e focus is very much on
advertising, particularly in t h e United States of America, it is possible
to m a k e a deliberate choice to use only free publicity.
Organizations should pay more attention to the public and should look
for a social basis for their activities. Heath and Nelson (1986) state:
"Corporations must be receivers as well as senders. They must respond
with the information the public wants; no longer can corporations
98

survive peacefully by only telling what they want targeted receivers to
know" (p. 42). It is a question of balance between the organization
and the social environment. Sensitivity to developments in society
m u s t be encouraged throughout the entire organization.
The fact t h a t issues management has certain areas in common with
the calamity plans discussed in the previous paragraph is apparent
from the examples given by Heath and Nelson (1986). They mention,
for example, the disaster caused by Union Carbide, a chemical
company, in Bophal, India. Some calamities (but not all) touch on
issues t h a t hold the public's interest for longer periods, such as
environmental matters.
There is a n equally strong relationship to public affairs. The question
is what additional value the introduction of the concept of issues
management has. Public affairs involves strategic policy-making in
relation to government and politics (sometimes called a lobby) b u t also
relating to opinion leaders in the broadest sense of the word and to
interest groups and pressure groups. As people in public affairs
primarily tend to focus on lobbying, there will be more room for
introducing the broader concept of issues management.
The importance of systematic monitoring in issues management must
be stressed, but this has long been argued in public relations
literature. There is also a strong parallel with literature of corporate
ethics.
I t is vital t h a t there is d i r e c t c o n t a c t between the public relations
department and top management. Public relations managers should be
able to report directly to top management on matters of corporate
image, on developing issues, community or government relations or
crisis management (White, 1991).
6.3.

Positioning
Positioning is the place of a n organization in relation to other
organizations in the minds of the public. A positioning strategy is one
which attempts to establish a certain position. Kotler and Fox (1985)
describe t h e following steps for arriving a t a positioning strategy:
assessing the organization's current position in the relevant
market (by means of a survey, for example)
selecting the desired position with regard to important
characteristics
planning a strategy to achieve the desired position.
I t is a matter of comparing the relative positions of the organization
and its competitors on the most important attributes. This usually
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results in a mixture of activities aimed a t both identity change and
communicative presentation.
The importance of a clear position in t h e minds of t h e public is linked
by Ries a n d Trout (1981) to a n excess of communication in society.
They argue for clear and limited choices with regard to identity a n d a
strong name in order to communicate it effectively. This can apply to
a n organization a s well a s to a brand. Products or corporate entities
t h a t a r e very different should not be presented under the same name.
Wierenga and van Raaij (1987) list a number of positioning strategies
for a product, which could also be relevant for a n organization:
altering t h e relative i m p o r t a n c e of characteristics (for example,
featuring specific characteristics)
the a d d i t i o n of a relevant characteristic (such a s environmental
friendliness)
c h a n g i n g t h e p e r c e p t i o n of important characteristics
(re-positioning).
Molenberg (1989) considers these strategies important in creating a s
good a n image a s possible in t h e eyes of t h e consumer with a view to
consolidating the position already held in t h e market.
Onkvisit and Shaw (1989) say t h a t there is little point in choosing to
reinforce characteristics t h a t tine relevant publics do not notice or
consider unimportant. This is a n area where research into perception
and preference should be applied (see paragraph 7.2).
Profiling
Profiling is t h e use of presentation to accentuate those characteristics
t h a t a r e distinctive. We have already referred to t h e importance of
differentiation, t h e development of strong elements in t h e
organization's identity. Ackerman (1988) argues for differentiation a s a
form of capitalising on inherent capabilities. Thus it is important to
make sure t h a t these capabilities a r e fully manifested and recognized
in t h e marketplace.
Downey (1986) says: "The role of internal public relations professionals

can only be enhanced by helping their managements to fully develop
and strategically project each corporation's latent identity resources"
(p. 12). Profiling a n organization therefore fulfils a n important
internal function. In this context, Garbett (1988) argues for t h e
internal dissemination of a mission statement.
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The h o u s e style is an expression of the corporate identity. That
makes design elements part of this identity. They are not
synonymous, however, although various books and symposia on
corporate identity do, in fact, concentrate exclusively on design. There
is a real danger of using the desired image as the basis and aiming
for a cosmetic effect only. It is, after all, often easier to change the
outward presentation than the inner characteristics on which t h a t
presentation should be founded. Designers attempt to reflect the
'essence' of the organization in the house style. If this succeeds, design
is an important element in profiling the organization.
According to Ruggers (1989), design elements promote the
recognizability, but in itself this does not ensure the profiling of the
organization. Many logos and corporate colours are the result of a n
agreement which was reached without any clear link being made to
t h e characteristics of the company. A logo should be regarded as a
representation of a n entity t h a t exists in reality. Semiotics
distinguishes various kinds of sign representations:
i c o n i c representations
these have a strong likeness to the object they represent (for
example a picture of a bank on a credit card);
an index
this denotes the surrounding environment (for example a country
scene in a Ministry of Agriculture advertisement);
a symbol
interpreting the meaning of a symbol is difficult; it usually is the
result of a n agreement. This is also the case with many logos,
although what they communicate can be very carefully thought
out (logo means: I speak).
Recognizability is certainly not unimportant for the sender; it
facilitates attributability: the receiver must be able to attribute the
message correctly to the organization. The receiver also benefits from
recognizability; for ethical reasons, the message must incorporate a
clear announcement of the sender.
Olins (1990) speaks of the symbolization and ritualization of the
identity in order to present the company clearly, to communicate the
corporate style and to distance the company from its competitors. This
becomes concentrated in the visual style as expressed in the products
and packaging, the surrounding environment and the information
material.
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Ries and Trout (1981) argue t h a t the c h o i c e of n a m e , like the choice
of design not only contributes to recognizability b u t also to profiling. A
strong n a m e is very important, especially in contacts with consumers;
abstract names and combinations of abbreviations are most frequently
found in business-to-business companies. An exception to this are
abbreviations t h a t have become so historically established t h a t they
a r e immediately associated by the consumer with t h e relevant
organization (BP and MGM, for example).
Garbett (1988) outlines a procedure by means of which a new n a m e
a s well as a new design can be discovered. This provides for research
both within and outside the organization, and includes many personal
interviews in order to bring the identity to the surface.
Identity structures
The organization itself can be profiled to a greater or lesser extent in
combination with the different brands. A brand is used to try to give
a product or group of products a n individual identity. The extent to
which attention is focused on the organization or on the brand is a
strategic choice which depends, among other things, on the market in
which the organization operates.
Olins (1990) lists the following identity structures:
the monolythic identity
the group has an integrating function for subsidiary companies
and provides the identity for each product
the endorsed identity
the group carries out a number of activities under its n a m e
and/or allows subsidiaries to operate under its name; the group
characteristics remain visible but the identity of the various
activities are foregrounded
the branded identity
the group is not visible in the marketplace but the various
brands are; these do not need to have any visible link with each
other or with the parent company.
In figure 13, the identity structures are shown in a schematic form.
There are four variants. In practice, it is more a question of a sliding
scale in which sub-tasks or subsidiary companies are shown as having
more, or less profile in relation to the group. Between the monolythic
identity and the endorsed identity there we add:
the umbrella identity
where the group dominates but the sub-entities are individually
named and have a limited space for profiling.
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To our opinion this addition is essential, as otherwise relevant
gradations are lacking. Within big, complex organizations various
identity structures can develop. It is important t h a t these structures
can be denominated.
With the umbrella identity the group dominates in the presentation to
the publics, but there is a limited space for the profiling of subsidiary
companies. With the endorsed identity the subsidiary companies
dominate in the presentation. This difference is of great significance
for, for example, a local council with various departments, a university
with several faculties, and a federation with participating associations.
The choice of identity structures determines the mutual relation in
the profiling of the group and the subsidiary companies. The
communicative consequences of these choices m u s t be considered.
What are the advantages and disadvantages of the various options,
when considering the process of image-formation with the publics?
This m u s t be founded in a communication advice, after which the
choices made m u s t have consequences for the house style, for
example.

monolylhic
umbrella
identity
identity
Figure 13. Identity structures.

endorsed
identity

branded
identity

Depending on the choice of identity structure, the corporate n a m e or
brand name is given much emphasis in external communication. Gray
and Smeltzer (1985) speak of brand dominance, corporate dominance
and hybrids, where both receive equal attention or where this may
differ a t times.
The branded identity often has advantages on the consumer market
(such as the fact t h a t if there are problems with one product this does
not involve the others), but the monolythic identity is far more
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preferable for the financial and job market. The use of different
brands on the consumer market means t h a t various market segments
can be covered. This requires advertising activities for all brands,
which can, in addition, be different for each country.
A strong profiling of the group has a positive impact for international
investors and provides an opportunity for a global marketing strategy
with international advertising campaigns.
Garbett (1988) makes out a case for consistency in international
communication, but this does not take away from the fact t h a t
attention to inter-cultural differences is essential, especially with issue
advertising or advocacy advertising: globalization means searching for
ways of standardizing advertising throughout the world.
To sum up, it may be stated t h a t systematic attention for corporate
image and corporate identity needs to be built into the policy of t h e
organization. Positioning and profiling are key concepts here. The
choice of identity structures deserves thorough consideration.
6.4.

T h e relationship b e t w e e n r e s e a r c h a n d policy
In this paragraph, the categories of research in public relations will
first be explored. We shall then argue the case for the integration of
this research into the formulation of corporate image policy. Finally,
we shall give a short indication of how research can be utilized for
each step of the process leading up to the actual advice regarding the
image.
One of the forms of PR research is image research, which is desirable
in order to ensure a sound approach to public relations activities and
in order to be able to measure and evaluate the results in due course
(De Roode, 1979). There are many different kinds of PR research,
however. Baskin and Aronoff (1988) distinguish the following
categories of public relations research activities:
environmental monitoring
keeping track of changes in the environment
public relations audit
audience identification; corporate images
communications audit
readership survey; content analysis; readability survey
social a u d i t s
attitude and opinion surveys t h a t measure the perception of
various publics about an organization's social responsiveness.
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Research in public relations should be continuous, constantly
evaluating t h e process and its environment and providing new
information to sustain it (Baskin and Aronoff, 1988). PR research is
any type of research t h a t yields data for use in planning and
evaluating PR efforts. The PR process begins and ends with research.
Baskin and Aronoff (1988) have stated t h e following about the

importance of research for PR. "Research is a vitally important
function in the process of public relations. It provides the initial
information necessary to plan public relations action and perform the
important role of evaluating its effectiveness. No longer can public
relations practitioners rely on their hunches and past experience to tell
them what communication messages and strategies will be most
effective" (p. 101). Research into t h e corporate image is an important
p a r t of PR research.
Van der Meiden (in: Willems, 1988) states:

"I have discovered that most problems organizations ask us to solve,
have something to do with: identity problems in the organization,
image problems, lack of the right contact with members or supporters,
problems in sponsoring, in-house communication problems, negative
images of products, etc." (p. 8). This implicates a great need for PR
research aimed a t image'and identity.
Advisory functions also require to be based on research. "Decisions

must be based on knowledge about how the company is viewed by its
publics and what issues may be influencing public attitudes" (Brody
and Stone, 1989, p. 127).
The initiation of research offers opportunities for a more intensive
participation in management decision-taking. Broom and Dozier (1990)

say: "Without a basis in research, public relations is little more than a
low-level technical activity in support of management decisions in
which the practitioner did not participate" (p. 12). Research can help
to underline the importance of a specific piece of advice on public
relations.
In general, policy development needs data on which to base decisions.
According to Wierenga and van Raay (1987), decisions for which a
significant amount of data has been collected generally inspire trust,
but this does not mean t h a t the data have actually been used in
arriving a t the decision. In order to get t h e most out of research
efforts, it is necessary to relate closely to t h e possibilities for its use
in t h e policy-making process.
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According to Vennix et al. (1988), research methods in the analysis
phase can be used for the structuring of complex problems (such as
literature study, interviews and bramstorming, following which a
provisional conceptual model is tested in meetings with those
involved). Research can also be used to support other phases of t h e
policy process.
Corporate image research with internal and external publics h a s a n
important contribution to make to the data which the organization's
management uses to decide on a certain positioning strategy. Downey
(1986) mentions the following side-effect: "Top management can

discover or comprehend better the central force (or forces) that motivate
the company and its employees to believe and behave as they do"
(p. 9).
The results of corporate image research should not only lead to
conclusions with regard to communication activities but also with
regard to corporate identity, since image-formation results partly from
t h e organization's actions. It is all too often assumed t h a t corporate
image research only produces results for communication activities.
Klaassen-Don and Jelgerhuis Swildens (1986), for example, incorrectly
assume t h a t it is primarily by communicative measures t h a t
image-formation can be adjusted.
Blauw (1986) warns against hastily embarking on corporate image
research. If it is to be used a s a policy instrument, it is necessary to
be clear beforehand on the questions to which the research should
provide a n answer. Management must also be willing in advance to
accept the results. He observes t h a t research reports are shelved when
management is confronted with results which can be put down to poor
management practices, or when the measures t h a t need to be taken
are unclear or are seen as too risky.
Corporate image research can better be produced by a (marketing)
research bureau. Setting up a research and the elaboration of the
results demand a different professional attitude from one t h a t is
optimal for a policy maker. Usually, research leads to the observation
t h a t there exists not one single corporate image, but t h a t in fact
results vary among the different publics. The researcher notices, as if
looking through a magnifying glass, t h a t the differences are often
more distinctive t h a n the similarities. During the course of the
research, particular attention for details is necessary. On the other
hand, remoteness is needed to point out bottlenecks and to formulate
conclusions.
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During the process of arriving a t advice on the image, research
results can be used a t every step. Schoemaker and Vos (1989) give the
following schema:
i m a g e a d v i c e steps:

possible research:

a.

internal environment
analysis

identity and mission, self-image
and perceived image, internal
communication paths

external environment
analysis

primary research of the image
among external publics, position
in relation to other organizations,
charting developments

b.

problem definition

analysis factors, what problem is
felt to be essential, feasibility

c.

strategic advice

practicability of objectives,
effectiveness of various strategies

d.

operational advice

possibilities of the various means,
costs and benefits

e.

implementation phase

manner of supervision and
coordination, interim evaluation
ways to pre-test among the public

f.

evaluation

process evaluation, public
appreciation activities, image
research

Corporate image research is one of the forms of research t h a t are
applied when advising on the corporate image. According to the view
in this publication, corporate image research should not be approached
in isolation but in combination with, among other things, corporate
identity. When constructing the working model in chapter 8 this will
be considered. Built into a policy plan, PR research forms an integral
p a r t of a continual process. Only then can we speak of a cumulation
of knowledge and insight.
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7.

METHODS OF MEASUREMENT
There are various ways in which the organization can gather
information about its corporate image. Regular contact with people
who are part of the various relevant publics can furnish some idea of
the image they have of the organization but may not necessarily
provide a reliable representation (Kotler and Fox, 1985). This chapter
describes various methods of measuring the corporate image.
In practice, it is unclear to many public relations managers which
methods can be used to measure the corporate image. Combined with
uncertainty about embedding within the corporate policy, this means
t h a t such research is only rarely carried out. In view of this lack of
clarity, image research is discussed in detail here. Once public
relations managers can fully survey the possibilities, they will be able
to m a k e sounder choices about the distribution of finances among
means of communication and research instruments. Measurement is
a n important foundation for policy. It is common practice in the field
of marketing to invest in advanced research into the product image.
In public relations, however, expectations are (still) different.
In this chapter, we will concentrate first of all on the customary
elements of corporate image research, the selection of the various
publics and the frequency of image measurement. We will then
elaborate on measurement methods which are applied in image
research, including the methods used in marketing when measuring a
product image. This exploration will lead to a concrete proposal for a
corporate image measurement model.

7.1.

