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Abstract 
 

Internal branding is an ongoing process involving all agents within the company. As such, an exploration 

of internal branding will not only be limited to the formal understanding of internal stakeholders but will 

allow the subjective meanings of their understanding to be revealed as well. This investigated the 

perceived organizational factors, brand support behaviours, and views of managers and employees on 

the delivery of brand promise in an airline company case study and developed an internal branding 

framework based on the findings. Specifically, the research investigated how the managers and 

employees perceived the organizational climate and communication channels in their company; how 

they made sense of their brand knowledge, commitment, and citizenship; and how they viewed the 

delivery of their company brand promise. The consequent findings from the investigation served as the 

building blocks in the development of the internal branding framework in the study.  

The study used the qualitative design, adopted the constructivist/interpretivist philosophy; and utilized 

the inductive approach, with a focus on a single institution. The semi-structured interview was used to 

optimise data collection. A total of 30 individuals consisting of 10 managers and 20 employees 

participated in the study. The data was analysed using thematic analysis and phenomenological reduction 

and supported by sense-making tools. 

The study found that organizational factors contributed to the creation of a social space that allowed 

managers, employees, and other internal stakeholders to interrelate in various ways. It is within these 

social spaces where internal stakeholders re-framed their brand knowledge, commitment, and citizenship 

within the context of their lived experiences. As a corollary, the internal branding framework developed 

in the study demonstrated that the presence of a positive organizational climate and information-rich 

environment creates an enabling social environment that facilitates the interaction of internal 

stakeholders. This type of environment enables them to construct and reconstruct their knowledge about 

their company brand and allows them to make sense of their brand commitment and citizenship that 

sustain their perception of the delivery of the brand promise. The framework of internal branding 

developed in the study is the major contribution of this research. Furthermore, this study contributes 

insight into the dynamics of internal branding from detailed information derived from the perspectives 

of managers and employees which were used to edify the internal branding framework developed in the 

study. The framework demonstrates how companies can best leverage their physical and human 

resources to enhance their brand image through internal branding. The study also provides an analysis 

of a dataset on brand knowledge, commitment, and citizenship that contributes knowledge of internal 

branding in an economically dynamic and multi-cultural company context. Lastly, this study contributes 

to the growing efforts of investigating the internal branding process using a qualitative approach by 

demonstrating how qualitative studies can be used to explore branding concepts.  

 

Keywords: Internal Branding, Organizational Factors, Brand Support Behaviours, Internal Branding 

Framework, Phenomenological Reduction. 
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CHAPTER 1:  INTRODUCTION 
 

The evolution of the brand is attributed by Shugan (1993) to the transition in the global economy that 

took place during the last two decades. This period saw the emergence of the service-based economy 

from the traditional product-based manufacturing economy that predominated in the past (Ambler, et al. 

2002). In the service-based economy, the customer is an active player in co-creating value and not just 

a passive observer (Prahalad and Ramaswamy, 2000; Vargo and Lusch, 2005). Muehlbacher and 

Hemetsberger (2015) extended this concept to brands and claimed that brands are not only co-created 

but co-constructed and co-generated among brand interest groups as well. They used the term brand 

interest groups instead of customers which are mostly referred to in the brand literature as external end-

users.  Brand interest groups also include internal customers hence the emergence of the concept and 

practice of internal branding.  

 

The role of internal customers such as managers and employees in building successful brand strategies 

is crucial. The employees are at the junction of the organisation and its external markets hence employees 

have a strong influence on how the external market makes sense of the brand (Dean et al., 2016). The 

key to building successful brands is first to position the brand internally before marketing it externally 

(Memon and Kolachi 2012). Internal branding provides companies with a strategic advantage in the era 

of global competition. When properly planned and executed, internal branding would enable managers 

and employees to have better knowledge and attitude towards the brand together with the skills to meet 

and exceed customer expectations of the brand (Punjaisri et al., 2009).  

 

In the literature, the predominant streams in the research on brands are largely external customer-centric. 

One stream mainly perceives brand meaning as external customer-ascribed value (Berthon, Pitt, and 

Campbell 2009). Another stream conceptualizes meaning as the image of the brand held in the mind of 

end-users  (Aaker, Building strong brands 2002). A new stream of research, however, looks at brands as 

social processes. Accordingly, the brand meaning is continuously evolving as a result of social 
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interactions within dynamic networks of stakeholders (e.g., Hatch & Schultz, 2010; Merz et al., 2009; 

Muehlbacher & Hemetsberger, 2008; Payne et al., 2009; Vargo & Lusch, 2011). Social interaction can 

generate manifold perceptions and meanings of brand realities. The significance of how managers and 

employees perceive their company brand and ascribe meaning to it is vital to attaining the brand vision. 

This idea generated the interest of the researcher that led to the conceptualization of the study. 

 

1. Problem Statement 
 

The service industry is growing in complexity on account of changes brought about by globalization, 

internationalization, and intense market competition. More so, the free market for global talents has 

made the composition of service companies demographically and culturally diverse. The same can also 

be said of the nature of the customers served by these service companies.  To this effect, Henkel et al. 

(2007) observed that being nice and helpful in the service encounter is not enough. Employees need to 

demonstrate specific brand-oriented behaviours consistent with the company’s brand values. In the same 

way, just having descriptive information about the company’s brand values will not suffice. Hence 

Thompson et al. (1999) argued that the critical role of managers is to make sure employees understand 

the brand and incorporate its values. 

 

This is, however, easier said than done because simply creating employees' awareness about the brand 

is not a guarantee that they would internalise the brand values and translate these into action (Almgren 

et al., 2012).  Delivering the brand promise first entails that managers and employees have to be aware 

of the brand.  Next to this, Burmann et al., (2009) explain that managers and employees need to display 

on-brand behaviours such as brand commitment and brand citizenship. These are key factors in living 

the brand and in extending the delivery of the brand promise (Almgren et al., 2012). Hence the 

perception of managers and employees of their brand knowledge, commitment, and citizenship 

behaviours in the light of their lived experience is a reflection of internal branding that occurs in their 

company.  
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It was noted that the literature is rich in the conceptual and theoretical aspects of branding but most of 

the empirical studies that apply these concepts and theories are external customer-centric. Since internal 

branding is a relatively new concept, there are considerably fewer studies done on the subject hence the 

existence of contextual, conceptual, and methodological gaps in the literature. Contextually, most studies 

on branding are done in the West. Branding research is specifically lacking in the Middle East and 

specific industry contexts in the region, This shows that substantively, the literature is rich in the 

knowledge of branding concepts as it happens in the West but there is little knowledge of how it works 

in different industries in the Middle East context. In terms of methodology, there is a dearth of studies 

on internal branding using qualitative approaches whether in the global, regional, or local context. 

Conceptually, most researches on branding are external customer-centric hence it was observed that the 

field of internal branding remains to be fragmented (Saleem and Iglesias, 2016) and that employee-

centric branding has yet to be fully explored (Sasse, 2016). Specifically, studies on the social interactions 

among internal customers to develop the shared meaning of the brand are wanting in internal branding 

research (Dean et al. 2016). 

 

1. 2. Motivation 
 

The dearth of evidence-based knowledge of internal branding in the geographic and company contexts 

led the researcher to investigate how managers and employees perceive their brand knowledge, 

commitment, and citizenship using qualitative research.    

 

Internal branding does not stop with acquiring an understanding of the concept but by enacting it as well. 

Moreover, internal branding is not a one-time activity but an ongoing process involving all agents within 

the company. As such, an exploration of internal branding will not be limited only to the formal 

understanding of agents but will allow the subjective meanings of their understanding to be revealed. 

 

Accordingly, the study adopts social constructionism as a methodological lens for surfacing out 

collective meanings ascribed by brand interest groups within the organisation on their lived experience 
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of the brand. Social construction posits that individual interpretation of social phenomena is rooted in 

human action and the network of socio-cultural objects operating within the social world (Schutz, 1967). 

Social construction, therefore, looks at human actions and experiences as representations of some known 

phenomena (Hacking, 1999). 

 

1.3. Aim, Research Questions, and Objectives 
 

1.3.1. Aim  

This study aims to investigate the perceived organisational factors, brand support behaviours, and views 

on the delivery of the brand promise of the managers and employees of an airline company with the end 

view of developing a framework for internal branding. 

 

1.3.2. Research Questions: 

 Based on the aim of the study, answers to the following research questions were sought: 

1. How do the managers and employees perceive the organisational climate of their airline 

company and the communication channels in their work environment that potentially facilitate 

internal branding? 

2. How do the managers and employees of an airline company perceive the meaning of their 

company brand? 

3. In what ways do the employees of an airline company perceive their brand commitment and 

citizenship and how are these gauged by their managers? 

4. How do the managers and employees of an airline company understand their role in delivering 

its company brand promise?   
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1.3.3. Research Objectives 

 

The study has the following objectives: 

1. To explore the perception of the managers and employees of an airline company on the 

organisational factors that facilitate internal branding. 

 

2. To explore how managers and employees perceive their brand support behaviours as lived 

experiences in the company. 

 

3. To understand the views of managers and employees on the delivery of the company brand 

promise.  

 

4. To develop a framework of internal branding that can be applied in the airline and other 

service industries. 

 

1.4. Scope 
 

This study focused on the organisational factors and brand support behaviours perceived by the 

managers and employees of an airline company relative to their lived experience of internal branding. 

These factors served as the antecedents in the development of the internal branding framework in the 

study. Considering the nature and competitive position of the company investigated, it is presumed that 

internal branding is embedded in the lived experiences of its managers and employees. 

 

The study explored the practice of internal branding through the lens of the managers and employees of 

a company using the qualitative method of research. Managers and employees were selected to 

participate in the study by their role as internal customers. As internal customers, they have first-hand 

experiences of the phenomenon and exhibit the behavioural expectations of their roles. The narrated 

experiences of the participants serve as the basis for distilling how they perceived the phenomenon. The 

phenomenon investigated is internal branding. The company which is the context of the study is one of 
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the most dynamic industries in the region in terms of growth. Its brand is known locally, regionally, and 

globally and has recently taken steps to further enhance its brand image to strengthen its position in the 

global market. Considering the nature of the company investigated, internal branding is essential to its 

competitive strategy. Lastly, internal branding has explicit and or implicit outcomes that require 

managers and employees to live up to the expectations of the brand. Such expectations are nominally 

identified in branding literature as brand awareness (Punjaisri & Wilson, 2007; Keller,2007; King & 

Grace,2008; Almgren, Elk, & Goransson, 2012), brand commitment (Morris, Lydka, & O’Creevy 2007; 

Rego et al., 2004; Williams, 2006; Percei & Rosenthal, 1997; Ye & Zhao, 2010; Punjaisiri, 

Evanschitzky, & Wilson, 2009; Kimpakorn & dan Tocquer, 2009; Scheys & Baert, 2008), and brand 

citizenship (Burmann & Zeplin, 2005;   Shaari, Salleh, & Hussin, 2011), all of which are discussed in 

the literature review. 

 

1.5. Research Importance and Contribution  
 

In keeping with the constructivist/interpretivist paradigm, this study contributes to the development of 

more enlightened and informed constructs of internal branding and its elements which can contribute to 

bridging the knowledge gap in internal branding literature.  The findings can lend themselves to theory 

development or as a basis for empirical verification. The practical contribution of the study can be seen 

in terms of contributing a framework that can help companies better understand the significance of 

internal stakeholders in positioning the brand internally before marketing this externally.  

 

1.6. Thesis Structure  

 The thesis is structured into six chapters. Chapter 1 is the introduction which presents a background to 

the topic investigated, the motivation of the researcher, aim of the study, research questions, scope, and 

research importance and contribution. Chapter 2 is the Literature Review that summarizes the literature 

related to the problem investigated. It also identifies the research gap. Chapter 3 is Research 

Methodology that describes the philosophy, research approach, research strategy, research method, data 

collection, and data analysis. Chapter 4 is the Data Presentation and Analysis. This chapter presents the 
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findings on the perception of the participants of their organisational climate, brand knowledge, brand 

commitment, brand citizenship, and delivery of brand promise. Chapter 5 is the Discussion of Findings 

which discusses the major findings and their implications. This chapter also introduces and describes 

the internal branding framework developed in the study. Finally, Chapter 6 contains the Conclusions 

and Recommendations of the study. 
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CHAPTER 2: LITERATURE REVIEW 
 

This chapter examines and summarizes the fundamental concepts associated with internal branding and 

delves deeper into areas of focus within the topic, which will lead to a better understanding of the subject 

matter. To achieve this end, the following procedures were undertaken by the researcher: (a) examine 

the research questions, (b) note the concepts and come up with keywords, (c) narrow down the scope 

according to a timeframe, (d) search for sources according to keywords and timeframe using existing 

databases, (e) evaluate the usefulness of the searched material, (f) further refine the search, and (g) tag 

and store for deeper review. 

 

Specifically, this chapter looks into the fundamental concepts that serve as the foundation for 

understanding the dynamics of internal branding in the study context. It discusses the broad conceptual 

landscape of branding in the extant literature and the specific concepts that are aligned with the 

constructs investigated. Accordingly, the first part of the review deals with the general concepts of 

brands and branding which broadly align with the general theme of the study. In this section, the origin 

of brands and the evolution of brand meaning are discussed. The second part specifically deals with 

internal branding which is conceptually aligned with the topic of the study. This part looks into the 

various definitions of internal branding and its effects on employees and the organisation. The third part 

describes the organisational factors and brand support behaviours specific to internal branding that 

correspond to the constructs investigated in the study. The organisational factors include organisational 

culture, organisational climate, and communication and the brand support behaviours include brand 

knowledge, commitment, and citizenship. The fourth part deals with the discussion of the concept of co-

creation in internal branding and the final section discusses the knowledge, conceptual, and contextual 

gaps. 
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2. 1. Brands and Branding 
 

Branding as a practice traces back its origin in human history to the past 4000 years (Briciu & Briciu, 

2016).  The marks, symbols, and monuments in ancient Egypt; ancient civilizations of Asia; Indus 

Valley; China; and ancient civilizations in Europe such as Crete, Greece, Rome, & Pompeii served the 

purpose of branding relative to product differentiation, ownership designation, product origin, the 

reputation of producers, and political image re-enforcers (Starcevic,2015). The booming of international 

commerce in the 14th century led to the conscious shaping of brands and branding forms that owners of 

products used to promote and differentiate their products in the market. The purpose of brands during 

this time was more on providing information on the ownership and origin of the product rather than 

symbolizing product quality (Briciu & Briciu (2016). This continued to the 16th century where the 

practice of branding became widespread in England and France (Ries 2005). In these two countries, the 

forerunners in the development of brands were Josiah Wedgwood, an Englishman engaged in the 

ceramics trade, and Rose Bertin, a Frenchman engaged in fashion design. Hence, from the 18th-century 

onwards, the development of the theory and practice of branding correspondingly took place in England 

and France, respectively (Burke, 1996). 

 

Towards the 19th century, a legal framework for brands was already in place in many countries to protect 

national products (Higgins 2018). Commercials that were in vogue in 20th-century mass media paved 

the way for the emergence of branding theories of contemporary nature (Farquhar, 1995). The literature 

on marketing in the 1920s associated a brand with a trademark. The diversification of business in the 

1950s later led to the search for distinctive logos that differentiated products made by companies. These 

logos served as the precursors of what is known today as corporate brands. The second half of the 20th 

century showed a growing interest in brands and branding as a field of study which led to the emergence 

of theories that were published in the theoretical literature and applied in practice (Bastos and Levy, 

2012).  
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Today, brands permeate almost every aspect of daily living. The plethora of brand definitions found in 

extant literature also indicates that brands represent a complex phenomenon as well (Maurya & Mishra, 

2012). This is illustrated in Table 1 which was summarized by the researcher based on the various brand 

definitions cited by Maurya & Mishra (2012:123-127).  

 

 Table 1. Various Definitions of Brand 

        Themes             Description     Authors 

Brand as logo  A symbolic representation of the distinct 

goods or services offered in the market 

which  differentiates the various sellers 

 

American Marketing 

Association defines (1960); 

Meadows (1983). 

Brand as a legal 

instrument 
 A legal representative of the ownership of 

the various goods or services offered in the 

market 

Cramer(1985); Broadbent and 

Cooper (1987) 

Brand as company  Brands are extensions of corporate identity Van Reil and Balmer (1997) 

Brand as shorthand  A synopsis of the goods or services offered 

in the market that represent a mental image 

that customers can connect to.  

Brown(1992); Keller (2003); 

Kapferer (2004) 

Brand as a risk 

reducer 
 Brands instill customer confidence 

 A brand is a contract between the 

organisation and consumers 

Bauer (1960); Assael (1995); 

Kapferer (1992) 

Brand as identity 

systems 
 The totality of attributes that provide an 

identity to the goods or services that buyers 

can easily relate to.  

Gardner & Levy (1955) 

Brand as an image in 

consumers’ minds 
 An image of the functional and 

psychological attributes of a good or service 

in the consumer's mind. 

Martineau (1959); Pitcher 

(1985); Keeble (1991) 

Brand as a value 

system 
 The value-adding and value identification 

attributes of goods and services that appeal 

to what the consumers stand for. 

Sheth et al. (1991)  

Brand as personality  A brand is a symbolic personality that user 

value beyond functional utility 

Plummer (1985); Goodyear 

(1993) 

Brand as a 

relationship 
  A brand is a bond that connects the goods 

or services in the market to the consumers' 

personality.  

Woodward (1991); Blackstone 

(1992); McKenna (1991); 

Kapferer (1992) 

Brand as an 

evolving entity 
 A brand acquires a personality as it adapts 

to changes in the economic, social, and 

technical environment.  

Goodyear (1996) 

 

It is evident in the table that the term brand was defined differently during different periods. This is aptly 

captured in the conceptualization of a brand as an entity that evolves in time. The evolution of brand 

meaning parallels the shift in the outlook towards the value of goods and services in marketing. Value 

is a critical concept to both consumers and marketers and is subject to changes in the economic, social, 

cultural, and technological environments which have either a direct or indirect effect on what value 
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meant. Consumers always evaluate the worth of what is purchased by the value gained hence marketers 

always strive to add value to the products and services that they offer to customers (Kuzgun & Azugman, 

2015).  

 

The classical view of marketing saw customers as passive recipients of value that firms created. The 

focus of firms was on products that facilitated transactional relations that were immediately translated 

to cash flows. During the 1950s, the emergence of the buyer behaviour school shifted the focus of 

marketing from product to customer (Kuzgun & Azugman, 2015; Prahalad & Ramaswamy, 2004). As a 

corollary, the marketing approach changed from "marketing-to" to "marketing-with" (Vivek, 2009). The 

marketing-to approach was symbolized by the goods dominant (GD) logic and the marketing-with 

approach became the hallmark for the service-dominant (SD) logic (Lusch & Vargo, 2008). The SD 

logic purports that customers are more attracted to the value propositions offered by companies 

concerning the goods and services that they sell (Kuzgun & Azugman, 2015).  

 

In the domain of brands and branding, Merz, Yi, and Vargo (2009:2) differentiated the change in brand 

logic during different eras. Accordingly, the authors distinguished these eras as Individual Goods-Focus 

Brand Era (the 1900s–1930s), Value-Focus Brand Era (1930s–1990s), Relationship-Focus Brand Era 

(1990s–2000), and Stakeholder-Focus Brand Era (2000 and forward).   

  

The individual goods-focused brand era viewed brands as identifiers. The focus was on the distinct 

identities of manufacturer-based branded products. These identities were largely physical distinguishing 

marks in the packaging of products that made them identifiable on sight (Low & Fullerton, 1994). During 

this era, brands were in the form of logos, company names, shorthands, or legal instruments of ownership 

as described in Table 1. The significant value of brands during this era was their capacity to cause 

recognition. This would enable the customer to easily identify their preferred goods or services in 

facilitating purchase and re-purchase.   
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The value-focused brand era viewed brands as images seen as perceptions that companies created (Parke 

et al., 1986) typical of the identity systems and images mentioned in Table 1. The brands were used to 

provide firms with a competitive edge that improved their reputation in the community. During this era, 

creators of brands focused on either the functional or symbolic images of brands. The brand represented 

a solution to the externally –generated consumption needs (functional) or internally generated 

consumption needs of consumers (symbolic). In both cases, customers were assumed to be passive 

recipients of the brands advertised by various firms.  In effect, customers recognized either the utilitarian 

or the symbolic image associated with the brands (Mers et al., 2009). 

 

The relationship-focus brand era emerged as a result of the works of academics and scholars who 

investigate the relationships of the customers with the firm (Goodman, et al. 1995), customers with the 

brand (Fournier 1998), and the firm with the brand. (Herbig and Mlewicz 1993).  The main focus during 

this era was the significance of the customer to the firm. During this era, the view of the passive customer 

in the previous era shifted to one that is interactive and relational or how customers related or connected 

to the firm. The hallmark of this era was the attention given to interactions and inter-relations that 

transpired among the company, stakeholders, and brand which led to brands being co-created. As a 

result, brands were seen as knowledge, relationship partners, and promise while customers were 

acknowledged as brand value co-creators (Merz, et al., 2009). This is typical to brands as relationships, 

value systems, and personality as shown in Table 1. 

 

The stakeholder-focus brand era extended value co-creation by adopting the stakeholder perspective, in 

which case a brand is ‘dynamically constructed through social interaction among different stakeholders’ 

(Mers et al.,2009: p.11). Value co-creation focused on brand communities and all other stakeholders 

because co-creation depended on stakeholder-based interactions. A brand community is a ‘specialized, 

non-geographically bound community, based on a structured set of social relations among admirers of a 

brand’ (Muniz and O’Guinn, 2001: p.412). During this era, the brand was considered an evolving entity 

and seen as a dynamic social process (Mers et al., 2009). 
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Parallel to the evolution of brand meaning was the differential emphasis on brand values and benefits. 

Accordingly, brands were differentiated according to their reputational, relational, experiential, and 

symbolic values. The reputational value of a brand is based on the perception of brands as repositories 

of reputation. The relational value is due to the property of brands to communicate to the customers that 

the company producing the product or service can be a trusted partner and will continue responding to 

individual customer needs.  The experiential value purports that psychologically, the brand serves as a 

perceptual frame that emphasizes the perceived value of the product. Finally, the symbolic value resides 

in the attribute of brands as symbols that project identities and benefits (Holt, 2003; Ballester and Sabiote 

2015; Ibanez and George 2017). On the whole, brands are dynamic multi-dimensional constructs whose 

meanings evolve with the changing economic, socio-cultural, political, legal, and technological global 

landscape (Maurya and Mishra, 2012).  

 

Emerging out of the growing significance of the service sector is the shift in the traditional focus on the 

brand as output to the conceptualization of brands as complex social phenomena (Muhlbacher et.al., 

2006; Muhlbacher, 2008) and social processes involving multiple stakeholders (Mers et al.,2009). This 

stimulated an increasing interest in brands and branding as a field of study that saw the emergence of 

several brand concepts in the literature. The following table adapted from Hampf and Lindberg-Repo 

(2011:p.12) shows some of the important focus of brand research which illustrates the time, pioneers, 

and important concepts created. 

 

Table 2. Brand Focus in Different Periods Cited by Hampf & Lindberg-Repo  

   Period     Concept/Research Area Pioneer 

 

 

 

 

Before the 1970s 

Establishing the importance of 

branding 

Marquardt et al. (1965) 

Segmentation Smith (1956); Yankelovich (1964); 

Mainer and Slater (1964); Sheth 

(1967) 

Loyalty Cunningham (1956) 

Lifestyle Lazer (1963) 

Marketing mix Borden (1965) 

Personality Martineau (1958) 

 

 

Positioning Rise and Trout (1972) 

Social marketing Kotler & Zaltman (1971) 
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The 1970s and 1980s Relationship marketing Groonroos (1989); Gummesson 

(1993) 

Brand equity Farquhar (1990); Aaker (1991);Keller 

(1993);Simon and Sullivan (1993) 

 

 

 

 

 

 

The 1990s and 21st 

century 

Relationship branding Fournier (1998);Brodie et al. 

(2002);Gummesson (2002);Gronroos 

(200) 

Identity Kaferer (2008); De Chernatony 

(1999) 

COO (Country of Origin) Peterson and Jolibert (1995); Agrawal 

& Kamakura (1999); Thakor & 

Lavack (2003) 

Brand communities and 

subcultures of consumption 

Muniz & O’Guinn (2001); Mc 

Alexander et al. (2002)  

CSR Willmott (2003);Dobson (2003); 

Blumental & Bergstrom (2003) 

Social processes Muehlbacher and Hemetsberger 

(2008, 2015) 

Adopted from Hampf & Lindberg-Repo (2011: p.12) 

 

It can be noted from the foregoing table that the concept of a brand is increasingly being situated at the 

intersection of the conversational spaces between the company, customers, and other stakeholders 

(Iglesias, Ind & Alfaro 2013). From the psychological perspective, a brand is a process of developing 

mental images that enable customers to recognize and distinguish different products and services 

(Ozcelik 2015). From an organisational perspective, branding requires decisions that are made from time 

to time regarding the desired messages and values of the brand (Hytti, et al. 2015). From the social 

perspective, the rationale of branding is to start from within the organisation to create a "we"-feeling 

(Diep & Stedt 2015). The "we" feeling emerges when employees are gathered around the brand concept 

and collectively perceive their inclusion in brand building (Diep & Stedt, 2015). Internalizing the brand 

reinforces internal buy-in that aligns employee behaviour with the brand image, values, and propositions. 

The end view is to strengthen the quality of the relationship of internal customers with the brand 

(Natarajan et al., 2017). To this effect, Semnani et al(2015:140) stated that "branding is about people: 

people who build brands and people who buy brands." In the literature, the predominant streams in the 

research on brands are largely customer-centric or on people who buy brands rather than people who 

build brands. This was also evident in the work of Bastos and Sidney (2012) on the history of the concept 

of branding. In their study, not a single word about people who build brands appeared.  
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2.2. Internal Branding 
 

In the evolution of brands, companies sought to project a positive reputation with their stakeholders to 

attain a favorable market position through their company brands. This led to the universal practice of 

corporate branding where companies systematically planned and managed behaviour, communication, 

and company symbols so that the promise between the company and its stakeholders is fulfilled (Foster, 

Punjaisri, and Cheng 2010). 

 

Branding later became not only a means of shaping the external customers' perceptions of the 

organisation but also was an opportunity to shape the perceptions of potential and current employees as 

well. From this concept emerged the theory and practice of employer branding which focuses on 

projecting the organisation as a reputable and excellent place of work in the minds of key stakeholders 

in the external market as well as employees. Employer branding is the collective effort to communicate 

to existing, prospective, and key stakeholders that the company is an ideal workplace (Michington, 

2006). Employer branding aims to differentiate a firm's attributes externally and internally as an 

employer relative to competitors (Raj, 2015). Currently, employer branding is a strategy of attracting 

and retaining a talented workforce (Tanwar & Prasad, 2016). With the notion of employer branding, the 

concept of the brand no longer resided exclusively within the domain of marketing but has now become 

an HR strategy.  

 

An offshoot of employer branding was the concept of employee-centric branding or employee branding 

which aimed to establish a rationale for building employee commitment through a mutual working 

arrangement between the employee and the employer. Effective employee branding can either be done 

through external branding or internal branding. External branding is aimed at prospective employees 

outside the organisation while internal branding leverages employees in the organisation as branding 

partners (Raj, 2015). 
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Dean et al.(2016) specifically emphasized the vital significance of employees in helping build successful 

brand strategies. The key to building successful brands is first to position the brand internally before 

marketing it externally (Memon and Kolachi 2012). The role of the internal market is crucial in building 

a successful branding strategy that incorporates a strong communication platform that integrates both 

the internal and external markets (Dean, et al. 2016). 

 

Employees are at the forefront of service as they interact with customers hence internal branding 

provides companies with a strategic advantage. The employees are at the interface between the 

organisation and its external markets hence, employees have a strong influence on how the external 

market makes sense of the brand (Dean et al., 2016). Through internal branding, employees are expected 

to represent their company's brand, values, and culture (Wallace, et al. 2014). When properly planned 

and executed, internal branding would enable employees to better know the brand, react positively under 

the values of the brand, and acquire the necessary skills to deliver the brand promise (Punjaisri et al., 

2009). Internal branding advocates social interactions within the organisation focusing on the 

communications involving managers and employees to develop a common knowledge of the meaning 

of the brand. This can be a potential drawback of internal branding. A study by Natarajan et al. (2017) 

showed that the failure of management to communicate the brand meaning to employees resulted in an 

ambivalent understanding of the brand at the operational level of the organisation. Communication 

between management and employees is therefore paramount to strengthening the quality of the 

relationship of internal customers with the brand (Natarajan et al., 2017).  

 

In Table 2, earlier presented, it can be surmised that internal branding as a concept and practice came as 

an offshoot of the different concepts such as relational marketing, brand positioning, and brand identity. 

Authors such as Aurand et al., (2005); Punjaisri et al.,(2009); and Burmann et al., (2009), among others, 

noted that the concept has emerged as a strategic instrument in promoting competitive edge starting from 

product or service development to marketing. As such, internal branding required not simply a one-stop 

strategy but rather, a consistency of uniting employees in thought, action, and support of brands over 

time to be continually successful. This proposition appears to be affirmed in the reviews in the extant 
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literature (King & Grace, 2008); Simi, 2015; Nirmali et al., 2017) as well as empirical studies in different 

contexts such as banks (Ahlberg, Carlson, & Karlstrom, 2012); hospitality (Erkmen, 2018) and hotel 

industry (Juskiw, 2017); fast food industry (Gonewa & Ikechucwu, 2014); corporate communication 

(Dryl, 2017); and multinational firms (Caster & Linnes, 2013). Some of the major constraints to internal 

branding are the lack of a consolidated internal branding framework (Manhert & Torres, 2007; 

Bohnenberger et al., 2019); inadequate knowledge of the employees' role in improving brand 

performance (Simi, 2014; Iyer, Davari,& Paswan,2018) and differential emphasis on critical success 

factors, antecedents, tools, and expectations in existing internal branding frameworks and models 

(Bohnenberger et al., 2019).    

 

At present, there is a great and increasing scholarly interest in internal branding, particularly as it relates 

to value-based approaches to excite employees about brands (Punjaisri & Wilson, 2011). These 

approaches are based on the major premise that value is not an objective fact but a perceptual entity. 

Value is shaped by the subjective understandings of internal as well as external customers. In terms of 

day-to-day transactions, the brand is the outcome of what is experienced and valued. In the values-based 

approach, branding eventually becomes a process of shaping the perceived value of the product by 

internal and external customers (Holt, 2003).  

 

The values-based approach creates a strong brand orientation from within the organisation. Brand 

orientation is “an approach in which the processes of the organisation revolves around the creation, 

development, and protection of brand identity” (Azizi et al., 2012: 65). Internal branding is instrumental 

in this effort because it involves conveying the message to employees that their organisation is “special” 

(Mitchell, 2002, p.100). The reason for communicating an organisation's core values to employees is to 

enable them to find ways of identifying with the culture, thus, helping to increase their connection to 

their work (Tosti & Stotz, 2001; Punjaisri, Wilson, & Evanschitzky, 2008). The strong identification 

with the culture contributes to strengthening the "we" feeling that reinforces the quality of the 

relationship of the company stakeholders with the brand. 
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Punjaisri & Wilson (2007) consider alignment as a distinctive feature of internal branding. In this 

respect, they looked at internal branding as a “key process that aligns the attitudes and behaviours of 

employees with the brand values” (Punaisri & Wilson, 2007: p.58-59). This is with the end view of 

creating powerful brands that would give the organisation a competitive edge.  Thus, there is a synergy 

and a fluid evolution connecting employee beliefs and perceptions with brand values shaped by constant 

internal (employee) and external (consumer) feedback. 

 

The various views on internal branding are reflections of the brand as a multi-dimensional construct. Its 

meaning depends on several factors and variables and also the specific context that the brand is built. 

On the whole, internal branding is dedicated to the proposition that branding as a whole must first start 

from within. As a process, internal branding utilizes various means of making employees internalize the 

values that underpin the essence of the brand so that they develop the appropriate brand support 

behaviours that would enhance brand promise delivery. The end view of internal branding is to ensure 

that employees are treated as internal customers who deserve to be happy with the organisation (Nirmah 

et al., 2017).  

 

Internal branding is a fairly new approach (Burmann & König, 2011) adopted initially by financial 

organisations, airlines, and the hotel industry (Hankinson, 2004; De Chernatony & Cottam, 2006; 

Burmann & König, 2011; Chong, 2007; Punjaisri & Wilson, 2009, 2011). The increasing interest in 

internal branding, however, has spawned several definitions of the concept which are shown in Table 3. 
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Table 3. Definitions of Internal Branding 

    Internal Branding Definition      Proponent 

Internal branding is the collective of organizational initiatives 

focused on the alignment and empowerment of employees to 

consistently meet and exceed customer expectations.  

Mude, Undale, & Daigavhane 

(2012) 

A process consisting of leadership practices, training programs, 

and communication systems designed to build the capacity of 

employees to effectively deliver excellent customer 

experience. 

Canadian Marketing Association 

(2007) 

A planned process in an organisation where people, with the 

help of corporate identity, try to involve employees with the 

brand so that they can effectively translate brand vision to 

desired customer outcomes. 