T h e e l e m e n t s of c o r p o r a t e i m a g e r e s e a r c h
What is usually measured during corporate image research? As much
research is not made public, we shall refer here to general literature
on corporate image research. According to Baskin and Aronoff (1988),
organizational image surveys seek to measure:
how f a m i l i a r the public is with the organization, its officers,
products, policies and other facets
the c h a r a c t e r i s t i c s various publics attribute to the organization
degrees of p o s i t i v e a n d n e g a t i v e perceptions.
In addition to the extent to which people are familiar with the
organization, Baskin and Aronoff also distinguish descriptive and more
appreciative elements.
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A similar triple division is maintained by Nelissen (1987), but he adds
to this a comparison with the position of other organizations. In a
municipal image barometer, Nelissen (R+M, 1987) also includes
behavioural aspects as well as opinions on communication methods.
Behaviour and behavioural intentions of publics are not included in
corporate image in this publication, but this does not preclude the
usefulness of exploring behavioural intentions in relation to a n image
measurement (as argued for in paragraph 3.3). Opinions on the
various communication methods of a n organization rather belong to
t h e category of communications audit (see paragraph 6.4). This is not
usually included in corporate image research except to the extent t h a t
it is regarded a s characteristic of the organization.
To summarize, we consider the basic elements of corporate image
measurement to be the following: the f a m i l i a r i t y with the
organization, the c h a r a c t e r i s t i c s t h a t people attribute to it and thenv a l u e a s s e s s m e n t . The p o s i t i o n in relation to other organizations
m u s t therefore also be included in the measurement model to be
constructed.
Some authors give a s t a n d a r d l i s t of items where the score is
compared to t h a t of other companies. Gray (1986), for example, gives
the following items for an measurement of the corporate image, based
on a Fortune Survey into the reputations of the ten largest companies
in the twenty largest industries in the United States:
quality of management
quality of products or services (product image)
innovativeness
value as long-term investment
financial soundness
ability to attract and keep talented people
community and environmental responsibility
use of corporate assets.
The areas mentioned by Blauw (1986) are not very different. Gray
and Blauw both include product image as p a r t of the measurement of
the corporate image. The standard inclusion of the product image of
all products and/or services would not be the obvious choice, however,
since research into this aspect is often already available. We will come
across this in corporate image research wherever publics regard it as
being characteristic of the organization; this could be a general feature
of the products or services, for example. The branch image can also be
taken in account (see paragraph 5.3).
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Contrary to Gray, Blauw includes familiarity and value assessment. In
addition to the organization's name, it is also important to know more
about how well people actually know the organization and how they
came to know it (familiarity with products or services, or knowing
people within the organization, or prominent policy aspects) in order
to be able to judge the results properly.
The Corporate Image Barometer is part of the Dutch Decision-Makers'
Survey t h a t h a s been carried out once every two years since 1982
(CIB '88). As the name indicates, it concerns evaluations made by
those who formulate and make decisions. The Corporate Image
Barometer measures the general impression of a hundred companies
and how well-known they are, as well as giving a detailed evaluation
of a maximum of 20 companies based on the following image aspects:
- quality of management
- profit/yield
- sense of social responsibility
- t h e company as employer
- innovativeness
- market orientation
- relevance to the Dutch economy
- future expectations with regard to t h e organization
- quality of the products/services
- active dissemination of information about the company.
Because the Corporate Image Barometer focusses on comparison, the
information provided on each company is fairly limited. It should
therefore be regarded as a supplement to image research on a specific
organization. The results for various organizations are compared
within t h e various branches. Because the measurement is carried out
periodically, it is also possible to make comparisons over a period of
time. The respondents only answer those questions t h a t relate to
organizations which they believe they know sufficiently well.
Nevertheless, t h e approach seems rather shallow. The organization's
openness and accessibility are not included in the list. The topics
relate mainly to the evaluation of the organization's success.
It is questionable, for that matter, whether the topics listed by Gray
and Blauw can also be applied as a general list to other research. The
measurements from which they are taken were developed to draw a
comparison between large corporations in the business market. An
evaluation of characteristics such as the financial continuity of the
company h a s more meaning for potential investors t h a n for
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consumers, for example. It is important, therefore, to focus on specific
target groups or to differentiate the questionnaire.
In comparative research, a general list is used with topics t h a t apply
to all organizations. In research on a specific organization, it is
possible, and often advisable, to focus on:
specific problems t h a t gave rise to the research
aspects t h a t are very important for the continuity of the
organization
aspects about which there is a high degree of uncertainty
aspects which provide evident opportunities for corporate image
policy.
This involves specific adaptation for the relevant organization and the
situation in which it finds itself. Hogendoorn (1991) too pleads in
favour of focussing image research.
Defining publics
The public relations professional must break the audience down into
meaningful subgroups (Baskin and Aronoff, 1988). Without making
this distinction, valuable information for policy development would be
lost, as a n average would be taken from a group with many different
opinions. A moderate average can fail to show a number of people
who have a negative opinion. Lohman (1987) points out that, besides
the characteristics attributed to the organization, even the importance
attached to the different characteristics can vary per public. Image
research involves carefully targeted populations.
Image research starts with a n overview of publics of the organizations
involved (see paragraph 6.2). Priority may be given to publics where
problem areas have been observed, publics t h a t are important for the
continuity of the organization and which generate considerable
uncertainty, or publics t h a t clearly show a potential for corporate
image policy.
In order find out which corporate image is held by the public, it is
often intermediaries or people from the relevant organization who
have a high level of contact with the public who a r e interviewed.
Although this method is often a quick way of producing interesting
results, it is frequently far from adequate. The information passed on
by t h e intermediaries may, after all, deviate from what the public
actually feels. They are, however, often able to point out consequences
for the organization because, besides having frequent contact with the
public, they also have frequent contact with the organization.
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The frequency of image measurement
Corporate image research is often carried out in order to measure the
effect of public relations activities. Manheim and P r a t t (1987) state
t h a t in the context of measuring effects, single-timepoint observations
are not acceptable; such limited designs do little to capture and
control for the many other factors t h a t could account for t h e
researcher's observations. I t can be difficult, certainly in the case of
single evaluations, to distinguish the effect of public relations from
other effects. This can be done in the case of some effects, however,
with the help of the available statistical techniques. Manheim and
P r a t t suggest statistical techniques, for example, to control the effects
of trends, seasonality and serial correlation (a statistical dependency
between contiguous observations).
A single evaluation is generally not favoured and more frequent
evaluation is to be recommended. If the effect of corporate image
policy is to be measured, short-term research is out of the question.
Damoiseaux (1991), too, argues for measuring effects in the short,
medium and long term, depending on the objectives. In such cases,
the zero point measurement before the public relations activities are
carried out should also be noted.
Structural underpinning of corporate image policy requires
systematically repeated measurement. It is advisable to carry out a
corporate image measurement every year to create possibilities for a
comparison over a period of time. This does not mean, however, t h a t
each measurement should be equally comprehensive. In the case of a n
in-depth evaluation of policy, for example once every four years, a
more comprehensive approach can be adopted t h a n in the intervening
years.
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7.2.

Methods
This paragraph sets out the most important methods t h a t are applied
in image measurement. The extent of detail provided means t h a t it
will be possible to move on to the construction of a n elaborate
evaluation model in a later paragraph. The explanation can be useful
as background information for public relations managers and
consultants who want to cooperate with a research bureau. What
follows is a n overview of the methods used in image research. For a
general explanation of public relations research, we refer you to Brody
and Stone (1989), who describe a large number of formal and informal
research methods.
Kotler and Fox (1985) examine the various types of questions which
are used in research. Under o p e n q u e s t i o n s they include: completely
unstructured, and sentence completion. C l o s e d q u e s t i o n s are, for
example: dichotomous or multiple choice, Likert scale (the amount of
(dis)agreement with a statement), semantic differential (scale between
two bipolar words), importance scale, and rating scale (from poor to
excellent). Open questions are particularly suitable for qualitative
research, while closed questions are appropriate for a quantitative
approach.
In q u a l i t a t i v e r e s e a r c h the social reality experienced by the
research subjects is presented via the personal observation and
interpretation of the researcher. In q u a n t i t a t i v e r e s e a r c h a n
attempt is made to obtain data t h a t can be used for statistical
processing (De Jager and Mok, 1983). Qualitative research is usually
exploratory and orientational, while the aim of quantitative research
is to test. Qualitative research is normally used when researching the
corporate image, and this can be supplemented by quantitative
research. It is customary to begin with qualitative research in order to
discover, for example, the characteristics which the publics attribute
to the organization. The results often t u r n out to be ambiguous;
perhaps there is significant variation within the test group and the
need for segmentation arises. Quantitative research can subsequently
provide more certainty about differences between publics, differences
between perception and preference (as will be explained in this
section) as well as the position of the organization in relation to other
organizations. Qualitative research is, therefore, important for
exploring the problem, while quantitative research can offer a
numerical underpinning.
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Methods applied in corporate image research
Bernstein (1986) describes a remarkable Image Measurement System
of the American Opinion Research Corporation, whereby the person
questioned m u s t choose the s t a t e m e n t s he or she feels best represent
the company out of a series of positive and negative statements. The
statements relate to a variety of dimensions, including institutional
policy and leadership. The order of the statements is constantly
changed so as to avoid distortion. The image profiles of the companies
being researched are then compared, and the results a r e presented a s
percentages of those questioned who chose the statements as being
characteristic of the organization. Results above 40% are regarded as
a definitive element of the image. Maitland (1987) calls this a
'cafeteria' technique which can lead to an oversimplification of highly
complex behavioural issues. He argues for more caution in
interpreting of the results and for parallel qualitative work using
focus groups to gain insight.
We feel t h a t the approach described by Bernstein should be preceded
by qualitative research. The approach is probably not often applied
these days because there are other methods for quantitative research
which make a more advanced statistical processing possible.
Kotler and Fox (1985) opt for a two-step approach, measuring:
1.
f a m i l i a r i t y and. f a v o u r a b i l i t y
in which awareness and value assessment are each measured
with the use of a scale (if the results relate to more than one
organization these can be spatially represented in a chart on the
x and y axes respectively).
2.
t h e l o c a t i o n of t h e o r g a n i z a t i o n ' s i m a g e a l o n g m a j o r
r e l e v a n t d i m e n s i o n s , called the semantic differential
identifying the dimensions t h a t people use to reflect the object
reducing the set of relevant dimensions
administering bipolar adjectives to a sample of a respondent
(arranged so as not to load all the poor adjectives on one side)
averaging the results
checking on the image variance, to see if the image is highly
specific or diffused.
The semantic differential makes it possible to compare the
organization with competitors, to discover differences between varying
publics and to point out changes over a period of time. Kotler and Fox
(1985) often show the results of this second part of the measurement
by drawing a n average-line across the various scales (see figure 14).
In addition to the calculated variance, it is also possible to show the
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margins (broad or narrow) between which the assessment takes place,
with two lines, for example, for the average of both t h e lowest and
the highest 25% assessments.
Data obtained with the help of the semantic differential can, of
course, be analysed further by means of various statistical techniques.
Green and Tull (1978) also state t h a t the semantic differential
technique is frequently used to compare corporate images (direction
and intensity of the characteristics) a s well as the ideal images of
w h a t respondents think a company should be.

Teachers

lie Emphasis

Social

Facilities

Atmosphere

Focus

Figure 14. Corporate images of three schools, semantic differentials
(Kotler and Fox, 1985).

The approach described above, using the semantic differential, is
frequently adopted in research into corporate image. Various
measurement methods have been developed for research into product
images. These are included here because they can offer perspectives
for research into the corporate image. When researching product
images, it is customary to analyse preference as well as perception.
We shall first examine perception analysis and then preference
analysis. P e r c e p t i o n a n a l y s i s looks a t the extent to which the
respondents feel t h a t certain characteristics apply to the organization.
P r e f e r e n c e a n a l y s i s looks a t the importance attached by the
respondents to the various characteristics and their personal
preferences per characteristic.
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Perception analysis
Besides t h e semantic differential mentioned above, with which it is
possible to examine the extent to which certain characteristics defined
in advance apply, Beyk and van Raay (1989) also mention the
following measurement methods:
the frequency with which a certain characteristic is attributed to
a certain object during an open interview (whereby it should be
noted t h a t less intentional, or socially undesirable, associations
will not come through)
thought listing: the noting down of verbal reactions following a
confrontation with the object
grouping methods: the respondent places a large number of
objects in clusters and is asked for the relevant criteria (the
number of times an object is included in a certain cluster, for
example)
Kelly repertory grid: asking which two out of three objects are
the most similar, and why.
The last two methods presuppose t h a t a large number of objects or
organizations will be researched and compared. All the methods
mentioned have one thing in common, however, namely t h a t they
allow respondents the freedom to point out characteristics in their
own words.
Dowling (1988) calls this type of method nonattribute-based, in
contrast to attribute-based techniques in which respondents point out
the degree to which they regard the characteristics presented to them
as actually applying to the object. It is quite feasible to make use of
the first category of methods for preliminary research and to use the
methods from the second category in subsequent research. An open
interview, for instance, provides rich information with a lot of detail,
b u t this method is too intensive and expensive to be applied to large
numbers of respondents (Verhallen, 1988b).
What Dowling (1988) calls the n o n a t t r i b u t e - b a s e d . s c a l i n g
p r o c e d u r e s are called decompositional methods by Wierenga and van
Raay (1987) and implicit methods by Verhallen (1988b). It is a
question of identifying those dimensions t h a t create the total
perception. The aim is to describe an organization and/or to generate
a list of attributes for future research. As well as the grouping
methods already mentioned, methods such as unstructured interviews
and focus groups can provide simple profiles of overall (dis)similarity.
It can be fruitful in perception analysis to compare different objects.
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Simple Space MDS can be used here. MDS stands for
multi-dimensional scaling techniques, in which a minimum of seven
objects is used to determine the perception of respondents. Individual
perceptions are represented in a configuration of points within a n
imaginary product area (Van der Zwan and Verhulp, 1980). The axis
systems are formed by the relevant perceptual dimensions, t h e
characteristics which the respondents regard a s being applicable. The
coordinates on the axes correspond with the scores of the object on
t h e dimensions. Objects t h a t resemble each other closely in t h e eyes of
the respondent will be close to each other in the multi-dimensional
area (geometric map). Figure 15 is a n example of this, although the
preference is also shown here. Special computer programmes with
statistical routines seek the minimum number of dimensions
necessary. It generally turns out to be no more t h a n three;
apparently, people compare alternatives on the basis of a limited
number of aspects (Wierenga and van Raay, 1987). The naming of
dimensions is subjective (Verhallen, 1988b). There are techniques for
t h a t matter, which allow for the fact t h a t the focus of attention differs
per person: the relative importance can differ. In general, however,
the differences in perception are not as great as those in preference
(we shall discuss this in more detail later).
A t t r i b u t e - b a s e d s c a l i n g p r o c e d u r e s , as Dowling (1988) calls them,
are called compositional methods by Wierenga and van Raay (1987),
and explicit methods by Verhallen (1988b). It is essential here t h a t
the relevant attributes are known in advance. Managerial experience,
theory and exploratory research can be used to select a relevant set of
attributes (Dowling, 1988). The objects are subsequently scored
according to these attributes. The average for each attribute can be
computed and arrayed as a 'snake plot', a n attribute by groups table,
where the attributes are represented in the rows and the groups in
the columns.
The number of attributes is then reduced with the aid of multivariate
analysis techniques, so t h a t a limited number of dimensions is
obtained which determine the total image (Wierenga and van Raay,
1987). In this way, the properties of a company's overall image can be
described with the aid of exploratory and confirmatory factor analysis,
according to Dowling (1988). He puts the case for measuring images
by a combination of methods such as focus groups, cluster analysis to
form homogeneous groups, factor analysis of attributes and factor
scores a s input to MDS. In practice this is seldom done due to the
high costs.
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For a n in-depth comparison of different objects, Joint Space MDS can
be applied. Simple Space MDS consists of only one set of points (the
perceptual map). In Joint Space MDS the preferences are added (the
perceptual-preference map). Both result from multivariate analysis
techniques such as factor analysis and multiple discriminant analysis.
According to Wierenga and van Raay (1987), in practice the results of
factor analysis and multiple discriminant analysis differ only slightly,
although factor analysis concentrates on similarities between
attributes and multiple discriminant analysis on attributes t h a t help
to discriminate.
Joint Space MDS can give insight into the perception of intercompany
images a s well as intergroup images. The perception of different
organizations or the perception of different publics within one
organization is then compared. In addition to the perception, the
ideal-point (the preference) is frequently shown in the geometric map.
The measurement of preferences will be discussed below.
Preference analysis
Besides perception analysis, preference analysis is also important.
This relates to the importance t h a t respondents attribute to the
different characteristics and their preference per characteristic.
Differentiating between publics is of great importance here.
Preferences differ more t h a n perceptions among publics.
In addition to placing different objects in the multi-dimensional space
(a geometric map) in relation to how they are perceived, respondents
can also be asked to list comparable objects in order of preference.
Green and Tull (1978) explain this as follows: ideal-point fitting
attempts to find a point so t h a t a respondent's preference ranking
-from the most to the least liked- is represented by an increasing
distance to ideal point as preference decreases; thus, objects near the
ideal point are preferred to those further away (see Figure 15).
Wierenga and van Raay (1987) state t h a t the nature of the preference
can vary. They profile various utility functions which can be
graphically represented in different models. The evaluation of a
specific characteristic can, for instance, be linear (the more the
better); this is represented in the vector model. The evaluation can
also be too much or too little in relation to a specific ideal level; this
is represented in the ideal-point model. The conjunct analysis model
can describe various forms (see figure 16).

119

SPORTY

,

STIMULI—1968 CAR MODELS
7

y

j
—¡

Subject /
1

1 LUXURIOUS
3«

•A

JO

1.
2.
3.
4.

Ideal Pomt
for

Ford Mustang 6
Mercury Cougar V8
Lincoln Continental V8
Ford TnunderQird V 8

5. Ford Falcon 6
6. Chrysler imperial V 8
?. J a g u a r
8. AMC Javelin V8
9. Plymouth Barracuda V 8

»

10. Buick Le Sabre V8
11. Chevrolet Corvair

Ideal Point
for
Subject J

Figure 15. Illustration of joint space of ideal points and perception
(Green and Tull, 1978).

Relationship between the level of a characteristic (sc) and its utility (u)
Linear compensational
or vector model

Ideal-point model

y (ideal poinö

"t

conjunct
analysis model

Figure 16. Utility functions in three preference models (Wierenga and
van Raay, 1987).

120

Green and Tuil (1978) point out the possibility of showing the utility
function a s a third dimension in the geometric map. They state t h a t
data from individual utility functions (possibly obtained from conjunct
analysis, which they call conjoint analysis, a n analysis whereby
different combinations of object characteristics are presented for
evaluation) and importance weights can be used for further studies.
This can involve looking for new opportunities for market and product
development such as the study of opportunities for market
segmentation. It could also be the strategic simulation of new
factor-level combinations for the further development of the desired
new combinations of object characteristics.
Although many of the methods developed for measuring a product
image are fairly detailed, they can nevertheless help provide ideas for
measuring the corporate image. Corporate image research
predominantly measures which characteristics respondents feel apply
to t h e organization. With reference to the above, we would like to add
to this the preference of respondents and the position in relation to
other organizations. This should lead not so much to a ranking of
organizations on the basis of a sum total of different characteristics,
which is generally the case in a comparative research such as the
Corporate Image Barometer described above, but rather to a more
differentiated presentation whereby the most important characteristics
are clarified in relation to preference and position.
7.3.

The Corporate Image Measurement Model
With reference to the above, we have constructed our own
measurement model t h a t incorporates all the elements t h a t could be
of interest in a general measurement of the corporate image. As h a s
already been mentioned in this chapter, the selection of elements
depends on their relevance for policy decision-making in the specific
organization.

121

T h e Corporate Image M e a s u r e m e n t Model
PRIMARY IMPRESSION
1.

The primary impression t h a t people have of the organization

FAMILIARITY
2.

The familiarity with the organization and its activities

PERCEPTION
3.

The characteristics which are spontaneously attributed to t h e
organization
4.
The extent to which the respondents feel t h a t various relevant
characteristics are applicable
PREFERENCE
5.
The preference people have for each characteristic and t h e
relative weight of the characteristics for the respondent
POSITION
6.
The position t h a t is attributed to the organization in relation to
other organizations.
The various elements of the corporate image measurement model are
explained below.
ad l . T h e primary impression t h a t people have of the organization has
first of all to do with free association, the short description of
the organization t h a t people initially give in their own words. It
is important a t the same time to capture the first image or the
most recent event t h a t the respondent calls to mind a t the
mention of the organization's name. In other words, the
respondents indicate what they first think of when the
organization is mentioned. This primary reaction does not
provide a reasoned view of the characteristics t h a t people think
apply, but it does give a n important indication of the most
prominent aspects for the individual respondent.
ad 2. Familiarity has to do with awareness of the organization.
Knowledge of the organization can involve products or services,
people who form part of it and policy aspects. Anyone who has
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no knowledge a t all of the organization need not answer the
questions relating to it. The characteristics of these respondents
a r e interesting for policy purposes, however. In order to be able
to interpret the data from the research, it is necessary to know
on what basis people have formed an image: the intensity and
n a t u r e of the involvement. If someone has had direct experience
of the organization different conclusions can be drawn (such as
adapting the identity) than in cases based only on indirect
experience (intensify communication). All this is, of course,
target-group related.
ad 3. When considering which characteristics are attributed to the
organization, one of the options is an inventory of spontaneously
attributed characteristics (perhaps by means of preliminary
research). There are various nonattribute-based techniques
applicable here, such as clustering methods and MDS.
ad 4. In order to measure the extent to which various characteristics
are applicable, these characteristics should be extracted from
preliminary research as mentioned in point 3. The characteristics
relevant for the organization concerned can then be added on. A
useful method for doing this is the semantic differential. The
average per characteristic (and possibly the band width) can be
established, and it is essential to make a distinction here
between the various publics. MDS could be a suitable choice if a
more detailed analysis is required.
ad 5. In addition to their opinion of the characteristics, respondents
could also be asked their preference for each characteristic and
the respective weight they attribute to each. An ideal-point
definition might possibly be considered.
ad 6. The position t h a t people attribute to the organization in relation
to other organizations is often important as well. A set of
general characteristics could be investigated among comparable
organizations, whereby especially those characteristics should be
identified that have a high discriminatory element in relation to
competitors or organizations of a similar nature (Lohman, 1987).
The semantic differentials data can be analysed with MDS; this
results in a spatial representation of the positioning of the
different organizations. Besides the perception, the ideal point
can then also be shown. The favourability could also be
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compared; this relates to the value assessment of the
organization as a whole, a total impression.
As regards the comparison with competitive organizations or
organizations used for reference, there is, for example, the
influence of the image of the branch in which the organization
operates.
The measurement model described serves to lay down essential
elements on which policy can be based. It is a t a r g e t m o d e l , t h a t
can be used in general or in detail, depending on the stage of
development of the organization's corporate image policy. Detailed
statistical calculations are, therefore, not always necessary. As
mentioned above, they can be used to create more certainly about the
direction indicated by the results of qualitative methods.
An important element in the measurement model is people's primary
impression of t h e organization. This makes clear which associations
with the organization are most prominent in the minds of the
respondents. In addition, the characteristics of the organization can be
more closely studied, and the preference is also of vital importance.
These elements can be measured during individual exchanges or in
panels, for example. The position in relation to other organizations
can also receive due attention.
Elbeck and Buchanan (1987) describe a workable, relatively simple
combination of qualitative and quantitative methods whereby a survey
was compiled following a few focus group interviews. Priorities can be
established in the choice of the publics to be interviewed, as discussed
earlier.
As the corporate image policy crystallizes more and more, there will
be an increasing need to refine the measurement method. Initially it
is more important t h a t research should support the general direction
t h a t a corporate image policy aims at. As more and more results are
achieved, the policy goals become more precisely targeted which, in
turn, requires more detailed research. The corporate image
measurement model can then be fully applied.
7.4.

Environmental monitoring
The results of environmental monitoring should also be incorporated
into the interpretation of corporate image research. Environmental
monitoring is the investigation of the s o c i a l s u r r o u n d i n g s with the
purpose of observing any developments. It is important to be able to
anticipate these developments. Some of the results of image research
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could well carry more weight in the light of the anticipated changes in
the social environment. Pavlik (1987) speaks of 'assessing the
corporate climate' by monitoring continually trends in public opinion
and events in the sociopolitical environment.
Environmental monitoring involves both observing developments
(scanning) and following them (tracking). The purpose of monitoring is
to discern whether certain trends need closer attention. Buchholz
(1990) makes a comparison with the weather report, where storms
t h a t may have been spotted by the radar scan are continually
monitored to see where they are moving and how they are developing.
The importance of environmental monitoring is also referred to in
relation to issues management in paragraph 6.2.
There are various ways of gathering data on developments in the
social environment. These include data from personal research b u t
also from secondary sources such as established statistical surveys
and the media (newspaper cuttings).
Baskin and Aronoff (1988) point to the importance of boundary
spanners, who act as doors and windows of organizations. This
involves using the expert views of staff who have good external
contacts. They also argue the case for involving the organization in
local organizations, for example by sponsoring, providing speakers or
lending facilities. This is also a form of monitoring, knowing the
community and tracking social developments. Wilke (1989) states t h a t
social networks whose members have double functions in and outside
the organization, also function as information channels in a more
general sense. The environment encompasses other organizations; a
multiple interaction stimulates the responsiveness of the organization.
Vink (1986) has discovered t h a t this interaction largely depends on
the degree of responsiveness t h a t the highest manager shows. Case
studies have shown t h a t middle management observes the signals of
top management keenly and integrates them into their own
functioning. Top management therefore h a s a role in setting an
example.
Environmental forecasting
Forecasts are made to help identify problems or to help solve
problems by anticipating the consequences of alternative courses of
action (Green and Tull, 1978). Forecasting the social environment
involves keeping track of demographic trends and lifestyles. Also, it is
important to attempt to predict major value changes in society t h a t
may give rise to new concerns and demands that will affect the
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organization (Buchholz, 1990).
Various forecasting procedures have been developed: extrapolation of
developments, prediction by means of a theory of correlations with
given variables, interviews with experts, a n experimental exploration
of scenarios, historical analogy etc. Computer simulations have been
used to combine data gathering and trend projection; they can be
programmed to help answer 'what if questions (Heath and Nelson,
1986). Forecasts need not necessarily be highly accurate in order to
support good decisions.
The D e l h p i method, is frequently used in research into future
perspectives. This is based on individual statements by experts which
are compared and analysed for agreement and contradiction (De Jong,
1985). The questions presented to the experts may concern the
likelihood of a future event, or the likely time a future event may
take place. An essential element here is the repeated approach. The
experts are approached in a number of rounds. What was said in the
previous round is used as input for the following round. This relates
specifically to deviations from the group median (Kotler and Fox,
1985). The differences of opinion are t h u s fully revealed.
The fact t h a t the experts are approached individually and usually
remain unknown to each other means t h a t the potential bias of
putting experts in face-to-face contact to come to a consensus is
avoided. The experts can be approached individually in a personal
interview or can have the written questionnaires sent to them.
According to Van der Zee (1983), group discussion offers a possible
variation from the individual approach. He argues for variety, for t h a t
m a t t e r in the conversational techniques applied in the different
rounds of the discussion, whereby new media could be used such as
tele-conferencing (communicating with each other from different
locations via a satellite link). The Delphi method can provide a
meaningful contribution to the analysis of very diverse and complex
policy problems (Vennix et al., 1988).
When interpreting the research results relating to corporate image the
data obtained by means of environmental monitoring should also be
included. The process of policy formation is then fuelled not only by
data relating to the current image of the organization among relevant
publics, but also by insight into future developments.
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8.

THE CORPORATE IMAGE CONCEPT

8.1.

A working model
In order to arrive a t a sound approach to corporate image, there a r e
three policy elements which, in our view, are of vital importance (cf.
Alblas and van de Vliert, 1990).
t h e strategic policy
This provides the direction. It involves a strong contextual
relation with the generic policy of the organization, and a clear
vision regarding the organization's future,
t h e organizational policy
This gives structure to the approach. It concerns preconditions
for the establishment of a corporate image policy,
t h e o p e r a t i o n a l policy
This concerns the execution stage and its carefully thought-out
phasing.

All policy elements will be discussed briefly below, and this should be
viewed in conjunction with Chapter 6. Giving substance to the three
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elements of policy constitutes the Corporate Image Concept t h a t is
developed in this dissertation. The Corporate Image Concept has its
origins in an intensive exploration of the concept of corporate image,
its formation and influence, an exploration of the concept of corporate
identity as well as policy initiatives and methods of measuring the
corporate image as described in the preceding chapters.
This chapter is the core of this dissertation. The goal of the Corporate
Image Concept is to offer professionals a practical framework of ideas
on which to structure their corporate image policy.
Similar to the marketing concept (cf. Leeflang et al., 1987), this
concept compasses the underlying vision, the way the corporate image
policy is dealt with in the organization. The characteristics of this
approach were described in the introduction of this publication. The
working model presented in this chapter, makes this approach
concrete. It consists of coherent focal points, which reflect the
underlying vision, and are of vital importance for the corporate image
policy. PR professionals who adopt the approach, can use the elements
of the working model to explain top management their approach of
corporate image policy.
The working model will be subjected to practical field testing in a
later chapter.
8.2,

Strategic policy
In our view, the best embedding for the corporate image policy lies in
a strong relationship with the generic policy of the organization. The
global priorities of the generic policy require translation into the
policies of the various functional departments. The generic policy
should contain some kind of initiative for doing this.
This also affects the place of communication in relation to the other
policy instruments. As one of the functional departments,
communication has both executive tasks and advisory tasks in relation
to the generic policy. The executive tasks involve communication
primarily as a n instrument of policy; many policy choices cannot be
realized without the use of communication. At the same time, the
internal decision-making process requires communicative support.
Furthermore, not only must the communication department be able to
project the generic objectives clearly to the public, both externally and
internally, it must, as a part of its advisory tasks, also generate ideas
and direct management's attention to the communicative consequences
of policy choices. We will elaborate this in more detail.
In paragraph 6.1. (Figure 11) it was established t h a t the planning
process is composed of a number of fundamental stages. In this way,
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the policy of the organization gives direction to the formulation of
communication policy. Subsequently, the prioritization of
communication activities is defined. The u p w a r d flow of ideas and
initiatives is j u s t a s important as the translation of priorities from
higher to lower planning levels. The communication manager develops
the communication policy and advises on matters relating to the
generic strategic policy.
Three levels are distinguished in the policy process here:

1.
2.
3.
The
a.
b.
c.
d.
The

the strategic level of the organization as a whole
the strategic level of the communication department
the operational level of communication activities.
same steps are found on each level:
analysis
planning
execution
evaluation.
three planning levels are illustrated in Figure 18.

Analogous to the above, the following are typically tasks of the public
relations department:

1.

In relation to the first level:
a. carrying out analyses aimed a t advising management, based
on, among other things, corporate image research and
environmental monitoring
b. communicative support or advice in relation to the internal
decision-making process as well as indicating the
communicative consequences of policy choices t h a t are under
consideration
c. disseminating policy choices both externally and internally,
and the advising of top management accordingly
d. noting social reactions in the media, for example.

2.

In relation to the second level:
a. carrying out analyses aimed a t communication policy whereby
image research and other forms of communication research,
more tailored to the communication policy, can be utilized
b. defining generic communication objectives and strategies in
relation to other policy instruments
c. designing a communication policy plan
d. collecting evaluation data relating to the communication
policy.
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analysis environment
in-/external
mission
organizational objectives

evaluation

generic strategies
organization plan
analysis communication policy

generic communication
objectives and

evaluation

strategies
communication plan

analysis communication project/activity

specific goals and

evaluation

strategies
implementation
Figure 18. Plajnning cycle on three levels.
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3.

In relation to the third level:
a. carrying out analyses aimed a t communication activities
(research into the information needs of the target groups, for
example)
b. planning the communication activities, while also taking into
consideration mutual coordination and potential collaboration
with other functional departments
c. carrying out (or having others carry out) mutually coordinated
communication activities, and possible collaboration with other
functional departments
d. carrying out (or having others carry out) process and product
evaluations of the value assessment and effect of
communication activities, a s well as into the communicative
effect of other activities of the organization, and feeding back
t h e results into the different levels.

The policy of the functional departments not only h a s its source in the
generic policy but, conversely, also feeds ideas back into it. The model
provides opportunities for both top-down and bottom-up policy
influence.
Cohesion between t h e activities of the different functional areas is of
great importance when solving problems within the organization. A
mixture of policy instruments could be appropriate here, including
communicative support of activities initiated in other functional
departments.
This model makes clear t h a t communication tasks contribute to the
attainment of the generic organizational objectives. For instance, the
organization plan of a large service organization can announce a
merger with a related organization. The communication department
m u s t already have given advice. The consequences for the corporate
image have to be considered, among other things. The communication
plan will then concentrate strongly on the phasing of communicative
supervision of the merger, such as exchange of information and
stimulating mutual integration of organizational cultures. Certain
interconnecting activities in internal communication can then be
worked out in a project plan, such as a series of joint internal video
news programmes and special editions of the staff magazine. The time
planning of the project would correspond to the broader planning of
internal and external communication activities related to the merger
(such as communication with clients and with the media). This
communication planning links up with the time planning of the
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merger process itself, but the reverse is also true in t h a t the merger
planning m u s t also take communication into account.
To sum up, in public relations there m u s t be a mutual, strong
relationship with organizational policy.
8.3.