Rik Riezebos, EURIB (2008) 

 

Internal branding has the aim of creating simple 

communication, achieving the desired brand image, or 

achieving synergy between internal and external 

communications. Motivation, enthusiasm, and commitment are 

also mentioned as reasons to conduct internal branding. 

Internal branding is aimed at the realization of the external 

brand promise and brand values. 

Myriam Baaten, MBC 

Communication (2005) 

 

Internal branding is the practice involving all employees in the 

brand development cycle and in marketing the brand.  

John Guaspari, Guaspari & Salc 

Inc.(2003) 

Internal branding is a process that causes employees to develop 

a common belief, commitment, and support for their company 

brand.  

Ruth Mortimer, Marketing Week 

Magazine (2002) 

 

Internal branding is about matching each member of the 

internal organisation to the development, production, 

communication, and selling of the brand concept, in such a way 

that the brand manifests itself as a ‘total artwork.'  

Giep Franzen (2005) 

 

Internal branding is using the brand to steer the internal 

organisation in fulfilling the promises made to customers. 

Different disciplines can benefit from this. Those who use the 

brand as a compass not only work on a strong brand but also a 

strong organisation. 

Marc van Eck, Niels Willems, 

Ellen Leenhouts (2008) 

 

Internal branding is a process of planning, action, and 

coordination at all levels of the organization designed to 

capacitate employees in transforming brand promise into 

reality. 

Tosti & Stotz (2001) 

 

Internal branding is a process of instituting positive attitudinal 

and behavioural dispositions of employees and management in 

creating excellent customer brand experiences.  

Willem Blanken, Yardmen  

(2005) 

Internal branding is a continuous process that attempts to steer 

the attitude and behaviour of staff to allow them to experience 

internally what is promised externally. 

Scientific Research Foundation for 

Commercial Communications 

(SWOCC,2005) 

 

 

The foregoing definitions surface some of the elements inherent to internal branding. First, internal 

branding is a strategic process. This means that as a strategy, internal branding is one of the 

organisation's responses to its changing market environment. Secondly, the pivotal involvement of all 

employees is essential to the success of the process. Third, internal branding aims to align employee 
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behaviour with the brand so that they could become ambassadors of the brand. Fourth, the goal of 

internal branding is the effective delivery of the brand promise by the employees. Fifth, internal branding 

utilizes organisational tools such as training and communication to develop cognitive and affective 

employee behaviours aligned with the brand. Sixth, a change in the behaviour of employees as a result 

of internal branding would have an impact not only on corporate culture but personality culture as well.   

 

2. 2.1. Effects of Internal Branding on Employees 

 

As earlier presented, focusing on employees is paramount to internal branding. As a corollary, this 

section presents how internal branding invariably affects employees and demonstrates their importance 

in building the brand by way of living the brand, employee behaviour and commitment, employee 

engagement, and developing the appropriate brand support behaviours. 

 

Living the brand.  Living the brand stands for the internalization and projection of brand values by 

employees. This results from the communication and embedding of brand values by the organisation to 

create greater organisational and brand knowledge among employees to equip them with the knowledge 

to deliver the brand consistently (Ind, 2007) and in the most natural manner (Karmark, 2005).  

 

Living the brand has several other connotations other than delivering the promised services (Kunde, 

2000). Employees who live the brand have been synonymously referred to in the literature as brand 

champions (Ind, 2007; Wallace et al., 2013), brand ambassadors (Gotsi & Wilson, 2001), and brand 

citizens (Burmann & Zeplin, 2005). Brand champions are “often longstanding employees, who have an 

informal or formal role in stimulating employee commitment to the corporate brand strategy” 

(Yakimova, Freeman, & Mavondo, 2017: p.2). According to Wallace et al. (2013), brand champions 

voluntarily demonstrate supportive behaviour towards the brand concept over and beyond their official 

capacities (Wallace et al, 2013). Their support behaviour can include telling stories about the brand and 

behaving in ways that reflect the values of the brand. Brand champions strongly identify with the brand 

demonstrate a strong commitment to it (Yakimova et al., 2017).  
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Brand ambassadors are also known as brand advocates. They can be any employee or manager not 

necessarily associated with sales or customer services but can speak strongly and convince people about 

the values of their company. Beyond this, they also project a strong image of their company brand by 

living it (Al Shuaibi, Shamsudin, & Abd Aziz, 2016). Employees demonstrate brand citizenship by 

aligning their attitudes and behaviours to the company brand (Jayampathi & Dissanayake, 2018). From 

the foregoing differentiation, the attributes common among brand champions, ambassadors, and citizens 

include commitment; volition or voluntarily doing their role; and performing their roles beyond their 

role requirement. Furthermore, being a brand champion, ambassador or citizen is open to any member 

of the organisation. 

 

Bendapudi & Bendapudi (2005) suggest that organisations should invest time and energy to train 

employees who live the brand to sustain their behaviour in reflecting the core brand values.  A brand-

centric environment has to be created for employees to live a brand and feel confident and comfortable 

to best serve the company and brand and in turn, themselves. To reiterate what was stated in the previous 

section, internal branding aims to ensure the happiness of employees as internal clients of the 

organisation (Nirmah et al., 2017). 

 

Persuasive arguments about the value of a brand have to be presented, and unique brand identity has to 

be created under the presumption that a strong brand identity drives employee commitment and they 

will also be committed to change (Harris & De Chernatony, 2001).  This entails that both the cognitive 

and affective dimensions of employees' behaviours must be engaged so that they can locate themselves 

within the brand identity process.  If they do not, they cannot emotionally connect in a way that is 

believable to themselves and ultimately, consumers. Therefore, not only is effective branding important 

for increasing sales, it is fundamental to enterprise survival as well.   

 

Employee behaviour and brand commitment.  Authors such as Burmann and Zeplin (2005), Judson et 

al., (2006), and Vallaster and De Chernatony (2006) generally acknowledge that if internal branding is 

increasingly and consistently implemented there will be a marked change in employees' behaviour to 
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support a brand.  Judson et al. (2006), more specifically related the significance of internal branding 

activities in assisting employees to understand the values of their organisation and enact these values in 

their daily work.  This is especially the case, for instance, among people working for tech companies, 

such as Apple, who not only work for the brand but also likely own Ipads, iPhones, and other Apple 

products.  At a certain point, such cohesion can blend into the local social culture to create what can be 

perceived as super brands.     

 

One type of employee behaviour that is a consequence of internal branding is referred to as 'brand 

commitment.' Brand commitment is defined as "the extent of psychological attachment of employees to 

the brand, which influences their willingness to exert extra effort towards reaching the brand goals” 

(Burmann & Zeplin 2005, p.284). Employees become very committed to their organisations when they 

develop a positive and enduring relationship with them (King& Grace, 2008). This generally entails 

consciously planned strategies by the company that would enable employees' self-development and 

engenders consistent behaviours. This also calls for creating internal platforms for interaction for the 

advancement of the brand (Jayampathi & Dissanayake, 2018).   In the long run, these interventions relate 

to addressing the need for employees to feel as if they are part of a team rather than corporate slaves. 

Vallaster and De Chernatony (2009) used the term, 'brand adequate behaviour' while Punjaisri and 

Wilson (2011) used 'brand performance behaviour' as analogous to this kind of positive behaviour.  

These scholars base their logic on the argument the creation of successful brands is a function of 

employee commitment. Brand performance is the brand supporting behaviour of committed employees 

to understand brand values and to act accordingly in dealing with stakeholders (Punjaisri & Wilson, 

2009).  Employees also sustain their brand support behaviours by living the brand as earlier discussed. 

  

Engaging employees. Internal branding activities also result in engaging employees to enthusiastically 

represent the organisation in a manner consistent with brand values, culture, and strategy and deliver on 

the brand promise. Kahn (1990, p.694) ‘defines employee engagement as the harnessing of organisation 

members' selves to their work roles; in engagement, people employ and express themselves physically, 

cognitively, and emotionally during role performances.’ Truss et al (2006) referred to this as a passion 
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for work. On the whole, it embodies the employee's cognitive as well as affective commitment to an 

organisation (Richman 2006; Shaw 2005). To enhance engagement, it is important for companies "to 

create an environment in which the employee feels passionate about the vision and corporate objective 

and understands how he or she contributes to and participates in the organisation's success" (Robinson 

et al., 2004, p.134). By creating encouraging environments, organisations can engage employees in the 

specific behaviours which are necessary for making their brands' promises their brands' realities. 

 

Brand-supporting behaviours. The strategic location of employees at the interface between the 

organisation and external customers places them in the best position to bridge expectation gaps among 

stakeholders (Vallaster & De Chernatony, 2006). In consideration of this logic, organisations are 

creating a culture in which employees are motivated and can, therefore, be persuaded to support the 

organisations' brands and deliver the brand promises to customers (Schultz, 2003).   This has 

implications for HR principles which must be functionally aligned with work to create the necessary 

cultural change that shapes a wholesome environment for employees to support the brand. (Aurand, et 

al. 2005). Such an environment also facilitates experiencing shared values which reinforces the 

employees' motivation to support the brand (De Chernatony, 2001; Faust and Bethge, 2003). Employees 

are seen as an invaluable group that can impact the branding process (Burmann & Zeplin, 2005; 

Papasolomou & Vrontis, 2006; Punjaisri & Wilson, 2007).  

 

What can make a difference in the manner in which employees perform their roles to attain the brand 

vision? They are responsible for consistently translating their company's brand vision to satisfactory 

services (Berry, 2000; Punjaisri & Wilson, 2007; Punjaisri & Wilson, 2011). Thus, employees' attitudes 

and behaviour have a crucial and often measurable impact on how customers feel about particular 

products and services (Henkel et al, 2007; Punjaisri & Wilson, 2007; Kimpakorn & Toqcuer, 2010). 

They can positively or negatively affect the outcomes of service delivery perceived by customers 

(Hartline & Ferrell, 1996; Berry, 2000). Employees should not only be friendly and skilled but also have 

consistent behaviour (Burmann & Zeplin, 2005). This means that they should exhibit brand supportive 

behaviours consistent with their company's brand vision (King & Grace, 2008). Such behaviours rely on 
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their awareness or understanding of the brand promise and brand commitment (Ind, 2003; Burmann & 

Zeplin, 2005). This is significant for the study because the support and motivation for the employees 

can be perceived in terms of the richness of information provided to them for them to develop appropriate 

on-brand behaviours. The brand support behaviours that were investigated in the study include brand 

knowledge, commitment, and citizenship which are discussed in section 2. 3.2 of this chapter.   

 

2. 2.2. The Importance of Internal Branding to Organisations. 

 

Successful organisations consider internal branding as an important integral dimension of marketing. 

They realize this importance because the first group of individuals to whom they must prove their worth 

is employees. This holds because employees represent the actors who are tasked with transmitting 

positive messages to consumers about said brands. It is critical to business success (Gronroos, 2007) 

since it is the foundation of the signals transmitted to targeted consumers to entice them to purchase 

products and services (Blumenthal, 2003; Fan, 2005). Positioning the brand internally entails persuasive 

communications that flow both internally and externally (Punjaisri, Wilson & Evanschitzky, 2008). 

Among internal stakeholders, employees matter the most in positioning the brand (Aaker, 2004; 

Vallaster & De Chernatony, 2006). Organisations have to internally demonstrate their recognition for 

employees for, without them, organisations have little option but to fail (Lam et al., 2010). Organisations 

also have to motivate their internal audience to make their central internal brand message and personality 

consistent with external messaging (Yoo & Park, 2007).  In short, there must be cohesion as well as a 

consistent re-valuation of how employees, as well as consumers, respond to the messages put out by 

brands.  

 

According to literature, a holistic framework for managing internal branding processes is preferred over 

decentralized management which is often attached to the function of the marketing department (De 

Chernatony et al., 2003; Mahnert & Torres, 2007). This is because internal branding involves interrelated 

elements and processes that span the whole organisation and does not solely involve marketing. These 

essential elements are identified by Harris and De Chernatony (2001:351) which includes “vision and 
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culture, positioning, personality, relationships, presentations, reputation, clearly defined communication 

and experience, and business benefits.” 

 

This gives impetus to the alignment of values and behaviour as a means of better understanding how 

companies operate to achieve not only profit maximization but enterprise viability as well (Faust & 

Bethge, 2003; Keller, 2007; Knox & Maklan, 2001; Mitchell, 2002; Tosti & Stotz, 2001). Quite related 

is how human resources in an organisation are managed to serve as brand ambassadors. The importance 

of internal branding further affirms the need and importance of this present study.  

 

The growing importance of internal branding is now evident in the academic sense and practice, 

however, there is not much attention in research that is focused on the organisational factors affecting 

the process (Iyer et al., 2018). 

 

2.3. Organisational enablers and brand support behaviours 
 

This study adopts the proposition that the dynamics of internal branding are shaped by the confluence 

of organisational factors, individual factors, and the brand. The organisational factors serve as enablers 

of individual brand supporting behaviours to ensure the alignment of all organisational members with 

the company brand message (Massel & Ravazzani, 2015). The organisational factors investigated in this 

study refer to the organisational culture, organisational climate, and communication and the brand 

support behaviours include brand knowledge, commitment, and citizenship. 

 

2.3.1. Organisational culture, organisational climate, and communication   

 

2.3.1.1. Organisational culture.  

 

The conceptualization of a brand as an identity system, value system, and personality, as earlier 

discussed, invariably makes the organisational culture a significant factor to consider in internal 

branding. Organisational culture is considered an important cornerstone of internal branding activities 

(Laine et al., 2011; Hankinson 2004).  
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Organisational culture derived its meaning from the definition of culture, in general. Accordingly, 

organisational culture is a complex phenomenon shaped by symbols, meanings, attitudes, values, and 

emotions that govern the behaviour of members of a group.  According to Zeyada (2018:421) "the 

organisational culture includes the beliefs, values, habits, and practices shared by the members of a 

particular community." It is for this reason that organisations differ from one another as the 

organisational culture varies from one organisation to another or from one country to another. 

 

The key elements and dimensions of organisational culture are shared meanings, norms, values, and 

beliefs (Denison, 1996; Vandenberghe, 1999). For this study, Chatman's (1991) conceptualization of 

culture as shared values is adopted. The stability and lasting qualities of these shared values are 

responsible for producing successful patterns of behaviour (Chatman, 1991). 

 

The fundamental beliefs espoused by the organisation and the behaviour of employees are underpinned 

by brand values (Ind, 2007; Tosti & Stotz, 2001). These are founded on the strategic attributes and core 

values of the organisation and are communicated in the process of internal branding (Urde, 2003).  

Collins & Porras (1996) characterize core values as the fundamental and permanent beliefs of the 

organisation that has intrinsic significance to its employees. Vallaster & De Chernatony (2004, p.3) 

advocate that “employees must be informed about the core values of the brand and ideally understand 

them, to live and reproduce the value in any of their actions and interaction."  It should be entertained, 

in addition, that employees very likely influence brand values because they are the agents responsible 

for information (brand and otherwise) transmission.  According to Urde (2003), all these values serve 

as memory signals of the identity of the brand. Thus, an organisational value system (or culture) is said 

to exist when individuals collaborate and agree with the core values of an organisation (Chatman, 1991).  

 

Organisational culture can influence the attitudes and behaviour of employees in an organisation and as 

also argued, employees can impact organisational culture too; there is bi-directionality (Scott-Findlay & 

Estabrooks, 2006). To develop stronger internal values, values need to be consistent between 
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organisations and their employees. Greater convergence of individual, organisational, and brand values 

enable greater alignment between behaviours and on-brand performance (O'Reilly & Chatman, 1986; 

LePla & Parker, 1999). This supports the major proposition of the study that the dynamics of internal 

branding is constituted by the confluence of the company brand value; contextual factors such as the 

organisational culture and climate; and individual brand support behaviours such as brand knowledge, 

commitment, and citizenship. It is therefore important that organisations educate their employees to 

enhance their readiness in living the brand values (Aurand et al., 2005).  However, this requires a brand-

supporting culture that enables the best fit between the organisation and employees through shared 

values (De Chernatony et al., 2003). Though this is easier said than accomplished, the challenge facing 

managers is how to define a brand's values to ensure commitment, enthusiasm, and consistent employee 

behaviour when the latter group is charged with delivering these values as they are manifested in 

products and services (De Chernatony, 1999; Erkmen, 2018; Iyer, Davari,& Paswan, 2018).   

 

Overall, it is incumbent on organisations to understand the importance of their values and take the 

responsibility to promote and communicate these to employees to the point that they become endeared 

to these values, embody the values and adopt these as principles of action.  The embodiment of values 

requires that employees build meaning around and make sense of these for them to effectively "live the 

brand in their day-to-day lives” (Ind, 2007, p.1). When employees live the brand, so to speak, it is likely 

to make them more enthusiastic about the brand for which they work and represent and consequently, 

consumers more confident and trusting of such brands. This is where the significance of organisational 

climate comes in. 

 

2.3.1.2. Organisational Climate.   

 

Organisational climate is likewise a multi-dimensional construct. According to Bowen and Ostroff 

(2004), organisational climate represents the common perception of an organisation based on its 

structural and functional arrangements. Organisational climate is ‘how it feels to work in a particular 

environment and an indication of employees’ perception of those aspects of their environment that 
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directly impact how well they can do their jobs’ (Putter 2010: 10). Ali and Patnaik (2014: 2) advanced 

the definition of organisational climate as- 

‘the concepts people share about the organisation. As concepts, climate perceptions are 

meaningful abstractions of sets of cues, the cues being the many specific events, conditions, 

practices, and procedures that occur in the daily life of organisations. As concepts, climate 

perceptions help individuals reduce information overload and function as frameworks against 

which people identify behaviours that will adapt them to their situation.’ (Ali & Patnaik, 2014, 

p.2)  

 

Although the organisational climate is viewed differently according to organisational levels, Putter 

(2010) considers the organisational climate as a group constructs. As such, it is possible to compare the 

organisational climate perceived by groups of employees. On this basis, the study focused on the 

organisational climate as this is more perceivable as compared to the culture which is more complex and 

submerged.   

 

Organisational climate as a construct has proven useful in determining how employees view their work 

environment (Denison, 2006; Ostroff, Kinicki & Tamkins, 2007). Denison (1996) emphasizes the 

significance of values as it interplays with the attitudes and perceptions of employees of their work 

environment. James, James & Ashe (1990) point out to the collective perception of employees towards 

the work environment. Taguiri (1968) considers the organisational climate in terms of its enduring 

character that is perceived by employees and its capacity to project the traits of the organisation.  

 

Alvesson and Berg (1992) noted that organisational climate research focuses on individual outcomes of 

cultural experience. This means that the organisational climate is how individuals perceive it to be based 

on their experiences in the organisation. This is elaborated by Schneider’s (2008:82) view on 

organisational climate as “an experientially based description of the work environment and, more 

specifically, employees’ perceptions of the formal and informal policies, practices and procedures in 

their organisation.”  The accessibility of the organisational climate by employees, therefore, indicates 

that it is more manifest as compared to organisational culture. 
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 At this point, a distinction is made between psychological and organisational climate. The psychological 

climate works on the level of the individual and is endemic to his perception of the workplace. On the 

other hand, organisational climate operates on the level of units or whole organisations and is shaped by 

the consensual perception of the workplace by a collective of individuals that make up the unit or 

organisation. (Jones & James, 2004).  

 

In organisational studies, organisational climate is considered an intervening variable (Schneider, 2008) 

and in some studies as moderating variables (Friedlander & Margulies,1968; Pritchard & Karasick, 

1993). The close affinity of organisational culture and climate has resulted in these terms being used 

synonymously. These two terms however although related are distinct from each other. For Verbeke, 

Volgering, and Hessels (1998), organisational climate is the perception of the workplace while 

organisational culture is the way of life in the workplace. For Moran and Volkwein (1992), 

organisational culture is an implicit concept and organisational climate is more tangible and explicit. For 

Ashforth (1985), organisational climate is the embodiment of collective perceptions while organisational 

culture is the embodiment of collective assumptions. Denison (1996: p.621) explained that 

‘organisational culture refers to the underlying structure of an organisation, embedded in the values, 

beliefs, and assumptions of organisational members. Organisational climate, on the other hand, is 

reflected in practices and procedures that are observable at the surface of the organisation.” Putter 

(2014:10) further added the following distinctions between organisational culture and organisational 

climate:  

o “The climate of an organisation consists essentially of shared perceptions, whereas the 

culture of an organisation is made up of shared assumptions.”   

o “The organisational climate consists of attitudes and values alone, whereas culture 

exists as a collection of basic assumptions, in addition to attitudes and values.”  

o “The organisational culture is shaped by a collection of fundamental values and belief 

systems which give meaning to organisations while climate consists of more 

empirically accessible elements such as behavioural and attitudinal characteristics.” 

 



30 
 

Despite fundamental differences between organisational climate and organisational culture, these are 

closely related in terms of how these are internalized by members of the organisation. The organisational 

climate is shaped by the existing norms, beliefs, expectations, and symbols that constitute the 

organisational culture.  (Kuenzi & Schminke, 2009). On the whole, organisational culture is more 

implicit compared to organisational climate which is perceivable and can be concretely expressed hence 

organisational climate considered in the study instead of the more implicit organisational culture.  

 

2.3.1.3. Communication 

 

The foregoing sections explicitly point to communication as a critical success factor in internal branding 

and in engaging employees to develop the appropriate brand support knowledge, attitudes, and 

behaviours. The significance of internal communication in developing brand knowledge and 

competence has also received considerable attention in research. Argenti and Druckenmiller (1996) 

defined internal communication as how the organisation communicates with its employees. 

Communication can be inter-organisational, intra-organisational, or extra-organisational that involves 

the application of information management principles (Power & Reinstra, 2004). Internal 

communication is also a means for organisations to gain a competitive advantage through successful 

communication with their external and internal stakeholders (Dolphin & Fan, 2000). The inclusion of 

employees among the internal stakeholders is strengthened by the belief that effective communication 

with and among employees encompasses a substantial part of the internal branding of an organisation 

that is crucial to its success (Hugo-Burrows 1998). 

 

Tosti & Stotz (2001) emphasized the significance of communication to the extent that they define 

internal branding as a process of communication that aims to enhance the understanding of employees 

of the invariable link between brand promise and service delivery.  In this way, more coherence in brand 

delivery, brand promise, and employee personal connection will be attained. Accordingly, employees 

will be able to fulfill the brand vision only if they understand the distinctive qualities of the brand and 

what it represents (Urde, 2003). 
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Blumenthal (2001) integrates communication, commitment, and culture, with clarity and compensation 

into the 5 Cs model. Clarity is the first step of attaining shared brand knowledge to determine the 

appropriate content of communication communicated.  Commitment is the next step that involves 

organisational consensus-building regarding the meaning and strategic significance of the brand. At this 

stage, the success of the brand depends on the extent employees' buy-in of the brand message.  

 

Once the employees demonstrate effective brand knowledge and loyalty then the communication of the 

brand would not be difficult.  Because of the felt need to communicate the strategic message about the 

brand to employees, some companies have adopted certain guidelines such as leadership example, high 

frequency, multiple channels, and environment management. Leaders are encouraged to lead by 

example. The high-frequency guidelines involve persistently repeating the message to people over a 

long-term period.  The multiple channel guidelines involve communicating the message using various 

multi-media tools. Environment management implies that the structural attributes and arrangements 

within the organisation resonate with the brand message (Blumenthal 2001).  

 

The next step is the culture which although notoriously difficult to change, is nevertheless a necessity. 

The principle behind the importance of culture to internal branding is that it nurtures the brand before it 

is pitched to the market (Memon and Kolachi, 2012).  Lastly, companies need to think of attractive 

compensation packages to incentivize employees in the delivery of brand promises. This represents the 

cost associated with the delivery of successful brands (Blumenthal 2001). 

 

Although not a part of the study, the relevance of social media is also worth mentioning at this point. 

Contemporary marketing and branding initiatives demand cooperation and enthusiasm about products 

from not only consumers but also from employees since they represent, in many ways, the true collective 

faces of the brands by which they are employed.  Especially for service sector brands, ensuring that 

employees are cooperative and enthusiastic about branding, especially, branding activities are important.  

The literature demonstrates that, in terms of proactive branding, firms need to engage their employees 
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through social media campaigns just as they would their various external audiences: consumers (Laroche 

et al., 2013).  The literature has begun to refer to this area of inquiry as "social-based media brand 

community," which refers to the environment, typically concerning marketing, which is most concerned 

with firm strategy at the social media and stakeholder level.    

 

Ultimately, communicating core values is worthless if employees are not aware of a brand's values or 

their impact on daily activities.  According to Gróf (2001), clear communication is therefore critically 

important to the value development process.  It is important in aligning the vision and values with goals 

and objectives within the organisation. Grof (2001) is however not sufficiently certain regarding the 

influence of communications on employees to bring about the desired change in culture. Collins & 

Porras (1996) assert that core values cannot be imposed or enforced. Core values develop from the inside 

out (Ind, 2003). This means developing intellectual and emotional buy-in among employees to the point 

that they embody and reflect their company brand values. The process is transformational and involves 

addressing both the functional and symbolic requirements for core values to be developed. Functional 

requirements include training and professional development and symbolic requirements include 

fostering among employees the sense of belongingness and purpose (Neill, 2016).  Hence Punjaisri and 

Wilson (2007) explained internal branding as a process of transforming employees to translate the brand 

message to reality.    

 

2.3.2. Brand support behaviours 

 

Having only descriptive information about the company’s brand values will not carry the company’s 

effort forward (Henkel et al., 2007). Delivering the brand promise first entails that managers and 

employees have to have brand knowledge or a way of speaking about their company brand (Satvati, et 

al., 2016). Burmann et al., (2009) also explained that managers and employees need to develop brand 

commitment. Finally, Burmann and Zeplin (2005) stated that there is also the need to display on-brand 

behaviours. These are key factors in living the brand and in extending the delivery of the brand promise 

(Amgren et al., 2012).  
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2.3.2.1. Brand knowledge 

 

The behaviours and decisions made relative to the brand first and foremost depend on brand knowledge. 

The earlier emphasis on brand knowledge is largely related to external consumers (Keller, 2007). This 

concept, however, is not only exclusive to external customers because translating brand values to reality 

is hinged primarily on the brand knowledge of customers internal to the organisation which includes 

employees who are instrumental in disseminating such knowledge. King and Grace (2008) saw this 

dissemination of brand knowledge as the pre-cursor of internal branding. Brand knowledge 

dissemination is 'the extent to which an employee perceives brand knowledge is transferred from the 

organisation to the employee, in a meaningful and relevant manner for the successful execution of 

employee roles and responsibilities' (King & Grace, 2008: p.2). The dissemination of brand knowledge 

would enable employees to better understand brand values and the meaning of the messages 

communicated by the organisation to strengthen their commitment to the brand (Almgren, Elk & 

Goransson 2012). 

 

The knowledge of the brand can either be explicit or tacit (Scheys and Burt, 2008). The deep involvement 

in the process of acquiring knowledge about the brand develops the employees’ explicit knowledge 

about it. Without this involvement, employees will only be left with tacit knowledge where they depend 

on their experience in understanding the brand. This is a very important distinction for the study because 

the findings can reveal whether the brand knowledge of the participants is constructed explicitly, 

implicitly, or tacitly in the context of their lived experience of the brand.  

 

Brand knowledge largely facilitates the development of brand-oriented behaviour of employees which 

is essential in creating a more consistent communication of the brand in an organisation. Deeper 

knowledge about the meaning and values of the brand allows employees to meet customer expectations 

of the brand (Punjaisri, et al., 2009; Punjaisri & Wilson, 2011). This involves both the implicit and 

explicit knowledge of the organisation's brand that aligns customer expectation with brand values 

mediated by appropriate on-brand behaviours of the employees (Simi 2014). On the whole, knowledge 
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is one of the foundational outcomes of internal branding that positively affects organisational identity 

and brand performance (Lohndorf and Diamantopoulos 2014). 

 

Whereas brand knowledge had been discussed in the brand literature (Zhang, 2015; Karam & Saydam, 

2015; Farjam & Xu, 2015), personal knowledge of the brand is considered the lowest level where the 

brand recall continuum begins that progressively leads to the development of complex cognitive 

structures that are constructed and reconstructed to develop detailed information about the brand 

(Koniewski 2012). This relates to brand as a process of developing mental images and cognitive 

structures that allows employees to gain better knowledge about their company products or services 

(Ozcelik 2015). These cognitive structures ultimately pertain to sustained knowledge about the brand 

(Ng and Houston 2009). 

 

Alnajjar (2017) compared the continuum to a spectrum of knowledge. He explained that static 

knowledge is positioned on one end of the spectrum and this knowledge only circulates among a few 

experts. Dynamic knowledge occupies the other end of the spectrum and is “emergent within the 

conversational spaces among people allowing knowledge to be repackaged and transformed producing 

co-constructed knowledge (p.18).” Furthermore, social interaction facilitates the alignment of existing 

knowledge of individuals to allow the emergence of new understanding and meanings (Damsa 2013).  

These notions are consistent with internal branding in terms of knowledge building (Amgren et al., 2012; 

Wallstrom et al., 2008) and knowledge reconstruction (Muhlbacher & Hemetsberger,2008).  

 

The interactions that happen among employees that lead to the construction of brand knowledge involve 

a learning process (Dean et al., 2016; Damsa, 2013; Ann and Herman, 2008).  Damsa (2013) further 

explains that knowledge construction can occur in three levels. Knowledge construction of the 

organization including its social norms and values happens at the sociogenic level. The construction of 

knowledge that individuals can utilize for personal development during their lifetime happens at the 

ontogenic level. Lastly, the emergence of knowledge as a consequence of the daily social interaction 

among individuals within the organization happens at the microgenic level.  This level of knowledge 
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construction is most visible as it can be observed whenever it happens inside the organization (Damsa, 

2013). On the whole, the three levels of knowledge construction demonstrate that 'learning is a process 

of construction which is actively realized through social interaction mediated by language, objects, or 

artifacts' (Damsa, 2013: p. 10). Knowledge construction at the microgenic level is most relevant to the 

study because, in the day-to-day work environment, employees' knowledge of their company brand 

eventually becomes re-constructed through social interactions with their colleagues. 

 

While brand awareness has received considerable attention in the literature (Lazarevic, 2012; Kucuk, 

2010; Bohrer, 2007; Štrach & Everett, 2006; Laurent et al., 1995; Aaker, 1991), there seems to be a 

paucity of studies dealing with brand knowledge. Three international academic brand journals published 

between 2010 and 2015 containing 409 articles were analysed and the results showed that the subjects 

widely studied in these articles included brand concepts, brand management, brand equity, and brand 

attitudes (Sonauglu & Tuncel, 2015). Brand knowledge as an independent concept was never 

investigated in these articles.   

 

In studies done on brand knowledge, the construct was investigated concerning brand penetration (Helin, 

2008), destination branding (Hsu & Cai, 2009), fashion branding (Alimen & Cerit, 2010), brand equity, 

and purchase intentions (Allison, Mahosoa, and Makhetha (2016), and consumer attitudes and brand 

placement (Drumond, 2017).  

 

In Helin’s (2008) study, knowledge of a particular brand (Quosis) was investigated concerning the 

penetration of the brand message among customers. The results showed that the complexity of the brand 

message was inversely proportional to penetration hence the author recommended stating the brand 

message in simple terms to gain wider penetration among the consumers (Helin, 2008).  

In Hsu and Cai's (2009) study, the conceptual relationship of brand knowledge, brand trust, and brand 

loyalty were used to build a destination branding model. The sequential relationship of the three 

variables was synthesized from literature in the field to show that brand knowledge, brand trust, and 
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brand loyalty influenced the destination preferences of potential travelers. Another conceptual study 

investigated brand knowledge concerning brand equity and purchase intentions and conceptually 

demonstrated that brand knowledge influenced brand equity and purchase intentions among Generation 

Y consumers (Allison, Mahosoa, and Makhetha, 2016).  The findings of these two studies were based 

on bench research hence are highly theoretical. These studies did not look into the actual brand 

knowledge of the intended customers. 

 

In Alimen and Cerit’s (2010) study, the brand knowledge of students was investigated concerning nine 

international fashion brands in Turkey. The study revealed that students belonging to fashion-related 

departments and female students, in general, had more knowledge of the brands which can potentially 

influence their preferences of these nine brands. In Drumond's (2017) study, a test and recognition 

experiment for brand awareness as functions of brand knowledge was done to determine the effect of 

brand knowledge on consumer attitudes and brand placement. Results of their study suggested that brand 

awareness and brand recognition were directly related to consumer's attitudes and product placement in 

the categories of products investigated. Drumond's (2017) study is quantitative and focused on the 

mathematical correlation of the variables investigated. 

 

How managers and employees express their brand knowledge in the light of their lived experience is a 

reflection of the success of internal branding as an enabler of knowledge construction. With the right 

commitment, employees will not only have the necessary brand knowledge but would also want to 

communicate the brand meaning to customers. 

 

2.3.3.2. Brand commitment 

 

Internal branding also drew interest in studies on the significance of employee commitment. 

Commitment is a complex concept that involves multi-dimensional psychological and behavioural 

attributes. According to Gull and Ashraf (2012, p.303), commitment is an “attitude of association and 

loyalty by a person.” It is a persistent force that directs behaviour independently of other drives (Rego 
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et al., 2004). About the topic, commitment is "an employee's psychological and emotional attachment 

to the brand" (Dryl, 2017). 