Organizational policy
The planning cycle described above takes place against the
background of organizational policy. In other words, organizational
policy has consequences for all the strategic and operational levels we
have described. The establishment of a sound corporate image policy
involves certain preconditions, and the policy process should take this
into account. The four most important preconditions, i.e. the broad
outlines of organizational policy, are set out in Figure 19, the STIP
model. The elements in the model are explained below.

Systematics
I t is important to have a systematic approach to corporate image
policy, where work is carried out according to a certain plan and
research is used to give substance to advisory and executory functions.
I t is a question of using planning methods and procedures in order to
coordinate communication activities and the activities of other
functional departments, as well as establishing procedures and
agreements.

Transition
Organizational flexibility is imperative. There should be effective
monitoring of developments in the organization's social environment
and conclusions m u s t be drawn from the results. The associations t h a t
publics have with the organization may change over time. It is
important to consider the dynamics of the process of image-formation.
An organization t h a t interacts effectively with the social environment,
for instance via both formal and informal networks, is a n organization
in transition.

Integration
I t is vital to have a firm embedding in the organization's policy and to
keep in touch with activities in other functional departments. The
communication manager m u s t be a serious partner for top
management and other functional departments. This integration is
also important on lower levels of the organization. The corporate
image policy and the vision behind it m u s t be well rooted in the
organization.
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Figure 19. The STIP model.

Policy
In order to arrive a t a corporate image policy, radical choices have to
be made regarding the direction t h a t is desired. This means t h a t
attention m u s t be given to the actual decision-making process, bearing
the corporate culture in mind. Communication managers m u s t find
ways of stimulating reflections on the identity within the organization.
Policy choices m u s t have tangible consequences for the various
activities. They m u s t also incorporate the chosen overall line of
approach.
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The four elements mentioned a r e important preconditions for t h e
establishment of a sound corporate image policy. The communication
manager m u s t attempt to obtain insight into supportive and
obstructive factors affecting t h e approach for t h e relevant
organization. In general, t h e following endogenous factors can be
distinguished.

Systematics

Transition

Integration

Policy

supportive
factors

obstructive
factors

knowledge of working
methods, especially for
the planning phase

lack of insight in working
methods, particularly in t h e
planning phase

insight into corporate
image policy aspects

lack of insight in aspects
of corporate image policy

organization is
environment-orientated

inward-looking a n d
inflexible

organization h a s
relative independence

lack of autonomy

competence on
strategic and
operational levels

communication manager
competent on operational
level only

culture aiming a t
collaboration

internal competition or
compartmentalization

unified overall vision

poorly developed vision, or
disagreement

clear situation

situation embodies a high
level of uncertainty
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Supportive and obstructive factors vary per organization. In order to
be able to formulate a corporate image policy for the organization, it
is important to be aware of these factors.
8.4.

Operational policy
The first two elements of the working model gave direction to and
created the conditions for a sound approach to corporate image. An
operational policy concerns implementation. In order to be in a
position to tackle concrete problems, it is necessary to analyse the
obstacles. By making a distinction between corporate image, selfimage, corporate identity and desired corporate identity in t h e
analysis phase, it becomes possible to phase the approach.
Figure 20 shows how strategic decisions can be implemented by
concrete activities. On a strategic level, obstacles t h a t require further
investigation a r e noted and form the basis for concrete action. The
measurement-action model revolves around corporate image,
self-image, corporate identity and desired corporate identity. In the
first instance, it is important to discover whether the self-image
differs from the identity. If so, internal attention m u s t first be
directed to this aspect, otherwise there will be no motivation for
subsequent steps. The same applies if the perceived image differs from
the actual corporate image.
A further obstacle is corporate identity. When the actual i d e n t i t y
differs from the desired identity, then identity should be the next
item to receive attention. This means the involvement of organization
experts. Communication plays a supportive role in this process of
change. Once the identity and the desired identity coincide, it is
possible to re-examine the self-image. Is the change in identityexpressed in the self-image?
Now t h a t self-image, identity and desired identity coincide, it makes
sense to examine the relationship between corporate identity and
corporate image more closely. A communication plan can be based on
the altered, actual corporate identity, if the corporate i m a g e appears
to deviate from it.
If the corporate image is less obscure or less positive t h a n the
corporate identity, then a n image campaign could well offer a solution.
If the corporate image is more positive t h a n the corporate identity it
may well be advisable to bring the desired identity up to a higher
level and, in order to live to expectations, a number of steps in the
measurement-action model should be taken again, so t h a t the identity
is properly aligned. When corporate image, self-image, corporate
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adjust si

id, did, si

adjust id
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action,

image

adjust

campaign
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no

A
no

yes

yes

caution

ideality

adjust did

id=did=im=si

Figure 20. The Measurement-action model.
IM = corporate image; SI = self-image; ID = corporate identity;
DID = desired corporate identity.

136

identity and desired corporate identity approach each other closely,
this can be regarded as the ideal situation.
The diagram should not be regarded as an isolated series of steps but
r a t h e r as a continuing flow whereby c o n t i n u a l attention is essential.
In practice, it is possible to make limited adjustments to the diagram.
In section 5.3, for example, we discussed a situation in which the
external communication about changes was ahead of the actual
changes in the organization itself; the risks of this situation were also
discussed.
8.5.

Motivation
The Corporate Image Concept, including the underlying philosophy, is
intended as a working model with which professionals can structure
their corporate image policy in practice. The elements relating to
strategic, organizational and operational policy provide the relevant
action points. It can also be used for audit purposes. An audit is a
professional opinion based on information gathering and strategic
analysis. In this case a n audit would be carried out by an outside
expert with the purpose of investigating the efficiency and
effectiveness of the current corporate image policy and seeking out
any potential weak spots.
In Chapter 1, arguments were p u t forward t h a t underlined the
importance of the corporate image. This led us to look for a working
model t h a t makes it possible to take more account w i t h i n policy
itself of insights into the process of image-formation.
The working model consists of three parts. We shall indicate briefly
which views from the previous chapters form the basis for each of the
three parts.
The first p a r t of the working model concerns strategic policy. This is
founded on the recognition of the importance of a close relationship
between generic organizational objectives and corporate image policy,
the basis of which was laid down in Chapter 6. The first part of the
model is directive for corporate image policy. It attempts to simplify
the process of making practical choices with regard to generic and
specific communication strategies. This should be seen against the
background of insights in image change as described in section 3.3. In
Chapter 6 communication strategy was discussed a t some length.
Topics such as positioning and identity structuring were also
discussed.
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The second p a r t of the working model relates to organizational policy.
This sets up conditions for corporate image policy, and is assisted by
planning methods described in Chapter 6 and research methods in
Chapter 7.
A further important point to remember is the realization of flexibility
in forming a policy, including a basis of continuous interaction with
the social environment. Recognizing the importance of this is grounded
in t h e understanding of the process of image-formation from Chapters
2 and 3, where the time and context-linked character of the corporate
image were described.
The position of the public relations department is a precondition t h a t
is founded in the task description of the public relations department
a s set out in Chapter 6. Besides executory tasks, the advisory tasks in
particular make contact with top management essential.
Public relations managers need good insight into the actual
decision-making processes within their organization and into t h e
organization's culture. This enables them to stimulate those choices
which a r e necessary for profiling the organization, a s described in
Chapter 5, for example.
The third part of the working model concerns operational policy. This
concerns the realization of corporate image policy. The phasing t h a t is
applied is based on conclusions from section 5.3, where a vertical
movement from identity to desired identity was defined, as well a s a
horizontal movement from image to identity. Communication h a s
varying functions in these directional movements. It was considered
advisable not to confuse these movements and not to speak of the
image moving autonomously towards the desired identity. A
discrepancy between identity and desired identity requires special
attention, quite separate from other discrepancies between identity
and self-image or identity and image. The flow chart illustrates t h e
recommended phasing.
The concepts used have been clarified in earlier chapters: corporate
image in Chapter 2, corporate identity, desired corporate identity,
self-image and perceived image in Chapter 5.
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9.

CORPORATE IMAGE POLICY IN PRACTICE
Case: D u t c h u n i v e r s i t i e s

9.1.

Introduction
Following an intensive exploration in the previous chapters of the
concept of corporate image, social-psychological processes, policy
aspects and methods of measuring corporate image, some empirical
testing of the model t h a t has been developed is now provided.
We have opted for the practice in Dutch universities. The purpose of
this test is to obtain insight into how universities use policy as the
basis for working on their corporate image, and what obstructive and
supportive factors exist in relation to the chosen approach to corporate
image policy described in the preceding chapters. We shall first
examine the c o n t e x t in which the testing takes place. A number of
developments in university education are explained in order to
illustrate the place of communication policy. We then concentrate on
m e t h o d s a n d results. Finally, c o n c l u s i o n s are formulated against
the background of the Corporate Image Concept constructed in
Chapter 8.
University education is a sector which attracts a lot of interest from
all levels of society. Identity and image are often debated. There are
many initiatives relating to profiling but very little overall insight as
yet. While working with the Association of Universities in the
Netherlands during the period from 1987 to 1990, the author was in a
position to speak with university representatives who participate in
consultations a t a managerial level as well a s with members of the
network of information officers of universities and related institutions.
Universities
The Netherlands has 14 universities, the largest being the University
of Amsterdam with about 23,000 students and the smallest the
University of Limburg with about 5,000 students. The average size is
12,000. All universities are engaged in research and grant doctorates.
Research is thoroughly integrated in Dutch universities. The majority
of the academic staff is engaged both in teaching and in research.
Nine universities cover a general range of disciplines. Three
universities offer mainly technological programmes and there is one
agricultural university. The Open University is a n independent
institution for 'long-distance learning' for people aged 18 and over,
who are unable or do not wish to enter a full-time university
programme.
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Before elaborating on corporate image policies a t the various
universities, we shall first give a short analysis of the social
environment of the universities and developments in university
policies.
The system of higher education is subject to change. Change in the
context and the market of the institutions but also in the philosophy
of their management. Management philosophy is expressed in the
government paper 'Higher Education: Autonomy and Quality' (1985)
and in the recently published 'Higher Education and Research
Planning' (1987 and 1989). The government's intention was to give
more autonomy to the universities, who would go on to develop their
own systems for quality control. Halbertsma and De Caluwé (1989)
describe, among other things, a n increase in diversification,
decentralized policy formation and market-orientation. Van Wieringen
(1989) stresses the increased attention paid by the. universities
themselves to the advancement of quality t h a t m u s t accompany
deregulation.
The universities have built up system of q u a l i t y c o n t r o l where,
besides carrying out internal quality testing, inspection committees
including outside experts produce public reports of their findings. The
opinions of students also play an important role here. The universities
themselves have taken the initiative for quality control. The approach
and the results are discussed with the Minister of Education and
Sciences. This quality control is intended to provide instruments for
the people in the institutions to use in policy making. University
boards will increasingly w a n t to draw their own conclusions from their
own analyses of strengths and weaknesses (Acherman, 1989). The
strong aspects can be further expanded and the weak points can lead
to cooperation with other universities. In this way, the natural process
of attrition and growth will produce a greater d i v e r s i t y in the
university landscape. According to Gevers (1990), the alleged plateau
will then change into a hilly landscape with valleys as well as peaks.
He believes t h a t the tolerance threshold for this diversity among
institutions and disciplines in the Netherlands is too low, but h e
forecasts changes under the influence of autonomously progressing
differentiation.
Halbertsma and de Caluwé (1989) warn against a too strongly
m a r k e t - o r i e n t e d approach and specifically against contract activities
on too large a scale, which could lead to activities being carried out
t h a t are relatively unconnected with the main objective of the
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university. The university's task is not only to stimulate technological
renewal and economic growth, but also to safeguard the cultural
heritage. In relation to the identity of the university, Van Kemenade
(1988) stresses first of all t h a t it is a sanctuary for the enquiring
mind. To what extent does this clash with the market orientation of
universities?
According to Van der Schans (1988), market orientation can go
hand-in-hand with good results in the traditional academic tasks. The
university must look for ways in which to incorporate a social
orientation and independence into a modern synthesis. University
education has a critical function which m u s t consist of more t h a n
simply complying with the impulses produced by society.
Halbertsma and De Caluwe (1989) state t h a t perhaps there is
sufficient potential quality available in management but t h a t the
professional university culture offers little latitude for good
management. According to Acherman (1989), this is because the
universities are involved on the one hand with many internal groups
who are attempting to shape their ideals within the democratized
university and, on the other hand, there are the t e n s i o n s caused by
government intervention and economy measures (including economy
programmes in 1984 and 1987 respectively). He believes t h a t a change
will now take place in favour of more autonomy for the universities.
The gulf between tasks and means continues to be t h e subject of
concern, however. Universities are unable to determine the production
volume themselves because all students who satisfy the requirements
m u s t be admitted. At the same time there is a ceiling (a national
maximum) on the funding provided by the government.
De Smit (1989) argues for an autonomous, market-oriented position
for universities and for more responsiveness, a greater sensitivity to
the various publics on which they depend. In his view the university
performs tasks very independently on the basis of business
agreements which commonly fall under the responsibility of the
government.
From t h e viewpoint of historical continuity, Van Vught (1987) refers
to universities as remarkable institutions, t h a t have shown
considerable aptitude over a period of centuries for organizational
adaptability. He advocates a n exploration of the principle of market
coordination (in contrast to an imposed, incentive-driven plan
coordination) characterized by unrestricted free competition and a
fundamentally open character linked to the importance accorded to the
academic forum.
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Hendriks and Kalishoek (1984) regard the fact t h a t the different
managerial layers (departments, (sub)faculties and the central
governing body) each have their own policy competence with mutual
interdependence as being characteristic for universities. As a result,
internal decision-making is extremely c o m p l e x . Hendriks and
Kalishoek argue for strengthening policy support for the faculties.
This kind of tendency towards decentralization is already becoming
visible.
Van Dyk and Woldendorp (1989) state t h a t group interests within the
university organization are often so well organized t h a t it is
practically impossible for top management to exert any control. They
argue for improving management mobility and for upgrading the
function of management, which has a relatively low status in
comparison with academic positions.
To sum up, a number of changes in the social environment of
universities and in their philosophies of managerial control have been
described above. These changes stimulate further attention to profiling
t h e university. The complex internal decision-making process is also
touched on, as is the tendency towards management decentralization.
Developments in university information services
Following the above short analysis of the social environment of
universities and developments in university policy, we shall examine
how this affects communication policy. We referred to this earlier a s
the second strategic level. We shall give a short description of
developments in university information departments. The usefulness of
professional communication is widely accepted within universities
today. The university information service is not restricted to the
results of scientific or academic research but extends also to
communication on other aspects of the organization. Marketing
communication relating to education is a p a r t of this. Besides
communication about university products, corporate communication is
also becoming increasingly important. The coordinating role of the
information service in external communication is becoming
increasingly prevalent. Communicative support for the individual
faculties is reinforced (either by the central staff or via decentralized
sources). The information services are concentrating more and more on
communication on all facets of the university (Vos, 1990).
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How they work
From our own orientational round of interviews in 1987-88 (see
Appendix 1) it appears t h a t the information task is tackled on a n
increasingly systematic level a n d is more and more founded on policy
planning. Information services are looking for a strong foundation for
communication policy in the policy of the organization. The number of
staff varies from 4 to 20, depending on the scope of the department's
activities. There is a tendency towards a larger department for
internal a n d external communication, which covers the area of
education and the general promotion of the university as well as
communications on academic results and management matters.
Information targeting potential students is largely a matter of
cooperation with the student counsellors. One or two information
departments have a n easy-access information shop at their disposal.
Sometimes the department includes a conference service or a
documentation department and, on occasion, the Transfer Bureau also
falls under the department. Work is increasingly contracted out to
freelance writers or to bureaus specializing in public relations,
advertising or market research.
The division of tasks in the central information department often
resembles a matrix organization. There are officers who have special
knowledge of matters relating to information on research or curricula,
but there is no insularity since different members of staff usually
work on t h e same project. The division by faculty has become a n
equally important area of special attention. Some faculties employ
their own information officer, but this is not yet widespread. There
are always faculty liaison officers, however, who hold an important
position in the internal network of the department. The head of the
department maintains intensive contacts with middle-management and
usually attends the meetings of the governing body in a n advisory
capacity. All departments have their own budget, where sometimes
fixed costs for material and personnel are separated from one-off
projects.