 

Commitment is a behavioural construct manifested in an employee's resolve to continue maintaining the 

relationship with his or her organisation. The outcome of commitment for employees is their decision 

to continue membership with the organisation and support its brand vision. In the context of commitment 

as a behavioural construct, three forces link employees to the organisation: affective commitment, 

normative commitment, and continuance (Allen and Meyer, 1990; O'Callaghan, 2009). According to 

Allen and Meyer, 1990:p. 3), 'employees with strong affective commitment remain because they want 

to, those with strong continuance commitment because they need to, and those with strong normative 

commitment because they feel they ought to do so.' 

 

 

Employees develop affective commitment when they perceive trust in their relationship with the 

organisation and they enjoy the outcome of this relationship.  This is realized through the congruence of 

organisational and individual goals mediated by shared values. As such, strong attachment and 

identification are generated among employees. Affective commitment leads to normative commitment 

when employees develop a strong sense of obligation to their organisation. It stimulates the motivation 

for employees to do what is right the volition to act in a way that meets the best interest of the 

organisation. Continuance commitment is the feeling of being bound to the organisation that sustains 

the decision to stay and maintain a long-term relationship with the organisation. Continuing membership 

as a course of action benefits and brings relevance to the organisation (O’ Callaghan, 2009).  

 

It is not only commitment but the quality of commitment that matters (Randall, Fedor, & Longenecker 

1990). Quality commitment is the “employee’s affiliation, identification and participation with 

organisational goals and values resulting in increased work engagement and improvement activities” 

(Gull and Ashraf, 2012: 303). It is the dedication and perseverance demonstrated by members of an 

organisation (Williams 2006). Percei and Rosenthal (1997) explain that eagerness and the ability to 

deliver among employees are strongly driven by commitment. This is supported by the study of 
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Punjaisiri, Evanschitzsky, and Wilson (2009) wherein they found that internal branding to commitment 

was positively related. 

 

2.3.3.3. Brand citizenship 

 

Another concept explored in the study is how employees live the brand. The literature refers to this 

concept as brand citizenship. Brand citizenship is derived from Organ's (1988) concept of organizational 

citizenship and built upon by Burmann and Zeplin (2005). Organ (1988:p.70) conceptualized 

organisational citizenship as 'an alternative form of performance which is differentiated from traditional 

performance based on its relative freedom from situational and ability constraints.' Accordingly, he 

defines organisational citizenship behaviour as: 

“individual behaviour that is discretionary, not directly or explicitly recognized by the formal 

reward system, and that in the aggregate promotes the effective functioning of the organisation. 

By discretionary, we mean that the behaviour is not an enforceable requirement of the role or 

the job description, that is, the specifiable terms of the person's employment contract with the 

organisation; the behaviour is rather a matter of personal choice, such that its omission is not 

generally understood as punishable” (Organ, 1988: p.4) 

 

Burmann and Zeplin (2005) built on the foregoing conceptualization of organisational behaviour by 

situating this in the context of branding and called this brand citizenship behaviour or BCB (see also 

Shaari et al., 2012). Accordingly, brand citizenship behaviour refers to the employees' voluntary actions 

that are reflected in their usual manner of projecting the brand identity (Burmann & Zeplin, 2005). 

Burmann and Zeplin (2005) explained that brand citizenship behaviour is related to brand knowledge 

and brand commitment in explaining the holistic delivery of the brand promise.   

 

While being a relatively new concept, brand citizenship behaviour was found to have accounted for the 

improved brand delivery by employees through the alignment of their knowledge and commitment to 

the organisation's brand (Shaari, Salleh & Hussin, 2011). This makes brand citizenship behaviour a 

factor that sustains the knowledge and commitment to the brand in the trajectory of delivering the brand 

promise. Positive brand experience is ensured when all employees manifest strong brand commitment 

that leads them to behave as brand citizens. Commitment is an antecedent to brand citizenship behaviour 
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(Burmann and Zeplin, 2005). On the whole, brand citizenship equates to ‘living the brand’ and includes 

all behaviours that strengthen the brand (Malmberg, 2008, p.12).   

 

Burmann, Zeplin & Riley (2008) later identified four antecedent constructs upon which brand citizenship 

is built to provide the organisation with a greater competitive edge.  The constructs were summarized 

by Shaari et al (2011, p.173) as follows: 

 

Table 4. Dimensions of Citizenship Behaviour Cited by Shaari et al. (2011; p.173) 

 

  Adopted from Shaari et al. (2011; p.173) 

 

In general, all the constructs cover the employees’ actions in going the extra mile based on their 

willingness to take on responsibilities that are beyond their job descriptions. This is a result of their 

commitment and their strong belief and identification with the brand (Yakimova et al., 2017). 
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2.3.3.4. Negative Side of Internal Branding 

 

Internal branding has great promise for organizations but there can be stumbling blocks and negative 

consequences as well. In a study of companies with offices in the Pomerania Voivodship, Poland, Dryl 

(2017) reported that limited knowledge about brand values among employees affected internal branding 

effectiveness especially on the transference of brand values from management to employees. It was also 

found that on top of in-role and extra-role behaviours that defined the brand commitment and citizenship 

of employees, there was also the anti-role behaviour that causes negative performance in delivering the 

brand promise at the frontline. Garas et al (2018) identified this anti-role behaviour as sabotage. 

Accordingly, anti-role behaviour is dangerous and can compromise the production and reputation of the 

company if left unchecked by managers. Accordingly, managers can detect potential within-role, extra-

role, and anti-role behaviours from performance reviews of employees (Wallace, de Chernatony & Bull, 

2011). From the perspective of this researcher, assessing the commitment and citizenship of employees 

can also help reveal potential anti-role behaviours.  

 

Stress, anxiety, low motivation, and lack of recognition and rewards can also be sources of 

dissatisfaction in the work environment (Wallace, de Chernatony & Bull, 2011) that can negatively 

affect internal branding. This highlights the necessity of providing the needed resources, especially in 

the internal branding process to educate employees (King and Grace, 2008).  Manhert and Torres (2007) 

further identified the factors that account for the failure of internal branding. These included 

organizational factors such as culture and insular thinking; informational factors such as inadequate 

market data; communication factors such as a multi-directionality of communications; and management 

factors such as poor brand leadership. Accordingly, Manhert and Torres (2007) proposed a consolidated 

internal branding framework to address the failures of the process, however, did not elaborate further on 

what this framework entailed. They emphasised though that the keys to addressing the failures of internal 

branding are thorough planning, execution, and evaluation of internal branding programs. Other authors 

agreed that when internal branding is properly planned and executed, then managers and employees 

would have better knowledge and attitude towards the brand together with the skills to meet and exceed 
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customer expectations of the brand (Barros-Arrieta & Garcia-Cali, 2020; Nirmali et al., 2017; Punjaisri 

et al., 2009). 

 

2.4. Co-creation in internal branding 
 

The concept of co-creation is at the heart of the shift in marketing towards a service-dominant (S-D) 

logic. Originally, the S-D logic implies a dyadic relationship between the external customer and the firm. 

This later extended to other stakeholders that made the relationship a multilogue rather than a dialogue 

(Vargo and Lusch, 2008).  

 

In developed economies, the growing significance of the service sector led to the shift in the traditional 

focus on the brand as output to the conceptualization of brands as complex social phenomena 

(Muhlbacher et.al., 2006; Muhlbacher, 2008) and social processes involving multiple stakeholders. The 

increasing recognition of the role of multiple stakeholders in branding (Vallaster and Wallpach, 2013) 

stimulated the concept of the brand as co-created and branding as a process of co-creation.  Branding as 

co-creation emerged as a new stream of research as a result of the early studies of Vargo and Lusch 

(2009), Gronroos (2000), and Prahalad and Ramaswamy (2000). Payne et al. (2009) cited that the earlier 

streams of research conceptualized brand meaning as either customer-ascribed value or mental image of 

the brand. It has to be noted though that these streams of research whether early or emerging remain to 

be focused on the buying customers or end-users. Even in the advent of social media, brand research on 

the concept of co-creation together with so-called online brand communities remains largely centered 

on external consumers (Schembri and Latimer 2016).   

 

Muehlbacher and Hemetsberger (2008) concurred with the notion of co-creation but used the term, brand 

interest group, instead of customers as co-creators of brands.  Brand interest groups according to the 

authors do not consist of external consumers alone but also include the company employees who provide 

the services as well. They explained that brand meaning is co-created from the interplay of knowledge 

as a consequence of social discourse that transpires within this group. The concept of brand interest 

groups highlighted the role of employees in the branding process. This is of strategic significance to the 
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company because focusing only on external customers and neglecting internal customers will only make 

the organisation survive in the short term (Sharma et al., 2014).  

 

As the stakeholders of branding expanded, Batey (2008) noted a corollary phenomenon in terms of the 

evolution of the language of brands that differentiated products or services in the competitive markets. 

The attempt to develop a brand management vocabulary only resulted in a diversity of meanings ascribed 

to these products or services. This observation applies to the branding process as well. The shift from 

customer-centric to employee-centric branding has since spawned a variety of  "co-" concepts in 

branding literature such as co-branding (Andreini, et al. 2016), co-production (Sukoco, Wu, and Liu, 

2016; Garrow. 2016)), co-consumption (Sukoco, Wu and Liu 2016), co-innovation (Fernandes and 

Remelhe 2016), and co-construction (Schembri and Latimer 2016) on top of co-creation.  Co-branding 

is the partnership of alliance between two brands to create a new product brand (Andreini et al., 2016). 

Co-consumption refers to the distribution and sharing of knowledge among members of a brand 

community while co-production is the sharing of knowledge between the consumer and the producer 

(Sukoco, Wu, & Liu, 2016). Co-innovation is the generation of new organisational values from internal 

and external sources that are shared through a common platform (Fernandes & Remelhe, 2016). Lastly, 

co-construction in the construction of knowledge as a result of social interaction (Schembri & Latimer, 

2016; Damsa, 2013) Other than co-creation, the concept of co-construction is significant to this study as 

it has implications to brand knowledge building.    

 

While useful insights into this complex process have been discussed in the literature (Kozinets, 2002; 

Hetzel, 2007; Sherry et al., 2007), the dominant perspective still largely focused on external customers 

as partners in co-creation, co-production, co-branding, co-innovation, and co-construction. The 

emergence of the stakeholder theory, however, extended the range of meaning of customers to include 

internal customers such as managers and employees of a company.  Before they can deliver value to 

external consumers, they must first live up to it. Since employees are instrumental in delivering the brand 

promise, they can only give as much as they have. The permeability of the branding context allows the 

co-creation principle to find its way to internal branding (Vallaster and von Wallpach, 2011). 



43 
 

To elaborate, the researcher adopts the idea of convergence and integration (Prahalad & Ramaswamy, 

2004) of collaborators such as the company and its employees that make the process of internal branding 

space for the potential co-creation of internal branding experience. Holbrook, (2006) highlights the link 

between value and experience as he points out that value resides in the consumption experience and not 

in an object, product, or position. In the context of the study, internal branding is a continuous process 

that sees the convergence of corporate-level brand policy with operational-level branding experiences. 

What transpires is the continuous reconstitution of brand meaning, commitment, and behaviours among 

employees.  Co-creation happens in the "connected space where the organisation and individuals meet 

through face-to-face and online interactions. This is a fluid space where brands are discussed and 

developed and people participate in the movement of ideas." (Ind et al, 2013, p.9). 

 

 

The important aspect of this collaboration is the participation of the managers and employees in terms 

of role performance. Participation raises the bar of on-brand performance (Ind et al. 2013). Participation 

is an ingredient in trust-building and as people work and collaborate, commitment towards each other 

and the organisation makes them feel closer to the brand. The space for collaboration created by 

integration and convergence becomes an environment where participants socialize, interact, and inter-

relate to facilitate the exchange of meanings. This leads to a greater willingness to provide significant 

input to the conversation relative to the brand that can result in the generation of new meanings.  

 

Ind et al. (2013:p.9) define co-creation as 'an active, creative, and social process based on collaboration 

between organisations and participants that generates benefits for all and creates value for stakeholders.' 

Co-creation is characterized as a dynamic and social process.  To this effect, Ramaswamy and Gouillart 

(2010) recommended that interactions need to be structured every time it happens to adequately address 

the expectations of the organisation and the participants. The foregoing explanation implies that first, 

co-creation is a manner in which individuals and organizations work together within the cultural spaces 

earlier discussed, and second, co-creation is a social process. The social nature of co-creation makes the 

process of internal branding compatible with social constructionism.  
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From the earlier notion of social constructionism in the form of the phenomenological reflections of the 

social world (Schutz, 1967), Searle (1995) explained that that the means used by individuals to make 

sense of the world are not naturally pre-determined but are the products of human interactions. Social 

constructionism thereby focuses on the involvement of individuals in the act of ideating, classifying, 

typifying, categorising, and experiencing to derive representations of reality (Hacking, 1999). 

 

Social constructionism maintains that knowledge is constructed the moment humans make sense of their 

world. The resulting knowledge from this experience is not singular and absolute but plural and multiple. 

The emphasis of social constructionism is on the interaction of individuals that leads to understanding 

the various meanings that they ascribe to their experiences (Easterby-Smith, Thorpe, and Jackson, 2012). 

Interaction involves the individuals' perception, creation, and interpretation of their world. Interpretation 

entails sharing of individual experiences that involve culture and communication. In short, individuals 

socially construct their world by interacting and talking to other people (Burr, 2015). Social 

constructionism posits the epistemology that equates the active process of interpretation with human 

experience thereby rejecting the notion of human experience as a passive mental impression of external 

reality (Jacobs & Manzi, 2000).   

 

In the context of organizations, employees share and exchange knowledge with their colleagues through 

their social interactions daily. In this regard, social constructionism is compatible with the purpose of 

the study as it enables the researcher to understand the meanings that the participants attach to the brand 

and also their behaviour in the delivery of the brand promise. In general, social constructionism provides 

a theoretical lens for visualizing the creation of meaning and the meanings attached by individuals to 

their experiences. In the particular context of the study, social constructionism provides a theoretical 

lens for examining how employees understand and ascribe meaning to the brand based on their lived 

experience. 
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2.5. Research Gap  
 

To provide a background for the theme of the study, the concepts of brands and branding were discussed. 

The significance of the review of these concepts is that it highlighted the concept of the brand as an 

evolving entity and branding as a customer-centric process.  Corollary to the theme of the study, the 

concept of internal branding was also discussed. This focused on the importance of organisational factors 

such as communication and organisational climate as well as brand support behaviours such as brand 

knowledge, commitment, and citizenship. The review of the concepts of internal branding indicated that 

internal branding is a social process where brand values are co-created as a consequence. To this effect, 

the concept of brand co-creation was reviewed and discussed. The highpoint of the review is the notion 

of brands as a social construction.   

 

In the literature, the predominant stream of research on brands is largely external customer-centric or on 

people who buy brands (Bastos and Sidney, 2012). Whereas there is an increasing recognizing of the 

role of multiple stakeholders in branding, this area remains under-studied (Vallaster and Wallpach, 

2013) hence there is a knowledge gap on the role of multiple stakeholders in branding.   

 

In the specific field of internal branding, Owen (2002) noted the need for more studies to explore the 

process and related dimensions. After more than a decade, Sasse (2016) cited that employee-centric 

branding has yet to be fully explored as there is a lag in terms of how companies address internal 

branding, in particular. Dean et al. (2016: 3042) also noted that "internal branding studies have not 

provided an in-depth understanding of how the social interactions among the internal audiences develop 

into a shared brand meaning." Furthermore, Saleem and Iglesias (2016: p.43) observed that the field of 

internal branding still ‘remains a fragmented field comprising of key independent components such as 

brand ideologies, brand leadership, brand-centered human resource management, internal brand 

communication, and internal brand communities.’   

 



46 
 

Whereas the literature is rich in the conceptual and theoretical aspects of branding, per se, the empirical 

studies on branding concepts and theories are largely external customer-centric. While there had been 

considerable studies on internal branding, there is limited research on the dynamics of internal branding 

as influenced by organisational factors and brand support behaviours in a single context. Therefore, it is 

evident that there is a specific knowledge gap on the internal branding process, its related dimensions, 

and factors affecting the internal branding dynamics. 

 

In the literature reviewed, most of the studies used the quantitative method of research in favor of the 

qualitative method. This suggests that there is a gap in terms of outcomes in favor of the positivist as 

compared to the interpretivist perspective. A corollary observation is that most studies on branding are 

done in the West. As such, there remains a dearth of studies in the context of the service economy, for 

example, the airline industry. Research on internal branding in the Middle East and the specific industry 

context of the study is still wanting, which indicates a research gap.  

 

2.6. A Synthesized Model of Internal Branding from the Literature  
 

From the literature review, several independent factors had been cited that can be used for the 

development of a heuristic internal branding model.  The evidence from these studies, however, did not 

categorically show causality despite the empirical attempts and the relationship of the variables has not 

yet been confirmed either (Shaari et al., 2012). In the case of brand awareness, for instance, some authors 

emphasise the antecedent factors differently from others (Liu et al. 2017; Vallaster & de Chernatony 

2006; Shaari et al., 2012). In the case of brand commitment, some view this construct as 

multidimensional (Burmann and Zeplin, 2005; Burmann et al., 2008; Kimpakorn and Tocquer, 2010) 

while other authors see this as a one-dimensional concept (King and Grace, 2008; Miles and Mangold, 

2005; Punjaisri and Wilson, 2007).  Kimpakorn and Tocquer (2009) postulated that there is a positive 

correlation between brand knowledge with brand commitment and the employee's brand behaviour in 

the course of delivering the brand promise.  Löhndorf & Diamantopoulos (2014) extended the social 

identity approach to account for the internal motivation of employees and the social exchange theory to 
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account for the external motivation of employees in developing brand-building behaviours. 

Sydänmaanlakka (2018) further identified the factors that different authors associated with internal 

branding which are shown in Table 5. 

 

In the existing literature, the foregoing factors or brand constructs were investigated independently. This 

suggests that the postulated relationship of these factors to internal branding is highly context-specific. 

This means that the factors emphasized by the different authors highly depended on the setting where 

the investigation took place.  The researcher, however, sees the importance of simultaneously examining 

some of these brand constructs, specifically, organisational factors and brand support behaviours such 

as brand awareness, commitment, and citizenship. 

 

Table 5. Factors Associated with Internal Branding 

Authors Brand 

Orientation 

IB Mechanisms Employees’ 

Perception 

Employees’ 

Psychological 

State 

Employees' 

brand-building 

behaviours 

Liu et al., (2017)      

Lohndorf & 

Diamantopoulos 

(2014) 

     

Punjaisri & Wilson 

(2013) 

     

Baumgarth (2010)      

Mohart e al., (2009)      

Punjaisri & Wilson 

(2007) 

     

Ewing & Napoli 

(2005) 

     

Vallaster & de 

Chernatony (2005) 

     

Miles & Mangold 

(2004) 

     

 

Based on the "given knowledge" on the factors influencing internal branding in the literature, the author 

synthesized a framework that served as an initial guide for the further exploration of these factors not 

from a causal approach but the meanings ascribed to them by managers and employees of an airline 

company. The synthesised framework is shown in Figure 1. 
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Accordingly, the literature suggests that organisational factors in the form of deliberate interventions 

such as internal brand communication, brand leadership, HR practices, and rewards and incentives 

influenced internal branding. The success of these interventions can also be further influenced by the 

existing organisational climate in the company. The goal of internal branding is to sustain the effective 

delivery of the brand promise to customers by enhancing the brand awareness, commitment, and 

citizenship of all members of the organisation.  Since employees are at the frontline of this touchpoint, 

their brand knowledge, commitment, and citizenship are not only essential but instrumental to the 

success of brand promise delivery.  

 

Figure 1. Synthesized Model of Internal Branding 

 

 

 

The proposed model integrates the mediating effect of organisational factors and depicts internal 

branding as a means of creating brand awareness which is essential to the delivery of the brand promise. 

The model also shows that delivery of brand promise does not solely depend on brand awareness per se, 

but also its ramifications such as brand commitment and brand citizenship. Consequently, all these 

contribute to the company's overall strategy of delivering the brand promise. 
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This study aims to investigate the dynamics of internal branding in the airline industry. The researcher 

conceptualizes the dynamic as the confluence of organisational and individual factors in the work 

environment. For and in consideration of the above premises, this study will help close the gaps by 

contributing knowledge on the dynamics of internal branding that considers both organisational and 

personal factors using the qualitative method of research based on the experiences of managers and 

employees of a locally-based service company. 
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CHAPTER 3: RESEARCH METHODOLOGY 
 

This chapter describes the research design and method used in the study. The research design is the plan 

for the study (Leedy, 1997) that provides the framework for action (Durrheim, 2004) which includes the 

method and procedures of data collection to come up with the answers to the research questions 

(MacMillan & Schumacher, 2001).   

 

Specifically, this chapter provides the justifications of the researcher’s choice regarding the adoption of 

the appropriate research philosophy and the use of the corresponding approach, method, strategy, and 

techniques of data collection. These elements of the research methodology are illustrated in the “research 

onion” in Figure 2. 

 

Figure 2. Research Onion 
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The research onion depicts the main layers or stages that need to be accomplished to implement an 

effective research methodology (Saunders, Lewis, and Thornhill, 2016). The methodology starts with 

the identification of the main philosophy; the corresponding approach, method, and strategy to be used; 

the time horizon; and the data gathering and analysis protocols. The following sections "peel" through 

the layers of the onion and discuss the elements of the research methodology.  

 

3.1. Research Philosophy 
 

To understand the dynamics of internal branding, this study looked into the managers’ and employees’ 

experiences of internal branding to gain a deeper insight into the company’s strategy. Internal branding 

as a company strategy is a phenomenon that is never separate from human subjects hence making it a 

legitimate lived experience. Investigating the lived experiences of people to uncover new meanings 

ascribed to such experiences is consistent with the interpretivist/constructivist philosophy (Laverty 

2003) which the researcher adopted as the philosophical foundation of the study design and 

methodology.  

 

Interpretivism/constructivism provides a foundation for understanding reality based on how the world 

is mentally construed by human subjects (Mertens, 2005). In this regard, the units of analysis of 

interpretivist/constructivist research are the perceptions of individuals of the experienced phenomena.  

Interpretivist/ constructivist researchers do not begin with theory but they generate a theory or patterns 

of meanings inductively throughout the research process.  

       

Interpretivist/constructivist studies focus on meanings generated by the experiences of participants. This 

philosophy purports ‘that access to reality (given or socially constructed) is only through social 

constructions such as language, consciousness, shared meanings, and instruments’ (Thomas 2010:p. 

295). This indicates the interpretivist/constructivist ontology on relative and multiple realities. Here, the 

reality is relative (as opposed to absolute or universal) because it largely depends on how a person views 

it. It is multiple (as opposed to singular or dichotomous) because different people will have different 
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views of what is real. It is a philosophical position 'associated with idealism, and is used together with 

diverse approaches, including social constructionism, phenomenology, and hermeneutics; and 

approaches that reject the objectivist view that meaning resides within the world independently of 

consciousness’ (Collins 2010: p. 38). This means that interpretivism/constructionism is a departure from 

the objectivist or positivist view of reality as external, universal, or singular regardless of the person's 

perceptions or beliefs. Hence for the interpretivist/constructionist, the reality is what a person thinks it 

is.  

 

Interpretivism/constructivism adheres to relativism hence rejects the ontology of absolute reality.  

Rather, interpretivism/constructivism supports the plausibility of multiple realities in the minds of 

individuals. The meanings ascribed by individuals depend on their specific experiences and contingent 

situations. Accordingly, there is no such thing as objective reality as each individual has his or her 

interpretation of reality that is socially constructed. Interpretivism/constructivism gives primacy to 

human experience which is molded by an individual's dialectic or dialogic interaction with the world 

(Lincoln & Guba, 1985). Interpretivism/constructivism aims to comprehend reality not from a singular 

point of view but the multiplicity of individual perspectives of the world. In such a case, the researcher 

becomes immersed in the inquiry process through an active dialogue with his or her research subjects 

(Lincoln & Guba 1985). Dialogue is a two-way process that deepens the connection between the 

researcher and the participants which creates an atmosphere whereby the participants feel free to air and 

amplify their views.  

 

The constructivist paradigm adopted in the study is social constructionism which was earlier discussed 

together with its salient features in the preceding chapter of this thesis. To reiterate, social 

constructionism views reality as plural and multiple thereby adhering to the ontology of relativism and 

rejecting the notion of reality as singular and absolute (Easterby-Smith, Thorpe, and Jackson, 2012).  

Social constructionist epistemology centers on the process of social interaction as a means of developing 

the tools for knowing and gaining knowledge of the world (Burr, 2015; Hacking, 1999; Searle, 1995). 

Its epistemology equates the active process of interpretation with human experience thereby rejecting 
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the notion of human experience as a passive mental impression of external reality (Jacobs & Manzi, 

2000). Simply put, individuals construct knowledge of their world by interacting and talking with others 

(Burr, 2015). In the context of the study, social constructionism serves as a theoretical lens for 

visualizing the creation of meaning and the meanings attached by individuals to their experiences and 

for examining how employees understand and ascribe meaning to the brand based on their lived 

experience. From the perspectives of the participants, these realities investigated were constructed 

subjectively based on their lived experiences. From the perspective of the researcher, the lens of social 

constructionism served as a tool that allowed the investigated phenomenon to be viewed objectively by 

insulating the investigator from ontological subjectivism. Furthermore, the phenomenological method 

used in the study helped the researcher in maintaining his objective stance while dealing with the 

subjective experiences of the participants.  The phenomenological method entails epoche’ or the attitude 

of temporarily holding in abeyance any existing personal biases, knowledge, and judgment to allow the 

perceiver to see the essence of the phenomenon Lin (2103).  Epoche’ allowed the researcher to be 

focused on the phenomenon itself rather than on his views, feelings, and beliefs about the phenomenon. 

Furthermore, the researcher constantly checked his written outputs for the occurrence of personal biases 

to make sure that he was just the voice of the participants.  The section on Overcoming Bias in this 

chapter further discusses how the researcher dealt with different biases.     

  

On the whole, the researcher adopted the interpretivist paradigm for the following reasons. First, the 

study aims to understand a phenomenon within a social context, i.e. to understand how a company 

implements its internal branding strategies. In such a case, the strategies used depend on the meanings 

of the strategic messages conveyed by the company. These meanings are held by people involved and 

not inherent to the message delivered. Similarly, the employees who are the recipients of the message 

have different interpretations and knowledge about the brand image depending on their extent of 

awareness of the initial message conveyed to them, the length of their employment in the company, the 

position they hold in the company, and the sum of their personal experiences and interaction with 

colleagues. This variable is deemed the most important because employees are at the frontline of services 
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and the extent to which they convey their company brand and fulfill the company brand promise would 

largely depend on how they understand the brand message. 

 

Second, the awareness of the company brand which is mediated by communication and interaction 

means that the knowledge of the brand is a socially constructed process. This means that ‘ideas and 

attitudes are developed over time within a social community context.’ (Galbin, 2014:p.85). Knowledge 

of the company brand is socially constructed and not simply based on the interaction of employees with 

each other in consideration of the influences of other factors prevailing within the company such as 

organisational culture, the existing community of shared meanings, and the norms of communication.  

Internal branding is a consciously designed process that sees the involvement of people in conveying 

meanings as mediated by the prevailing norms of communication, organisational culture, and 

community of shared meanings within the organisation.  

 

Third, to fully understand how internal branding strategies work, the study is interested in what is 

specific, unique, and to a certain extent deviant in the meanings ascribed by the employees to their 

company brand.  

 

Fourth, the intended outcome of the knowledge generated by the research gives a deeper meaning to the 

activity of internal branding to enhance its internalisation. Lastly, the research objectives can 

appropriately be attained in an interactive, cooperative, and participative manner. All of these reasons 

are most compatible with the interpretivist paradigm.  

 

3.2. Research Approach 
 

The approach to research that is consistent with the interpretivist/constructivist philosophy is the 

inductive approach.  The inductive approach begins with detailed observations to come up with 

generalisations that serve as conclusions.  According to Pathirage et al. (2008:4), ‘induction tends to 

proceed from data to the theory’ hence it does not start from theory, rather it leads to the formulation of 



55 
 

theories. The process starts with the researcher collecting evidence and later building upon these pieces 

of evidence to come up with knowledge and theory. Hence, induction leads to theory development. On 

the whole, ‘the inductive processes involve using evidence as to the genesis of a conclusion.’ (Ritchie 

et al., 2013:6). While the deduction is essentially theory-grounded, induction produces grounded theories 

or grounded-generalisations.   

 

The researcher made use of the inductive approach because it is consistent with the adopted research 

philosophy and the research questions investigated. The inductive approach is compatible with the 

research questions that seek to answer the “how’s" rather than the "what’s” of the phenomenon 

investigated. The inductive approach leans towards the interpretivist/constructivist epistemology on the 

dialogic and dialectic construction of knowledge. The inductive approach explains the phenomenon 

investigated by generalizing from specific and individual data. In this regard, data from the “ground” in 

the form of specific experiences of participants regarding internal branding are the starting point of 

understanding. The interconnection of specific data determined from analysis allows general patterns of 

meanings to emerge that give a better picture of the strategies of internal branding employed and 

deployed, how these are understood, and how success is determined. 

 

3.3. Research Method 
 

The research philosophy and the corresponding approach to analysis adopted in this study are consistent 

with the qualitative research method (Creswell, 2007). Qualitative research is defined as 

 

‘a means for exploring and understanding the meaning individuals or groups ascribe to a social 

or human experience. The process of research involves emerging questions and procedures, data 

typically collected in the participant’s setting, data analysis inductively building from particulars 

to general themes, and the researcher making interpretations of the meaning of the data.’ 

(Creswell, 2008, p.4). 

 

Overall, the qualitative method deals with data that is not numerical but rather textual and discursive 

and hence can be applied to discourse. Qualitative research aims to understand how people experience 

the world not from the lens of a universalized framework but from the perspective of peoples' experience 
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of the world. The qualitative method, therefore, is used to understand the meanings of people's 

experiences rather than generalizing people's behaviours; hence the method is more discovery-based 

rather than verification or validation (Hadjistavropoulos & Smythe, 2001). Other distinctive features of 

the qualitative method include: 

o Qualitative research is carried out in the natural setting 

o The investigator collects data in person hence the researcher is the key instrument 

o Qualitative research relies on multiple sources of data 

o Qualitative researchers use inductive data analysis 

o Qualitative researchers focus on the participants' meanings, not their meaning 

o The process for qualitative researchers is based on emergent design and not on pre-determined 

processes  

o Qualitative researchers use theoretical lenses to view their studies 

o Qualitative research depends on the researcher’s interpretive inquiry  

o Qualitative research develops a holistic account of the issue or problem investigated. (Creswell 

2007, pp. 37-39) 

 

There are risks involved in the increasing use of qualitative research methods in the social sciences 

(Mohajan, 2018) as well as in management and organisational studies (Kamasak, Kar, Yavus, & Baykut, 

2017) that needs to be mitigated and managed. These can be risks to participants, risks to the researcher, 

or risks to the study. 

 

The risks to participants can come in the form of the emotional impact of his or her story being re-

interpreted using the lens of social and scientific categories duly constructed by the researcher. This 

undermines the participant's right to narrate his or her story in his way (Smythe & Murray, 2000). 

Another risk can also arise from the possibility of the participants being identified due to the public 

availability of documents such as thesis, dissertations, or research studies that report the participants' 

narratives verbatim. The unstructured and personal nature of inquiry in qualitative research can also be 

a source of emotional risk to participants when the process of inquiry makes the participants discuss 

their past traumatic experiences (Hadjistavropoulos & Smythe, 2001).       
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The risk that researchers, either novice or expert, face is the risk of rejection. According to Morse (2001), 

several researchers who are determined to use qualitative research methods to provide novel and fresh 

perspectives of the world later find themselves to be wanting expertise in doing qualitative field studies. 

As such, they face the risk that the methods, approaches, or models that they propose would be rejected 

hence are forced to compromise these based on assessments of experts. This leads to another risk to the 

study itself caused by a third party. There are cases whereby evaluators of research studies suggest a 

more extensive characterization of a participant before accepting his or her story or testimony 

(Hadjistavropoulos & Smythe, 2001). It is common for researchers to use the qualitative method to 

anonymise their participants. For example, a researcher can simply say, 'according to Mr. X…", but 

there are cases when evaluators require more of the personal and professional information of Mr. X 

which will turn out to reveal the identity of the participant indirectly. Still another risk to the study arises 

out of the epistemology of qualitative research which requires the immersion of the researcher to interact 

and dialogue with participants to gather the required data.     

 

To avoid the aforementioned risks, the researcher of this study constantly reminded himself of the aim 

of the study which is to tell the story of the participants. Another means was to strictly adhere to the 

principle of voluntary consent and confidentiality. Voluntary consent also gives the participant the right 

to terminate the interview should the participant feel that he or she is uneasy or uncomfortable with it. 

To avoid the risks to the study that may arise out of the researcher's extended immersion in the process 

of data gathering, the guide questions were consistently and strictly adhered to keep the process on track. 

Lastly, working with an expert team of academic supervisors also ensured that risks that were unforeseen 

by the researcher would be avoided and that the integrity of the process was maintained 

 

The features of the qualitative method and the mitigation of risks on the use of the method make the 

qualitative method appropriate for investigating the dynamics of internal branding by exploring and 

discovering meanings held by the participants based on their experiences of the phenomenon 

investigated.   
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Overall, the researcher used the qualitative method because it is consistent with the philosophy of 

interpretivism/constructivism, the inductive approach used, and the research purpose. The value of 

qualitative methods of research is that the method deals with subjective elements that elude empirical 

measurements.  The qualitative method is appropriate for analysing the factors that are intangible which 

ranges from cognitive, affective, or ethical elements that characterise or govern daily experiences. These 

are projected in the form of attitudes, feelings, or perceptions held by individuals, groups, or 

communities. The sample in qualitative research is usually small and the analytic protocols are not as 

pre-determined as in quantitative studies. Moreover, the qualitative researcher is invariably immersed in 

a situation that shapes the inquiry process. All of these are compatible with the work of the researcher. 

First, the units of analysis are the perceptions of the participants of the phenomenon investigated. 

Secondly, the study dealt with a small number of participants. Third, the researcher had to draw from 

several techniques and procedures in data collection and analysis. Lastly, the researcher actively engaged 

the participants during the interviews to cover the depth and scope of the phenomenon and to gain insight 

into the participants' understanding.   

 

3.4. Reliability, Validity, and Overcoming Research Bias 
 

Suter (2012) raised the following questions concerning qualitative research: First, are qualitative results 

trustworthy?  Second, are resulting concepts sensible considering the methodological limitations of 

qualitative inquiry?  Third, do findings provide compelling arguments? Fourth, is there compelling 

evidence to support the findings? Lastly, do the findings stimulate critical readership?   At the 

intersection of these questions is the issue of the validity and reliability of qualitative research. 

 

Validity is associated with a variety of meanings in research and different authors offer different 

definitions: 

a. Validity refers to doing research in a professional, accurate and systematic manner and 

stating how research is concocted, transparently (Bapir, 2011).  
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b. It is the consistency of the participants’ accounts of the phenomenon with the actual 

phenomenon being accounted for (Hammersley, 1990).  

c. It concerns the accurate interpretation of the observations regardless of nomenclature 

ascribed to the phenomenon (Kirk & Miller 1986).   

d. It connotes the integrity and trustworthiness of conclusions derived from analysis of 

research data (Bryman, 2008).  

e. It means truthfulness in bridging construct and the data (Neuman, 2003). 

 

Reliability, on the other hand, is a methodological concern (Bapir, 2011) because reliability can be 

ascertained from methodological and procedural consistency. For qualitative research to be properly 

reliable, Bapir (2010) further states that documenting the process would help to reveal categorical 

consistency in the data to ensure reliability. 

 

Lincoln and Guba (1985) argue that validity and reliability issues in qualitative research can be 

addressed by data trustworthiness. Accordingly, ‘trustworthiness is evidenced by transferability, 

dependability, confirmability, and credibility’ (Morse, Barrett, et al.,  2002, p.5). Transferability is the 

property of findings to be applied to other situations It is supported by detailed descriptions and 

comparisons across cases that yield similar findings. Dependability connotes that whenever replication 

of the study happens, the findings obtained would be similar. Confirmability is the unbiased 

interpretations enhanced by consistency with quantitative research findings. Lastly, credibility refers 

to the extent that findings are believable based on the multiple evidence presented (Lincoln & Guba 

1985).  

 

Other than the above, the validity and reliability of data can be affirmed using verification strategies. 

These strategies include ‘methodological coherence, sampling sufficiency, developing a dynamic 

relationship between sampling, data collection and analysis, thinking theoretically, and theory 

development (Meadows & Morse 2001, p.23).  Meadows and Morse (2001, p.23) cited that 

‘methodological coherence aims to ensure congruence between the methodological coherence aims the 
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method.' Research processes should not be seen as linear by outcomes of processes and the nature of 

the data demand that the appropriate modifications need to take place as the process unfolds. The whole 

point is to attain the right match or fit between data and process (Morse, Barrett, et al., 2002). 

 

The essence of attaining reliability and validity is determined by the iterative interaction between data 

and analysis. ‘Collecting and analysing data concurrently forms a mutual interaction between what is 

known and what one needs to know’ (Morse, 2001, p.23). Thinking theoretically means there has to be 

progressive confirmation of ideas in the light of the accumulation of data but this has to be done 

incrementally to avoid the fallacy of over-generalisation. Confirmation is a process moving from 

microdata to macro theoretical knowledge which leads to well-informed theory development 

(Morse,1998). This was attained through hermeneutic reading. This involves an iterative and cyclical 

reading of the text from parts to whole and back.  Details about this method are discussed in the section 

on the analysis of data.  

 

Concerning the foregoing discussions, the researcher adopted the criteria for validity and reliability in 

implementing the qualitative methodology propounded by Golden-Biddle and Locke (1993). This 

includes authenticity, plausibility, criticality, and reflexivity. 

 

Authenticity. In constructionist design, Golden-Biddle and Locke (1993) asserted that authenticity deals 

with being genuine to the fieldwork. To be authentic, the text has to portray the first-hand experience of 

the researcher with the fieldwork. The text also has to convey that the researcher understood the 

experiences of participants according to their constructions of it.  The researcher ensured the authenticity 

of this study by making explicit the research methods used in the study as well as his understanding and 

interpretations of the narratives derived from the interviews. The researcher also acknowledged a series 

of ethical principles while carrying out the study. These principles included: protecting the privacy and 

anonymity of the participants (Creswell, 2005); protecting the participants' information and maintaining 

the confidentiality of information (Cresswell, 2005); causing no physical or emotional harm to the 

participants and no exposure of the participants to risk (DiCicco-Bloom and Crabtree, 2006); obtaining 
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informed consent of the participants (Denzin and Lincoln, 2008); duly informing the participants of what 

the study is all about and what it expects to attain (Denzin and Lincoln, 2008); and finally, non-

exploitation of any of the participants. 

 

Plausibility. Plausibility is concerned with whether the study made sense to other readers. To achieve 

this, Golden-Biddle and Locke (1993) emphasised that the findings have to be convincing to the reader. 

The researcher maintained plausibility by ensuring optimum fitness between the problem, the data 

collected and the manner of interpretation, and the contributions of the findings of the study.  Plausibility 

was also established through the ongoing feedback received from the supervisors of the study. 

 

Criticality. Finally, criticality focused on how the study activates the readers to reconsider their 

assumptions (Golden-Biddle and Locke, 1993). According to Shacklock and Smyth (1998), part of being 

critical in a qualitative study is the acceptance of the subjective nature of the process and also the 

disclosure of embedded roles of the researcher; attention should not only be paid to subjectivity but 

reflexivity, which is concerned with how the process of carrying out the researcher was openly 

addressed. In this study, criticality was attained through the multiple narratives produced by the 

participants that could provoke readers to think about how internal branding was implemented in the 

company. Furthermore, the researcher also disclosed his role as one who gave voice to these narratives 

and consciously reflected on the processes carried out in the study. 

 

Reflexivity. Reflexivity deals with the acknowledged role of the researcher in the investigation. It also 

involves acknowledging the limitations of the study and the corresponding actions done by the 

researcher to address these (Shacklock and Smyth, 1998). Reflexivity was exercised by the researcher 

of this study by being constantly conscious of the research process and being open and clear in 

implementing the chosen methodology.  In doing so the researcher had to be constantly conscious of 

the rationale for adopting a qualitative methodology throughout the process of the research. 
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According to the social constructionist design, when one is analyzing an event he becomes part of it 

through the meaning he assigns to it (Burr, 2015). Thus, researchers' experience, understanding, and 

assumptions are important in conducting the study. Researchers adopting hermeneutic phenomenology 

are encouraged to be open to experience and be self-reflective (Van Manen, 1997) as the researcher 

becomes part of the process of assigning meanings to the narratives (Gubrium and Hostein, 2000; Burr, 

2015). This calls the attention of the researcher to disclose his personal biases. 

 

Overcoming Bias   

Shah (2019) identified the biases that have to be overcome in qualitative research as participant bias and 

researcher bias. Participant bias results from participant’s inclination in responding to the questions 

whereby he or she responds to the question with the intent of providing the right answer rather than 

expressing what he or she feels. Researcher bias, on the other hand, happens when the researchers 

interpret data to satisfy their hypothesis in the case of quantitative research or become selective in the 

inclusion of data according to what they think is relevant. In the interview, the researcher leads the 

participant to answer the question in a manner that satisfies his or her framework or model.  

 

The researcher of this study implemented the following means to avoid participant or researcher bias. In 

terms of the participant, 'acquiescence bias happens when the participant just continuously agrees with 

the interviewee just to get done with the interview' (Shah, 2019:p.1).  This was avoided by the researcher 

of this study by framing the interview guide in an open-ended manner and by asking the questions in 

different ways to check for consistency of response. 

 

Another bias involving the participants is the social acceptability bias where the participants are inclined 

'to provide normative and socially acceptable responses that are readily agreeable with' (Shah, 2019:p.2). 

To avoid this bias, the researcher of this study created an egalitarian atmosphere where the participants 

are made to feel accepted regardless of what their answers are. Another approach was to ask the 

questions indirectly by asking what a third party would do in a particular situation. Lastly, the researcher 

avoided the habituation bias relative to the participants by making sure the questions were engaging and 
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can be worded differently. This would encourage the participant to provide ‘accurate, truthful, and more 

representative answers’ (Shah, 2019:p.2).  

 

On the part of the researcher, 'confirmation bias can occur when the researcher is inclined to interpret 

the data in favour of his or her framework or model' (Shah, 2019:p.2). The researcher of this study 

avoided this type of bias by giving due consideration to all the data obtained and being reflexive in the 

analysis by continually re-examining the results and by holding in abeyance his assumptions. Another 

bias that can stem from the wording and leading questions bias where the questions or the manner of 

asking these lead or prompt the participants to respond in the direction of the outcomes expected by the 

researcher (Shah, 2019:p.2). This was avoided in the study by avoiding leading questions and by keeping 

the questions simple and taking care of introducing words that could introduce bias.  

 

3.5. Research Strategy 
 

From the different strategies in qualitative research identified in the literature (Creswell, 2008), the 

researcher found that the single case study was most appropriate to use considering the nature of the 

phenomenon investigated. Creswell (2008, p.13) explained that a case study is a strategy of inquiry in 

which the researcher explores in depth a program, event, activity, process, or one or more individuals. 

Cases are bounded by time and activity, and researchers collect detailed information using a variety of 

data collection procedures over a sustained period.'  The strategy chosen is consistent with the intention 

of the study of exploring a process that is being implemented by a company using detailed information 

gathered from employees who are influenced, affected, or participate in the process. 

 

 

The case study allows greater flexibility in retaining characteristics of real-life events (Schell, 1992). It 

is a form of inquiry that ‘investigates a contemporary phenomenon within its real-life context; when the 

boundaries between phenomenon and context are not evident and in which multiple sources of evidence 

are used (Yin 2003, p.23). 
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The choice of the case study is driven by the research questions which dwell on the "hows" and "whys" 

of the phenomenon investigated. According to Schell (1992), the use of "how" and "why" are compatible 

with case studies as these require explanations.  Furthermore, he cites that these questions 'tend to deal 

with operational links which occur during a time, rather than the incidents or phenomena which occur 

at intervals over time' (Schell, 1992, p.5).  This makes the case study compatible with the data collection 

framework of the study. 

 

Case studies are contextual in nature (Farquhar, 2012).  The natural setting is the context within which 

a phenomenon appears and the contextual conditions are considered highly relevant to the phenomenon 

being studied (Yin, 2003; Harling, 2012).  Furthermore, a case study aligns with the feature of qualitative 

research which engenders the consistency of the elements of methodology (Harrison et al., 2017). The 

following shows the disadvantages and advantages of the single case study: 

 

Table 6. Advantages & Disadvantages of the Single Case Study 

Advantages Disadvantages 

(1) The usefulness of single case studies: 

 

(1) The limited usefulness of single case 

studies: 

 

 Single case studies can demonstrate causality 

more efficiently in situations involving 

behavioural responses to interventions (Nock, 

Michel, & Photos, 2007). 

 

 Single case studies have the potential to refocus 

investigations in an entirely new field and 

contribute significant knowledge that can serve as 

essential building blocks in edifying new theories 

(Yin, 2014). 

 

 A single case study can provide a concrete picture 

of situations and test views about a phenomenon 

in real-time (Flyvbjerg, 2006). 

 

 Detailed analysis of individual cases can be best 

provided by single case studies (Lindvall, 2007). 

 

 Single case studies allow investigators to have 

comprehensive perspectives of events such as 

small group processes and behaviour; managerial 

and organizational processes; and life cycle of 

industries (Yin, 2009).  

 The single case study is only useful for doing 

exploratory investigation but not for causal and 

explanatory studies (Yin 2009) 
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 Single case studies can expand a reader’s 

experience by providing insights that clarify and 

give meaning to these experiences (Merriam, 

2009).  

 

 Single case studies contribute to existing 

experience and improve humanistic understanding 

(Stake, 1978). 

 

 Single case studies are most fitting for building 

hypotheses that can further stimulate future 

researches (Jacobsen, 2002).  

 

 

(2) Single case studies are generalizable and 

externally valid: 

(2) Low external validity, generalizability: 

 

 ‘Analytic generalisation can be used whether the 

case study involves one or several cases’ (Yin, 

2017: p. 73). 

 

 Single case studies use analytical generalisations 

to arrive at broader theories that are ‘generalizable 

to theoretical propositions and not to populations 

or universes’ (Yin, 2009:p.38). 

 

 The findings of single case studies appeal to 

analytic generalisations and not to generalize 

based on populations (Woodside, 2010).  

 

 ‘Modifications to single-case research designs, 

such as the use of multiple and heterogeneous 

individuals within and across studies, can be 

implemented to demonstrate generality’ (Yin, 

2009:p.38). 

 

 The major intention of single case studies is not to 

quantify data but to generalize and extend theories 

(Ritzén, Sagen, Sjöberg & Thunstedt, 2016)  

 

 The validity and reliability of single case studies 

are questionable (Flyvbjerg, 2006) 

 

 

 Results of single case studies offer low or no 

basis for generalizability  (Mc Nabb, 2014) 

‘One cannot generalize from a single case’ 

(Flyvbjerg, 2006:p. 2). 

 

 Researcher subjectivity and external validity are 

the issues confronting single case studies 

(Tegavarapu, Mocho, Summers, 2008).  

 

 

(3) Single case studies are not devoid of rigor: (3) Lack of methodological guidelines and 

rigour: 

 Many contemporary single case study 

practitioners have improved their techniques and 

strengthened their epistemological grounding 

(Bennett and Elman, 2010) 

 

 A single case study is sufficient enough to 

opulently describe an existing phenomenon 

(Siggelkow (2007).  

 

 Single case studies are ideal in investigating a 

particular group of people or organization and in 

 Single case studies have often been critiqued 

because of the lack of scientific and 

methodological rigor which stems from the lack 

of standardised structured protocols for 

conducting single case studies (Yin, 2009) 

. 

 

 Anything goes in case studies because of the 

intuitive, primitive and unmanageable process 

of analysis which can lead to conclusions that 

are unreliable and invalid (Miles, 1979).  
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exploring new knowledge to verify existing 

theories (Yin, 2009). 

 

 The single case study enables the researcher to 

probe further and gain a more profound insight 

into the phenomenon (Dyer & Wilkins, 1991). 

 

 Case studies cannot be used to test propositions 

because case studies are just preliminary 

research methods (Yin, 2009) 

 

 

(4) High internal validity: (4) Narrow scope: 

 Single case studies are notably strong in obtaining 

detailed and relevant data which makes the 

internal validity of the results high which in turn 

makes these studies 'very valuable' 

(Jacobsen,2002: p.89). 

 

 Single case studies allow the researcher to uncover 

unexpected or unanticipated information 

(Jacobsen, 2002). 

 

 Designs of single case studies can allow the 

researcher to discover individual trends in the data 

which cannot be seen in large sample designs that 

focus on populations and not individuals (Kazdin 

& Nock, 2003).  

 

 The widespread use of large sample designs made 

possible by advances in inferential statistical 

methods has spawned several problems related to 

use. The use of single case studies is a remedy to 

avoid such issues (Cohen, 1990; Krueger, 2001; 

Loftus, 1996; Nickerson, 2000).  

 

 Sometimes one case is enough to make a powerful 

example (Garger, 2013; Siggelkow, 2007).  

 

 Results of single case studies have low external 

validity (Jacobsen, 2002) and could not serve as 

a basis for drawing scientific conclusions due to 

the narrow scope of the areas investigated 

(Solberg Søilen & Huber, 2006). Hence single 

case studies are seen to have low external 

validity (Jacobsen, 2002). 

 

(5) The usefulness of findings of single case 

studies: 

(5) Limited utility of findings: 

 

 Findings from single case studies can serve as 

stimuli for theory-building (Gustafsson, 2007) 

that can be of extra and better quality. (Yin, 2009). 

 The veracity and utility of the findings & 

recommendations provided by single case 

studies cannot be confirmed nor denied 

(Murphy, 2014). 

 

(6) Results from single case studies can be as 

compelling as that of using multiple cases: 

(6) Lack of robustness: 

 

 According to Yin (2009:p. 54), ‘the logic 

underlying the use of multiple-case studies is the 

same as that of single case studies. Each case must 

be carefully selected so that it either (a) predicts 

similar results (literal replication) or (b) produces 

contrasting results but for predictable reasons 

(theoretical replication).’ 

 

 Single case studies are most appropriate for 

studying cases that are novel and unexplored and 

not for usual and common cases (Herriott & 

Firestone, 1983). 

 Single case studies are not as compelling and 

robust compared to the study of multiple cases 

(Yin, 2009).  
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 The single-case design is an ideal strategy ‘where 

the case is a rare or unique event, or where the case 

serves a revelatory purpose’ (Yin, 2014:p.48). 

 

 The single-case design is most appropriate in 

observing and analysing a phenomenon that has 

not been scientifically investigated (Yin, 2014). 

(7) Design flexibility 

 

(7) Research questions might not be 

answered: 

 The single case study is a flexible strategy that 

allows the researcher to revise initial propositions 

about the study when contradictions occur (Yin, 

2009). 

 

 The single case study is a flexible strategy for 

implementing and maintaining consistency of 

procedures (Nock, Michel, & Photos, 2007). 

 

 The conclusions from single case studies can 

turn out not to address the original research 

questions because single case studies have the 

potential vulnerability to change orientation as 

the case study proceeds (Yin, 2009). 

 

The foregoing disadvantages of single case studies appear to indicate that having more cases would 

typically be preferred as these would generally add value to the methodology in the form of data 

variability and comparability ((Murphy, 2014; Flyvbjerg, 2006; Solberg Søilen & Huber, 2006; 

Jacobsen, 2002).  The researcher, however, agrees that single case studies can allow individual trends to 

be discovered in the data which cannot be seen in large sample designs such as multiple case studies 

especially if the case is novel and unexplored (Yin, 2017, 2014, 2009; Merriam, 2009; Herriott & 

Firestone, 1983). Furthermore, the researcher deemed that the use of a single case already had sufficient 

advantage in favour of attaining the study's aim and objectives based on the following grounds: 

 

First, internal branding has never been studied in the airline company investigated hence the case study 

is a rare event. The case investigated is also revelatory as no apriori propositions regarding its dynamics 

have ever been offered by previous investigations. Furthermore, the single case study can contribute 

relevant information and knowledge regarding the phenomenon of internal branding as the logic 

underlying the use of single case studies is the same as the use of multiple case studies (Yin, 2009).  
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Second, the lack of a structured method in doing qualitative research in general, and single-case studies 

in particular, is not a limitation but an opportunity for the researcher to offer a very in-depth study of a 

single case and then devise a model based on it, which can be transferred to other similar settings. 

 

Third, using a single case study fulfils the objective of the research specifically, the model development. 

The model would serve as the theory stimulant as it lends itself to validation and verification thereby 

allowing room for the modification of the theory. 

 

Lastly, since the study used the qualitative method, it does not strictly follow a preconceived and 

structured protocol compared to the use of the quantitative method.  Hence the flexibility of the research 

strategy used (single case study) can be reflected operationally (i.e., data collection), methodologically 

(i.e. analysis and interpretation), and substantively (i.e., relationship to theory and existing postulates of 

theory) flexible. 

 

The choice of the single case study is also supported by the wide use of the single case study as a source 

of knowledge in management research, whether as an example to be followed, a sample of what can 

happen, or a source of tacit knowledge (Moriotto, Zanni, and de Moraes, 2014).  The use of a single case 

study can reveal underlying knowledge regarding internal branding that has not been investigated in the 

study context hence can help contribute to knowledge, information database, and theory building. Data 

were derived from the very actors who constituted, influenced, or were affected by the phenomenon 

hence the use of the single case study provides fresh and authentic insights. Due to the unique 

circumstances surrounding the research context, the research findings cannot be generalized to a 

population but rather appeal to analytic generalisation which makes the study an in-depth treatment of 

the phenomenon. Furthermore, using the single case study to investigate the research problem would 

yield high internal validity not in statistical terms but in terms of the freshness, uniqueness, and 

authenticity of the findings. The findings cannot be comparable to any statistical benchmark which 

makes these internally valid. The researcher agrees with Garger (2013) and Siggelkow (2007) that 

sometimes it just takes a single case to come up with a powerful example. 



69 
 

3.6. Data Collection 
 

The company that participated in this study was particularly chosen because of its deliberately designed 

brand policy. In 2013, the company launched its biggest brand campaign which was later backstopped 

by its 2014 brand policy guidelines that describe the brand, the brand mission, platform, values, and 

brand promise. Identity projection is considered an effective means used by companies in expressing 

their brands. Accordingly, it gives a total picture of the company in terms of the values it espouses and 

the corresponding services that it offers. The company acknowledges the contribution and commitment 

of the employees to the success of the brand. To this effect, the investment of the company in 

communication infrastructure, as well as training programmes, are reflections of its support for internal 

branding efforts to create the right awareness and manifestation of on-brand behaviours by its 

employees. The participants of the study are middle managers and employees of the company. 

  

The study made use of purposive sampling to select the participants of the study. Purposive sampling 

which is also known as non-probability sampling is a form of sampling wherein the researcher decides 

on who is to be included in the sample (Jupp, 2006). In the context of the study, the inclusion criteria 

adopted by the researcher focused on the volition of the managers and employees to participate, their 

company experience, and their capacity to share knowledge. Samples were selected from the managerial 

and non-managerial levels of the organisation. In this regard, eleven middle-level managers, and twenty 

non-managerial participants were recruited for the study. The middle-level managers consisted of the 

heads of various departments in the company. The non-managerial personnel included those who are 

directly involved or are supportive of the frontline activities of the company.  

 

The interview session took place for an average time of 45 minutes. The researcher conducted the 

interviews at a pre-arranged time and place convenient to the interviewees. These interviews provided a 

greater opportunity for respondents to articulate their thoughts and feelings. However, the difficulty of 

scheduling the interviews during the free time of the managers and employees was a major limitation to 

recruiting more participants during this phase of the study.  
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3.6.1. Interview Technique 

 

Data was generated using the interview technique. An interview is a means of collecting data by eliciting 

answers to several questions asked in sequence (Jupp 2006). It involves an interviewer who asks the 

questions and an interviewee who responds to the questions. Interviewing, therefore, involves asking 

questions and getting answers from the person interviewed.  

 

Interviews come in three forms:  structured, semi-structured, and unstructured. Structured interviews use 

a prepared interview guide which the researcher follows in eliciting answers from participants. In this 

type of interview, a list of pre-determined questions is prepared that call for specific answers hence, 

limiting the option of the participant to explain or elaborate. The advantage of this type of interview is 

that it is quick to administer. This tool is however limited in providing in-depth answers that require 

more detail and explanation. Non-structured interviews come in the form of open and free-flowing 

conversations with no pre-determined guide followed by the interviewer. He can follow up questions to 

derive in-depth answers but the process is time-consuming Lastly, semi-structured interviews combine 

the features of the other two forms where the interview can pursue the continuity of topics or themes 

while at the same time eliciting more details or depth when required (Gill, et al. 2008).  

 

The study specifically adopted the semi-structured interview.  The interview guide (see Appendix A) 

consisted of a set of fixed questions that were first asked after which, follow-up and probing questions 

requiring explanation or elaboration followed. This type of interview is what Adamson, et al. (2004) 

calls a “questerview.” The interview is exploratory and an interview guide was developed based on the 

literature review and on studies on brand awareness and commitment (Duygu, 2007; Kimpakorn and 

dan Tocquer 2009) and brand citizenship behaviours (Burmann & Zeplin,2005). Indicators from these 

studies were taken as suggestions and those that were found relevant were modified and adapted to suit 

the research context. The entire interview session was audio recorded. 
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After getting the voluntary informed consent of the participants in keeping with the ethical principles 

outlined in the next section, it was important to establish a supportive and facilitating environment for 

interviewees to feel comfortable and free to express themselves. Rapport with the interviewee is 

paramount and should be initially established. As such, the researcher was guided by the following 

during the interview (Rubin & Rubin 2005; Turner 2010):     

a. Choose a comfortable setting for the interview. 

b. Start with questions that the interviewee can answer with ease. 

c. Orient the interviewee about what the interview is all about. 

d. Ensure that the confidentiality principle is understood by the interviewee.  

e. Make sure the interviewee understands the instructions given. 

f. Allow the interviewees to speak "off the record," but be clear about what this means 

to the interviewee. 

g. Generate trust early on by making the interviewee feel worthwhile. 

h. Interviews should have a smooth flow with consistent transitions. 

i. Ask controversial questions only after rapport with the interviewee has been 

established. 

j. Be a good listener and show acknowledgment for the answers given. 

k. Remember that it is the interviewee’s ball game.  

 

3.6.2. Ethics and Participant Recruitment  

 

Perhaps more important than considerations for research design, methodology, and the like, 

considerations regarding research ethics is paramount (American Psychological Association, 2014).  

Research designs requiring human participation demand especially stringent guidelines to protect the 

physical and mental well-being of prospective and selected human subjects.  Generally, the term ethics 

is understood to mean a set of rules by which individuals follow so that there are basic considerations of 

respect for people.  That is, ethics refers to standards or norms about how individuals should treat one 

another in an interpersonal context (Durkheim, 2013).  Ethics is often thought to be interchangeable with 
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morals but the former focuses more on societal standards whereas the latter focuses more on individual 

beliefs about how to treat individuals (Johnsson, 2014).   

 

Like morals, ethics concerns rules and guidelines outlining what is correct and incorrect, or right or 

wrong behaviour in various contexts.  In research communities, one of the most important, if not the 

most important, guidelines in engaging individuals targeted to participate in studies is informed consent. 

While this is mainly true, informed consent, e.g. specifically the process of providing it, is part of the 

overall practice of ensuring research transparency so that critical reviews can be conducted at later 

points. Such transparency is necessary to protect the rights of human subjects as well as help to ensure 

that any research errors are easier to identify.  With regards to the humanist component, ethical 

considerations such as eliciting the participants to provide informed consent. are vital to ensuring that 

researchers and the institutions they represent demonstrate respect for the individuals with whom they 

seek to investigate and that they act in ways to preserve the confidentiality of human subjects to help 

ensure that their participation does not lead to negative consequences on their person, relationships, or 

employment, which can be a particular cause for concern in management-oriented and related studies. 

Informed consent refers to the act of informing the participant about the planned study and soliciting 

their voluntary agreement to participate before conducting the data gathering procedures.  

 

Whereas many people tend to first understand morals and morality within the context of religion, ethics 

is not based directly on religion but rather, on professional standards and group standards that in a 

modern or contemporary context are merely based on a presumption of human rights - rights of humans 

to be treated as autonomous beings when engaged by individuals, especially those with some type of 

fiduciary responsibility (Durkheim, 2013).  The researcher has fiduciary responsibility because of the 

trust that he establishes with his or her participants. 

 

3.7. Data Analysis 
 

This section discusses the analysis of the research data and the operationalisation of the method in the 

form of techniques employed to address the aim and objectives of the study. To reiterate, the study aimed 
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to investigate the perceived organisational factors, brand support behaviours, and views on the delivery 

of the brand promise of the managers and employees with the end view of developing a framework for 

internal branding.  Based on the aim of the study, the most appropriate tools for analysis were chosen to 

achieve the following objectives of the study: 

1. To explore the perception of the managers and employees of an airline company on the 

organisational factors that facilitate internal branding. 

 

2. To explore how managers and employees perceive their brand support behaviours as lived 

experiences in the company. 

 

3. To understand the views of managers and employees on the delivery of the company brand 

promise.  

 

4. To develop a framework of internal branding that can be applied in the airline and other 

service industries. 

 

In qualitative research, narratives constitute the unit of analysis. The semi-structured interview was 

employed to collect the data which allowed the researcher to explore and understand the views of the 

managers and the employees. The interview sessions were tape-recorded with the consent of the 

participants.  The audiotapes were transcribed after each interview and these constituted the written 

narratives. The different themes in the narratives were identified using thematic analysis and meanings 

of the lived experiences of the participants were revealed using phenomenological reduction.  

 

Thematic analysis.  This is a method of identifying themes that are evident in the data with a minimal 

attempt at data description and interpretation (Boyatzis, 1998).  It has been observed, however, that there 

is no consensus among researchers about what it is and how it is done (Tuckett.2005).  In this regard, 

the study adopted the guidelines shown in Table 7 which were proposed by Braun and Clark (2006, p. 

35).  
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Table 7. Phases of Thematic Analysis Based on Braun and Clark (2006, p.35) 

Phase Description of Process 

Familiarization with the data After the data has been transcribed, read the transcript 

several times and take note of essential ideas to gain 

familiarization with the text. 

Generating initial codes Code the transcribed text by systematically marking 

words or phrases that are relevant to the phenomenon 

investigated. 

Searching for themes Categorize the codes and search for themes based on the 

categories.  

Reviewing the themes Re-examine the themes concerning individual texts and 

entire data sets 

Defining and naming the themes Refine and redefine the themes about the overall story 

conveyed in the analysis.  

Producing the report Extract compelling information based on the themes that 

are essential and relevant in providing the answers to the 

research questions. Organize these in a manner that tells 

the story of the participants. 

Adapted from Braun and Clark (2006, p.35) 

 

The processes generally employ reading, coding, categorization, and connection. Reading establishes 

the relationship of parts to the whole after which an understanding of the parts is gained by understanding 

the whole. After reading, the text is coded. A code is a ‘word or phrase that symbolically assigns a 

summative, salient, essence-capturing, and or evocative attribute for a portion of a language-based data’ 

(Saldana, 2009, p.3). In the study, the transcribed texts were coded by highlighting the keywords in the 

text. Next, the codes were categorised and the categories were arranged into themes. Common and 

divergent themes were analysed to draw out the answers to the research questions (Grbich, 2007). The 

whole process was done by hand and not with the use of electronic coding. The researcher preferred 

manual coding because going over the transcript of the interviews over and over during the coding 

process made the researcher more acquainted with the data. Also, the researcher lacked the expertise to 

do electronic coding. A study by Basit (2003) on manual and electronic coding in data analysis did not 

provide conclusive evidence that electronic coding gave better quality results vis-à-vis manual coding. 

Rather she concluded that the choice of coding method depends on the project size, availability of time 

and funds, and the technical capability of the researcher to do electronic coding.  
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Since there was minimal interpretation done in the thematic analysis as it largely involved the 

identification of various themes from the responses of the participants, the study employed another 

analytic tool called Phenomenological reduction to derive the meanings behind the various themes. 

Thematic analysis was used to draw out the themes and phenomenological reduction was used to derive 

the meanings from the themes and interpret the experience of the participants. Phenomenological 

reduction was therefore employed in this study to essentially complement thematic analysis. 

Phenomenological reduction allowed the deeper interpretation of the themes identified in thematic 

analysis. Hence there was a continuity of analysis from thematic analysis to phenomenological reduction 

in the study.  

 

Phenomenological Reduction. Kafle (2011) cited Langridge's (2007) definition of phenomenology as 

a discipline that aims to focus on people’s perceptions of the world in which they live in and what it 

means to them; a focus on people’s lived experience’ (Kafle 2011, p.182). According to Lin (2013), 

phenomenology as a qualitative method is used to draw out the deeper meanings held by people of their 

daily experiences in the social context.  Researchers use phenomenology if their goal is to reflect and 

analyse people’s experiences of the world; comprehend the essence of lived experience; or draw out new 

insights and meanings of human experience (Lin, 2013). Phenomenology is an appropriate method of 

gathering information from interviewing people regarding their life experiences (Measor, 1985). 

Phenomenology surfaces out the phenomena from the experiential and locally situated standpoint of the 

participants thereby revealing their stories rather than hiding these (Stanley and Wise, 1993). This 

method is thereby effective in voicing out the participants’ insights by focusing on the aspects of 

experience that otherwise have not been previously explored. In short, phenomenology reveals the 

‘essence of things’ (Lin, 2013: p.470) that have been otherwise taken for granted.  

 

In applying the phenomenological method, a researcher implements three conceptual tasks: epoche, 

eidetic reduction, and imaginative variation (Lin, 2013: p.471).  Lin (2103: pp.471-472) explained that 

epoche is the attitude of temporarily holding in abeyance any existing personal biases, knowledge, and 

judgment to allow the perceiver to see the essence of the phenomenon. Eidetic reduction is the process 
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of peeling off the surface layers of what is given and evident to get to the "essence of the thing."  Lastly, 

imaginative variation is the process of revealing essential structures of meaning by identifying invariants 

and using these creatively and imaginatively to distil new definitions and meanings. Imaginative 

variation and eidetic reduction are complementary processes. Accordingly, eidetic reduction eliminates 

the trivial, usual, and normative while imaginative variation builds upon the critical and essential thereby 

providing an aperture for new meanings to emerge. 