Activities
Some trends in the activities of information services (cf. Vos, 1990)
are described below. Information on research is traditionally an
important area of special attention (Katus and Wiedenhof, 1980).
While, in earlier times, the attention was still concentrated primarily
on publicizing research results via the press, a broad range of
communication vehicles is currently used for a variety of target
groups. From brochures and audio-visuals to advertisements, as well
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as participation in exhibitions, holding information days and
sponsoring. Moreover, there is a noticeable increase in external target
groups. This includes university graduates and their employers a s well
a s policymakers outside university. There is usually a house magazine
produced for these groups. Information for potential students is widely
publicized by means of information days, printed material,
advertisements etc.
The protection of combined interests is carried out by the Association
of Universities in the Netherlands (VSNU). Other nationwide activities
are, for example, the annual science week, the national study almanac
with details of courses in professional and university education as well
as t h e computer data bank with graduate studies. Codes and criteria
have been developed for information on the study programme and
there is a complaints committee.
In 1988 the heads of information commissioned Bank and Van den
Berg to conduct an orientational survey into the image of universities.
The most important conclusion from this survey was t h a t the public
associates the university primarily with high-quality education.
Research was rarely mentioned spontaneously, which indicates a clear
discrepancy between identity and image. A project was subsequently
begun, among other things, in order to attract more attention in the
media not only for results of research, but also for the process of
research projects and the context in which results are obtained.
Furthermore, the increase of joint communication activities is also
being considered, partly on the grounds of a n exploration of collective
advertising in other sectors (Burgers, 1991). The image of Colleges of
Higher Education was also researched in view of the great changes
t h a t have taken place in higher professional education (Van den
Besselaar, 1991; HBO-Raad, 1990).
9.2.

Methods a n d R e s u l t s
In order to gain insight into how universities actually work on their
corporate image in practice, interviews were held with all (14) heads
of information of the universities during the months of November and
December 1990. This was a structured oral survey. The interviews
were recorded on sound tape, lasted for approximately an hour and a
half to two hours and were conducted on the basis of a questionnaire
(see Appendix 2). In preparation for the interviews, the development
plans for the period 1991-94 were studied, especially the sections
which described the identity of the organization. The general
orientational round of interviews on the work methods of university
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information services held in 1987-88 can also be regarded as part of
the preparations for the 1990 interviews. The communication plans
were also examined.
After processing the interviews, we selected a number of attitudes
adopted by those interviewed and presented them to a panel of four of
the interviewees (see Appendix 3). The provisional written
representation of the results was presented to the interviewees for
their verification late December 1990. Different names, such as the
department for internal and external relations, are sometimes adopted
in practice for what we describe here as the information service.
The results of the interviews are set out below. We will look into each
of the policy elements of the Corporate Image Concept, as described in
chapter 8.
The strategic policy
A large number of aspects relating to strategic policy came up in the
interviews.

The relationship with the university's own policy
When asked about the source from which the generic objectives of the
university were obtained, the respondents usually named the
development plan. This document is compiled every two years and has
a role in the policy cycle which also includes the Higher Education
and Research Plan, a government document. Reactions to this
document are incorporated in the development plan, which also
announces the intended plans of the institution. The development plan
is a public document.
The respondents state t h a t the development plan should provide
opportunities for further elaboration in the functional departments.
Most development plans do not explicitly include communication,
however, and it is the exception rather t h a n the rule t h a t image is
mentioned as a special point of interest. This makes it difficult to
establish the relationship with communication policy.
There is increasing involvement of the information services in the
development plan; the heads of information often participate in
discussions concerning the organization's identity. When the
development plan comes out, usually a popular version in the form of
a brochure is made. Many respondents have observed an increasing
interest in identity during internal discussions; the subject is felt to
be less amorphous than in earlier days. As well as the advent of the
development plan, these other internal discussions are regarded by the
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respondents a s being at least equally important. The choices in the
development plan are not always clear; the plan includes many
compromises and differing interests a r e reflected in its formulation.
One respondent feels t h a t the public n a t u r e of the plan inhibits their
ability to be fully explicit.
The information service itself frequently initiates t h e discussion in
order to achieve a clearer profile internally. In a few universities the
information service does this by using the intervention of a n outside
bureau. Another university offers bramstorming sessions where
environmental exploration is followed by the identification of strong
and weak areas and the comparison of future scenarios. In one or two
cases, communication vehicles such a s external brochures cause doubt
internally as to whether people recognize and can identify with t h e
image portrayed; this also results in a discussion on the subject of
corporate identity.

Profiling
One of the development plans explicitly examined the meaning of the
concept of profiling. This does not simply involve a communication
activity alone, it also includes everything relating to reinforcing the
strong aspects of the organization. The development plan should
indicate the direction for this. The information services use the
priorities in the development plan to choose the characteristics on
which the university presentation will be based. Many respondents
say that they test the reality of these external characteristics and
supplement them with characteristics which are important for specific
target groups. There would appear to be a general list of
characteristics which is usually used for all target groups, as well a s
supplementary characteristics used for specific target groups. One
respondent stated t h a t the universities are possibly ready for profiling
within communication, but not yet for profiling itself. That is profiling
in relation to the nature of education and research. Such profiling
could only relate to global choices for universities because the real
choices are made in the academic areas themselves. Profiling is a
continual process whereby, as the differences become more clear, more
opportunities become available for differentiating communication.
Some respondents wonder whether differentiation is really necessary.
One of the board members argues for better visibility of their own
university in society. Visibility and recognizability are the objectives of
t h e information services, and house style and integrated
communication are two aids to this. These may seem to be interim
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stages on the way to differentiation. The respondents are not in
agreement about the desirability of greater individual differentiation
among the universities. One of the respondents states that, as the
universities profile themselves on a more differentiated basis, there
will also be more room for a common profiling for all Dutch
universities. After all, a university t h a t holds a campaign now with a
fairly general approach would see little point in making a financial
contribution to a common message t h a t would not add significantly to
its own message.
In practice different c h a r a c t e r i s t i c f e a t u r e s are used to distinguish
one's own university from the others. A schematic review of this is
given below:
education and research
An obvious characteristic is the educational system (educational
concept, distance or problem-centred education etc.). The quality
of education and research is also raised (such a s the struggle to
be among the top three in certain academic areas). Information
services try to highlight the profile with unique fields of study;
or the stress is laid on the wide scope of the subjects offered.
Organizational culture
Differences in organizational culture are highlighted such as an
enterprising university, a denominational university or a
university with a long-standing academic tradition.
City or region
The geographical environment could include the cultural life of
the city, the security of a smaller place and the regional function
of the university.
Facilities
The quality of student facilities incorporates the availability of
accommodation, the presence of a campus or an active student
life.
Many respondents look for a l i n k i n g t h e m e t h a t will mean more to
the target groups t h a n a mere list of features. Where people believe
they have found such a linking theme, it seems to have been created
more or less coincidentally. It may, for example, have been a remark
made by a board member during a speech t h a t caused more response
than usual, is frequently referred to or discussed internally. Every
selected remark must be clarified because it can also evoke the wrong
associations. It is also very rare to find a n equal degree of
identification throughout the entire university. The choice of a slogan
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or motto must allow for associations t h a t could vary for each public.
A number of Unking themes and features now follow which illustrate
the difficult struggle of making a choice. An 'enterprising' university
could hit the m a r k with many publics but could also suggest
associations with the small to medium business sector, while the
desired association was for a fundamental research relationship.
Physicists may identify less t h a n people from other disciplines with
the idea of a 'city university . 'Catholic' may evoke fewer associations
among those interested in the physical sciences, mathematics or
engineering, than among students of the humanities or languages or
the social sciences. Care should be taken t h a t the concept of a
'classical university" does not convey a sense of stuffiness, so how can
it be given a more dynamic image? An old technological university
should avoid the impression t h a t it is dull. THigh tech' apparently puts
girls off. The business sector does not easily associate a n 'open
university" with a short period of extra training on a university level.
Does the concept of a 'long-standing academic tradition' also fit the
modern international reputation t h a t the same university would like
to have?
1

The problems of associations aroused by possible linking themes or
features are extensively discussed internally, but arriving a t a decision
on the solution is a laborious process. Plausible arguments are usually
p u t forward, inspired by frequent contact with internal and external
publics but rarely by communication research. The absence of such
research means t h a t myths can sometimes arise about the corporate
image. And so the question arises as to whether a university t h a t is
situated close to the border is more likely to evoke associations of
internationalism. Many respondents were also under the mistaken
impression t h a t other universities had no image problems, perhaps
because they are situated centrally or in the capital, which has a
positive effect on student intake.
The use of a linking theme may be a golden opportunity, but it must
be supplemented and clarified. It will be remembered more vividly
and thus stimulates the familiarity with the university. Using a n
appealing name can also contribute to being well-known, according to
the university in question (Erasmus).

An unambiguous presentation
Almost all respondents say t h a t they aim for unity within diversity
and speak of a n enriched and colourful whole. This means t h a t there
is an implicit choice for an approach t h a t comes close to the
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umbrella-identity. One respondent believes that, as long as
institutions still have to establish their own place within the
university, they will opt for a relatively independent presentation,
whereas they would like to be included under the Alma Mater flag
later on.
Applying the house style consistently contributes towards an
unambiguous presentation. According to the respondents, there is a n
internal need for professional design; if the information service would
provide a house style t h a t allows for flexibility, it would be possible to
prevent people from looking for their own solutions.
The starting point in communication is generally the institution as a
whole or the faculty as a p a r t of it but, depending on the objective,
the best introductory gambit could well be a well-known scientist, an
authority in the academic field.
The heads of information use various instruments in order to achieve
an integrated communication despite the large number of senders in
the university. One person, for example, may choose not to use
written plans but to use an active and varied form of propagating the
policy view on communication. Another may provide a course on how
to organize functions for faculty staff, or on scientific journalism. This
is all done to introduce more consistency into the communications.

Review
Many universities have developed initiatives to establish relations
between generic policy and communication policy. While this still only
relates to parts of the whole, when added together it nevertheless
gives a n impression of the possibilities t h a t are present for corporate
image policy. A summary of the position as emanated from the
interviews is given below. Explanations for the abbreviations used are
to be found in the appendix 'List of universities'.
Development plan, possibly supplemented by an internal paper on the
organizational objectives:
following a n investigation of the environment, brainstorming
sessions are held in which strong and weak points are identified
and future scenarios are compared (OU)
direct involvement (advisory) of the information service in setting
u p the development plan (UvA, LU et al.)
Improving interaction on identity:
stimulating interest in identity during internal discussions (RUG
et al.)
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publishing the development plan in a popular form (UvA, RUG,
TUE et al.)
discussions on identity initiated by the information service and
more detailed design planning using a n external bureau (LU)
choosing a slogan t h a t galvanizes internal response (UT, UvA et
al.)
discussing whether people can identify with t h e image in
information products (RUU).
Translation into communication policy:
clarifying the role of communication internally, identifying the
possibilities and restrictions (UvA) and the place in the
marketing mix (VU, OU, KUN)
concentrating on the image in the communication plan (report on
integral communication UT, TUE et al.)
translating the characteristics of the university and adding
details for the various target groups (KUB, UT et al.)
promoting visibility and recognizability for t h e entire university
by providing a house style with opportunities for flexibility (RUL,
VU et al.)
promoting coordination in discussions and internal courses (RUG,
KUN)
internal network of contacts in the faculties (VU, TUD et al.)
promoting contacts with the various publics, contacts with local
politicians (KUB et al.), participation in local organizations (RUG
et al.), and interaction with groups t h a t have expressed criticism
(LU).
To sum up, there are various possibilities for strengthening t h e
relationship between generic organizational policy and communication
policy. Some universities make more intensive use of these
possibilities t h a n others. Information departments should look for
their own routes which fit in with their organizational culture.
Well-considered profiling is based on choices t h a t are arrived a t
through internal collaboration.
Organizational policy
We will discuss the various parts of the STIP model here in order to
see the extent to which the preconditions it contains a r e complied
with.
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Systematics
The approach is increasingly systematic, although there is still room
for progress here. People work with a communication policy plan
almost everywhere now, and annual and project plans are also used,
although to a lesser extent. Priorities from a development plan can
inspire a project-based approach in which the information service
examines a variety of activities in great detail. The theme of
internationalization, for example, may mean t h a t more attention is
paid to press releases about Eastern Europe, t h a t a new format is
sought for a foreign bulletin or t h a t the information flow to potential
exchange students is improved (UvA). This follows t h e trend within
information services of using a matrix structure whereby colleagues
participate in different projects and can become involved in a variety
of tasks, but they each also have their own area of expertise such a s
academic subjects or curricula, or perhaps they follow developments
within a specific faculty.
Communication research is being applied more frequently, such as in
the selection process among pupils. Visitors are interviewed on
information days. In addition, there is generally an annual survey
among first-year students which is sometimes supplemented with a n
inquiry among pupils. The enrolment figures per discipline are also
checked. In some places a mailing list is used to follow the entire
period from the request for material via the enrolment for the
information day u p to the actual registration, if any. If evaluation
does take place, this concerns more often behavioural aspects (such as
the number of enrolments) or assessment of a communication activity
t h a n of actual effects relating to knowledge and attitude.
On the one hand respondents observe t h a t insufficient attention still
tends to be paid to effect and interim testing. On the other hand they
find t h a t professional intuition is the most important gauge for
evaluating the communication policy. Personal contacts with people
from differing publics are often felt to be more important t h a n formal
research.
The respondents referred to studies on the image of contract based
research in the business sector. Some felt t h a t important conclusions
have been drawn from this, others stated t h a t the study confirmed the
opinions already held.
According to the respondents, communication research all too
frequently fails to provide adequate answers to the questions they find
essential. Some of them would like research to reveal more aspects
t h a t could be improved in the approach to communication policy. The
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UT obtained some useful experience by advance internal testing of
image-promoting personnel advertisements. The test revealed t h a t one
of the two university characteristics mentioned in the advertisement
turned out to be insufficiently recognized by the staff. This
characteristic was subsequently dropped in later external
presentations. One respondent mentioned obtaining ideas from a
readers' poll for a quarterly magazine to promote the image among
outside publics. Management still often underestimates the importance
of communication research, which makes it difficult to obtain a budget
allocation for it.
Frequent reference was made to the exploratory image research
- mentioned earlier - t h a t was initiated by the university information
services together.
In short, a planned approach is being more and more frequently
applied. Communication research should be well-embedded in t h e
policy-making process. It should provide answers to the questions from
information services relating to communication strategy.

Transition
Conscious, continual monitoring of developments in the environment is
done only rarely. Respondents quote newspaper cuttings and personal
contacts as their sources on this. Changes in the social environment
are noted by individual members of the board or managers but a r e
only seldom formally observed and examined for consequences. The
respondents a r e very aware of the influence t h a t times and social
context have on the images of their own universities.
A technical university notices the effects of the image of technology;
the concept of technology is different for girls t h a n for boys. Technical
universities also notice consequences due to the character of the times.
Companies currently expect more attention to be paid to social and
managerial aspects in relation to technology. The agricultural
university has noticed t h a t many publics have a dated image of
agriculture. Moreover, internationally these changes also vary in
tempo. The image of a university is sometimes dated. One university
for example (UvA), was still being associated with the turbulent
sixties; an association t h a t was found not so much among students as
among the business sector. While people were aware t h a t this image
was outdated, until recently they missed something new to p u t in its
place. Information services t h a t notice this kind of misinterpretation
have a clear starting point on which to base their communication
plan.
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To sum up, the university image is subject to a great many changes,
influenced by trends in society a s a whole. I t is important to focus
more attention on this aspect.

Integration
The heads of information are convinced t h a t communication policy is a
part of t h e university policy process. The importance of a strong
relationship between communication and generic policy objectives and
generic strategies is too little acknowledged by management.
Management is not sufficiently familiar with the potential power of
communication as an instrument of policy and fails to recognize
missed opportunities.
Many respondents say t h a t they see positive results from contact
networks within the faculties. The decentralization of some activities
to the faculties appears to have helped in the awareness of the
importance of communication. But this could also stimulate the
demand for expertise again from the central staff department.
Some respondents stimulate interest in information among the
faculties by preparing a n enticing selection of material. It was decided
to contract this work out in view of the restricted in-house capacity.
The respondents generally appreciate t h e more positive climate in
which communication activities are created. People in the institution
are sometimes even over-optimistic so t h a t the information service has
to p u t the effect of communication into perspective. For example, a n
attempt is being made to point out internally t h a t the first remedy for
a declining study programme should not be to reach out for
communication measures, but to consider a broader approach towards
the marketing mix.
In short, more insight is necessary at management level into what is
or is not possible when using communication as a n instrument of
policy.

Policy
While progress can be made on all previous points, this point in
particular is still a n obstacle. Many decisions will be necessary in the
coming years in the area of profiling (although this presupposes more
autonomy). The individual character of each university will slowly
become more pronounced. A university can distinguish itself by the
characteristics of its products but also with features from its own
organizational culture. Stimulating this decision-making is not an easy
matter.
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The challenge for the heads of information is no longer to make good
communication plans or recommendations but rather to realize them.
In order to achieve this, the head of information will have to
concentrate more and more on searching for ways of arriving a t
solutions, which requires knowledge of and insight into the
decision-making processes. I t is not so much a question of looking for
t h e solution itself as creating t h e support for methods of finding
solutions t h a t requires an increasing amount of attention. It is
essential for a n effective policy t h a t the profiling choices made not
only have a short-term, but also a medium-term impact on
communication. The chosen line must be made clear to the public by
showing it in a large number of communication activities. Only then
is recognition possible and is the image clear. This requires
decisiveness in the choices made and strong management backing in
order to allow these things to be expressed in the various activities.
M a n a g e m e n t s u p p o r t is essential for integrated communication, also
in the execution phase.
To sum up, the power to take decisions is a n important precondition
for profiling the university. Information services should aim a t
obtaining a solid internal support base for possible paths towards
solutions.
Obstructive and supportive factors in a policv-based approach to the
corporate image
During the interviews, a large number of obstructive and supportive
factors were mentioned for a policy-based approach to the corporate
image. These involved both coordination and decision-taking. Some of
the conclusions are reproduced in the following diagram.
coordination

decision-taking

obstructive factors

'supertanker' effect
auto-coordination

lack of autonomy
ignorance

supportive factors

common interests
(strong culture)

external threats
(leadership)

The interviews revealed t h a t coordinating the activities in order to
promote a clear corporate image is obstructed by a number of factors.
Some respondents imply by the 'supertanker' effect t h a t it is difficult
to change the direction of large organizations. This involves
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approaching a great number of people in the organization, who also
have to be willing. One respondent states t h a t everything m u s t
therefore be achieved on the basis of reasoning. A very large support
base is necessary before anything can be realized. This is extremely
difficult in cases where a n organization is, in fact, a realm of small
islands where each unit has been autonomous for many years.
The concept t h a t knowledge is free may have a socially divisive effect.
Others say the research climate is introvert but notice t h a t there is
some change here. An obstructive factor for the making of essential
decisions is the lack of autonomy in relation to the government.
Legislation restricts any diversity t h a t can be applied in the design of
education. Moreover, universities cannot be selective in the admission
of students. When setting research priorities, it h a s to be borne in
mind t h a t the decision about funding depends to a large extent on
outside organizations.
A supportive factor for coordinating the activities could well be a
strong awareness of the common interests in a good image. This is
equally important for a strong organizational culture. According to the
respondents, however, many employees concentrate solely on product
identification, which offers little latitude for a university corporate
culture (cf. Koot and Hogema, 1990). The existence of outside threats
is an important reason for making decisions. Exogenous factors such
as a critical public and the threat of economy measures can speed up
the internal decision-making process. The respondents mention the
well-understood principle of self-interest. In some faculties, the
reduction in student enrolment stimulates increased interest in the
image. Leadership here may mean t h a t management takes the
initiative, using the advisory expertise of the information service.
According to many respondents this is still a rare phenomenon.
Operational policy
Various communication activities were mentioned in the interviews
which helped to give substance to a corporate image policy. The tasks
distinguished by universities are research, higher education and
services to the community. The latter refers to contract-based
activities within education and research. The information services
provide communication relating to these subjects as well as
communication about university and university management in
general. Certain publics are distinguished here, as described in the
diagram below (from: Vos, 1990). The matrix does not attempt to give
a complete overview but rather to provide insight into key areas in
the approach:
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press
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research

X

X
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politicians,
opinion
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X

X

services to the
community

management/
general

business
sector,
social
groups

X

X

X

X

X

The respondents are aware t h a t all communication activities should be
aligned to the framework of the corporate image policy. At the
moment, they report t h a t marketing communication is given a lot of
attention. The corporate image is important here also. This was
earlier established in general for service organizations (see section
5.3). One respondent points out t h a t market research h a s shown t h a t
the product image of education in various faculties reveals a n image
problem t h a t is common to the university as a whole. This requires
attention for t h e corporate image.
M a r k e t i n g c o m m u n i c a t i o n includes both education and contract
based research. The respondents would like to promote an interest in
marketing, especially among the faculties, who all too often
mistakenly assume t h a t marketing is the same as recruitment,
whereas the marketing mix contains more elements.
One of the respondents predicts t h a t all universities will have clear
marketing objectives within five years. It is the high development
costs of programmes for long-distance learning t h a t have forced the
OU for years now to become market-oriented. Enrolment there is by
study area and the details of those who enrol are monitored
conscientiously. Other universities also make more and more use of
these kinds of data. One respondent reports that, where new studies
are concerned, a n attempt is being made to broach new markets
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instead of simply shifting the flow of students. Another respondent
states t h a t the quality of education should not be adjusted to the
market. Recruitment should be selective and aimed a t attracting
students who will feel a t home there and who will have good chances
of succeeding. On the other hand, high-flyers should not be the only
target group. I t appears t h a t information about a recommended
minimum mark for humanities and languages in a technical study
package had a different effect on girls t h a n on boys, girls, more t h a n
boys, were scared off. Apparently it is difficult to overcome the
absence of a selective admissions policy by information alone.
One of the respondents found recruitment a necessary evil, especially
as long as prospective students do not base their choice sufficiently on
quality. People are thought to be most interested in whether a certain
discipline is available and tend to remain in their home districts.
Furthermore, the impression of the city surroundings is also thought
to play a role and prospective students are thought to rely primarily
on vague information from friends and family.
As regards the choice of communication activities, many respondents
point to the importance of personal contact. The KUN, for example,
organizes summer courses to introduce pupils to the university. At the
RL, it is thought t h a t curiosity about a young university with a
different conception of education is a good beginning; people are more
open to information as a result. Others say they work on a two-stage
basis, first to attract, then to inform.
Where marketing communication is concerned, people do not only
think of potential students as consumers of university education, but
also of potential consumers of contract based research. The university
extension service mediates on behalf of the less wealthy consumer of
research. The Transfer Bureau exercises referral and coordination in
the transfer of knowledge to companies and it also carries out tasks
in t h e area of promotion and acquisition (Buck Consultants
International, 1988). As regards communication activities by the
Transfer Bureau, allowance must be made for follow-up in response to
reactions received. In this context, one of the universities was the
first, many years ago, to advertise these services. Unfortunately, the
handling of the research projects a t the time left much to be desired.
It was concluded from this t h a t advertising for more projects should
only be undertaken if there was sufficient internal capacity to take
them on.
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When advertising for staff or to announce a n information day, people
are allowing more and more for the fact t h a t others will also see the
advertisements. A remark aimed a t one target group should not
repulse a different group; on the contrary, it should include something
of relevance for t h a t other group also. This requires effective
coordination and harmonization within the institution.
The style of the presentation should match the university. And yet
some respondents are still hesitant about involving internal people in
the preparation of advertisements, for example; they might not be
capable of gauging properly whether or not the presentation would
appeal to the target group. A pre-test with the target group concerned
is rarely done, however.
In general the respondents are convinced t h a t communication should
not be used a s magic. They warn colleagues against a cosmetic
approach and link their presentations to the reality of the university.
An expansion of publics can be observed, for example, in the growing
activities for alumni. Graduates will project their image of the
university to a wider audience, even if t h a t image is dated. And so
the university benefits from keeping graduates provided with recent
information, possibly through a quarterly magazine. Local interest
groups, too, are receiving more and more attention. The LIT, for
example, h a s started a n environmental audit for each department,
partly in response to critical remarks from the ecology groups.
The organizing of symposia, conferences and lectures in collaboration
with other organizations is becoming increasingly frequent. The UvA
takes part in the Amsterdam Summer University for example, a n
event t h a t stresses the cultural function of the university. The RUU
joins u p with other institutions of education to introduce itself
throughout the region. Other universities such as the RUG and the
KUN sometimes collaborate with the Colleges of Higher Education
when providing pupils with information.
Below we give a short survey of communication activities and
supporting communication research mentioned by the respondents.
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C o m m u n i c a t i o n activities:
promoting self-image by projection via management (TUD, TUE
et al.) and stimulating internal communication (LU et al.)
promoting market exploration and using the results for product
communication purposes (OU, RL, VTJ, KUN et al.)
developing campaigns for product communication which also
contribute to the corporate image (RL, OU et al.)
taking account of other publics besides those targeted by
communication activities (RU, LU et al.)
collaborating with other organizations (RUU, RUG, KUN, UvA et
al.)
using the organization's priorities for a project-based approach to
strengthen various information activities (UvA).
E v a l u a t i n g t h e communication:
interviews, information days and surveys among first-year
students or pupils (TUE, RUU et al.)
personal contacts with various publics (RUG, LU et al.)
survey of the university's image among clients of contract
research projects (UvA)
research into self-image and advance in-house testing of
image-promoting advertisements for personnel recruitment (UT:
Ahrens et al., 1988)
a poll of the readers of a n image-promoting quarterly magazine
(RUL et al.)
market research per faculty (VU) and for the university as a
whole (OU, KUN et al.)
image research among various publics, combined with research
on self-image (RL)
combined image research for all universities (heads of
information).
The various elements of the measurement-action model are indeed
given attention; concern about the self-image, for instance, is regularly
expressed in the interviews. Many respondents report t h a t the
employees themselves have a n unnecessarily negative image of t h e
university. They believe t h a t the nature of academic work encourages
the development of a critical approach. This is then expressed in the
image t h a t people have of their own organization. Others speak of two
streams, broadly speaking older employees who relativize the
importance of the university and younger, ambitious people who have
a more positive attitude. The information service believes that, in a
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district where the university is the most important high-level
employer, there is a more positive attitude across t h e board. This is
all conjecture, however, since very little research into self-image has
been carried out. A few respondents think it is a good thing if
members of management extol t h e benefits within their own
organization in the case of a negative self-image; it promotes a more
realistic self-image.
Although the various elements of the measurement-action model do
receive attention, as indicated above in relation to the self-image,
interconnecting relationships are hardly ever formed between these
elements. One or two universities have attempted, when deciding
about a n image campaign for example, to use the results from
self-image research. In general, however, there is no question of a
strong, cohesive approach as advocated in the measurement-action
model described in section 8.4. A strong embedding of the
communication policy into the generic policy of the organization is a n
essential condition for this continual focus on identity versus desired
identity, self-image, and image. But above all, management m u s t be
convinced of the importance of the cohesive approach described in the
model. Neither of these preconditions were adequately met in the
present case. This means t h a t a continuous approach, as described in
the measurement action model was not observed in practice in the
case in question.
The working model was developed for different organizations where
corporate image policy was in different stages of development. Perhaps
the measurement action model will be regarded as more worthwhile
once the developments described in this case begin to gather
momentum.
The Corporate Image Concept h a s been applied here to clarify the
situation with regard to the corporate image policy of Dutch
universities. This application presents points of attention for public
relations professionals and top management. The results indicate t h a t
with regard to all three elements of the working model much progress
is still to be made.
In order to make the results of the audit tangible for one particular
university, it is necessary to focus in more detail on how this
university formulates the various parts of the model. Besides being
used for an audit, the working model can also be used to structure
policy. There are, a s yet, no data on this application, which target a
(renewed) design for corporate image policy.
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GENERAL DISCUSSION
In the previous chapters we have explored the various aspects of
corporate image policy. We have looked a t the relationship between
corporate image and corporate identity, a s well as policy management
and methods of measuring corporate image.
Figure 21 describes the course we have followed. An orientation of the
problem area was carried out with the help of literature research.
From this a perception was developed which was further formulated
into t h e Corporate Image Concept. This working model was
subsequently tested in practice. In this chapter general conclusions
will be drawn from this with a view to the best possible practical
application of the Corporate Image Concept.

management

Figure 2 1 . Development cycle.

In our approach we have attempted to provide a practical instrument
for public relations managers, founded on insights from literature
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research, which has already been tested in a practical situation.
Further application of the working model will show its actual practical
value.
The author h a s experienced t h a t there is a large gap between theory
and practice regarding corporate image. The Corporate Image Concept
is a n attempt to bridge this gap.
There is great interest in the idea of corporate image, but the way the
problem is tackled in practice is often fragmented. The Corporate
Image Concept offers a framework of ideas t h a t can help to link
activities. It can be regarded a s a 'reasoned, p r o p o s a l ' t h a t complies
with policy decisions on the one hand, and is founded on the actual
situation as reflected in current literature on t h e other.
In this closing chapter we shall first evaluate t h e constructed working
model and the overall results of its application. We shall then suggest
possible further lines of research and comment on the future of public
relations managers.
An evaluation of the working model
Let us attempt to evaluate the Corporate Image Concept on t h e basis
of the results of the interviews a t Dutch universities. One limitation
of the working model could be t h a t it is based on a planned working
approach. That such an approach can, indeed, allow room for intuition
and creativity has already been substantiated (Van Woerkum, 1984).
Ideally, a planned approach and creativity can be applied alternately
in different phases of the policy process.
With a view to a flexible approach, it is important n o t to regard the
working model as a b l u e p r i n t but as a directional guide t h a t can be
helpful in incorporating previous experiences. I t offers a well-founded
practical approach with a n underlying perception of communication
from the viewpoint of a n organization.
A model is, by definition, a n over-simplification of reality. This means
t h a t it is often incomplete, which restricts the possibilities for
practical application. Bearing this in mind, the Corporate Image
Concept consists of three parts: strategic, organizational and
operational policy. The working model offers assistance concerning
each of these policy elements. The fact t h a t the model consists of
three elements makes it more complex. However, this can be justified
because, in practice, the attention is not on all t h e policy elements a t
the same time. The working model can assist when considering the
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various policy elements and provides a structured order for this
purpose.
The Corporate Image Concept offers a framework of ideas for
structuring policy. It assumes prior knowledge about public relations,
but, after all, it is intended for PR professionals. The Corporate Image
Concept can also be used a s a n audit for investigating policy, locating
areas t h a t require further attention. In this context it h a s been
applied in the analysis of corporate image policy in the Dutch
universities.
Evaluation of overall results when applying the model
The application of the working model to a n analysis of corporate
image policy in Dutch universities has led to a number of observations
that, judging from personal experience in conversations with
professionals from other sectors, might have a broader relevance t h a n
in this area alone. A number of tentative conclusions are formulated
below for each of the three policy elements concerned.
As regards s t r a t e g i c policy, the most important problem seems to be
t h a t the link with the generic policy of the organization is often
inadequate. It is not easy to establish good relations between the
communication policy and generic policy of the organization, the more
so since the broad lines of generic policy often are not sufficiently
clear. PR managers can then attempt to initiate a discussion on
generic policy in order to find sufficient points of contact for
communication policy. The Corporate Image Concept can also be used
as a mental plan in those situations where generic policy is not yet
clearly crystallized or has not actually been p u t down on paper.
In practice, there is a need for a scientifically based and tested set of
instruments for increasing the effectiveness of communication
activities. Paying more attention to effectiveness would mean t h a t the
focus of research would shift from the sender and his or her
communication vehicles to the process of image-formation with the
public. This relates in particular to research into the i m a g e f o r m a t i o n p r o c e s s and its consequences for the choice of specific
communication strategies (cf. Beijk and van Raay, 1989).
As regards o r g a n i z a t i o n a l policy, it should be observed t h a t there is
an increasingly systematic approach in communication, but t h a t
corporate image research is only rarely used or, where this does
happen, it is usually not soundly embedded in the policy cycle.
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The i m p r e s s i o n of the organization is not sufficiently highlighted in
image research. And yet this is the very thing t h a t could be included
both in advanced and in simple research. Global measurement
instruments such as the Corporate Image Barometer are concerned
mainly with assessing an organization's success. They are intended for
a global comparison of organizations and take little account of t h e
specific situation of one particular organization or aspects such a s its
accessibility. The corporate image includes both the impression of the
organization and its evaluation.
A further important point is the continual monitoring of developments
in the environment of the organization. Frequent interaction with the
social environment can increase the flexibility of the organization. In
order to integrate communication into the organization, it is important
t h a t management should have insight into the possibilities of
communication a s a policy instrument. Profiling assumes the power to
take decisions for well thought-out choices relating to the character of
t h e organization as well as the offered range of products and services.
Activities in the area of operational policy are often not well
founded and fragmentary. They depend on a n insight and
determination on the p a r t of individuals but are not sufficiently
supported by the organization.
There is generally no well thought-out phasing, and too little
distinction is made between image, self-image, perceived image,
identity and desired identity. The disadvantages of this have been
described earlier. If corporate identity is defined as the desired
identity of t h e organization, bringing together identity and image
actually implies a c o s m e t i c approach. The image is then influenced
in t h e direction of the desired identity. If a t the same time there is no
attempt a t improving the identity, the organization is trying to pull
the wool over the public's eyes. Besides this consideration there is also
the question of the unlikelihood t h a t this can be continued for any
length of time. The same argument applies if desired image is said to
be concentrated on without considering identity. This is also
inadvisable. The public comes into contact with the organization in
many direct and indirect ways and once t r u s t in the organization has
been abused it can not be easily restored.
A more unified approach in defining the central concepts is essential
for t h e further development of this special field. The differences in
defining the concept of corporate identity exemplify the c o n c e p t u a l
c o n f u s i o n t h a t exists within the field. Public relations bases its
perceptions on various scientific disciplines. Coordinating more closely
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with marketing and organization theory is to be recommended in this
system of concepts. In this publication we have looked for such a
coordination, for instance with regard to strategic policy.
When undertaking PR activities, the image-forming process should be
borne in mind. The corporate image is formed on the basis of direct
and indirect experience. So many factors play a role in this process
t h a t the effect of public relations activities must, for this reason, be
rationalized. Much of the literature on house style and corporate
identity is implicitly based on to assumption t h a t it is possible to
c r e a t e a corporate image. Socio-psychological research puts this view
into perspective, however. The receiver plays a n active role; new
images which the sender wants to communicate do not simply replace
existing ones. People often already have an overall impression even
though they do not have all the information. Image-formation is a far
more complex process than is portrayed by many advisers. It should
be added here t h a t this portrayal fits in with management's strong
tendency towards highly visible activities in the short term. There is
far more to correcting a corporate image than creating a new house
style. Image campaigns are not a panacea but should be regarded as
being part of a much broader policy-based approach. The focus should
be far more on the behaviour of the organization and on the various
ways in which the organization's identity is communicated.
Recommendations for further research
The Corporate Image Concept h a s been tested in one practical
situation to discover its applicability as a n audit tool for corporate
image policy. Further research in different fields is recommended. We
would particularly like to recommend natural experiments in which
the Corporate Image Concept is used by organizations in different
fields for the stmcturing of their corporate image policies.
Furthermore, a number of elements in the three models of the
Corporate Image Concept require further research, including literature
research and field studies. We shall clarify this for each policy area.