 

Phenomenology is compatible and consistent with the interpretivist/constructivist paradigm adopted in 

the study. Phenomenology and constructivism both focus on transaction and dialogue as means of 

gathering information from the participants. From the perspective of process, constructivist paradigm is 

concerned with the life-world as experienced by participants, and the essences that they ascribed to their 

experiences as lived are revealed by the use of the phenomenological method. The accumulation of 

experiences in the narratives from specific experiential data provides the researcher with an insight into 

the social construction of reality from the standpoint and language of the participants. From this point, 

the researcher can now use inductive logic as an approach to theory development (Charmas, 2006). 

 

Data reduction in phenomenology is operationalised through coding, categorization, and establishing 

connections (Saldana, 2013). Coding is an exploratory act of labelling the data to allow similar data to 

be later grouped to facilitate linking these to an idea. These codes would later be grouped into categories. 

The resulting categories that are related are again organised to provide the raw materials for identifying 

themes (Strauss & Corbin, 1998). The codes generated from the interviews served as variants. From the 

variants, the invariants are later identified. Invariants are those that "when removed will cause the thing 

to cease being itself." (Atkinson, 1972: 87) These are the defining principles, 'eidos,' or essence of the 

phenomenon being investigated. The study aims to surface out these essences and meanings. The process 

is illustrated in Figure 3 adopted from Saldana (2013: p.13).  
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                       Figure 3. Coding, Categorisation, and Classification 

 

 

Coding can't just be accomplished in one try because coding is a cyclical act (Saldana, 2013:p.8).  Data 

reduction in phenomenology involves a circular process of reading, reflective writing, and interpreting 

(Laverty 2003: p. 22). The transcribed text of the interviews is a written form reflecting the experiences 

of the participants. In the process of data reduction, the researcher reads the text back and forth, from 

part to the whole and back again. In the process, new codes, categories, and themes emerge. The process 

continues until saturation point is reached when new codes are no longer noted.  Hermeneutics posits 

that parts make up the whole and that the parts can only be understood in the context of the whole. 

Interpretation happens in the back and forth movement from "part of the experience to the whole of 

experience and back and forth again' (Laverty, 2003: p.9) In short, to understand the parts, the researcher 

first has to understand the whole and vice versa. In the context of the study, the meanings ascribed by 

the managers and employees to a particular experience of internal branding (parts) can only be 

understood in the context of how these relate to their whole experience of the implementation of internal 

branding in the company (whole).  
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Sense-making.  Sense-making was utilized in this study to supplement the foregoing approaches to 

analysis. The study explored how employees made sense of their experience by searching for cues in the 

interviews and then matching these with the typology of sense-making shown in Table 8. To facilitate 

the process, the method of Pirolli and Card (2006) based on the model developed by Russell et al., (1993) 

was adopted. The process starts with the data from the coded interviews or narratives used in thematic 

analysis and phenomenological reduction. The transformation of data involves the processes of 

searching through the narratives of the interviews or coded content and filtering the relevant ones. The 

relevance of the information is seen in terms of how it relates to the whole theme being investigated. As 

such, reading and extracting information is basic to the process. The coded text is continuously read in 

the light of the accumulation of new data to derive significant evidence to support the development of 

theory. Schematizing is mentally coming up with a plan of marshalling evidence to make sense of these 

or to build a case. Building the case is essential to telling the story in a written report about the case. 

 

Table 8. Typology of Sense-making 

                             Types                      Authors 

Personal authoring Weick (1995) 

Retrospective sense-making Weick (1995) 

Noticing, bracketing  Weick (1995); Weick, Sutcliffe &Obstsfeld 

(2005) 

Labelling Weick (1995); Weick et al. (2005) 

Presumption Weick (1995); Paget (1988) 

Social & systematic sensemaking Weick et al. (2005) 

Action as sense-making Weick et al. (2005); Taylor & Van Every (2000) 

Identity Weick (1995); Gilliland & Day(2000);  

Plausibility Weick et al. (2005) 

 

On the whole, the following procedures were employed by the researcher in analysing the research data:  

1. The transcribed interviews were read individually. 

2. Important cues were generally marked or coded which included whole sentences, phrases, or 

words. The cues were singled out based on how it relates to the specific research question 

sought. 
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3. While reading through the transcripts, the researcher at the same time was mentally capturing 

what the respondents were conveying. This was achieved by hermeneutic reading earlier 

discussed which resulted in the identification of more specific codes. 

4. The transcripts were filtered to extract the cues that lead to answering the question. This 

separates the more significant response from trivial answers.  

5. For systematic categorisation, the codes were grouped according to attributes, process, 

consequences, and value as suggested by Baker (2002).  

6. Following figure 3.2. , the themes were drawn from the categorized codes which served as 

the basis for generalisation  

7. The themes were examined with constant reference to the transcript to unfold the "storyline.”  

8. A corresponding narrative was constructed to tell the story using the “voice” of the 

respondents. This accounts for why the chapter on the findings is heavy on quotes from the 

interviewees. 

9. From these, the results were reported.  

 

3.8. Summary of the Methodology Used in the Study 
 

The following presents a summary of the methodological elements in the study: 

3.8.1. Philosophy: Interpretivism/Constructivism 

 

Justification: 

a. First, the goal of the study is to gain an understanding of a phenomenon within a social context. 

In which case, to understand how internal branding delivers brand promise through the greater 

awareness of employees in the airline industry. 

b. Secondly, the awareness of the company brand which is mediated by communication and 

interaction means that the knowledge of the brand is a socially constructed product.  
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c. Thirdly, to fully understand how internal branding strategies work, the study is interested in 

what is specific, unique, and to a certain extent deviant.  

d. Fourth, the intended outcome of the knowledge generated by the research is to give a deeper 

meaning to the activity of internal branding to enhance its internalisation. Lastly, the research 

objectives can only be attained in an interactive, cooperative, and participative manner. All of 

these reasons are most compatible with the interpretivist paradigm. 

 

3.8.2. Approach: Inductive 

 

Justification: 

The inductive approach is compatible with the research questions that seek to answer the "how's" rather 

than the "what's" of the phenomenon to be investigated. The research can only be as meaningful to the 

extent that it can explain the phenomenon investigated. From specific experiences of participants 

regarding internal branding, patterns of explanations can emerge that can give a picture of the strategies 

of internal branding employed and deployed. 

 

3.8.3. Method: Qualitative 

 

Justification: 

The choice of the qualitative methodology is not only consistent with the philosophy of constructivism 

/interpretivism and the inductive approach used in the study but is also compatible with the purpose of 

the research, which is to explore the different aspects of the phenomenon investigated. Exploring how 

internal branding creates awareness through communication and how employees deliver the brand 

promise is best inquired into by extracting explicating knowledge from participants hence, the propriety 

of using qualitative research.     

3.8.4. Strategy: Case Study 

 

Justification: 

a. The case study allows greater flexibility in retaining characteristics of real-life events (Schell 

1992). It is a form of inquiry that “investigates a contemporary phenomenon within its real-life 
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context; when the boundaries between phenomenon and context are not evident and in which 

multiple sources of evidence are used " (R. Yin 1984, p.23).  

b. The choice of the case study is driven by the research questions which dwell on the how’s and 

why’s of the phenomenon investigated which are exploratory and whose answers can be best 

elicited through a case study (Schell 1992).  

c. The case study is consistent with three factors essential to the study: a) the nature of the research 

question, the researcher’s considerable degree of control, and currency of the event. 

3.8.5. Sampling: Purposive or selective sampling 

 

Justification:   

a. In the context of the study, participants were selected based on their volition, capability, and 

experience. 

b. Selective sampling ensures that the researcher draws out the right experiences from the right 

people to attain “richness” of data. 

c. Selective sampling is also effective for time management purposes as less time-consuming. 

3.8.6. Data Collection: Semi-structured interview 

 

Justification: 

a. Ensures the uniformity of themes and focus and greater flexibility to discuss the issues.  

Interaction allows the researcher to probe deeper to clarify ambiguous answers. 

b. Cost-effective to both the researcher and to participants since the interviews were held within 

the setting of the company where the participants worked which did not require the researcher 

to travel to several places.    
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CHAPTER 4: FINDINGS OF THE STUDY 
 

This chapter presents the findings of the study that address the following research questions: 

1. How do the managers and employees of the airline company perceive the organisational 

climate and the communication channels that have potential use in internal branding? 

2. How do the managers and employees of an airline company perceive the meaning of their 

company brand? 

3. In what ways do the employees of an airline company perceive their brand commitment and 

citizenship and how are these gauged by their managers? 

4. How do the managers and employees of an airline company understand their role in delivering 

its company brand promise?   

 

Based on the research questions, the study investigated the perceptions of the participants on three areas 

relevant to internal branding: organisational factors, brand support behaviours, and delivery of brand 

promise. The organisational factors investigated include organisational climate and communication. The 

brand support behaviours investigated include brand knowledge, commitment, and citizenship. Lastly, 

the perceptions of the participants on the delivery of the brand promise were explored. 

 

In terms of the organisational factors, the participants perceived the organisational climate of the 

company to be positive, favourable, and supportive. The response of the participants also provided 

support to the four arguments   

 

  The chapter is organized into four major sections based on the findings that helped the researcher come 

up with the answers to the above-mentioned research questions. Section 4.1 presents the findings on the 

managers’ and employees’ perceptions (MEP) of the organisational climate and existing communication 

channels used in internal branding. Section 4.2 shows how managers and employees perceive the 

meaning of their company brand. Section 4.3 presents how the employees describe or manifest their 
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brand commitment and citizenship and how the managers gauge these employee brand support 

behaviours. Section 4.4 depicts how the managers and employees understand their roles in the delivery 

of the brand promise. The findings presented in this chapter served as the basis for building a model of 

internal branding which is described in the discussion section of the study.  

 

 4.1. MEP of Organisational Climate and Communication Channels 
 

The researcher reiterates the claim of the study that the dynamics of internal branding are shaped by the 

confluence of organisational factors, individual factors, and the brand. The organisational factors serve 

as enablers of individual brand supporting behaviours to ensure the alignment of all organisational 

members with the company brand message (Massel & Ravazzani, 2015). The organisational factors 

investigated in this study are specific to the organisational climate, and communication and the brand 

support behaviours include brand knowledge, commitment, and citizenship. This section specifically 

describes the company and the MEP of the organisational climate as well as the communication channels 

and tools used in the company. The brand support behaviours are presented in sections 4.2 and 4.3.  

 

The findings presented in this section support the answer to RQ 1- How do the managers and employees 

perceive the organisational climate and what communication channels are in place in the airline company 

that can be of potential use in internal branding? The following findings serve to establish the 

organisational context in which internal branding takes place. 

 

4.1.1. The Company 

 

The company is an airline owned by the government which was established in 2003 by a Royal Decree.  

From its modest beginnings in 2003, it gradually expanded its services not only within the region but 

also to other global cities. The success of its operations enabled the company to invest in productive 

partnerships with allied industries in different countries while expanding its assets and services. Through 
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the years, it continued to reap awards after awards from several international awards-giving 

organisations.  

 

The information herewith presented was synthesised from sources such as the Company Information 

Sheet obtained by the researcher and the company profile posted on the company website.  For reasons 

of confidentiality, the company name in the information sheet, annual report, and the website is 

deliberately omitted in this text because it reflects the identity of the company.  Accordingly, the 

company experienced a milestone year in 2013, its tenth anniversary year, where it achieved its third 

consecutive net profit amounting to US$62 million. The company increased its global presence in six 

new markets: Washington DC, Amsterdam, São Paulo, Belgrade, Ho Chi Minh City, and Sana'a. The 

company increased its global partnership and continued to attract international attention, winning almost 

20 prestigious awards in 2013. During this year, the company set the scene for its next ten years, and 

beyond, committing billions of dollars in investments, new technology, new equity partnerships, new 

markets, and new ideas, all of which will serve to strengthen the foundations of its future. Its roadmap 

to the future is inspired by the company's vision to reflect the best of Middle Eastern hospitality as well 

as enhance the prestige of the county’s capital as a centre of hospitality between East and West. Its goal 

is to be a truly 21st century, global company, challenging and changing the established conventions of 

the industry. 

 

Corollary to these developments, the company rolled out its biggest brand campaign in March 2013 with 

TV, print, outdoor, and digital elements. In the company’s annual report of 2013, the company’s CEO 

in his address particularly acknowledged the employees for their commitment to the success of the 

company in posting its highest operational and financial performance ever to be achieved by a single 

company. 

 

Based on the 2014 Annual Report, the company earned a net profit of US$ 73 million in 2014, a 

milestone financial result. By the end of 2014, the company employed 24,206 people from 144 

nationalities, an increase of 37.5 percent compared to the previous year. 
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The airline has just celebrated its fifteenth year since its first flight in 2019 and coinciding with this 

event was the launching of the new brand platform.  This new customer proposition invites all to decide 

on how they desire to travel and chart their journey on their terms. It is also a validation that the airline's 

stakeholders are at the centre of every good choice the airline makes. According to the airline's Chief 

Commercial Officer, the company would introduce a range of products that would allow guests to 

personalize every aspect of their experience. These product lines enhance the airline's visual identity to 

create greater visual impact.  

 

4.1.2. Managers’ and Employees’ Perceptions of the Organisational Climate  

 

The organisational climate represents the collective perception of what an organisation is based on its 

structural and functional arrangements (Bowen and Ostroff, 2004). It describes “how it feels to work in 

a particular environment and an indication of the employees’ perception of those aspects of their 

environment that directly impact how well they can do their jobs” (Putter 2010: 10). 

 

Managers. The interview narratives revealed that all of the managers spoke favorably of the 

organisational climate of their company as evidenced by the descriptors that they used such as “friendly, 

supportive, busy, fantastic, diverse, innovative, dynamic and growing, learning environment and a 

culture of winning." This indicates that the managers perceived the organisational climate as one that is 

conducive to work and professional development. Furthermore, all of the managers agreed that there 

were no constraints that prevented members of the organisation from freely communicating and learning 

from each other. The Senior Marketing Manager described this as an open environment:  

Hamda: The environment is very innovative. It is very sort of open. There are always a lot of 

open dialogues, a lot of internal discussions about what’s next, and we have a lot of good 

thinkers here, a lot of ideas. That is very openly discussed. So, I suppose I would call the 

environment I work in as challenging, but very, very sort of thinking. 
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This type of environment can reinforce the knowledge of the company brand in their day-to-day 

interactions.  The enculturation process of all company members starts from the time that they entered 

the company. According to the HR manager:  

Joyce: The induction program created awareness straight away, so it gives the idea about it. It 

starts from again the vision and the mission, the values, how their performance management 

work, what about the company, our destinations or product, all different components of 

company culture, it gets communicated to them and from day one, during this induction 

program.  

 

The company employs individuals from over a hundred nationalities hence has a culturally diverse work 

environment. This makes the work environment very interesting according to the Services Manager:  

Khalid: I have found a very interesting working environment.  It is just because, as I mentioned, 

we are coming from different backgrounds in terms of the set of skills.  But also, the fact that we 

have so much nationality that we have in the entire company, around 140 nationalities, which 

exposes you to such diverse environment that helps with the relationships, personalities, helps 

you understand more about other cultures and learn from each other's experience about the 

corporate culture.  I don't think you will find it in many companies.  

Reinforcing this perceived organisational climate is the dynamism that pervades the work environment. 

The Corporate Strategy Manager elaborated that:  

Emily: The best part of this corporate climate is that it's very dynamic. You can never get bored 

with the company in other words. There are always new things that are happening. There are 

always new challenges. It's running at a very high pace compared to any other organisation in 

general. You can see that by just looking at the gross phase for the last few years. You can 

realise that there are always things that are happening. The company is not an organisation for 

someone who just wants just a job, and sit there and do more job, and just go. It's very dynamic. 

It's very challenging. It creates a lot of opportunities for people to get involved in so many 

projects other than your role because there's a continuous role. Very energetic and very 
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ambitious people that like the challenge in general, they will be comfortable in the company. 

Because of the environment, it is a very challenging environment.  

 

The foregoing perceptions of the organisational climate show that the managers generally viewed the 

organisational climate as favourable and supportive. This can serve as a positive enabler for internal 

branding in the company.   

 

Employees. Nineteen (19) out of the twenty (20) employees interviewed likewise perceived that the 

organisational climate of their company is a very favourable one. They perceived the workplace as "very 

relaxed, extremely good, wonderful, facilitative, interesting, fantastic, supportive, perfect, and like a 

family.” 

 

 Only one of the employees intimated that the climate is difficult and to a point scary. Whereas the other 

employees found that the multicultural environment of the company is favorable to the organisation, this 

participant found it differently. An employee of the HR department explained that:  

Liza: Sometimes, it becomes a little difficult to communicate with the other department.  Within 

your department, you are available to it. You know what is happening there. When it comes to 

other departments, it becomes difficult. When you're talking to locals, you need to be very 

careful because you don't know if they will feel bad or not. If you need to communicate with 

your agents, it becomes a little difficult because you don't know how they will react to it. That's 

the only difficult part of the job, but it is fine. You can go and talk to anybody. No problem. It's 

a little difficult sometimes with different nationalities. That's all.  

 

The above employee highlighted the communication difficulties with co-workers in other departments 

and with customers on account of differences in cultures.   

 

The managers in the study perceived the organisational climate of their company to be “friendly, 

supportive, busy, fantastic, diverse, innovative, dynamic and growing, learning environment and a 
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culture of winning." The employees likewise perceived their company’s organisational climate to be 

"very relaxed, extremely good, wonderful, facilitative, interesting, fantastic, supportive, perfect, and like 

a family.” On the whole, the participants perceived that the company's organisational climate is positive, 

favourable, supportive, and enabling.  

 

These perceptions reflect the conceptualization of organisational climate as an individual's perceptions 

of his/ her work environment (Owens, 1987; Hoyt and Forsyth, 1986) expressed in psychologically 

meaningful terms and are regarded as objective long-term objective properties (Rentsch, 1990) or a set 

of characteristics that describe their organisation (James & Jones, 1974; Johannesson, 1973; Moran & 

Volkwein, 1992; Woodman & King, 1978). 

 

The perception of the organisational climate as a growing, innovative, dynamic, perfect, learning 

environment, and culture of winning, suggests that structural properties of the organisation are perceived 

to constitute the climate. This supports the structural argument (Bitsani, 2013; Moran & Volkwein, 1992; 

James & Jones, 1974; Schneider & Reicher, 1983) that exposure to a common organisational structure 

gives rise to the climate that is perceived by members of the organisation. 

 

The perception of the organisational climate as relaxed, busy extremely good, wonderful, interesting, 

and fantastic, on the other hand, supports the perceptual argument that the organisational climate 

originates in the individual (Bitsani, 2013; Moran & Volkwein, 1992; Schneider and Reichers, 1983). 

Accordingly, individuals interpret and respond to the organisation in ways that are meaningful to them 

 

The perception of the organisational climate as friendly, diverse, facilitating, supportive, and like a 

family supports the interactive argument which includes the objectivism and subjectivism of the 

structural argument and perceptual arguments, respectively. Accordingly, organisational climate is the 

totality of the individuals’ response to their situation (Bitsani, 2013; Moran & Volkwein, 1992; Ashforth, 

1985). This also aligns with symbolic interactionism which purports that meaning emerges from the 

interactions among people (Carter & Fuller, 2015). 
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 It was noted that the reference to the five values or the company's corporate values recurred in the 

interview narratives concerning the perception of the brand supporting behaviour of the managers and 

employees. Corporate values are part of the organisational culture and the perceived influence of the 

corporate values on the behaviour of the participants suggests the link between the organisational climate 

with the organisational culture. This supports the cultural argument which emphasises the role of 

organisational culture in the formation of organisational climate.   

 

Accordingly, organisational conditions are perceived and interpreted differently as individuals interact 

in the organisation. The perceptions of individuals and the inter-subjective processes are influenced by 

the organisational culture. The cultural argument empahsises the social arrangements in which cultural 

features become meaningful in the perception of the organisational climate (Bitsani, 2013; Moran & 

Volkwein, 1992).  

 

Based on the foregoing arguments, the cultural argument is more encompassing in accounting for the 

organisational climate perceptions of the managers and employees. Suffice to say that the general 

perception of the participants that their company's organisational climate is good, positive, favourable, 

and supportive shows an enabling work environment in the company.  

 

4.1.3. Communication Tools of Potential Use for Internal Branding   

 

Studies have demonstrated the significance of communication as a critical success factor in internal 

branding and engaging employees to develop the appropriate brand support knowledge, attitudes, and 

behaviours (Power & Reinstra, 2004; Urde, 2003; Tosti & Stotz, 2001). The following presents the 

communication tools that are in place in the company as described by the managers and employees. The 

significance of these tools lies in their potential use in the internal branding process of the company.  
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Managers. The managers interviewed stated that the company brand is conveyed through various 

channels. The most common are web-mediated tools (emails, websites, corporate communications); 

process-mediated activities (inductions, training, performance management systems, meetings); and 

events-mediated means (roadshows). While most of the channels are quite commonly used, what 

differentiated the company from other brands were the events known as brand-oriented roadshows. The 

Visual Communications Manager explained that:        

Gemma: We have something called the roadshow not just every quarter of the year and this is 

when the CO can serve.  He conducts these roadshows with the entire employees in different 

groups, and he communicates all the updates that mission and vision, where we are, where did 

we commit, and what did we committed at the beginning of the year, let's say, how far did we 

achieve from that, how close are we from our mission and vision, what are the KPI's or the key 

performance indicators that we agreed to achieve, and how far we're progressing against those.  

So, there's continuous communication to communicate with the entire population of the 

employees about the brand, what we are trying to achieve, how are we going to achieve that, 

what are the plan to make this happen, how every individual contributes to those.  So these kinds 

of roadshows are very high-level key initiatives to create awareness and communicate 

continuously the vision and the strategy of the organisation.  

  

The Recruitment Manager also emphasized that the roadshows are venues where company values are 

discussed:  

Ahmed: In every roadshows, there's one element on people. So we come and are considering 

that, and there is an element on value. In every roadshow you have those values and sometimes 

what you do with those values, we start bringing real examples. We all talk about it so we sound 

from the HR an example, there is 1-2-3-4, battling with best practice through X and Y. they did 

this on this particular slide which shows about our inspiring customers, you know, the 

provisions of value. So, we bring those sorts of examples. So the key was very much thriving 

that. We have a monthly newsletter as well. In that, we have a section about IValue. We create 
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it. Something called the IValue. So we talk about examples of people reflecting these values 

during the roadshows.  

   

Whereas other channels serve the purpose of enhancing the brand awareness of employees, the 

roadshows can serve as an effective strategy for internal branding because it involves all of the 

employees of the company.  

 

Employees. The findings from the interview narratives of the employees largely confirmed the 

statements given by managers on the channels used by the company in instilling, reminding, and 

sustaining the brand values of the company. They also confirmed that all of the employees underwent 

the formal experience of induction and training in which the company brand was emphasised. Virtual 

channels such as the internet, e-mail, and other audio-visual productions focusing on the brand are part 

of the daily experience of employees. The roadshows were likewise perceived as an effective channel 

for communicating the brand.  

  

On the whole, this section presented an overview of the company and the views of the participants on 

the organisational climate and communication channels used in conveying the company brand. 

Accordingly, the company is a well-known brand that continues to enhance its brand image with the end 

view of creating a greater visual impact. The participants perceived that the company's organisational 

climate is positive, favourable, and supportive. Likewise, there is unanimous agreement among the 

participants on various communication channels that are in place which, among others, are used to 

convey the company brand. The importance of these findings is that it provides a view of the 

organisational factors that establish the context of where internal branding takes place.  

 

The evidence from the findings that supports the interactive and cultural arguments earlier discussed 

undoubtedly underscores the vital role played by communication in the process. Accordingly, the 

findings show several communicating media that are in place in the company. Web-mediated tools such 

as the company website, e-mails, corporate communication, and audio-visual materials are the common 
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sources of information about the company brand. Other than these, other sources of information include 

process-mediated activities such as inductions, training, performance management reviews, and 

meetings. Finally, the company also regularly conducts events-mediated activities as a means of 

communicating the brand to stakeholders.  

 

4.2. Brand Knowledge of Company Managers and Employees   
 

The behaviour and decisions made relative to the brand first and foremost depend on brand knowledge 

(Keller, 2007). This does not only apply to external customers who buy the brand but to internal 

customers as well because translating brand values to reality is hinged primarily on the brand knowledge 

of internal customers such as managers and employees who are instrumental in disseminating such 

knowledge. King and Grace (2008) saw this dissemination of brand knowledge as the precursor of 

internal branding.  

 

This section presents the knowledge of the company managers and employees of their company brand 

and how they expressed the message behind the brand. Specifically, it shows the findings that support 

the answer to RQ2- How do the managers and employees of an airline company perceive the meaning 

of their company brand? The knowledge of managers and employees is instrumental to the development 

of brand-oriented behaviour of employees which is essential in creating a more consistent 

communication of the brand in an organisation. Deeper knowledge about the meaning and values of the 

brand enables managers to facilitate the delivery of the promised customer expectations by the 

employees (Punjaisri, et al., 2009; Punjaisri & Wilson, 2011). 

 

 4.2.1. Brand Knowledge of the Managers 

 

The managers in the company play a dual role, one related to their functional departments which 

differentiates the managers according to specific tasks, and one related to imparting the brand values to 

employees which is a universal task. The perspectives of the managers interviewed on internal branding 

are largely seen in the context of their latter task.  

 



93 
 

 After the introductions, the researcher asked the question, “What comes to mind when you are asked 

about “Brand X” (the company brand) is?  The various answers by the manager participants are as 

follows: 

o Brand X = prestigious (Gemma) 

o Brand X = biggest (John) 

o Brand X = encompasses everything (Emily) 

o Brand X = good reputation (Saif; Ahmed) 

o Brand X =service providers with quality (Khalid)  

o Brand X = whole experience (Bridget) 

o Brand X = excellence (Joyce) 

o Brand X = best in class (Brenda) 

o Brand X – associated with “the place” (Hamda). Note: the identity of the locale was 

intentionally changed by the interviewer to “the place”. 

 

Based on the foregoing answers, it appears that in the majority of the cases, the manager participants’ 

knowledge of the brand is largely generic. This means that there is no differentiating factor in their 

awareness of the company brand compared with descriptions used by other companies. Terms such as 

excellence, best in class, biggest, most prestigious, or excellent reputation, are common buzzwords that 

are associated with other brands as well. These are so-called brand intangibles (Levy, 1999) which are 

found to be common means of differentiation especially in service companies (Kotler & Keller 2006).  

 

Other than the general knowledge of the brand, the Corporate Strategy manager perceived the brand in 

an all-encompassing manner:  

Emily: The brand encompasses everything that the company is about in terms of product, in 

terms of service, in terms of delivery, in terms of being customer-centric, and in terms of being 

reliable. And it needs to be a brand that you trust. What the company brand is trying to do is, I 

mean, we had changes in the brand even in the last few years I've been here.  
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It appears that the most differentiating description of the brand was cited by the Marketing Manager 

which associated the company brand with the local context: 

Hamda: In my opinion brand X is linked to “the place” and the purpose of the company in 

supporting the growth of “the place”. So we cannot differentiate the two and we cannot separate 

that. It is always happening. As long as people understand that there is a strong correlation 

between the company and “the place,” you know, I think they understand why we are so 

aggressive with our strategy because probably the strategic decision that you make completely 

driven by the means of the government of “the place” 

  

The knowledge of the above manager was found to coincide with the vision of the company which is to 

promote "the place" as a brand through the instrumentality of the company's business and services. This 

is consistent with the advertisements that the company has online or on the ground. The greater intention 

of projecting the company brand is to showcase "the place" as a brand as well. This shows that the airline 

brand is not an end in itself but is also used as an instrument for place branding. This is quite a different 

approach from other place or destination branding strategies that project place reputation, tourist spots, 

and heritage sites as the major features in place branding (Vela, 2013; Faroudi, Kitchen, Gupta, & 

Faroudi,2016; Kasapi & Sela, 2017).  

 

4.2.2. Defining the Brand Message  

 

Based on the manager participants’ given knowledge of the brand, the researcher followed through to 

allow them to elaborate the message behind the brand by asking, “What is the strategic message behind 

Brand X which you convey to employees and other stakeholders?” Accordingly, the following answers 

were given: 

o Message behind Brand X:  to be the best (Hamda) 

o Message behind Brand X:  to treat passengers as guests (Khalid) 

o Message behind Brand X:  to act in a way to deliver the brand (Saif) 

o Message behind Brand X:  an experience (Gemma) 
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o Message behind Brand X:  luxury (Brenda) 

o Message behind Brand X: we take care of you (Bridget, John) 

o Message behind Brand X:  the five company values (Ahmed, Joyce, Emily) 

 

Logically, all of the answers given are valid answers to the question. The message conveyed by them 

appears to address the behavioural, affective, and cognitive aspects of employees. The messages behind 

the brands such as treating passengers as guests or acting in a way to deliver the brand can generate a 

behavioural response from employees. The message, we take care of you is very reassuring and appeals 

to the affective dimension of employees. The message on the five values is a cognitive reminder that 

corporate values are supposed to be embedded in every aspect of work in the company. The findings 

show that the brand does not only appeal to a single dimension of the individual perceiving it. To be 

effective, internal branding has to cater to all the personality dimensions of the customer. This affirms 

the significance of brand personality is one of the significant considerations in internal branding as found 

in other studies (Nrmali, Khatibi, Shukri, & Azam, 2017; Kashive & Khanna, 2017; Erkmen, 2018)      

 

Internalizing the five corporate values is an imperative matter if these are to be behind the message 

conveyed to employees. In this regard, three managers who identified the five corporate values as the 

strategic message described the message differently. Although aware of the five values, one of the 

managers was only able to say this much: 

Ahmed: Taking responsibility and acting positively. Acting positively, taking responsibility, 

inspiring customers, caring about the details. I think that’s all of that. 

 

The second manager explained the five values in this manner: 

Joyce: It's all servicing and delivering the right products to ultimate customers, seen a consistent 

level of service to be given to all our guests. It should not be any quality in our delivery 

standards. Everybody should be treated fairly in all our service cabins. Moreover, we are a 

premium carrier. I am not differentiating premium travelers and economy travelers, but we 
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areperceived in the market as one of the premium carriers, so we have to take utmost care of all 

our travelers, plus double care on our premium travelers as well. 

  

The third manager attempted to give a more precise explanation, to wit: 

Emily: We have 5 core values, right? And those core values have been very carefully divided 

and created from the beginning and to be honest, they were driven or they came out from the 

values of "the Emirate" so we talk about hospitality. We talk about the can-do attitude which is, 

you see it everywhere when you drive in "the Emirate" not only in "the Emirate", it's the country 

in general and the taken responsibility. The acting positively. Again, those values are linked 

directly to the government of "the Emirate", to the region of "the Emirate", to the people of "the 

Emirate". There is this thirst for great things. That's the way how we are translating those into 

actions across the business. So in everything that we do in the company, we link them to value. 

If it's performance management, we link them to value. If it's a recognition reward, we link them 

to value. Everything we do, with training, we link them to value.  

 

Generally, it can be noted that the perception of the managers in the study is grounded on the company 

identity and oriented to its strategy. The identity orientation is more expressed as services delivered to 

guests or customers. The strategic orientation is hinged on the five values. This shows that the managers' 

perceptions are related to each other since the perceived services delivered are driven by the five 

corporate values.  

 

4.2.3. Gauging Brand Awareness  

 

Managers are well aware of key performance indicators because they perform the task of periodically 

evaluating the implementation of organisational strategy. On this note, the interview proceeded to 

explore how the managers in the study gauged the employees’ knowledge of the company brand. 
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The company managers in the study are aware of KPIs but are quite uncertain or ambivalent when it 

comes to using these to determine either brand knowledge, commitment, and citizenship. As expressed 

by one of them: 

Hamda: Okay. So we have different people depending on different departments. We will have 

different KPIs they’re assessed against because the KPIs are relevant to the position that they 

have and the job that they do. So, for example, if you take someone at operations that are 

responsible for a certain area of operation, there will be the KPIs that relate to that. If you take 

me for example, it's quite hard to put a KPI against what are the corporate strategies because 

we don't necessarily deliver a set metric. What we have to deliver is overall planning and 

delivery of the high-level strategy and a lot of it is long-term growth. So, the way we look at 

ourselves is, are we working on the right kind of strategic metric. What are the benefits that the 

company and the wider economy have received from the strategy and investments that we do? 

Like on my part, we have the economic contribution to "the place.” Where we look at the 

company as a business and see how we're contributing to 'the place" and what can we do to 

improve on that. Say for us, it's a bit more difficult because it's a longer-term strategy and we 

work on a lot of big projects which are all run in parallel for the long term.   

 

When asked about how employees' brand awareness was gauged, three of the managers pointed to 

iAchieve. There seems to be no consensus, however, whether this is a tangible indicator for brand 

awareness. 

Saif: So, we have a yearly, which is called, iAchieve. I don't know if you've heard of iAchieve. 

So iAchieve is the HR profile that we use to assess and track an employee's performance. We 

also have a yearly survey that comes out, to check how they are feeling, what can we do better, 

what we are not doing so well, and to check their loyalty to the airlines.  