Strategic policy
research into possible generic communication strategies and their
cohesion with the organizational context
research into ways in which public relations managers work with
the different identity structures by comparing, for example, the
intended strategy, its actual realization and how the target
groups perceive it
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research into the effect of strategies on image-formation and the
relative importance of aspects of house style, for example.

Organizational policy
further research into supportive and obstructive factors relating
to the corporate image policy
research into the way in which embedding of the corporate
image policy can be promoted in the organization, such as by
cooperating with other functional departments.

Operational policy
the further development of measurement methods which m a k e it
possible to compare corporate identity with corporate image,
self-image and desired identity respectively.
In general, the following themes can be distinguished in public
relations research:
applied research (to solve practical problems)
basic research (to increase understanding)
introspective research (about the profession itself).
Pavlik (1987) states t h a t the bulk of published studies is concerned
with applied research, and especially with strategic research to
develop media strategy (e.g. editorial services, corporate advertising
and audio-visual techniques). In addition, there is also evaluative
research. Relatively new programme areas are researched for their
relationship with the media and politics as well as management (e.g.
the process of issues management and crisis management).
Basic research is primarily aimed a t the communication process
(source, message, channel, receiver and types of outcome, exposure,
attention etc.). Results are used in planning campaigns and
identifying publics (e.g. problem recognition and involvement).
Introspective research includes, among other things, studying the
different kinds of roles in which public relations practitioners might
operate (e.g. communication manager, communication technician).
In this publication we argue for more focus on basic research in public
relations. This should not be aimed so much a t the communication
process itself as a t the organizational context. This concerns the place
of communication in the organization and the relation between the
policy instrument of communication and other policy instruments. We
have made recommendations for further research in this direction on
the basis of the Corporate Image Concept.
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The public relations manager of t h e future
The approach to corporate image policy adopted in this publication
makes heavy demands on public relations managers. They m u s t
ensure a smoothly operating department t h a t knows how to handle
the communication instruments and can carry t h e overall line of t h e
communication policy through into everyday practice. B u t in addition,
the public relations manager m u s t be able to participate on a n equal
level with top management. This implies sensitivity for t h e problems
as seen through t h e eyes of top management combined with
decisiveness where specific PR expertise is concerned. This requires
public relations managers to be both flexible and persuasive. It will
take some time before top managers realize what public relations can
do for t h e organization, and what it cannot. This, in spite of t h e fact
t h a t public relations is also receiving increasing attention in business
and management training courses.
Botan (1989) says: "If an applied social science approach is taken,

public relations can develop a body of knowledge that meets its needs
and distinguishes the practice of public relations from the craft of
communication technicians" (p. 107). In this way PR can develop more
and more in a profesional manner.
Pavlik (1987) describes a number of development stages of public
relations, from press agent a n d public information to two-way
communication a n d mutual understanding (cf. Grunig, 1989). The
stage of development of public relations in a n organization can be
seen by t h e intensity of contact between the public relations
department and t h e primary policy-making group in t h e organization,
top management support for public relations and involvement in
organizational decision-taking. Pavlik refers also to Pollack, who has
demonstrated t h a t a good position for t h e public relations department
is enhanced by t h e years of experience and t h e educational level of
the public relations practitioners.
The application of t h e Corporate Image Concept offers concrete
opportunities for involving t o p m a n a g e m e n t in communication policy
and for clarifying t h e contribution of communication to organizational
policy.
Corporate image is a central theme in public relations. It touches t h e
very core of t h e profession. Corporate image defines t h e climate in
which a n organization functions. In view of this, a reflection on t h e
profession of the public relations manager brings the following
conclusion to mind. The promotion of a l a s t i n g i n t e r a c t i o n between
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a n organization and its publics can be regarded as the most important
task. This means t h a t the organization fulfils its responsibilities a s
well as possible and keeps in mind its position in t h e area of social
influence. We have already stressed the importance of a continual
monitoring of developments in the organization's social environment.
The public relations manager m u s t have a good grasp of these
matters but m u s t also have the ability to formulate objectives and to
realize them with a cohesive package of communication activities. This
versatility makes the profession extremely fascinating b u t far from
easy.
Corporate image policy is a matter of steadfast resolve, where the
contribution of strategic policy is of great importance. I t requires a
systematic and sound embedding in the organization, policy choices
and attention to the (changing) interaction with the social
environment. The approach should preferably be phased, so t h a t a
distinction can be made between bringing identity closer to desired
identity on the one hand - which requires involvement of organization
experts with communications playing a supporting role - and, on the
other, bringing self-image and identity closer to the real image and
t h e identity respectively.
I t will always be a difficult task to link communication policy to the
generic policy of the organization. And yet this is a primary condition
when aiming a t a corporate image policy.
The making of communication, p l a n s will no longer be the problem
in t h e future a s there is increasing interest in the application and
form of communication plans among those in the profession. However,
it m u s t be noted here t h a t the importance of a sound programme a t
the project and sub-activity level is still often underestimated (Vos,
1991).
The real obstacle in the near future will be the r e a l i z a t i o n of policy
in conjunction with other functional departments. PR managers m u s t
continually create supportive bases within the organization for
achievable communication arrangements. To do this they should be
concentrating more on finding a variety of possible solutions rather
t h a n one single communication solution. The latter often leads to
discussions of competence and frustrations on the p a r t of the PR
manager. An understanding of organizational theory and
decision-taking processes within the organization is far more
important than is currently being suggested in many training courses.
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Public relations has not yet acquired the p o s i t i o n in organizations
t h a t it deserves. And this is essential in order to be able to formulate
strategic policy. Seen from an organizational viewpoint, public
relations needs to be soundly embedded. This is necessary for the
execution of advisory tasks. On an operational level it is essential to
have a n overall view of internal and external communication in order
to ensure the cohesion of activities and their projection for the
organization. This overall view also makes it easier to formulate
priorities and to take time for important matters (time management
as a tool).
Corporate image will certainly be a p a r t of these important matters in
the coming years. Public relations managers m u s t counteract the
many developments which cloud the organization's image both in the
areas of demand and of market supply. They must have a thorough
command of all the available instruments as well as a n insight into
the cohesion of the various aspects t h a t determine image-formation.
This means t h a t they should not have a marginal position in the
organization but should be in the centre. Public relations h a s
developed to a point where there are good prospects for a close link
with the organizational policy in the years to come.
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SUMMARY
The Corporate Image Concept; a Strategic Approach
Corporate image is currently an important issue. In chapter one it is
argued t h a t the approach of corporate image policy in practice has a
number of shortcomings. Many suppose, for example, t h a t it is
sufficient to consider corporate image, separately from corporate
identity.
The corporate image policy, as presented in this publication, can be
seen as the essence of a new approach of PR management. The
dominant feature of this approach is its close linkage with the
organization's general policy. The advisory function of PR, i.e. its
strategic contribution as a functional area to the organization's
general policy, is substantiated by the underlying vision. It is for this
reason t h a t the approach to corporate image also has a great deal to
offer top management.
Attention to a n organization's image in the eyes of the various publics
is essential. Mergers and company takeovers, as well as the increased
distance between consumers and suppliers obscure the image. At the
same time, suppliers have begun to realize t h a t they have to take
consumer demands into greater consideration. Due attention to imageformation is important for a n organization to distinguish itself from
others.
Chapter two discusses the focal importance of corporate image in
public relations; knowledge about views held on the organization by
t h e various publics is a minimum requirement for promoting mutual
understanding.
The first chapters are exploratory. Chapter two analyses the meaning
of the concept of 'corporate image'. It consists of a combination of
impressions and evaluations which derive from past personal
experiences and indirect experiences through communication with
others.
Chapter three investigates the process of image-formation. People
contribute actively to this process by making associations during
interpretation and storage of information, by activating links and
connections in the memory between different schemata.
People use these knowledge structures stored in their memories to
develop their own sense of reality. Schemata influence reality, and
vice versa. The process of image-formation influences the way in
which subsequent information is processed. Observation is subject to
distortion. The same is true of indirect observation, such as
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information obtained from rumours. People may develop an overall
image of a n organization, even if their sources of information are
incomplete. Those on the recieving end play an active role in creating
a n image. The author explains this process in terms of the
psychological and sociological factors involved.
Possible methods by which a corporate image can be changed are
subsequently explored. Points of attention are mentioned with
reference to each of McGuire's communication variables: source,
message, channel and receiver. The degree of involvement on the
receiver's p a r t is of great importance. Consumers whose bond to the
organization is relatively weak a r e more susceptible to rumours.
The dearth of academic literature on how corporate images can be
changed h a s resulted in the use of literature focusing on
attitude-changing. A corporate image consists of impressions and
evaluations not including specific attitudes towards a product or
service.
Chapter four explores a number of models which provide an insight
into the kind of influence corporate image has on behaviour. The
corporate image partially determines the climate which provides the
background for the decision-making process. Although it influences a
large number of decisions the relationship between the general
corporate image and a specific form of behaviour is weak. Given this
fact, the role a corporate image plays should be viewed in relative
terms; numerous variables play a more direct role in influencing a
particular behaviour.
Highly involved consumers are more inclined to make a rational
decision. Phase models for high involvement situations consist of more
extensively developed steps than those for low involvement situations.
In both situations, a corporate image can play an important role.
Lifestyle and self-image can play a decisive role, especially in low
involvement situations. Quality and dependability may be important
in high involvement situations.
Chapter five discusses the concept of 'corporate identity* and the
different definitions given to it. The chosen approach is one in which
corporate identity is the sum of its characteristic features: how does
the organization actually manifest itself and what are its essential
qualities. An approach to corporate identity as the desired identity is
inadvisable, as it could result in cosmetic measures which break down
consumer trust either in the short or in the long term.
The distinction between corporate identity and desired corporate
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identity is fundamental to the analysis stage. PR professionals have a
twofold task. The first aspect consists of bringing corporate image and
corporate identity more into line with each other, and the second
consists of using communicative means to adapt the corporate identity
to fit in with the identity goals set by management.
An organization's self-image can differ from its corporate identity. Its
perceived image can also differ from the corporate image it h a s among
its publics. Image research can be enlightening. A clear picture could
be essential to the creation of a new image. It could be said t h a t t h e
system of images involved is complicated in t h a t the organization's
image is partially influenced by the branch image. Corporate image
and product image influence one another a s well.
Chapter six discusses ways of establishing a communications policy
concerning the corporate image which falls in with the general
organization policy. For this purpose the steps to be taken in the
planning process are defined. The choice of strategy is discussed
extensively. Strategies are decision-making rules which provide a
guideline by which strategic decisions are made in relation to
goal-oriented activities.
In addition to general communication strategies, the chapter explains
specific strategies which are adopted in concrete communication
activities, as well as such concepts as positioning and profiling. The
chapter continues by outlining four identity structures, which show
the degree of differentiation in the profiling of subactivities or
subsidiaries in comparison with the organization as a whole.
Research plays a n important role in laying a foundation for policy
decisions. Chapter seven investigates different methods of
measurement of the corporate image. The chapter goes on to devise a
measurement model which conforms to the previously chosen
theoretical definition of corporate image.
A central aspect in the model is the impression of an organization.
Moreover, preferences of the various publics play an important role
with regard to the organization's approach to these groups. Further
development of the policy regarding corporate image will give rise to a
greater need for more sophisticated methods for evaluation. Then the
measurement model can be more fully utilized.
Chapter eight presents the Corporate Image Concept, which consists
of three elements concerning strategic, organizational and operational
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policy. A working model has been developed for each policy component
to offer professionals a practical framework with which they can
structure their policy with regard to corporate image.
An instrument is introduced which can help develop a strong
relationship between the strategic policy and the general policy of the
organization. In the planning process policy cycles are distinguished a t
three different levels.
For t h e organizational policy the so-called STIP model offers a n
overview of the focal points: systematics, transition, integration and
policy. Communication managers must try to obtain a clear view of
t h e factors which obstruct and stimulate this approach in their own
company.
For the operational policy a flow chart has been developed. It phases
the approach, keeping in mind corporate image, self-image, corporate
identity and desired corporate identity.
The Corporate Image Concept can also be used by PR managers a n d
consultants as an audit, in order to screen the present policy
concerning the corporate image and to detect possible weaknesses.
In chapter nine, the potential applications of the Corporate Image
Concept are evaluated in practice. This p a r t focusses on the Dutch
universities where the aspects of corporate image policy could be
studied in connection. An outline of the situation is followed by a
presentation of the results of interviews with the several heads of
information departments. These results are then interpreted, using the
framework of the Corporate Image Concept. Next, in chapter ten,
conclusions a r e presented concerning the possibilities which t h e
Corporate Image Concept offers for screening and structuring
corporate image policy.
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SAMENVATTING
Het Corporate Image Concept; een strategische benadering
Het corporate image staat momenteel zeer in de belangstelling. In
hoofdstuk 1 wordt betoogd dat de aanpak van het corporate
imagebeleid in de praktijk een aantal tekortkomingen kent. Zo menen
velen het corporate image te kunnen bestuderen zonder de corporate
identity in de beschouwing te betrekken.
Het corporate imagebeleid zoals dat in deze publicatie wordt benaderd,
kan gezien worden als het h a r t van een nieuwe aanpak van PRmanagement. Kenmerkend voor deze benadering is de nauwe
aansluiting bij het algemene beleid van de organisatie. De
achterliggende visie geeft inhoud aan de adviesfunctie van public
relations, de strategische bijdrage die PR als functioneel gebied levert
a a n het algemeen beleid. Als zodanig heeft de gekozen benadering ook
het topmanagement veel te bieden.
Aandacht voor het beeld van de organisatie by de diverse
publieksgroepen noodzakelijk is. Fusies en bedrijfsovernames
vertroebelen het beeld, evenals de toegenomen afstand tot de
consument. Tegelijkertijd realiseren de aanbieders zich dat ze meer
rekening moeten houden met de wensen van de consument. Aandacht
voor beeldvorming is van belang om zich te onderscheiden van andere
organisaties.
In hoofdstuk 2 wordt gesteld dat het corporate image een centraal
begrip in de public relations is; wie wederzijds begrip wil bevorderen,
moet tenminste kennis hebben van hoe de diverse publieksgroepen
denken over de organisatie.
De eerste hoofdstukken zijn exploratief van karakter. In hoofdstuk
twee wordt de betekenis van het begrip corporate image geanalyseerd.
Het is een samenstelsel van impressies en evaluaties, ontstaan door
vroegere eigen ervaringen of indirecte ervaringen middels
communicatie met anderen.
In hoofdstuk 3 wordt het proces van beeldvorming verkend. Mensen
geven actief vorm aan dit proces door associaties te leggen wanneer ze
informatie interpreteren en opslaan. In het geheugen worden
knooppunten geactiveerd en verbindingen gelegd tussen schema's die
zeer divers van aard kunnen zijn.
Mensen construeren h u n eigen werkelijkheid met behulp van schema's
oftewel kennisstructuren in het geheugen. Schema's beïnvloeden de
werkelykheid en omgekeerd. Beeldvorming is belangrijk voor de
daaropvolgende informatieverwerking. By' het waarnemen kunnen
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vertekeningen optreden. Dit geldt ook voor indirecte waarnemingen
zoals h e t kennisnemen van geruchten. Mensen kunnen zich een
totaalbeeld van de organisatie vormen, ook wanneer zy niet over de
volledige informatie beschikken. De ontvanger heeft een actieve rol by
de beeldvorming. De auteur licht dit toe a a n de h a n d van inzichten
uit de psychologie en de sociologie.
Voorts worden de mogelijkheden verkend voor verandering van h e t
corporate image. Als aanzet worden aandachtspunten genoemd voor
elk van de communicatieve variabelen van McGuire: bron, message,
kanaal en ontvanger. Zo is de mate van betrokkenheid van de
ontvanger van groot belang. De vatbaarheid voor geruchten is groter
wanneer een minder sterke band met de organisatie bestaat.
E r is weinig wetenschappelijke literatuur over imageverandering,
zodat gebruik is gemaakt van literatuur over attitudeverandering. Het
corporate image omvat impressies en evaluaties. Alleen algemene
attitudes ten aanzien van de organisatie behoren tot h e t corporate
image. Specifieke attitudes ten opzichte van een produkt of dienst
worden er niet toe gerekend.
In hoofdstuk 4 wordt een aantal modellen verkend die inzicht geven
in de aard van de invloed van het corporate image op het gedrag. Het
corporate image bepaalt mede het klimaat tegen de achtergrond
waarvan een beslissing wordt genomen. Het speelt mee bij een groot
aantal beslissingen, maar de relatie tussen het algemene corporate
image en een specifieke vorm van gedrag is niet sterk. In die zin moet
de invloed van het corporate image dus worden gerelativeerd. Tal van
variabelen hebben een meer directe invloed op het gedrag.
By een hoge betrokkenheid zal de consument meer geneigd zyn een
rationele afweging te maken. Fasenmodellen bevatten in die situatie
meer uitgewerkte stappen dan by' een lage betrokkenheid. Het
corporate image k a n in beide situaties gewicht in de schaal leggen.
Vooral bij lage betrokkenheid kunnen zaken als aansluiting by
lifestyles en self-concept de doorslag geven. Bij een hoge
betrokkenheid kan de degelijkheid en betrouwbaarheid van de
organisatie belangry'k zijn.
In hoofdstuk 5 wordt ingegaan op het begrip corporate identity en de
verschillende betekenissen die daaraan worden gehecht. Gekozen
wordt voor een benadering van de corporate identity als som van de
karakteristieke eigenschappen: hoe de organisatie zich daadwerkelijk
manifesteert en wat de wezenly'ke kenmerken zijn. Gewaarschuwd
wordt voor een benadering van de corporate identity als gewenste
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identiteit. Dit kan leiden tot een keuze voor cosmetische ingrepen die
het vertrouwen van het publiek op korte of langere termijn zullen
schaden.
Het onderscheid tussen de corporate identity en de gewenste corporate
identity is fundamenteel voor de analysefase. De opdracht van de PRprofessionals is tweeledig. Ten eerste gaat het om het naderbij
brengen van corporate image en corporate identity. Ten tweede kan
een verandering van de identiteit in de richting van de door het
management omschreven gewenste identiteit met communicatie
worden begeleid.
Het zelfbeeld kan afwijken van de corporate identity. Ook het
perceived image kan afwijken van het corporate image zoals dat
bestaat bij de relatiegroepen. Image-onderzoek kan verhelderend
werken. Deze duidelijkheid k a n noodzakelijk zijn om a a n
identiteitsverandering te kunnen werken.
Er k a n van een ingewikkeld beeldsysteem gesproken worden, want het
image van de organisatie wordt mede beïnvloed door het image van de
branche. Ook corporate image en product image beïnvloeden elkaar.
In hoofdstuk 6 wordt besproken hoe het communicatiebeleid met
betrekking tot het corporate image tot stand kan komen, rekening
houdend met het generieke beleid van de organisatie. Daartoe worden
de stappen van het planningsproces in beeld gebracht. Uitgebreid
wordt ingegaan op de strategiekeuze. Strategieën zijn
beslissingsregels, die een leidraad vormen a a n de hand waarvan
strategische beslissingen worden genomen ten aanzien van activiteiten
gericht op het bereiken van de doelstellingen.
Naast generieke communicatiestrategieën worden specifieke
strategieën toegelicht die men inzet op het niveau van de concrete
communicatie-activiteiten. Ook begrippen als positionering en
profilering krijgen aandacht. Vervolgens wordt een viertal
identiteitsstructuren geschetst, waarbij de deelactiviteiten of
dochterondernemingen meer of minder duidelijk ten opzichte van het
concern geprofileerd zün.
Onderzoek is van groot belang om beleidsbeslissingen te funderen. In
hoofdstuk 7 worden verschillende meetwy'zen van het corporate image
verkend. Vervolgens wordt een meetmodel uitgewerkt dat recht doet
a a n de eerder gekozen theoretische benadering van het corporate
image.
Een centraal element in het meetmodel is de impressie van de
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organisatie. Daarnaast is de preferentie van groot belang met het oog
op de gerichtheid op de diverse relatiegroepen. Naarmate h e t beleid
inzake corporate image zich verder uitkristaliseert, zal meer behoefte
ontstaan a a n een verfijnde meetmethode. Het meetmodel kan dan
meer volledig worden toegepast.
In hoofdstuk 8 wordt het Corporate Image Concept gepresenteerd. Dit
bestaat uit een drietal onderdelen gericht op respectievelijk h e t
strategisch, organisatorisch en operatineel beleid. Voor ieder
beleidsonderdeel is een werkmodel ontwikkeld dat professionals in de
prakty'k een denkkader biedt om h u n beleid gericht op het corporate
image te structureren.
Voor h e t strategisch beleid wordt een instrument geboden dat een
sterke relatie met het generieke beleid van de organisatie bevordert.
In het planningsproces wordt op drie niveaus een beleidscyclus
onderscheiden.
Voor het organisatorisch beleid voorziet het zogenaamde STIP-model
in een overzicht van aandachtspunten: systematiek, transition,
integratie en policy. De communicatiemanager moet trachten zicht te
krijgen op belemmerende en bevorderende factoren voor deze aanpak
in de eigen organisatie.
Voor het operationele beleid is een stroomschema ontwikkeld dat een
fasering van de aanpak biedt, rekening houdend met het corporate
image, het zelfbeeld, de corporate identity en de gewenste corporate
identity.
Het Corporate Image Concept is door PR-managers en consultant» ook
t e benutten als een audit om het huidige beleid inzake het corporate
image door te lichten en eventuele zwakke plekken op te sporen.
In hoofdstuk 9 worden de mogelijkheden die het Corporate Image
Concept biedt getoetst aan de praktijk by de Nederlandse
universiteiten. Na een uitgebreide situatieschets worden de resultaten
gepresenteerd van een interviewronde met de hoofden van de
afdelingen voorlichting. Deze worden geïnterpreteerd binnen het kader
van het Corporate Image Concept. Vervolgens worden in hoofdstuk 10
conclusies geformuleerd ten aanzien van de mogelijkheden die het
Corporate Image Concept biedt om het beleid inzake het corporate
image door te lichten en te structureren.
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APPENDICES
Appendix 1
Interviews with the heads of the university information departments.
Written questionnaires combined with interview on location 1987-88.
1.

What are the tasks of the information department?
o
o
o
o
o
o
o

providing information about academic subjects
providing information about studies
providing information about policy
internal communication
public relations and promotion
public affairs
other ....

2.

What is the total number of staff in the information department?
(in full-time working hours also, please)

3.

Do the faculties have their own information officers? yes/no
If so, please specify their relationship to the information
department.

4.

Is there a course information centre? yes/no
If so, please specify its relationship to the information
department.

5.

Is there a n officer with the specific task of maintaining contacts
with alumni? yes/no
If so, please specify his or her relationship to the information
department.

6.

Is there a close link with the documentation department? yes/no.
If so, please specify the relationship to the information
department.

7.

Is there a transfer office? yes/no
If so, please specify its relationship to the information
department.

8.

Is there a science shop?

yes/no
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If so, please specify its relationship to the information
department.
9.

Is there a teaching hospital linked to your university? yes/no
If so, please specify its relationship to the information
department. (For example, are information services on
promotions within the medical faculty provided by your
department or by the information department of the hospital?)

10.

Does the department have a communication plan?
(If so, please enclose.)

11.

Do you annually prepare a n action plan or programme?
(If so, please enclose.)

12.

a.
b.

yes/no

yes/no

Do you prepare an (internal) report on the information
department each year? yes/no
If so please enclose,
Does the university's annual report pay attention to
information? yes/no

13.

Do you have your own information and PR budget?
(Please enclose a budget or a statement.)

14.

Have studies ever been made into: effects of communication,
appreciation or need for information among target groups?
yes/no
If so, please provide details.

15.

Do you carry out pre-tests when preparing information material,
i.e. do you show a trial product to some members of t h e target
group? yes/no

16.

Means of communication employed by the information
department:
o
o
o
o
o
o

yes/no

press releases, average number per week : ...
press conferences, average number per year : ...
folders/brochures (please provide a list)
external house magazine (other t h a n the university
magazine)
advertisements for corporate image/student recruitment
audio-visuals for internal use, for example during
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o
o
o
o

receptions
internal video news programme
audio-visual production^) for external use (please provide
a list)
guided tours/presentations
other ...

17.

Do you provide regularly collections of newspaper cuttings about
the organization? yes/no
If so, which papers do you use for this?

18.

What is the role of the information department in the following
reports?
research report
o production only
o editing and production
annual report
o production only
o editing and production
annual social report
o production only
o editing and production

19.

Are you satisfied with your role as adviser to management?
yes/no (Please provide oral response.)

20.

Do you have access to meetings which you consider are
important? yes/no

21.

Do you feel t h a t the activities of the department, besides
providing a service, are also a means of helping the university to
realize its goals? yes/no
If so, can you mention a few of these goals?

22.

Have you ever made use of:
o
o
o
o

external advice on publicity matters
practical services carried out by advertising agencies/PR
agencies/market research agencies/conference services
external (freelance) writers
sponsoring/fund-raising
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23.

Automation: are your client data and/or documentation
computerized? yes/no

24.

What kind of printing facility do you use?
External / internal (house) printer / both

25.

Do you send texts to the printer on disks, by telephone or via a
direct computer link? yes/no

26.

Does the university magazine for students and staff have a n
independent editorial board? yes/no

27.

What is the circulation?
How much money does the university p u t aside for this? (1988): .

28.

How is the magazine distributed?
among staff
o by post to their home address
o a t work, personally
o taking it from a stack
among students
o by post to their home address
o taking it from a stack in university buildings

29.

What do you believe are the strengths of your department?
(Please provide oral explanation.)

194

Appendix 2
Interviews with the heads of the university information departments.
Questionnaire for interviews on location.
November-December 1990
1.

Profiling:
What aspects do you accentuate during a presentation of
the university? You characterize the university as ...

2.

O n w h a t d o y o u b a s e t h e c h o i c e of t h e s e a s p e c t s for t h e
u n i v e r s i t y profile?
What are decisive factors for your choice?
How is your choice arrived a t in practice?

3.

W h a t is t h e i m a g e of y o u r u n i v e r s i t y ?
How well-known is it, impression, characteristics, position?
Which points do you feel could be adjusted?

4.

D e s i r e d p o s i t i o n i n g (process):
How is the mission statement defined, choice of direction
and key areas?
Are these choices sufficiently distinctive in practice for a
clear profile?

5.

Identity structures
Does the profiling aim a t presenting the university as a
whole, in parts or its products?

6.

What communication activities a r e involved (among other
t h i n g s ) i n t h e profile?
Are regular activities influenced by them?
Are extra activities undertaken for this purpose, and why?
Do you stress different things for the various target
groups?
Does the content of the profiling vary over a period of
time? If so, how do you deal with this?
How do you attempt to achieve integrated communication?
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7.

D o y o u u s e r e s e a r c h for c o m m u n i c a t i o n p o l i c y p u r p o s e s ?
What forms of communication research do you use?
How do you try to take these into account in decisions
relating to t h e profile?

8.

I s t h e r e a n i n c r e a s i n g i n t e r e s t i n y o u r o r g a n i z a t i o n in
positioning and profiling?
What, in your opinion, are supportive and obstructive
factors? Pre-conditions?
In your experience, does management support an active
policy?
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Appendix 3
P r o p o s i t i o n s for p r e s e n t a t i o n t o a p a n e l of h e a d s of u n i v e r s i t y
information departments, derived from the interviews held in
November and December 1990 with all heads of information
departments.
Group discussion December 1990

1.

The o r g a n i z a t i o n a l p o l i c y as laid down in the development
plan, is not very clear and provides too few choices on which to
base the c o m m u n i c a t i o n policy.

2.

The universities are not yet ripe for communication t h a t
differentiates between universities, t h e p r o f i l i n g i s n o t y e t
sufficiently a d v a n c e d . The information officer can not take the
lead because he or she would then threaten to become a
flag-bearer who may not realize t h a t the band following has
taken a different direction.

3.

University information officers m u s t focus on the v i s i b i l i t y and
r e c o g n i z a b i l i t y of the university as a possible interim phase on
the way to communication which differentiates.

4.

Is it actually necessary, from a p r o f e s s i o n a l point of view, to
differentiate between universities? Does it matter if the
presentations are alike? When looking a t the campaigns of
fellow-universities it is clear how much we all actually have in
common.

5.

University information officers should be more concerned with
t h e effect of communication. This can be adequately done by
maintaining personal contacts and keeping up with publicity.
Formal r e s e a r c h can confirm conjectures but provides few extra
outlets for personal intuition and expertise.
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6.

What is your opinion of t h e following obstructive or supportive
factors for t h e discussion of identity and corporate image within
t h e university?
You may a d a p t or expand on the factors if desired.

supportive factors:

obstructive factors:

critical outsiders

university is full of islands,
auto-coordination
contradictory demands on university

threats such as financial cuts

everything must be argued out,
continuous need for support

reduction of students
or market share

organizational goals consist of grey
compromizes

network of faculty contacts

nothing besides development plan,
restrictive because it is a public
document

pioneer on the Executive Board

university goals not often tested for
effect

professional communication manager
and department

information officer not enough of a top
level discussion partner
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