 

Saif: At the moment, we don’t measure brand awareness through iAchieve or throughout certain 

or within the company. We don’t have that at the moment. 
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Joyce: iAchieve definitely will reflect a certain extent, how much the employees are aware 

because the more they can demonstrate the right behaviour compared to their competencies, 

the more they are aware of the brand. Also, again, there are a lot of multiple surveys or 

assessments that are happening naturally throughout. Like for example, customer satisfaction. 

It gets conducted. The majority of the questions are the areas that try to assess throughout the 

survey that is related to the service provided to the customers.   

 

Joyce: They have to bring evidence of what they have been doing, how they have been doing it. 

I check all the social channels daily anyway to make sure that the brand message that they are 

putting out is correct.  

 

Hamda: Not for the awareness specifically, we don't have; but we conduct, for example, at the 

survey that's done twice already in the organisation. That more or less measures the brand of 

the company.    

 

On the whole, the above managers' understanding of gauging the employees' awareness is generally 

performance-based. This is seen in terms of evidence of performance to deliver the strategic message 

that is guided by a company-based code of conduct. In this context, the employee work ethic plays a 

significant role. Contrary to the use of recall and recognition-based metrics to determine brand 

awareness discussed in the literature (Alimen & Cerit, 2010; Rossiter, 2014; Antila, 2016),  it appears 

that there were no explicit categorical metrics specifically used to gauge the brand knowledge of 

employees as revealed by the managers in the case of the airline company investigated.  

 

4.2.4. Brand Knowledge of Employees 

 

Employees as the subjects of internal branding need to integrate the brand values with their day-to-day 

functions. Their role is crucial as they come in contact either directly or indirectly with the customers of 

the company. The employees interviewed represent a cross-section of the different service touchpoints 

of the company starting from the frontline, functional, and back-end support services that serve the 
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customers. The extent to which they deliver the brand promise largely depends on how they construe 

what is expected of them and how they manifest these in their day-to-day tasks in the company. 

Construing means placing an interpretation on that which is construed within the framework of which 

the substance takes place or assumes meaning. It is, therefore, the person who places a substance to that 

which he construes (Partington, 2002).   

 

The researcher explored how the employees construed the company brand by drawing out from the 

interviewees what exactly comes to mind when they hear of the company brand. The purpose of this is 

to elicit an immediate response that is associated with long-term memory of what the employees are 

aware of regarding the brand. 

 

From the responses of the participants, their understanding of the brand was associated with three things: 

the attributes of the brand, attributes of the company, and the values associated with the brand.  In terms 

of the brand as company attributes, eight of the respondents were quick to point out that the company 

brand is a "best-in-class luxury brand.' As explained by a contact center agent, this covers everything:   

Rebecca: Within 6 years, the aim of the company has changed back and forth. Now, whenever I see the 

company, what comes to my mind is the best industry in the world.  I assume the company back when I 

started in 2008 to be very slow. People are growing. We were a small company. Now, Alhamdulillah, 

we can deal with packages, we can deal with accommodations and we're not restricting ourselves only 

to ticketing. We go over beyond that to cover everything.   

 

Four of the respondents associate the company brand with connectedness. They look at the brand as 

inseparable from the context (“the place”). According to Alyazhia who is a brand development 

employee, the brand and "the place" are connected, it is the same. I think the brand is an achievement 

of “the place,” Hassan, an airline pilot also said that it's a huge part of the city and they go together. 

The brand is the pride of "the place."   
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Four other employees perceived the brand as “service with quality.” One of them who is  a flight 

attendant explained that: 

Eloisa: The brand started with service in mind where you can provide hospitality. Now, about 

10 years, we are slowly moving into that service strategy and then slowly moving into the 

hospitality part. With the services that we provide, we are training our staff to move into the 

hospitality attitude on how to provide hospitality.  Like when you get in one of the best hotels in 

the world. Service can be like you pay and you get a service. It can be like that. We are trying 

to achieve a bit more on that and be more hospitable and all our services are set to that level.   

 

A commercial trainer associated the brand with what the people in the company have, namely, 

persistence and commitment: 

Noura: The company brand means persistence and commitment. We are very, very committed. 

If you look at any area of the company, let it be learning and development, let it be HR, people 

stretch a lot to give their best. We sometimes get understaffed because the department or the 

company is growing so fast. If you look at a company which is just 10 or 11 years old, there is 

no other which has grown so fast. Of course, we have support from the government. However, 

for work to progress that fast, people have to put in so fast because the manpower cannot be 

managed very fast. They all stretched. We all do the extra mile. We have a lot of commitment. 

You don't see people telling give up and go. Sometimes, they do but they don't go. They just take 

it and come back and do work. It is not because we have been pressurized but we love the 

company. It's so drastically changing. It's very dynamic for the past 6 years I have been here. I 

have seen lots of changes and that's unbelievable. For the past 6 years of experience, I am sure 

if I have a friend Table 9. Construction of the IB Frameworkwho is also working with another 

company, they would not have seen so much as I have seen. It's a big learning experience.  
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An HR employee associated the brand with working together in the company: 

 

Liza: The first thing that comes to my mind is all the entire company units, we worked together 

to accomplish a wide task.  The entire company is like one team, one dream, so we all have one 

goal. We work together to achieve and become the best company in the world.  

  

Two employees perceived the brand from the vantage point of value, namely, prestige and reputation:  

Rose: You go out. You speak loud. Where are you working? Then I say, I'm working in the company. 

You know, I can see that their eyes look. Oh, you're working for that company? It's kind of prestigious. 

What about the positions you're working on? They're not even asking. You're working in low grade or 

high grade, what about the position? You work for the company, oh it's very nice. Even I have been 

trying in the company, you u see the interest.  

 

Mubarak: There's only one thing that comes to mind: a good reputation. When you think of the 

brand you know that you're working for a very good reputation company. You feel proud when 

you tell somebody that you're working for the company. There's a sense of achievement, there's 

also a sense of pride that, okay, you know you're working for a very good company. That's what.  

  

From the foregoing, it is evident that the knowledge of the company brand is very subjective and is 

devoid of any standard definitional quality. The brand is perceived differently from person to person in 

the company and this understanding revolved around superlative descriptors that they associated the 

company with. This makes participants perceive the brand in a like manner. 

 

On the whole, the understanding of the employees in the study is associated with company attributes, 

what employees do, the values of the company, and its strategy.  In comparison, while the managers in 

the study identified internal means such as iAchieve and the code of conduct for gauging brand 

knowledge, these were not explicitly expressed by the employee participants.    

 



102 
 

4.2.5. Articulating the Brand Message  

 

To be able to express the brand message in a more realistic situation, the employees in the study were 

asked how they would explain the brand to the customers while in the workplace. The employees in the 

study explained the brand message to external customers generally in two threads: attributes and 

consequences. The brand message as attributes of the company are quite consistent with the employees’ 

knowledge of the brand as a premium class, a leading company, the biggest company, luxury, persistent 

and committed, and delivering best practices.  

 

The other thread of explaining the brand message was more service-focused because employee 

participants emphasized the consequences of using the brand. Two of the employees gave an all-

encompassing answer such as, we cover the whole world for you and there are no limitations with the 

company, anything, we do have it. 

 

Some employees interviewed see the brand message as experience. As expressed by a retail sales agent: 

Omar: We will say that the company itself is an experience… So, when we are talking about experience, 

then you need to experience the brand. We want you to get the taste of the company, and with the money 

that you have, you can buy a part of it… so it doesn't matter which level of the society you come from. 

You can get the taste of the company at any level.   

 

The others explained the brand message in a way that appeals to home or hospitality.  A travel contact 

agent and reservation and ticketing employee elaborated that: 

Rafiq: The message is that the company is taking care of you, all with the world. Wherever you 

are and wherever you want to go, if you come to the company, it will take care of the point you 

step out of the house and until the time you step in. It's from start to end, we take care of you.  

   

Kenny: We will ask customers what exactly they want. It's a bigger picture that we're looking 

at or in a nutshell like you ask me, who are giving the service or what is hospitality; then, we 
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can explain provided I have the best knowledge of the customer, and I have the time to do it, 

and I have the knowledge to do it. It depends on what they are looking for. If it's the company 

brand then it's hospitality all overall, I can say, this is our vision, this is what we are going to 

do. 

  

It can be noted that their expression of the brand message corresponded with their perception of the 

brand. The employees interviewed generally had a similar understanding of the brand message with that 

of the manager participants on the five values and the strategic focus. As earlier mentioned earlier, these 

two aspects were explicitly underscored in the managers' understanding of the strategic message.   

 

On the whole, this section presented the perceived brand knowledge of the company managers and 

employees interviewed and how they explained the message behind the brand. It also showed how the 

managers in the study gauged the brand knowledge of the employees. Most of their knowledge of the 

brand was quite generic and their explanation of the message behind the brand was related to the 

company identity and oriented to its strategy. The identity orientation is more expressed in terms of 

services delivered to guests or customers. The strategic orientation is hinged on the five corporate values 

that drive company strategy. In both cases, the brand message expressed by the managers in the study 

was more customer-centric. The knowledge of the brand of the employees in the study was similarly 

associated with company attributes, what employees do, the values of the company, and its strategy. The 

managers in the study who were responsible for gauging the brand knowledge of employees did not 

provide a categorical response as to how they gauged the brand knowledge of their employees. Some 

mentioned KPIs and iAchieve but were uncertain on whether these could be used to gauge brand 

knowledge as these were used mostly to gauge performance. This indicates the need to develop specific 

metrics that would gauge the brand knowledge of the employees. 

 

Brand knowledge is the individualistic inference drawn from descriptive and evaluative brand-related 

information. Brand knowledge is constituted by brand awareness and brand image (Alimen & Cerit, 

2010). Brand awareness is the ability to recall or recognize the brand (Keller, 1993; Aaker, 1991). It 
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signifies the mental presence of the brand among individuals that allows them to produce information 

about the brand (Farhana, 2012; Ross, 2006). The brand image represents the meanings ascribed by 

consumers to the brand (Dobni and Zinkhan, 1990; Aaker, 1991; Keller, 1998; Del Rio et al., 2001; 

Nandan, 2005).  

  

In the study, the researcher elicited brand awareness by asking the question, “What comes to mind when 

you hear the company brand?” To elicit the brand image, the researcher followed up with the question, 

“what is the message behind the brand?” 

 

The findings show that the participants have a common awareness of the brand in terms of attributes 

such as best-in-class luxury brand,  prestigious, good reputation, service with quality, and '’the Emirate. 

Some employees associated the brand with personal attributes such as persistence, commitment, and 

working together which was not mentioned by the managers. In general, the awareness of the brand was 

perceived in terms of structural attributes or brand intangibles which are seen as properties of the 

company, and personal attributes which are seen as attitudes of those who work with the brand. In all 

cases, their awareness was top-of-mind which means that their response to the researcher's question was 

immediate and unaided by recall tasks or prompts (Aaker, 1991; Kucuk, 2010).    

 

In terms of brand image, the message behind the brand commonly perceived by the participants included 

total experience, we take care of you, hospitality, and the five values. Some managers interviewed 

perceived the brand image in a goal-oriented manner such as to be the best, to treat passengers as guests, 

and to act in a way to deliver the brand. On the other hand, some employees perceived the brand image 

as, we cover the whole world for you and there are no limitations with the company, anything, we do 

have it, which encompasses all of the company services. 

 

From the awareness and perceived image of the brand, the brand knowledge of the participants are 

largely tacit in nature and covering a range of perceptions associated with company attributes, strategy, 

goal-orientation, and consequences. Tacit knowledge is experiential, intuitive, and personal (Jones & 
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Leonard, 2009).  The knowledge of the participants is grounded on structural attributes of the company 

that projects the identity of the brand. Their knowledge also revolves around the 5 values that reflect the 

company strategy and the goals that are aligned with the company vision. Lastly, brand knowledge is 

also associated with consequences relative to the use of the brand. Other than the association of the brand 

with the five values, all other expressed knowledge relative to company attributes, strategy, goals, and 

consequences were tacit in nature. 

 

4.3. Brand Commitment and Citizenship    
 

Commitment is a construct that has been associated with loyalty (Gull and Ashraf, 2012; the feeling of 

maintaining a relationship with the organisation (Allen and Meyer, 1990; O'Callaghan, 2009); the 

employee's affiliation, identification, and participation with organisational goals (Gull and Ashraf, 

2012); the dedication and perseverance demonstrated by employees (Williams 2006); and the eagerness 

and ability to deliver among employees (Percei and Rosenthal, 1997).  

 

 This section presents the perceptions of employees in the study of their brand commitment and how 

managers gauge the commitment of their employees to the brand. It specifically shows the findings that 

will answer RQ3 - In what ways do the employees of an airline company manifest their brand 

commitment and citizenship and how are these gauged by their managers? 

 

4.3.1. Brand Commitment of Employees  

 

The data revealed that two of the employees categorically quantified that they are 98% and 200% 

committed to the brand, respectively. Fifteen of the twenty employees interviewed stated that they were 

willing to take on other jobs within the company if their services are required. The remaining five stated 

that they would willingly take on other jobs in the company if the jobs were challenging or related to 

their specializations. 
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The data also shows that those with long years of experience with the company do not mind putting in 

extra hours more of work. This was seen among three employees with long years of experience in the 

company. A trainer, who worked in the company for twelve years stated that: 

Sadiq: I am just telling, sometimes you reach home late. I have a 4-1/2-year-old daughter so the 

first time she's telling me, why are you always late? You feel bad, but then in one way, you feel 

happy, I am working for a prestigious company. I know that my time is more dedicated here.  

 

An employee who has been with the company for seven years and now works with career development 

further explained that:  

Fatima: It's because I have been living with it like I said, when I joined the recruitment team 6-

1/2 years ago, I was supposed to be doing a very basic job, to learn the whole deal of it. The 

first thing I did was recruiting a country manager which is like a general manager now for a 

country. I had no clue about it because I have not seen anything that's being done but I had to 

work it out myself which meant I had to do my research and go through what they did previously. 

I am supposed to leave at 4 o'clock or 4:30 whatever. I usually leave at 8 or 9. That is just fine.  

 

After being with the company for 14 years, an employee who now works in the company's joint ventures 

department affirmed that he is willing to spend extra time at work: 

Nasser: Yes, because I believe that the company is blood and sweat all the way. I'd rather not 

talk about the company being the best brand. I'd rather the company be the best brand. Our 

brand should speak for itself and that's what we're doing by reaching out to the entire world. 

We're already doing that.  

  

Three other employees categorically stated that the company will be their last job, which means that 

there was no other job that matched their jobs in the company therefore as one of them puts it, “after the 

company, it’s finished.” In contrast, another three employees interviewed said that they will leave the 

company if a better offer comes their way. 
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A back-office employee, got emotional as he described his commitment to the company:  

Mubarak: This is my family. I want the company brand to be well known everywhere because I 

have seen an airline growing from a baby. We were just a baby,  I saw it crawling; now, we are 

walking and I want to see it running. Are you ready to leave your family and go? 

 

The above-stated response from among the employees indicates that they perceived no distinction 

between brand commitment and commitment to the company. In this case, the commitment was seen in 

terms of the persistence of the employees in doing their jobs well, going the extra mile, and staying with 

the company. This shows a mix of affective, continuance, and normative commitment. According to 

Allen and Meyer (1990), employees remain with their organization because they want to, have affective 

commitment. Those who remain because they need to, have continuance commitment. While those who 

remain because they ought to, have normative commitment. Studies on the performance of employees 

working in various businesses in Turkey only showed the predominant influence of affective 

commitment (Kaplan & Kaplan, 2018).  This finding, however, differs from earlier studies on the 

performance of employees in the same country which showed the predominant influence of normative 

(Iraz & Akgun, 2011) and continuance commitment (Ozutku, 2008), respectively.  

 

In a study of the turnover intentions of nurses in Indonesia, it was likewise found that affective 

commitment significantly influences the nurses' intentions to stay (Mardiana, Hasan & Haerani, 2017). 

The findings of the present study differ from these studies as it indicates the simultaneous occurrence of 

these three types of commitment among the employees. The present findings also conceptually agree 

with other findings such as commitment being an attitudinal or behavioural disposition (Osuna, Thomas, 

Veloutsou,2017) which is manifested in the form of attachment, identification, and involvement with 

the brand (Zaraket, 2018) reinforced by economic, emotional, and psychological connection (Hsiao et 

al., 2015). The studies of Osuna, Thomas, and Veloutsou (2017); Zaraket (2018); and Hsiao et al. (2015), 

however, all focused on external customers or brand users while the present study dealt with internal 

customers or brand builders.  
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4.3.2. Employees’ Perceived Citizenship Roles 

 

Many of the employees interviewed expressed that being effective in the roles that they play within the 

company is a sign of being faithful to the brand. These employees perceived that brand citizenship was 

best manifested through their roles and personal behaviour in and out of the company. The following 

views best reflect this perception:  

Eloisa: Even outside, so it is very much important to behave well whether you are on the uniform, 

on duty, or off duty. That is the brand. You need to go with the brand. You need to behave well. 

You need to ensure that we go in line with what the company has promised whether on duty or 

off duty. With this, it's not only on-board but it's also in our personal life. It's very important. 

We're made to know even when we're not in uniform, we represent the company and the country, 

so we should behave the right way outside of work. In work, professionalism, our uniform, the 

standards of how our hair should be, how our makeup should be, how our bags should be. The 

standards are all the same.  

 

Omar: From the perspective of our staff, I do feel like we do have much responsibility because 

we do face the guest in person, very clearly. We as staff, wearing this uniform, represent the 

company. Whatever we portray, whatever we reflected towards the guest, that is what the 

company is. We feel like it is more than important to be in a positive approach. Whatever you 

do, the way you behave, the way you speak, the way you smile, or the way you greet the 

passenger or you greet the guest, it will reflect.  

 

Nissam: Of course, I mean, if I am wearing the company logo or not, company ID or not, I 

always make sure that I behave appropriately whether on company building or outside because 

I represent the company everywhere. 

 

Shamsa: Definitely, because we have to carry ourselves better. If we are dealing with the 

customers or we're dealing with the guest, even though I don't take calls, when it comes to the 
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escalations, when it comes to supervisor levels, we are representing the company. The way we 

speak or the way we communicate with the guest represents our company. 

  

Noura: Yes. As (company name) as a brand, we are supposed to be role models not only when 

you are on the premises. You need to be a role model when you are outside also. If you are 

wearing your ID, you need to be in a certain way that you need to be within the policies of the 

company. When we are on duty travel, even if you're traveling. If you're traveling on a staff 

ticket, it doesn't mean that you just can do anything. You are representing the company even if 

you are on a flight. 

 

Nasser. I am the face of the company. Definitely, I represent the brand ambassador. I am a 

brand ambassador. When I want to visit a travel agency, they take me as a company brand 

ambassador because I am the face of the company.  

 

Other than the above-mentioned views, the remaining few of the employees interviewed perceived 

citizenship as compliance with ethical guidelines and a personal choice.  

 

Generally, the employees in the study associate brand citizenship with ethical behaviour that borders 

around the company values hence the reference to ethical guidelines. Some alluded to being brand 

ambassadors as a manifestation of brand citizenship which is quite related to findings of brand citizens 

being brand endorsers (Piehler, 2018) or brand missionaries (Khairy and Lee, 2018.). One stream in 

brand literature highlights brand citizenship as in-role behaviour (Kimpakorn and Tocquer,2009; King 

and Grace, 2008; Punjaisri and Wilson, 2007) while another stream inclines brand citizenship towards 

extra-role behaviour (Morhart, Herzog and Tomczak, 2008; Burmann et al, 2008).  

 

The findings of the present study, however, show that citizenship behaviour encompasses both in-role 

and extra-role behaviour hence bridging these two streams. Generally, the findings agree with the claim 

that brand citizenship behaviour is demonstrated in the manner in which employees align their attitudes 



110 
 

and behaviour with the corporate brand and enhance their brand-related performance in the process 

(Khairy and Lee, 2018; Burmann and Zeplin, 2005). The measures of brand citizenship behaviour 

include helping behaviour, sportsmanship, brand endorsement, brand enthusiasm, brand consideration, 

self-development, and brand development (Burmann and Zeplin, 2005: pp. 283-284).  

 

Upon further examination, it was found that helping behaviour, brand development, and brand 

enthusiasm altogether represented brand citizenship (Burmann et al., 2008). The findings of the present 

study, however, differ from these findings because the employees viewed brand citizenship generally in 

the context of brand endorsement and brand consideration. The findings of the present study suggest 

that brand citizenship represents the embodiment of the brand so that the employees can mirror the brand 

to others which is indicative of brand endorsement and create the impression of the effects of the brand 

which is reflective of brand consideration. The findings in the literature show that brand citizenship is a 

multi-dimensional concept, hence there is an empirical gap in terms of its relationship to internal 

branding ((Hennayake, 2017; Dissanayake & Neel & Jinadasa, 2017; Shaari et. al., 2012). The model 

which is discussed in the following chapter presents a means of bridging this gap.   

  

4.3.3. Gauging Employee Brand Commitment 

 

 This section shows how the managers in the study gauged the brand commitment of their employees. 

Without a doubt, they gauged the commitment of their employees, however, there seems to be a split in 

terms of the source of the indicators.  Some managers pointed to indicators of commitment that were 

manifested in actual work performance, surveys, or retention rates. Speaking of work indicators, The L 

& D manager explained that:   

Saif: The work that we do and the measure that they hit, so whether they need improvement, 

whether they are least, or whether they are outstanding. There are all different ratings. A lot of 

that shows their commitment. 
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The response of the services manager provided further elaboration: 

 

Khalid: We don't have a split working hour let's say it is not about coming at 7:30 in the morning 

and leaving the office at 5 o'clock. We can see the commitment of our employees through the 

fact that they work, they stay in the office until 8 or 9 or 10 p.m. just because they want to make 

sure that projects will be delivered in the time that it has been requested and the quality that 

was requested in line with the overall requirements so from that perspective and surely for us it 

just shows the fact that they are flexible enough to increase their working timings to at least 20 

to 30% or even coming on the weekend or coming very early in the morning just to make sure 

they deliver the project. 

   

The HR manager linked the determination of commitment to the KPIs: 

 

Joyce: There are different KPIs that indicate that; like the retention rate. That's a good 

indication definitely for commitment. Some things like internal recruitment for example. How 

much of our recruitment happens internally and that shows obviously a key for actual 

development through the organisation. They are engaged. They are committed. There are also 

KPIs.  

 

To the other managers, brand commitment can be gauged through surveys based on the five corporate 

values of the company. Emily, the corporate strategy manager explained that commitment was gauged 

through our engagement survey and with trying to sense in terms of the population how committed are 

you to the company. This was further elaborated by the senior marketing manager who stated that: 

Hamda: We have internal studies. We have an employee survey every quarter. We have all these 

employee studies and they're mandatory that you answer questions on brand awareness and 

levels of engagement and other things. You also have in your personal objectives that every 

year, it's the iAchieve that we have. You have to write comments on how you deliver against 

your objectives and they also relate to the brand and the vision. So, what you do is then, 

everybody will sit down with their manager. The manager will look at what they've tried to do 
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and how well they've done it and how or where this began or have they delivered and what 

they're aware of it is. And then, you get rated every half year and every year.  

 

On the whole, it can be inferred that the managers in the study gauged employee brand commitment 

largely as an evidence-based construct based on work performance indicators and surveys. This is 

consistent with the notion that the work performance of employees is a significant justification for 

organisational commitment (Greco-Planer, 2019; Castro et al., 2005).  It can also be inferred from the 

different views of the managers that the brand commitment of employees is not explicitly determined in 

the company but is only implicitly determined from performance data generated by existing tools.  

 

From these indicators, the managers can know or sense the commitment of their employees. This points 

out that the company does not have a categorical indicator for brand commitment and that brand 

commitment is only determined indirectly. In comparison, other studies directly measured brand 

commitment using scales such as the three-component organisational commitment scale (Meyer & 

Allen, 1990; Allen & Meyer, 1996) or the internal marketing scale (Foreman & Money, 1995). The 

previous section shows that the employees of the company manifest various forms of commitment. 

Paying more attention to employee commitment would be significant for the company so that it can 

come up with means to support, reinforce, and sustain the affective, normative, and continuance 

engagement of the employees. Sustaining employee commitment strengthens the bond between 

employees and their company that can translate to many benefits (Greco-Planer, 2019). Although the 

company lacks a tangible indicator of employee commitment, the findings of the present study contribute 

an alternative view of looking at the commitment of employees from the lens of their managers' 

expectations. 

 

The findings revealed that the participants generally perceived no distinction between brand 

commitment and commitment to the company. Commitment was perceived by the employees in the 

study as the determination in doing their jobs well, willingness to go the extra mile, living by the 
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company values, and persistence in staying with the company. Their perception showed a mix of 

affective, continuance, and normative commitment.  

 

The majority of the employees in the study expressed their willingness to take on other jobs within the 

company if their services are required rather than switching companies. Only three of the employees 

interviewed expressed willingness to leave the company if better offers came their way. Other employees 

expressed that there will be no other jobs that they look forward to and working for the company would 

be their last job. In effect, these perceptions are manifestations of continuance commitment as the 

employees believed that they'd rather stay and participate in the organisation considering the benefit of 

staying vis-a-vis the cost of switching to another company.  

 

Few among the employees interviewed expressed their commitment based on their perception of the 

company as a family, hence the necessity of abiding by the values and social conduct of the company. 

This is a manifestation of normative commitment among the employees. Some employees expressed 

their affective commitment on account of their emotional attachment to the company, they expressed 

this in terms of their dedication or that being in the company was in their blood. It has to be noted though 

that the different types of commitment strongly overlap and were found to be strongly correlated (Allen 

& Meyer 1990; Meyer et al. 2002) hence are not mutually exclusive.  

 

Employee commitment was perceived by the managers in the study in terms of what they expected from 

the employees in terms of performance and behaviour. While most of the managers interviewed gauged 

the commitment of the employees based on their capacity to meet targets and KPIs, others emphasized 

the five values. Generally, they expected the employees to have normative commitment.  

 

On the whole, the findings reveal that there is a convergence in the perception of the participants on 

employee commitment in so far as normative commitment is concerned but not along with continuance 

or affective commitment. The reason for this is that the latter types of commitment are highly personal 
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and subjective compared to normative commitment which is largely work-related hence apparent to the 

managers. 

 

4.3.4. Gauging employee Brand Citizenship 

 

The manager in the study cited that they gauged brand citizenship indirectly from the performance 

review and adherence to the code of conduct. With regards to performance review, the recruitment 

manager explained that: We don’t have KPIs for citizenship but again, I consider the performance 

management specifically the values and the behaviour part. It’s a good indication as well with our 

employees scoring high in those behaviours.  

 

The corporate strategy manager also elaborated that: 

Emily: That is also in the performance review. In the performance review, we have the 5 values 

that we have to create objectives for, but we also have another set which is where you have to 

have high-level objectives against things like the brand and also against personal achievement 

for the next year and what development plan is. 

 

From a more encompassing point of view, the security manager cited the code of conduct as a gauge for 

brand citizenship:  

John: There is a code of conduct. There is the ethics code training that we do for evidence. It is 

a must. They all complete that. Comply in ethics. Code of Conduct. Those are specific training 

for the way how people must conduct themselves to represent the airlines. We review them every 

month to see whether all employees have not done it.  

 

From the perspective of training, the L & D manager explained that:  

Saif: We always give them training and developments on how the company and themselves are 

seen outside when they are outside, and also then they are inside. So, if they are outside and 

they are talking about the company, we encourage them not to be negative. We encourage them 
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not to go and say, "Oh, I had a really bad day at work, and I work for this company" saying that 

they had a bad day, I, keeps saying, "You may have a bad day but tomorrow, it is better." The 

company is still the same today as it was yesterday. Nothing has changed. You’ve had a bad 

day. So, let’s take that and put our company hats down and say, "I like what I do." Do you still 

like what you do? Yes, you do. The brand is still amazing.  

 

Just like brand commitment, brand citizenship is gauged indirectly from the overall performances of 

employees under their specific departments. A consensual categorical answer to the question on the 

presence of KPIs, however, is wanting. The explanation given by one of the managers sheds light on 

this observation. When asked about the strategy of conveying the message of the brand to employees, 

the visual communications manager, replied that:  

Gemma: First of all, let me admit, we’re not quite there yet. Currently, we have (something 

going on). But still, we are not there yet. We are aspiring to. First of all, we’re growing 

tremendously, which is going to double in 5 within the next 10 years. The best recruitment 

channel for you is your employee. Your employee needs to market your brand. 

 

The recruitment manager further elaborated that:  

Ahmed: For the last few years, we’ve been kind of using values everywhere, talking about 

values. Now, it is about embedding into the business, and then the duty of what we do in the 

company.  Step by step - building blocks. You don’t just throw everything together. Now, we’re 

taking the 5 values. Translating those into winning behaviours and those winning behaviour 

will be translated into a competency framework into actions and this framework now will be 

integrated into everything that we do, recruitment, 360, talent development, performance, 

succession, and training. 

The current direction according to him is to make sure that actually, they (employees) are presenting the 

brand. We are using the same language. Because now, we are developing our hospitality language 

terminology. We are linking that to the Emirate. 
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On the whole, the perceptions of the managers in the study on how employee brand citizenship is gauged 

start from a strategy focus owing to their emphasis on the five corporate values. Citizenship is 

determined largely by how employees perform and conduct themselves in and out of the company.   

 

It can be inferred from the foregoing findings that the company expects its employees to be committed 

to the brand and behave as brand citizens. This is evinced from the reported training undergone by the 

employees which, among others, centre on the company core values. Employees are expected to perform 

their jobs well and to represent the brand properly even outside the confines of the company. The extent 

to which the employees live up to these expectations is gauged from the results of performance surveys 

and self-reports on individual achievements. From the response of the managers, it is evident that brand 

citizenship, just like brand commitment, is not an integral part of the survey but rather is determined 

indirectly from the overall results of the survey. Other studies used instruments and scales designed for 

this purpose (Kashive et al., 2017; King and Grace. 2012; King et al., 2012; Punjaisri, 2005). As brand 

citizenship is expected behaviour in the company, making this, together with brand commitment, a 

separate category in the performance survey would not only strengthen performance management but 

would also be the basis for sustaining and rewarding this behaviour.    

 

The findings indicated that employees in the study perceived their brand citizenship by aligning their 

attitudes and behaviour with the corporate brand and manifesting this in the performance of their job. 

The findings generally reflect the conceptualization of brand citizenship by Khairy and Lee, (2018) and 

Burmann and Zeplin (2005). Other authors stressed that brand citizenship is an in-role behaviour 

(Kimpakorn and Tocquer, 2009; King and Grace, 2008; Punjaisri and Wilson, 2007), while the rest 

consider it as an extra-role behaviour (Morhart, Herzog and Tomczak, 2008; Burmann et al, 2008). The 

findings of the present study differ from this polar stream of thought on brand citizenship as it was 

evident in the findings that citizenship behaviour encompassed both in-role and extra-role behaviour 

hence offering an alternative view of brand citizenship. 
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One of the employees aptly encapsulated the perception of the majority of the employees by stating that 

he was the face of the brand. This indicates that the employees generally embodied the brand to make it 

evident to customers. This reflects a characteristic of citizenship which Burmann et al.,(2008) identified 

as a brand endorsement. The embodiment of the brand also makes the employees cautious that their 

behaviour outside of work would not yield negative consequences to the brand. This is a feature of 

citizenship identified as brand consideration (Burmann et al., 2008). Brand endorsement and brand 

consideration hence were perceived by the employees as constituents of their brand citizenship 

behaviour. Of the different features of brand citizenship, Burmann et al., (2008) pointed out helping 

behaviour, brand development, and brand enthusiasm as representatives of brand citizenship. The 

findings of this study differ from that of Burmann et al., (2008) because it shows they show that brand 

endorsement and brand consideration characterized brand citizenship more than helping behaviour, 

brand development, and brand enthusiasm.  

 

The perception of brand citizenship of the employees interviewed, however, does not entirely coincide 

with the expectations of the managers in the study on citizenship behaviour. All of the managers 

interviewed expected employees citizenship behaviour to be largely in-role which can be inferred from 

KPIs, retention rates, and performance surveys. This makes a good case for proposing the need for the 

convergence of perception between the managers and employees which is reflected in the proposed IB 

Framework in section 5.4. 

 

4.4. Perceptions of the Delivery of Brand Promise  

 

This section deals with the perceptions of the participants of their roles in delivering the brand promise. 

It provides the answer to RQ4. How do the managers and employees of an airline company perceive 

their role in delivering its company brand promise?  
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4.4.1. Managers' Perceptions of the Employees’ Delivery of Brand Promise 

 

The data shows that there is a consensus among managers in the study on their perception of the 

successful delivery of the brand promise seen in terms of how the employees achieve their objectives at 

work. Work-related feedback on the delivery of brand promise is reconciled with the performance of the 

different departments. According to the services manager:  

Khalid: Delivering the brand promise is seen in the way we work. Our department and our 

service department receive inquiries from within the head office in all the departments when 

they decide to give this a brochure or video or all the marketing collectibles they are using. They 

come to us and throughout the briefing the process and requesting projects as well as the project 

is completed with this and that and their feedback is 99.9 % way positive.  Our work is 

appreciated and this is the way we can measure our work and the success of the brand. By 

fulfilling the requirements we also fulfill the brand promise.  

 

The majority of the managers interviewed also cited internal means that equate to the achievement of 

the objectives as the delivery of the brand promise. To cite an excerpt from the interview:  

Interviewer: Can you talk to me about how you measure the successful delivery of brand promise 

by your employees? 

  

Hamda, senior marketing manager: Yes. That is about the iAchieve. 

 

  Interviewer:  iAchieve, it’s based on objectives that were cascaded from the main objectives 

  

Hamda: Yes. 

 

  Interviewer: So, if you accomplished it, then you have delivered the brand. 

 

  Hamda: Exactly.  
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The HR manager further elaborated on the iAchieve: 

Joyce: iAchieve is a big one.  Through one-to-one, sessions, team meetings, we make sure that 

all in the team are free when we do this and that the brand awareness that they give out is 

correct. We make sure that the employees are acknowledged for that to make sure that we don't 

feel that it has been nothing. So they will say the company is amazing. This is what we expect 

going forward.  

  

The L & D manager, however, qualified that iAchieve does not apply to every single employee: 

Saif: That doesn't apply to every single employee because it is the nature of their job, but other 

people working in the company check on that. They check on those who are in contact with 

customers on what they are saying, the language, and how they behave, and so on. They have 

them in their objectives and have their contact number because they are dealing with customers.  

Every single position or role that had frontline responsibility, those are very much embedded in 

their course, their objectives, and their values, same with the iAchieve and to make sure that 

actually, they are presenting the brand. We are using the same language. Now, we are 

developing our hospitality language terminology.  

 

 Despite the uncertainty of the existence of tangible KPIs for measuring awareness, commitment, and 

citizenship that were reported by managers in the previous section, two among the managers affirmed 

that successful delivery of brand promise was ascertained from KPIs. The services manager asserted 

that: 

Khalid: The easiest way to measure that is the measure of data that gets reports all the time. 

The seed factor: the growing number of customers. We’ve got a lot of financial KPIs, the 

percentage of the load, the expansion of services… 
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The corporate strategy manager further elaborated that: 

Emily: It is but that's more on a personal level. The brand promises a lot wide than that in the 

sense that we are very customer-focused. The brand promise goes down to our customers or our 

guests happy or we're delivering what we've promised. Even if we try and align everything we 

do to the brand and the vision, do we implement it properly? Are people happy? So we have a 

lot of surveys that are done. We have a lot of KPIs and metrics that we watch and track …so 

they have end-to-end studies that are done at every single touch point across the 

business…Every time we're in touch with the customers, we have reviews on guest satisfaction 

and we have KPIs done on that…. We also track the numbers of complaints, the numbers of 

compliments, the numbers of calls we have to the call centre, how quickly did we answer those 

calls, if we respond to a query within our promised 72 hours or 48 hours, what was on delivery 

against customer complaints or questions. So, we have a lot of things that are done there, a lot 

of different KPIs that we track regularly so we can see how we are improving or where the 

opportunity is.  

 

The communications manager pointed to organisation-wide company awards as an affirmation of the 

delivery of brand promise:  

Bridget: It's more of different kinds of surveys through the awards that the company is winning.  

All these, because if 'we're not delivering what we promised, we wouldn't get awards, we 

wouldn't get customer satisfaction with the products at all. You will not get the increased 

business in general or into the business. We've got customer loyalty programs that show that 

we're retaining customers and they are increasing every day. All of these wouldn't be possible 

if you're not successful in delivering the promise to the customers because the brand has 

changed, I think, dramatically for the last few years and became very well-known not only here 

but all over the world. You can see that the company communicating a very clear message again, 

not only to the staff but also to the customers. We're trying to be the best in the world. As far as 

this seems to be not realistic or possible at all a few years ago, now, everybody has believed in 

it.  
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Delivering the brand promise refers to how employees translate into reality what their company purports 

to provide to customers. From the perspectives of most of the managers in the study, this can be seen in 

terms of how well the employees perform their jobs which is ascertained by the achievement of their 

work objectives. With this, comes the expectation of commitment and representing the brand well.  Other 

researchers used a five-item scale of brand performance to measure the extent of brand promise delivery 

(Punjaisri, Evanschitzsky and, Alan, 2009; O'Reilly and Chatman, 1986; Williams and Anderson, 1991). 

The generalisability of the results from the use of this scale, however, may be limited by the specific 

nature of the industry which may not be shared by others (Punjaisri, Evanschitzsky, and Alan, 2009). 

Another aspect that limits the measurement of the delivery of brand promise is the fact that it is delivered 

during individual service encounters which may vary according to the expectation of the service user 

hence resulting from the convergence of experience between the service user and service provider 

(Asimos, 2018). From the foregoing, gauging the delivery of the brand promise by the managers in the 

study can be enhanced by customer feedback to have a perspective of the customers of the service 

encounters with the employees that will make performance management brand-oriented.   

 

4.4.2. Employees’ Brand Promise Delivery Perceptions 

  

All of the employees in the study perceived that the delivery of brand promise is work-related. Everyone 

interviewed perceived that their work is important to the success of the company either working 

individually or collectively. The following views of the employees show how they focused on the 

importance of the specific jobs that they do:   

Olive: Our job is getting the right revenue. If our revenue is not achieved, that means that we 

are not being able to stand up to the expected growth level what our company is requiring which 

ultimately affects the entire company. We generate the maximum revenue for the entire network, 

so our sales budget has to be achieved with whatever means we can, but we have to make our 

revenue targets achieved. 
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Omar:  I do feel like we do have much responsibility because we do face the customers in person, 

very clearly. We as company staff, wearing this uniform, represent the company. Whatever we 

portray, whatever we reflected towards the customer, that is what the company is. We feel like 

it is more than important to be in a positive approach. Whatever you do, the way you behave, 

the way you speak, the way you smile, or the way you greet the customer, it will reflect. 

 

Sadique: Very important because if I can manage, as a trainer, my role is that when the private 

managers leave that room, they go out with some kind of learning which they can practice at 

their work. If I have not delivered those objectives and how that they can handle people better, 

they will not get enough tools to handle their team; if they don't do that, then they end up giving 

birth to a bunch of unhappy internal customers and of course, if you have unhappy internal 

customers, you will have unhappy external customers. 

 

Rebecca: I will say it's very important as you know, this contact centre is very important to the 

company because earlier I said; it's the first point of contact of the customer, our contact centre. 

Anything, whether it's online or offline, the contact centre is standing 24/7. Secondly, there are 

situations like there was a mild issue in Europe earlier. In normal situations where we have 

been disruptions, where the customer is not able to get in touch with their relatives, or some 

others for that reason, for all of them, the contact centre is the first point of contact). 

 

Rafiq: Guests have very few media through which they can contact the company. If there are 2 

e-mails, calls, but I think the first method for any guest would be called. If they need anything, 

they will call the company, they will call the call centre. We have a big responsibility towards 

keeping company brand values. All the calls that are with the company are recorded. Whatever 

calls in the contact centre are recorded. Tomorrow, if a guest complains saying that this agent 

was not good, he was rude, anything; so you know that the call is recorded and you know that 

the guest is not lying. You are held responsible for that. It is important yes. Because it's recorded 

you know that if tomorrow, I can't do some training, I can just pull out the call centres. This is 
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the call. You can hear that I was rude or I was good. Maybe guest calls in just to compliment 

you as the company. Anything can happen so it’s very important. 

 

Nissam: As I mentioned, as I started, I told you I'm working in the inventory controller division 

so it's thru me, any new item that is going out is being planned. My job is very, very critical and 

crucial for the company's growth as well. I need to plan well in advance to make sure that those 

goods arrive on time. 

   

Liza: We support learning and development needs. What we're doing are cause-effect measures. 

We're training those employed by motivating them, giving them more knowledge, and providing 

them skills, helping them grow within the company, giving them opportunities. Allowing them 

to see what opportunities are there, within the company rather than to look outside. We do that 

in all aspects. 

 

There are also instances where the employees interviewed emphasised the importance of collective effort 

between colleagues or customers that goes beyond simply doing one’s job: 

Olive: They say you have to work hand in hand. One is not enough. It’s like altogether when 

you help one another, then it will lead you to success. It begins from the contact centre where 

you are the first channel from the guest. When you make the reservation, then it has to be perfect 

so that in the end, until you reach his flight, until he gets his destination, everything will be 

perfect.  

  

Rebecca: So it starts from us and in a case at the beginning of the call, if you experience some 

guests who are complaining, then you have to offer first call resolution from that time you have 

to fix or solve any case. 

 

Alyazhia: I think our work here has generated a target. Regardless of our functions, we all 

explain to customers saying, "these are all the goods. There are all the positive aspects that you 



124 
 

experience in the company." Anything a person can understand much clear when you try to 

explain to him all the positive aspects, what are all the possibilities, what are all the goods he'll 

get onto the other end as a customer I feel like, we can explain to the customers a much more 

clear picture about the brand, about any product.  

 

Since jobs are well defined, differentiated, and differently performed, the study also looked into 

employees' behaviour beyond specified job roles that support the delivery of brand promise. This is an 

attempt to see how their personalities come into play in delivering the brand promise. Categorically, all 

of the employees interviewed agree that they are representatives of the brand and that their behaviour 

will have an impact on the delivery of the brand promise. Three among the employees made specific 

references to the ethical code of conduct as their guide. Some elaborated on their identification with the 

brand using bodily metaphors such as the face, voice, and acceptable behaviour.   

Nasser: I am a brand ambassador. When I want to visit another agency, they take me as the 

company brand ambassador because I am the face of the company. So, whenever there is any 

kind of good feedback, they feel that this is happening because I am dealing with them. If 

anything affects anybody's losses, then it will be that I have to get that arranged. My face is like 

a brand ambassador in the market. For everybody here who is just like me as a brand 

ambassador for the company. 

   

Sadique : It will be on a very, very serious note, the person who sits on the counters, who sits 

facing the customer, will definitely be the voice of the company. It will definitely. Any moment 

from this end will definitely make the customer feel the voice of what the company is. I feel that 

is much more important. 

 

Nissam: Certainly. You know, everybody knows the company. It’s like there’s a label on your 

head that they can see. It’s like you need to ensure that the manner in which you come across, 

it’s very important because you have live up to that. You can’t say, I’m not wearing the icon. I 

will give you an example, I know that you're local and you're Muslim but I’ll still give you an 
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example, still if I go to a pub or a desk, even if I’m not wearing my ID, people will get to know 

that I’m the company because they can see so I can’t get drunk and flushed because that will 

reflect the brand. 

 

Some of the employees also described acceptable behaviour in terms of virtues: 

Liza; When you’re working in the company, even if you’re outside work, you have to really be 

modest, you have to act like a professional because you are carrying the name of the company 

so wherever you go, you have to act like one. 

 

Rose: Definitely, because we have to carry ourselves better and people can see what virtues. If 

we are dealing with the customers or we’re dealing with the guest, even though I don’t take 

calls, when it comes to the escalations, when it comes to supervisor levels, we are representing 

the company. The way we speak or the way we communicate with the guest should not be in a 

proud way. It must be honest, respectful, modest… 

  

Nasser: Anything in my behaviour reflects the brand either inside or outside the company and it 

affects directly the company. Even if I’m outside, I am not in uniform, any, I may be in a shopping 

mall, I may be in a club anywhere. If I do nothing wrong, the first thing is which company you're 

working for? That’s it. You know that your behaviour…it’s make or break and the company is 

most affected so be good at all times…good behaviour and people will appreciate the company 

more… 

 

Rebecca:  Again, if I’m not doing my job well, if I don’t communicate in a very polite way, that 

definitely puts off people and if I do my job well, the personal development plan is affected. I 

am aware of it and I pushed the line managers for the personal development plan. 

 

Mubarak: For me, when I go out, if I say something about the company, I should say in such a 

way that you will be interested. Okay? You know what I try to say to my colleagues or my friend, 



126 
 

you want to experience our services? Just let me know, just make it interesting and they might 

get interested…if they see the interest in you then they will think that the brand is something.  

 

For most employees in the study who do not directly deal with customers, they associated the 

performance of their specific jobs as a means of delivering the brand promise: 

Olive: As an employee, I am involved in two things: one is of course my job and the other is as 

a member of the company family. So, the brand is the company name and to give a good name 

to the company, I talk good about it to new employees, to customers, and to outsiders. But I have 

also to see that my job  is done well. That’s it, I do my job well so that the company can deliver 

on its promise.  

  

Mubarak: My role? Well, my role now is inside in the back office. This is to deliver what the 

company promises. It’s that you do your job properly. You make sure you have to have a keen 

eye on observing things and you have to be proactive and offer a resolution immediately as soon 

as possible and do not escalate some cases if there is, and channel. I think communication is 

really important. 

 

Rebecca: My personal role in delivering the company brand promise is that I deliver the best. I 

have to deliver the best. Only then the company will get the best to deliver to the customers. It’s 

very closely linked, it’s by providing excellent customer service to external customers. 

 

Rose: When I joined the company, I joined as a contact centre agent. I used to take calls. I know 

what is my responsibility towards the customers. I move to ICM where I’m managing those 

calls. I am not taking those calls. As a brand, I know my responsibility changes. When I am here 

in the other side, I need to make sure that all the calls are answered. Management is up there. 

If there is a distraction in any of the contact centre, the management should be aware of that. 

Basically the calls or the disruption, it’s going to affect the company. Tomorrow, the guest will 

complain. 
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Few of the employees interviewed referred to the values of the company and the behaviour of employees 

as basic to the delivery of the brand promise: 

Omar: My personal role in delivering the brand promise, I do have aspects, again, they're all 

linked to our basic values in the company. Anything I do, delivering the best practice will always 

definitely take a step ahead to achieve our targets or whatever it is. On top of it, we should care 

about  the detail all the time. Anytime, any information provided by you, it should be proper 

and right information. It should not be a wrong information. It's more important what you 

convey that the company values are not just values.. 

  

Mayim: Basically, whenever we design a process of a training program, we have to keep the 

brand guidelines and the brand values in mind. Based on that only, a fashion gets developed. 

Activity in the fashions that we choose, we have to always analyse it and check back whether it 

meet all our brand values. 

 

 Alyazhia: Make sure that you're representing it in the best way that will promote your company.  

 

It was noted that only a single employee interviewed made explicit reference to iAchieve. Despite this, 

the basic thread that holds the perspectives of the employees in the study together is that they deliver the 

brand promise by doing their jobs well.   

 

Universal to the brand promise delivery perception of the employees in the study is doing one's job well. 

It can be noted, however, that the range of their perception on brand promise delivery goes beyond the 

performance management-focused perceptions of their managers as this includes both individual and 

collective behaviour whose scope is both internal and external. This largely speaks of their commitment 

to the brand.  Related to this is what Nirmali et al. (2017) cited that commitment influences post-work 

performance and self-determined choices of employees to support the delivery brand promise. The non-

congruence between employee and company expectations can drastically affect the delivery of brand 
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promise that would not be beneficial for the organisation (Harshman & Harshman, 1999). While findings 

highlight the performance of employees that satisfy their client's brand desire as a result of employee 

commitment innate to the brand promise, the findings of this present study extend the notion of 

commitment to a sense of duty among the employees to deliver the brand promise. 

 

The growing popularity of internal brand management dwells on the premise that employees are crucial 

to delivering a compelling brand as promised by an organisation. The key is for customers to perceive 

the consistency between the brand promise and their experiences through the employees (Burmann, Jost-

Benz, & Riley, 2009). Employees should have sufficient knowledge and capacities to convey the brand 

to customers. 

 

The findings revealed that the managers in the study generally perceived the successful delivery of the 

brand promise as an indicator of how well the employees achieved their objectives at work with the 

expectation that employees would also be committed to the brand. Hence the significance of work-

related feedback. There was total agreement in the brand promise perception of the participants. All of 

the employees interviewed perceived that the delivery of brand promise was work-related. Almost all of 

them further perceived that they are representatives of the brand and that their behaviour will have an 

impact on the delivery of the brand promise.  

 

It is reasonable to deduce from the findings that the company in focus has internal mechanisms in place 

for developing the brand awareness of their employees. This is supported by the report of manager 

participants on the corresponding training given to employees as well as the communication networks 

that support and reinforce the brand.  

 

Relative to the delivery of brand promise is the story of the company's good intention related by the 

managers interviewed. This tells about the inductions, training, events, and communications and controls 

that cater to the need for employees to build knowledge of the brand which ultimately climaxes in the 
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performance and behaviours of the employees in delivering the brand. But this is only the functional 

side of the picture. 

 

To complete the picture, employee participants relate some scenes which might be eclipsed by the 

expectations of their managers. It was noted from the interviews that delivering the brand promise is not 

a matter of some external rewards for employees but something that flows from within. This internal 

motivation is seen in the consistency of their behaviour in and out of the company and whether or not 

they are in uniforms or not. More importantly, delivering the brand promise also tells the story of pro-

brand identity, attitudes, and behaviours. Statements like "I am the face of the company," "my behaviour 

represents that of the company," or " I wear the label of the company in my head" attest to this. 

 

Burmann and Zeplin (2005) see these attributes as interrelated. Providing brand information that is 

mediated by effective communication ensures that employees are motivated and learn to internalize 

brand values thereby developing pro-brand behaviours and attitudes. It is reasonable to infer from data 

that such is the case among the employees considering that some talk about delivering the brand promise 

as an extra role. This means that it is not part of their formal role but important for organisational success 

(Grace& King 2010). This was particularly seen in section 4.3.1.on the employee participants' 

understanding of their commitment where they are willing to take on other assignments in the company 

and to use their skills and knowledge for brand success. 

 

The manager participants' accounts on the iAchieve may also have an effect on the behaviours of 

employees on the delivery of brand promise although was not consciously articulated by the employees 

themselves. By what the managers in the study related, the iAchieve generate feedback on employee 

performance which the employees are made aware of. According to Hackman and Oldman (1976), being 

aware of the feedback of one's performance is motivational.  Kulik, Oldman, & Hackman (1987) suggest 

that achievement motivation and satisfaction can result when employees have full knowledge of their 

work results to find their jobs valuable and meaningful. If employees fail to see the meaning and 

relevance of their job, they are less likely to deliver good performance (Hackman & Oldman, 1980) and 

the brand promise will not be fully delivered.  
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4.5. Brand Knowledge, Commitment, and Citizenship from the Perspective of 

Sense-Making 
 

This section builds on the perceptions of the participants to illustrate how they made sense of their brand 

knowledge, commitment, and citizenship based on the typology presented in the Methodology. 

Accordingly, cues from the interviews were identified and matched with the attributes in the typology. 

The following describes the modes in which some employees in the study make sense of their brand 

knowledge, commitment, and citizenship behaviour towards the brand. 

 

 Personal authoring. From the interviews, it is evident that there are no formal categorical definitional 

declarations of the company brand such as "our company brand is X and let everyone know about it." 

From the perspective of the company, the brand is formally but implicitly defined in terms of what the 

company is all about under its values and the very reason for its existence under its mission. Although 

there were a minority of employees who tried to make sense of the brand by associating its meaning 

with the brand mission, vision, and values, the majority of the employees made sense of the meaning of 

the brand by personally authoring it. This means that brand awareness is framed within the perspective 

of subjective awareness and taking ownership of it.  

  

A means by which some employees in the study make sense of their knowledge of the brand is by 

authoring its meaning. As none of them categorically spelled out the mission, vision, and values of the 

company, their answers to the question on how they understand the brand and the message behind it fell 

within this form of sense-making. To quote one of the employees: 

Hassan: Based on the experience that people come and share with me there are good 

experiences, there are bad experiences, but there is only one meaning of the brand that I learned 

which is service. That is what I tell people and that is how I do my role in the company. The 

brand is all about services. I think they're adding value to it.  
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It was observed that even those who attempted to express the meaning of the brand tended to attach 

subjective elements to it: 

Nasser: I think it’s more about promoting the country. That’s what I felt. It’s more about that, I 

think. The company means union, correct? You're also promoting the culture to other people. 

You are trying to attract other people to this country. With that, we are also attracting tourism. 

It's like you're making sure that you get good customer growth as well as it is a benefit for the 

country because you're having a tourism impact on a positive side. 

 

 On the one hand, this shows the strength of the interview because there is no judgment given on the 

answers. The feeling that there were no right and wrong answers made the interviewees more 

comfortable in talking about the topics because, in part, they authored it. This supports the claim that 

brands are co-created because their meaning is co-created as well. Personal authoring is not mutually 

exclusive of other modes of sense-making but runs through in the other aspects of sense-making 

described in the following. As elaborated by one of the employees: 

Noura: As the company has given me six years of good experience, happiness, and satisfaction, 

I cannot ask for more, so why should even consider other companies to work in? It's not just the 

pay you know. That is why I place it upon myself to return back to the company by giving the 

best of me in my job, that is my commitment. And yes, I have heard that term before and I think 

am playing my role as brand ambassador as a…there is a word for this, I got it, corporate 

citizen.  

  

As there are no written explicit rules, KPIs, or characterizations for brand commitment and citizenship, 

employees in the study make sense of this by personal authoring which they use in interpreting the 

meaning of their commitment and brand citizenship. They arbitrarily set the standards that can be a basis 

for comparison. For instance, one employee mentioned that his commitment is 200% while another said 

that he is 98%. From here, we can note that the former is very committed while the latter is also 

committed with little reservation.   
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Retrospective sense-making. Some employees in the study also make sense of their present experience 

with a strong element of retrospection.  The present makes sense when it is seen in retrospect. This was 

typically observed among employees in the study who have spent some years with the company. As 

revealed by one of them:  

Sadique: Previously, I have had an experience with the company since they have done their 

operations in 2003. It was a pleasant experience and then after 10 years, here I am working for 

the company. The brand itself has evolved from a very simple branding into a very luxurious 

sort of branding in all class. That’s how I understand the brand. 

 

 Interestingly, one of the two of the employees in the study who made use of the metaphor of a baby to 

emphasise his point cited that: 

Leonard : To be very honest, I feel the company is like a baby growing in front of your eyes. I 

have started with the company when we didn’t own the resources. But now, just look at how the 

brand has grown. It’s the growth of the company that made the brand, like a baby.  

 

According to Weick (2001) retrospecting as sense-making emphasises how people look back and 

attribute the present to the past. He explains that this type of sense-making involves future perfect 

thinking. This is also reflected in how some of the employees in the study personally authored their 

commitment and citizenship: 

Nasser: I was with the company when it first started. I saw it grow and become what it is and I 

believe I have played my role well. As I see it grow even bigger, I want to see what happens in 

let’s say five or ten years. The brand is here to stay and so am I. I am here to help the company 

grow and that is my commitment. I have been loyal since the very beginning. 

  

Mayim: It’s just unbelievable. The company is true to its vision. In the past, it was different and 

then they changed it through the years. I am very committed to the vision and whatever the 

company will become. I have witnessed the change so I believe I can be part of it more. 
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Noticing/ bracketing. Noticing or bracketing is becoming sensitive to variance indicators (Weick et 

al.2005). Such an incipient state of sense-making involves ascribing new meanings from pre-existing 

ones. A good instance that exemplifies this is by using comparisons: 

Alyazhia: The quality. I always think it’s something new and something different. You have 

Brand A (a competitor) and Brand B (another competitor) in the same category, but our brand 

is something different from the others.  

 

The latter that involves simplifying by inventing is shown in the persistence of one of the employees 

that the brand stands for one team, one dream, one goal. This is applied to employee commitment as 

well where experiences are bracketed to differentiate these from the rest: 

Noura: We would not know any detail about the product or branches so we would know 1 thing 

which is, if you want to take the company, you can just show it with the best quality. This is what 

we promote. This is what we find. There are of course differences that people have in 

experiences. My experience so far has been good. The benefits are quite good for a certain 

employee. We enjoy the pleasure of traveling and that's a basic business, makes people travel 

with our business. I have been traveling a lot and I have never had a bad experience. Of course, 

as employees, we will have restrictions, maybe we'll not be able to get an upgrade because of 

the new people, but that's understood. I have always had a good experience and I promote this. 

of course, we have good connectivity. This just makes you more committed and stay on.  

 

Labelling. The most commonly observed mode of sense-making among the employees in the study is 

labelling or putting tags on related events or things denoted in ways that predispose people to find a 

common ground. Associating the brand with labels such as premium, luxury, gold, best, biggest was 

commonly noted in the interviews. The use of taglines is also one way of labelling. As stated by one of 

the interviewees: 

Eloisa: I would start with the tagline that we have. It's the world's leading company. So, we start 

with that. It's about Arabian hospitality. I will explain the locale. We are based in the UAE, in… 



134 
 

Middle East. So, I would always use the brand and the tagline that company uses as my first 

introduction. I would also explain the Arabian thing, how we're influenced by the region as well.  

 

One of the strongest labels used by employees in the study to firm up their commitment to the brand and 

how they behave towards it is "family" and the corollary label "baby." In this case, the brand 

commitment of the employees who invoked these parallels their commitment to the family. Mubarak, 

one of the interviewees, questioned back the researcher, “if this were your family, would you leave it?”  

Like a father’s commitment to a helpless baby, he further stated that he saw the company “born like a 

baby and crawl like a baby”. His commitment is to see the company “running like a child.” When 

Sadique, a trainer, was confronted by his four years old daughter for working extra hours in the office, 

he explained it to his daughter in such a way that emphasised the importance of his commitment to the 

company. 

 

Presumption. Making sense is connecting the abstract with the concrete. Interpretation engages the 

idiosyncratic, personal with the abstract and personal (Paget, 1988). Furthermore, they unfold meaning 

as a consequence of trial and error to come up with an appropriate answer. However, this is typically 

noted in the interviews as the respondents pondered for an answer. Emphasizing the idiosyncratic 

personal in explaining the brand, one of the employees was quoted saying:  

Omar: For example, any product, any brand, if I want to promote it, we want to promote, we 

should know what our product well. If I know a product well, how to present it, I will be able to 

convince the customer. Earlier, we used to deal only with the one part of business, but now the 

company is dealing so many. If we know the product well, we will be able to enhance our label 

to explore ourselves. 

On the matter of making sense of commitment under this category, one employee has this to say: 

Kenny: Of course I do care because I am committed.  I don’t want anybody to come and tell 

me, something has gone wrong there. I want everybody to give me a positive feedback. I love 

the logo. I love the design in the new product. It’s more black, it’s good. The falcon there is 
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good. So, the brand is very important. I do care about it. Be committed to it. Anybody gives 

any feedback, I try to provide the feedback to the person or the department in however way I 

can pass, maybe not to the top management, but yes, through whatever channel. 

 

 Social and Systematic Sense-Making. Meaning does not only reside in individuals but is unfolded 

within the social system as a result of the interaction. This mode of sense-making is mediated through 

the variety of channels for internal branding universally acknowledged by both managers and employees 

in the previous chapter. This, however, goes beyond the channels intended for employees to other means 

as well. As explained by one of the interviewees: 

Rose: We are obviously be given weekly e-mails, updates, about new products and new 

standards. I could see even these local media-like the national news. It’s not for employees, but 

it still influences us. Also, in any company area you go to, like you see the brand and the picture, 

the poster, at the airport, headquarters, and training academy. Most information with details 

would be via e-mail.  

 

Understanding is enhanced by communication. To quote another employee: 

Mayim: Understanding is extremely good because of the communications which promote it. It’s 

both like soft copy and hard copy. E-mail that comes from corporate communication and the 

iLearn training, plus the company news which is the hard copy type of thing with the paper.  

 

The social aspect can also be accounted for by the positive organisational climate felt by almost all of 

the interviewees. As explained by one employee: 

Liza: The thing is work gets much easier when you have good organisational structure that has 

a good climate. Each people practice that value, all those values. Thereby, it’s like dropdown, 

cascaded to your teams, right? If my senior manager is practicing that, we expect the manager 

to practice that; if my manager is practicing that, all the teams are absolutely in congruence. 

That kind of gives a happy and good working environment.  
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Seen in terms of commitment, one employee revealed: 

Omar: I’m telling you. We feel so happy when we are projecting as they may see. Okay, we have 

done the best compared to last year. When we got this quarterly result or the annual results, we 

feel much motivated saying, okay,  last year this was our target, so we have done this. This 

year, this we have to do. For next year, what we expect to. That makes more it more lively and 

that makes you more committed to your work.  

 

It was noted that one of the pervasive structural elements that motivate the commitment and citizenship 

behaviours of the employees in the study is the existing code of conduct which describes how employees 

act according to the values of the company. According to one of the employees: 

Fatima: It is very clear, it is very transparent in the code of ethical conduct on what the company 

is looking for in us. That is why we are committed to live the values because personally, my role 

is representing the brand. If you do that, make sure that it is in the best way that will promote 

the company. 

  

Action as Sense-Making. Weick and Sutcliffe (2005) state that sense-making is acting what is thought 

about conversationally. Like everyone else, the employees make sense by acting thinkingly. They act 

within a framework but tests new frameworks and new interpretations. This becomes more evident in 

terms of how the employees enact their roles relative to their understanding of the brand. 

Mubarak: The thing is that everything we do reflects the brand, if I am in or out of the office I 

always act in a way that they do not give a bad meaning to the company. We have the code of 

ethics to follow but sometimes we can’t help it but do more to maintain the brand values.   

 

The ethics compliance guidelines also define the framework of action for the employees, but in some 

situations they make their interpretations of this to suit the circumstances and preserve the goodness of 

the brand name and enhance the code by doing more to enhance the brand value. This leads to what 

Chang et al. (2012) called psychological brand ownership. Psychological brand ownership is defined as 
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‘employee psychological experience that produces positive brand attitude and cognition, such as a 

feeling of possession towards a corporate brand that leads towards selfless spirit towards brand-related 

activities’ (Mohktar et al., 2018: p.2). This type of ownership facilitates employees to introspect into 

self-meaning (Van Dyne & Pierce, 2004) and develop altruistic behaviours (Chiang, 2009).  Others find 

meaning by acting “thinkingly” in supporting the brand: 

Liza: We support the learning and development needs. What we’re doing is cause-effect 

measures. We’re training those employed by motivating them, giving them more knowledge, and 

providing them skills, helping them grow within the company, giving them opportunities. 

Basically, allowing them to see what opportunities are there, within the company rather than to 

actually look outside. We do that in all aspect. 

  

As explained by Taylor and Van Every (2000), situations are talked into existence that lay the 

groundwork for dealing with it. This image of sense-making as activity "suggests that patterns of 

organizing are located in the actions and conversations that occur on behalf of the presumed organisation 

and in the texts of those activities that are preserved in social structures" (Taylor & Van Emery, 2000, 

p.136). Other than the official communication channels that are part of the structure, one of the 

employees talked about an innovation centre. 

Noura: In the company in particular, what I feel is, they first go on experimenting it. They see 

to it that they have the good side, what are all the possible and the good aspects of that product. 

They try to experiment the product first. We have the innovation centres where they experiment 

the product and what are all that can be given to the staff, what are all the techniques where the 

staff could speak to the passenger to sell it out. In that way, we do get proper trainings first. In 

addition to that, they keep us sending links where you can sit and do your online training 

modules. 

 

 Identity. Identity construction is one of the differentiating factors in sense-making (Gililand & Day, 

2000). Discussions of organisational identity tend to be anchored on the ‘description of identity as that 

which is core, distinctive and enduring about the character of the organisation’ (Albert & Whetten 1985, 
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p. 46). From the perspective of sense-making, employees as organisational actors think that they shape 

what they enact and interpret it. This affects the perception of employees by those who are external to 

them which can affirm or disconfirm. This is illustrated in the case presented in the previous chapter of 

an employee who gets the admiration of others once they knew he is working with the company. In this 

case, the brand makes sense to others in the identity of the employee. To the employee, the behaviour 

of others towards him is a confirmation that the brand is in his identity. In the case of the employee 

concerned, this was by simply mentioning the brand to others. 

 

The strongest testimony to this was when one of the employees revealed that the brand is “in my blood.”  

Reference to blood implies a continuous flow within the body hence supporting the assumption of the 

brand as embodied. Another employee puts it that it is blood and sweat all the way. The height of sense-

making as identity, however, is when one of the employees declared that "I am the face of the company.” 

This also highlights what he identifies as his passion and loyalty which is reflective of his commitment 

and behaviour towards the company and customers. 

 

This category of sense-making comes strong in terms of the roles played by employees which they 

consider as their commitment to the company while at the same time behaving according to their roles 

as a reflection of their citizenship: 

Nasser: Anything in my behaviour, either it’s in the company or outside affects directly to the 

company. Even if I’m outside, I am not in uniform, I may be in a shopping mall, I may be in a 

club anywhere. If I do nothing wrong, the first thing is which company you're working for? 

That’s it. You know that the company is in your behaviour.  

 

Eloisa: Even outside, so it is very much important to behave well  whether you are on uniform, 

on duty, or off duty. That is the brand. You need to go with the brand. You need to behave well. 

You need ensure that we go in line with what the company has promised whether on duty or off 

duty. 
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Rose: Well, I do live in the company's brand policy because how I work and how I do my job, it 

reflects actually. Strategy is something which is not discussed in broad but on the corporate 

communications, they do advise us about where we are heading, how much are the finance or 

the growth or the revenue we had accomplished last year and all, how many are we buying. 

Knowing these just keeps you want to go on playing your role. 

 

 Generally, the way the employees in the study make sense of the truth about their experiences was not 

about being objectively accurate but rather getting it right. Weick et al. (2005) called this plausibility. 

Sense-making on the part of employees is about re-framing of emerging experience so that it becomes 

more comprehensive and incorporated more into known data. Plausibility as a search for meaning is 

seen in the description that people give in the pursuit of getting it right (Mills 2003).  

 

Based on how the employees in the study described their experiences with the brand, the most prevalent 

mode of sense-making observed was personal authoring. The data shows that no two employees 

responded to the same question in the same way by quoting exactly what is contained in the company 

brand policy or communication. Rather, they tried to get it right by using their lens in interpreting and 

decoding the answers. As cited by Weick, Obstfeld, and Sutcliffe (2005: p.409) "sense-making is about 

the interplay of action and interpretation rather than the influence of evaluation on choice." Although 

sense-making may change over time, it becomes the basis for belonging and identification (Cornellisen, 

2017) and brand literacy (Bengtsson, 2006). Brand knowledge enables band literacy while commitment 

and citizenship are reinforced by the sense of belonging to the organisation and identification with the 

brand. 

 

Several studies have been done on how employees account for the meanings of events by coordinating 

their response and adjusting their knowledge structures (Holt & Cornelissen, 2014; Maitlis & 

Christianson, 2014; Sandberg & Tsoukas, 2015; Weick et al., 2005) but these were not in the context of 

branding. While there were studies that explored sense-making in corporate branding (Jarvenrie-

Thesleff &Moisander, 2017), brand literacy (Bengston, 2006), and shared understanding of the brand 
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(Gyrd-Jones & Tormala, 2017), these were focused on external stakeholders or consumers of the brand. 

This makes the present study differs from these studies because it explored the sense-making practices 

of employees. 

 

As a final note to the chapter, there were some findings or their implications that came as a surprise to 

the researcher. First, the predominance of tacit knowledge about the company brand. The case study 

company was chosen first and foremost because of the documented success of its brand. As such, one 

would expect that the brand definition is well disseminated throughout the company using a specific 

brand language that would allow internal customers to homogeneously speak in one voice. The 

responses of the participants to questions on their brand knowledge, however, proved otherwise since 

their answers were very heterogeneous and tacit which indicated the absence of a common definition of 

the brand among internal stakeholders. Second, absence of a tool that measured the brand knowledge, 

commitment, and citizenship of employees. In the study, there was a consensus among the managers on 

the importance of employees’ brand knowledge, commitment, and citizenship to the delivery of the 

brand promise.  However, the ambivalence of the managers on the manner of how these behaviours were 

determined pointed to the fact that there were no existing tools to gauge the extent of the employees’ 

brand support behaviours.  Lastly, the absence of a centralized structure that implemented internal 

branding in the company. From the responses of the participants, it was discovered that internal branding 

in the case study company was the responsibility of all departments. The existence of a brand 

development department in the company was more of a support to the brand initiatives of groups or 

departments. The existing policy indicates that everyone in the company is a custodian of the brand and 

that the brand development department took the lead in supporting initiatives that would enhance the 

knowledge about the brand. The foregoing findings that came as a surprise helped the researcher come 

up with some of the practical recommendations of the study.        
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CHAPTER 5:  DISCUSSION OF FINDINGS 
 

This chapter discusses the findings of the study and shows how the findings contribute to the 

construction of the IB framework proposed in the study. To reiterate, the study proposes that internal 

branding is a dynamic process influenced by organisational factors that shape the meanings ascribed 

by managers and employees to their company brand and brand supporting behaviour to ensure the 

effective delivery of the company brand promise. This denotes that the dynamics of internal branding 

are shaped by the confluence of organisational factors, individual factors, social factors, and brand 

promise. Accordingly, this proposition led to the research questions answered by the study 

  

Based on the foregoing considerations, the chapter is structured into the following sections consonant to 

what the study purports to attain based on the logic of the propositions. Section 5.1 discusses the findings 

on organisational climate and communication representing the organisational factors in internal branding 

investigated. Section 5.2 discusses the findings on brand knowledge, commitment, and citizenship 

representing the brand support behaviour investigated which are essential in the delivery of the brand 

promise. Section 5.3 discusses the brand promise perceptions of managers and employees representing 

the brand support roles investigated in the delivery of the brand promise. Section 5.4 discusses the 

construction of the proposed IB framework based on the findings derived in the study.   

  

5.1. Organisational Factors in Internal Branding: Climate and 

Communication 
 

Researchers in organisational climate, the first organisational factor considered in the study, agree that 

organisational climates differ depending on nature, size, structure, complexity, values, products, and 

services of the company. As a result, some authors have identified four to six dimensions (Stringer, 

2002; Taylor and Bowers, 1970), while others have listed as many as ten to twenty dimensions (Pareek, 

1989; Payne and Mansfield, 1973). Hence no agreed dimensions of the organisational climate that 

applies to all organisations exist. Accordingly, Madhukar (2017) asserted that there is a need for more 

future research on the core dimensions of organisational climate.  
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In the context of internal branding, most of the studies gave prime importance to organisational culture 

in service organisations (Chong & Kong, 2007; Punjaisri & Wilson, 2007; Punjaisri, et al., 2008)  and 

its link to company processes and its brand promise (Punjaisri & Wilson, 2007; de Chernatony & Segal 

Horn, 2001). A study by Chong and Kong (2007) utilized an organisational climate survey in a study of 

Singapore Airlines, however, their survey focused on the role played by organizational factors such as 

communication and training as well as personal factors such as the internalization of corporate values 

by the employees. In this study, hardly was there any empirical evidence on organisational climate 

discussed in their study. With regards to the findings of the study on the arguments that support 

organisational climate, the academic literature discusses these from a highly theoretical perspective 

(Bitsani, 2013; Moran & Volkwein, 1992; James & Jones, 1974; Schneider & Reicher, 1983) and failed 

to provide empirical shreds of evidence to these arguments.  

 

Based on the aforementioned considerations, the current study posits that the findings on the 

organisational climate in the context of internal branding generated in this study differ in focus 

(organisational climate) from those in the brand literature (organisational culture) and thus can 

contribute fresh perspectives in bridging the knowledge gap on account of the dearth of studies on the 

role of organisational climate in internal branding. Furthermore, the findings of this study on 

organisational climate differ from the highly theoretical manner in which the arguments on 

organisational climate were discussed in the literature as the findings of this study provide grounded 

empirical evidence which can contribute to extending the literature with regards to the arguments that 

support organisational climate.  

 

With regards to the second organisational factor, studies on the importance of communicating the brand 

to members of the organisation have been extensively discussed both conceptually and theoretically in 

the literature (King and Grace, 2010; Kimpakorn and Tocquer, 2009; Lings et al., 2008;  De Chernatony 

et al.,2006; Berry 2000). Notably, web-mediated tools and process-mediated forms of communication 

have been commonly identified in these studies. These were likewise identified in the present study but 
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what makes the findings of the present study different is the perception of the employees on event-driven 

platforms employed by the company to communicate the brand to its employees. These come in the 

form of roadshows which other companies likewise practice. Roadshows conducted by the company are 

high-level initiatives that create awareness among employees where the continuous communication of 

the mission, vision, and values of the company form the core of the events. Based on the findings, the 

employees and managers perceived these events to be more effective in communicating the brand than 

other means.  As such, they can serve as significant levers for internal branding.   These events-mediated 

communications are not discussed in the brand literature which makes the findings of the study uniquely 

different from forms of communication in internal branding discussed in the literature.  

 

The findings of the study have implications for the construction of the proposed IB framework. First, 

the findings discussed in this section describe the organisational factors that characterize the work 

environment in the company which can have a potential influence on internal branding. As such, 

organisational climate and communication are positioned as the environmental factors in the proposed 

IB framework. Second, the company's communication-rich environment surrounded by a favourable, 

supportive, and enabling organisational climate can have a potential effect on the confluence of company 

brand policy, management functions, and employees' performance which in effect is the intersection 

between brand, strategy, and culture. Lastly, the organisational climate is the product of the individuals' 

response to their environment resulting from various interactions that occur (Bitsani, 2013; Moran & 

Volkwein, 1992; Ashforth, 1985). This aligns with social constructionism which is discussed in section 

3.1 of Chapter 3. Social constructionism purports that meaning emerges from the interactions among 

people (Carter & Fuller, 2015) mediated by communication. These interactions are social in nature 

which shapes the employees' and managers' perception of the total organisational context which itself is 

the organisational climate (Bess and Dee, 2012). 

 

Ind (2007, p. 1) impresses that nonetheless, to embody the values of a brand "the organisation's purpose, 

values, and culture by themselves are not enough.  Organisations need to build meaning into the brand 

so that employees can genuinely live the brand in their day-to-day lives." In effect, the organisational 
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climate provides a unique opportunity for the intersection of brand, strategy, and culture. This can have 

a powerful influence on the senses, emotions, and the remembered satisfaction of the experience (Holt, 

2007). Hence the dynamic nature of the company climate and communication serves as a stepping stone 

in building meaning into the brand that also enhances the brand supporting behaviour of the members 

of the organisation. In short, the organisational climate and communication also influence the brand 

supporting behaviour of managers and employees which are discussed in the following section.  

 

5.2. Brand Support Behaviour of Managers and Employees: Brand 

Knowledge, Commitment, and Citizenship  
  

The analysis of  409 articles published in three international academic brand journals between 2010 and 

2015 showed that the subjects widely studied related to brands included brand concepts, brand 

management, brand equity, and brand attitudes (Sonauglu & Tuncel, 2015). Notably, brand knowledge 

as an independent concept per se was never investigated in these articles. While brand awareness has 

received considerable attention in the literature (Lazarevic, 2012; Kucuk, 2010; Bohrer, 2007; Štrach & 

Everett, 2006; Laurent et al., 1995; Aaker, 1991), there appears to be a paucity of studies dealing with 

brand knowledge, per se.  

  

In studies done involving brand knowledge, the construct was investigated concerning brand penetration 

(Helin, 2008), destination branding (Hsu & Cai, 2009), fashion branding (Alimen & Cerit, 2010), brand 

equity, and purchase intentions (Allison, Mahosoa, and Makhetha (2016), and consumer attitudes and 

brand placement (Drumond, 2017). In these studies, brand knowledge was investigated largely from an 

external customer-centric perspective.  

  

The findings on brand knowledge in this present study differ from the other studies mentioned as it was 

the result of an investigation largely from an internal customer-centric perspective. In short, the findings 

of the present study differ from other studies on brand knowledge as it presents fresh insights of internal 

customers in the context of internal branding in the industry investigated.  
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The bran knowledge of the managers and employees was largely a combination of explicit and tacit 

knowledge. The expressed knowledge of the company brand hinged on the five company values is 

largely explicit in nature reflecting that these were formally learned and internalized. On the other hand, 

knowledge of the brand that resulted from how the managers and employees made sense of the brand 

was largely tacit in nature reflecting that these were derived from experience and ongoing social 

interactions. Hence concerning the proposed IB framework, brand knowledge is one of the results of the 

synergy of the company's brand policy and the enactment of managerial functions and employee roles 

that transpire within the company supported by the organisational climate and information-rich 

environment.  

  

In terms of brand commitment, the three types of commitment found in the study have likewise been 

investigated in organisations relative to their influence on employee performance (Kaplan & Kaplan, 

2018; Iraz & Akgun, 2011; Ozutku, 2008) and intentions to stay (Mardiana, Hasan & Haerani, 2017), 

among others, together with the factors that reinforced employee commitment (Osuna, Thomas, 

Veloutsou, 2017; Zaraket, 2018; Hsiao et al., 2015). The findings of the present study, however,  differ 

from these studies because it delineated its focus on the company brand as the object of commitment 

compared to the other studies which focused on the whole organisation.  

 

Based on the argument that employees with high brand knowledge are more committed to the brand 

(Thomson et al. 1999), brand researchers had focused their interest on examining the relationship 

between internal branding and brand commitment. As a result, numerous studies had confirmed the 

positive relationship or association of internal branding and brand commitment. This was reflected in 

investigations on the role of internal branding in developing or facilitating employee commitment 

(Vrielink, 2019; de Chernatony & Segal-Horn 2001; Punjaisri & Wilson 2007; Punjaisri et al. 2009; 

Meyer et al., 2002; Mowday, 1998; O'Reilly & Chatman,  1986; Punjaisri, Evanschitzky, and Wilson, 

2009; Preez and Bendixen, 2015; Yang, Wan and Wu, 2015; Javid et al., 2016 ); impact of internal 

branding on employee commitment (Natarajan, Balasubramaniam,& a Srinivasan, 2017);  and 

components and antecedents of internal branding that relate to brand commitment (Sahoo and Mohanty, 
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2019; Almgren, Ek, Goransson, 2012). Most of these studies used the quantitative method and focused 

on establishing the mathematical association, significance, or correlation of internal branding with brand 

commitment.  

 

The findings of the present study differ from these studies as it provides a perspective of brand 

commitment derived from the use of the qualitative method, hence it is more focused on the details of 

the phenomenon which are not aptly captured by the use of quantitative research. The findings of the 

study contribute a grounded perspective of brand commitment by managers and employees that can help 

extend the brand literature in terms of industry and geographic context.  Concerning the proposed IB 

framework, brand commitment is depicted as one of the brand support behaviour that is conceptually 

related to brand knowledge and citizenship which emerges within the work environment characterized 

by its climate and supported by the communication channels in place.  

  

Concerning brand citizenship, several studies found that internal branding is significantly related to 

brand citizenship (Adamu, Ghani, & Rahman, 2019; Javida, Monfareda, Aghamoosaa, 2016; 

Ghenaatgar and Jalali, 2016; Shaari and Salleh, 2012). The study of Garas et al. (2016), however, showed 

the opposite. While brand knowledge was found to have positively influenced brand citizenship 

(DeMann, 2017), the study of Vaanholt (2019) proved otherwise. Other independent variables that were 

positively related to brand citizenship included brand identification (Tampi and Heggde, 2018); work 

engagement (Buil, Martinez, Matute, 2016); and corporate identity (Gilani, 2019), and all these studies 

affirmed the positive significance or relationship between the brand citizenship and the dependent 

variables investigated.  

 

All of the foregoing researches on brand citizenship were conducted with the use of the quantitative 

method and all showed mixed results. The findings of the present study differ from these studies because 

they focused on looking into the phenomenon itself rather than establishing its relationship with other 

variables. Also, the results of the present study looked into the employees' perceptions in parallel to that 
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of the expectations of their managers on their citizenship behaviour. Accordingly, the employees' 

citizenship behaviour was manifested more extensively from that of the managers' expectations. The 

findings therefore can add new perspectives to the literature on the nature of employee brand citizenship 

behaviour.   

      

In terms of the proposed IB framework, brand citizenship is depicted as one of the brand support 

behaviour that is conceptually related to brand knowledge and commitment which emerges within the 

work environment characterized by the dynamism of the organisational climate and supported by the 

communication-rich environment. 

  

5.3. Brand Promise Delivery Perceptions of Managers and Employees 
  

Studies have shown that the delivery of brand promise is the consequence of adopting branding concepts 

within the organisation to ensure the delivery of the brand promise by the employees (Foster, Punjaisri, 

and Cheng, 2010). Three concepts have been widely investigated and found to have influenced the 

delivery of brand promise to customers that relate to employee attributes. These are brand awareness 

(McDonald et al, 2001; Harris and de Chernatony, 2001; Schneider and Bowen, 1985; Balmer and 

Wilkinson, 1991);  brand knowledge (Löhndorf and Diamantopoulo, 2014; Matanda and Ndubisi, 2013; 

Punjaisri, Alan Wilson and Evanschitzky, 2009; Mac Laverty et.al, 2007; Kotler 2003; McDonald et al, 

2001; Harris and de Chernatony, 2001; Balmer and Wilkinson, 1991; Schneider and Bowen, 1985) and 

brand commitment (Vrielink, 2019; King and Grace, 2008; Testa, 2001; Mehta, Singh, Bhakar, & Sinha, 

2010).  

 

Other findings had established the link between brand promise delivery and organisational attributes 

such as internal communication (Burmann et al., 2009; Punjaisri & Wilson, 2011; Baker et al., 2013; 

Porricelli et al., 2014; Sharma & Kamalanabhan, 2014; Buil et al., 2016); leadership (Burmann et al., 

2009; Miles & Mangold, 2004; Punjaisri et al.,2009; Morhart et al., 2009; Vallaster et al., 2005; Uen, 

Wu, Teng, & Liu, 2012); training (King & Grace, 2008; Punjaisri and Wilson, 2011; Iyer, Davari, 
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Paswas, 2018; Mosley, 2007); and organisational vision (Sahoo and Mohanty, 2019). In all of these 

studies, the delivery of brand promise was taken as a dependent variable. In the studies of Prasti (2019) 

and Jokinen (2016), the delivery of brand promise was found to have influenced brand loyalty and brand 

identity, respectively.  

 

It has been observed, however, that having internal branding initiatives such as training and 

communication do not necessarily translate into the desired delivery of brand promise (Xiong,  King, & 

Piehler, 2013).  That is, organisations' good intentions and numerous internal branding efforts are not 

enough and require a joint effort from both the organisation and its employees (Liao & Chuang 2004). 

Iyer, Davari, and Paswan (2018) argued for performance assessment in calibrating organisational 

operations with the brand promise and Simi & Sudhari (2019) recognized employees as the embodiment 

of the brand. However, findings in the literature relating the delivery of brand promise with employee 

in-role work performance and the embodiment of the brand are quite rare in the literature. This makes 

the findings of the present study differ from existing findings in the sense that the findings of this study 

show how both managers and employees perceived the notion of brand promise delivery as large in-role 

work performance by employees who are expected to embody the brand.   

 

Another point highlighted in the findings on brand promise delivery is the link between internal branding 

and external marketing. It was noted in the literature review that internal branding emerged as a strategic 

instrument in promoting competitive edge starting from product or service development to marketing or 

external branding (Punjaisri et al., 2009; Burmann et al., 2009, Aurand et al., 2005). Memon and Kolachi 

(2012) emphasized that the key to building successful brands is to first position the brand internally 

before marketing it externally. Delivering the brand promise serves as the bridge that links internal 

branding to external marketing and external branding. Internal customers such as managers and 

employees play a crucial role in the process.  Specifically, employees are at the junction of the 

organisation and its external markets hence are in the best position to influence how the external market 

makes sense of the brand (Dean et al., 2016). Internal branding enables managers and employees to have 

better knowledge and attitudes towards the brand together with the skills to meet and exceed customer 
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expectations of the brand (Punjaisri et al., 2009). When internal branding is executed properly, 

employees would deliver the brand promise successfully and this would effectively project the brand to 

the external markets where end-users would continue to make sense of it and co-create its value. External 

customers start making sense of the brand at the moment of brand promise delivery. 

 

Concerning the proposed IB framework, the in-role and extra-role performances of employees make 

their on-brand behaviour consistent with the expectations of their managers in the delivery of the brand 

promise. On the whole, the following table shows how the findings of the study were used in the 

construction of the proposed IB framework.



150 
 

Table 9. Construction of IB Framework 

RQ Theme Findings Discussion: What makes the 
findings different? 

Implications of findings 
to the proposed IB 

framework 

Relationship of findings to the 
proposed IB Framework 

Q1:  Managers’ 
and 
employees’ 
perception of 
organisationa
l climate 

Perceptions: favourable; 
supportive; positive  
Arguments supporting 
organisational climate: 
structural, perceptual, 
interactive, cultural 

Focused on organisational 
climate concerning internal 
branding 
Provides empirical evidence for 
the four arguments 

Positive organisational 
climate as an 
organisational factor  

Given the company brand 
policy, forms of multi-media 
and events, and cultural 
diversity, organisational 
factors such as the positive 
organisational climate and 
communication-rich 
environment  creates the 
convergence of  the brand 
policy, managers' functions, 
and employees' roles 

Managers’ 
and 
employees’ 
perception of 
communicati
on 

Perceptions: Web-mediated; 
process-mediated; events-
mediated 

Events-mediated roadshows 
 

Communication-rich 
environment as an 
organisational factor 

Q2 Brand 
Knowledge of 
managers 
and 
employees 

Tacit and explicit 
Use of different forms of 
sense-making 
 

Internal customer-centric 
 

Brand knowledge is 
constructed and co-
constructed through 
social interactions 

In the absence of a formalized 
system of internal branding, 
brand support behaviours such 
as brand knowledge, 
commitment, and citizenship 
are developed and internalized 
as a consequence of the social 
interactions among  internal 
stakeholders with the brand 
which is enabled by existing 
organisational factors 

Q3 Gauging 
Brand 
commitment 
by managers 

Performance-based; 
intuitive 
 

Grounded and Internal 
customer-focused 
 

Employees give meaning 
to their commitment as 
they interact,  live, and 
work with the brand 

Employees’ 
perceptions 
of brand 
commitment  

Affective; normative; 
continuance 
Use of different forms of 
sense-making 
 

Gauging 
brand 

Performance-based; 
intuitive 

Employees make sense 
of their citizenship as 
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citizenship by 
managers 

they interact,  live, and 
work with the brand 

Employees’ 
perceptions 
of brand 
citizenship 

In-role and extra-role 
behaviours;   brand 
endorsement; brand 
consideration  
Use of different forms of 
sense-making 

Q4 Brand 
promise 
delivery 

Managers: performance-
based; intuitive  
Employees: performance-
based; ethical 

Grounded and focused on in-
role behaviour and extra-role 
performance 

The delivery of brand 
promise is a function of 
how well employees 
perform in and out of 
the company 

Delivery of brand promise is 
seen as a function on-brand 
performance of employees as 
well as conformance to the 
manager's expectations. 
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5.4. The proposed Internal Branding Framework 
 

 The proposed IB Framework is based on the findings of the study and anchored in the social construction 

paradigm. The study is qualitative in nature hence it offers an alternative framework from a 

manager/employee-centric view of internal branding that is built from the ground-up using the collective 

inputs from managers and employees described in the study.  

 

Accordingly, the findings of the study reveal that managers and employees attest to the use of a mix of 

internal communication tools in the company. The findings further show that the organisational climate is 

healthy, wholesome, and positive, which enables employees to share their experiences of the brand with one 

another. It can be inferred that the internal branding efforts of the company do not happen in a vacuum. 

Rather internal branding takes place within an information-rich environment with an enabling organisational 

climate. This is the context in which managers and employees find themselves in which influences how they 

perceive and construct the meaning of the brand and make sense of their knowledge, commitment, and 

citizenship behaviour relative to their everyday experience of the brand which does not happen in isolation 

but rather is a social phenomenon driven by interaction. The social interactions shape and re-shape their 

knowledge of what the company brands are and how managers and employees add value to their knowledge, 

commitment, and citizenship behaviour that will be meaningful to the delivery of the brand promise.  The 

following proposed internal branding framework is based on the major proposition of the researcher that the 

dynamics of internal branding are shaped by the confluence of organisational factors, individual factors, 

social factors, and the brand promise which is supported by the findings of the study shown in Table 9. 
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Figure 4. Internal Branding Framework 

   

  

The framework shows that (1) company brand policy mediated by multimedia communications and diverse 

organisational culture make up the company context and this creates an information-rich environment 

surrounded by a positive organisational climate. This enables the strategic integration of the company's 

brand policy, managerial functions, and employees' roles. (2) As a result, a social space emerges where the 

brand becomes embedded in the lived experience of managers and employees through social interaction. 

This space functions just like a niche where the meaning of the brand is constantly and continuously 

undergoing construction and so with the meaning of the managers' and employees' brand commitment and 

citizenship as they continue to interact with each other.  This is an adaptive and dynamic process that 

influences and enhances the knowledge, commitment, and citizenship behaviour of the actors. (3) The 

impact of this dynamic is reflected in the manner that managers and employees reflect and represent the 

brand in the performance of their roles and functions within the company and how they behave outside the 
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company. (4) Successful delivery of brand promise is enacted in the effective in-role performance and extra-

role behaviours of the employees towards customers.  

 

Generalisability. In qualitative studies, generalizability focuses on the analysis done by the 

researcher and his/her understanding of the phenomenon investigated rather than on the 

representativeness of the data collected (Delmar, 2010). This accounts for why generalisability is 

explained as a postscript to the discussion section rather than in the methodology section. Another 

reason is to make generalizability logically consistent with the inductive nature of qualitative 

research used. In qualitative research, the concern is the actual generalisability of the findings and 

not ensuring that the findings can be generalised which is more a concern of quantitative research 

due to its deductive approach to analysis. In qualitative research, the findings come a priori to 

making judgments on whether such findings are generalisable.  

 

This begs the question of how the findings of the study can be generalising.  In qualitative research, 

generalisability equals transferability (Shenton, 2004; Golafshani,  2003; Lincoln and Guba 1985). 

Inference on transferability, on the other hand, results from the extrapolation of findings and their 

application to other situations and contexts (Delmar 2010; Shenton, 2004).  

 

The foregoing section explained how the findings were put together to build the internal branding 

framework.  This was the first level of application of the findings which can be inferred as internal 

transferability or internal generalisability. It has to be noted that the resulting internal branding 

framework which was edified from the findings is not strictly exclusive of context. It is generic in 

nature and can be adapted to any other context. As such, it can be applied to other situations and 

circumstances. This is the second level of application of findings which can be inferred as external 
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transferability or external generalisability. External generalisability is not only seen in the 

application of the internal branding framework to different industry contexts but also in the 

transferability of the knowledge contribution of this study to a variety of marketing circumstances. 

All these lend to the generalizability of the findings of the study. 
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CHAPTER 6:  CONCLUSION 

 

6.1. Conclusion 
 

The framework of internal branding developed in the study is the major contribution of this research. The 

research findings indicate that the presence of positive organisational culture and information-rich 

environment is conducive to creating an enabling social environment that facilitates the interaction of 

internal stakeholders which leads them to construct and reconstruct their knowledge about their company 

brand and allows them to make sense of their brand commitment and citizenship that sustain their perception 

of the delivery of the brand promise. This chapter consists of the conclusion, research contribution, and 

recommendations. The conclusion presents the summary and answers to the research questions and shows 

how the research objectives were achieved. The research contribution consists of the theoretical and practical 

contributions of the study. Finally, the recommendations include general and specific recommendations for 

companies, practitioners, and future researchers. 

 

6.2. Summary 
 

In retrospect, the study explored the perceptions of managers and employees of an airline company 

concerning their brand knowledge, commitment, and citizenship together with the organisational factors 

that are in place. The study also explored the brand promise perception of the participants. Accordingly, the 

findings of the investigation were used to develop an internal branding framework which is the major 

contribution of the study. The study is qualitative and used the single case study approach. The findings 

present detailed and grounded information on the views of internal stakeholders on internal branding such 

as the significance of organisational factors, brand support behaviours, and delivery of brand promise. 

Whereas the brand literature is replete with information on brands and branding, the major focus is on 

external customers. While there is now growing interest in the field of internal branding, it was noted that 

the field is still fragmented. Furthermore, studies done on internal branding are mostly quantitative and 
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focused on coming up with empirically validated models. While these models are theoretically sound, they 

do not reflect the individual's perspective of a phenomenon. The internal branding framework that was 

developed based on the findings of the study is a grounded demonstration of the dynamic of factors that 

extend existing concepts in internal branding. 

 

On the whole, the study found that organisational factors contribute to the creation of a platform that allowed 

managers, employees, and other internal stakeholders to relate in various ways within the organization. On 

the formal level, the relationship is based on the specific roles and responsibilities of the managers and 

employees. On the informal level, managers, employees, and other internal stakeholders form a network of 

social interactions that acts as a vehicle for interpersonal connectivity. It is within these social spaces where 

internal stakeholders re-framed their brand knowledge, commitment, and citizenship within the context of 

their lived experiences. 

 

Specifically, the study explored the perspectives of the managers and employees of an airline company on 

their brand knowledge, commitment, and citizenship together with their perceptions on the delivery of the 

brand promise. Accordingly, answers to the following were sought by the study: 

1. How do the managers and employees of the airline company perceive the organisational climate 

and the communication channels that have potential use in internal branding? 

2. How do the managers and employees of an airline company perceive the meaning of their 

company brand? 

3. In what ways do the employees of an airline company perceive their brand commitment and 

citizenship and how are these gauged by their managers? 

4. How do the managers and employees of an airline company understand their role in delivering 

its company brand promise?   
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The study made use of qualitative research and adopted the case study as its strategy. Semi-structured 

interviews were used to optimise data collection and the data was analysed using narrative analysis, thematic 

analysis, and phenomenology. A total of 30 participants consisting of 10 managers and 20 employees took 

part in the study. 

 

Based on the research questions, the study investigated the perceptions of the participants on three areas 

relevant to internal branding: organisational factors, brand support behaviours, and delivery of brand 

promise. The organisational factors investigated include organisational climate and communication. The 

brand support behaviours investigated include brand knowledge, commitment, and citizenship. Lastly, the 

perceptions of the participants on the delivery of the brand promise were explored. The salient findings of 

the study are shown as follows: 

 

In terms of organisational factors, the participants perceived the organisational climate of the company to 

be positive, favourable, and supportive. The perceptions of the participants provided grounded 

representations of the structural, interactive, perceptual, and cultural dimensions of organisational climate 

which are mostly discussed in a theoretical manner in the literature. 

 

About communication, the findings indicate that the company has a variety of multi-media technology in 

place. The participants identified several web-mediated, process-mediated, and events-mediated forms of 

communication that contribute to a communication-rich environment. The participants particularly 

perceived that events-mediated roadshows were more effective in communicating the brand to internal and 

external stakeholders. 

 

Along the area of brand support behaviours, the participants' knowledge of their company brand was largely 

focused on company identity and attributes, customer-centric, and oriented towards company values. The 

employees particularly perceived their brand knowledge about what they do in the company. The manager 
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participants expressed that while there were no specific metrics used to gauge the brand knowledge of the 

employees, data from the iAchieve or compliance to the code of conduct can serve as indicators of the brand 

knowledge of the employees. 

 

In terms of brand commitment, the findings show that the perceptions of the employees in the study are the 

representation of a mix of affective, continuance, and normative commitment. The employees with affective 

commitment perceived that they wanted to remain in the company no matter what. Those with continuance 

commitment perceived that they needed to remain in the company. Those with normative commitment 

perceived that it was their ethical or moral obligation to serve the company. 

 

The managers in the study did not identify a tangible means of knowing brand commitment, rather they 

gauged employee brand commitment largely as an evidence-based construct based on work performance 

indicators and surveys. The different perceptions of the managers in the study on how the brand commitment 

of employees is gauged show that employee commitment is implicitly determined from performance data 

generated by other existing tools. From these indicators, the managers can know or sense the commitment 

of their employees. 

 

Concerning brand citizenship, the employees in the study perceived their brand citizenship to be associated 

with ethical behaviour defined by the ethical guidelines of their company and compliance with company 

values. Generally, they perceived that brand citizenship is expressed in terms of multiple in-role and extra-

role behaviours. The managers in the study expressed that there are no tangible means for determining brand 

citizenship but this brand support behaviour can be determined largely by how employees perform and 

conduct themselves in and out of the company. 

 

Concerning brand promise delivery, all of the employees in the study perceived that the delivery of brand 

promise is work-related. Everyone interviewed perceived that their work is important to the success of the 
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company either working individually or collectively. They further perceived that they represent the brand 

and that their behaviour will have an impact on the delivery of the brand promise. The perceptions of the 

employees agree with how the managers in the study perceived the delivery of brand promise. Accordingly, 

the managers expressed that the successful delivery of the brand promise is an indicator of how well the 

employees achieved their objectives at work with the expectation that employees would also be committed 

to the brand hence the significance of work-related feedback.  

 

Based on the findings of the study, the corresponding answers to the research questions are as follows:  

a. Organisational factors such as an information-rich environment and positive organisational climate 

are conducive to enhancing the social space for the sustained conversation about the brand within 

the network of social interactions among internal stakeholders. The employees talk highly of their 

organisation because the organisation “talks to them” via several channels hence they do not feel 

left out. This situation is favourable to internal branding in the company whether done explicitly or 

implicitly.    

 

b. The internal stakeholders of the company build upon their experiences of the brand and express 

their brand knowledge in either an explicit or a tacit form. Explicit knowledge is based on formally 

encoded company information about the brand. Tacit knowledge is the result of satisficing or 

making do of personal knowledge, experience, or situation to configure knowledge of the brand. 

This shows that the participants reframe their emerging experiences with the brand to make sense 

of it. The employees ascribe meaning to their brand knowledge by using several sense-making tools 

such as personal authoring, retrospective sense-making, noticing/bracketing, labelling, pre-

sumption, social and systematic sense-making, action as sense-making, and identity. In which case, 

the purpose of the participant is not being objectively accurate but getting it right. Tacit knowledge 

of the brand expressed by the participants affirms the notion that brand meaning is co-created, co-



161 
 

constructed, and co-generated within a dynamic social network of stakeholders. This affirms the 

significance of brand interest groups in internal branding.   

 

c. The mix of normative, affective, and continuance commitment expressed by the participants 

indicate that the employees are committed to the brand.  Their perception of brand commitment 

signifies identifying, affiliating, and participating in the attainment of organisational goals and 

living up to the company values reinforced by psychological, emotional, and economic motivations. 

Commitment finds its expression in the behavioural and attitudinal dispositions that the participants 

have to effectively play their roles and demonstrate acceptable personal behaviours in and out of 

the company. These dispositions and outcomes constitute the participants' perception of their brand 

citizenship. Internal stakeholders ascribe meaning to their commitment as they interact, live, and 

work with the brand. The absence of a tangible means for determining brand commitment and brand 

citizenship lead managers to rely on intuition or other performance data to sense the commitment 

and citizenship of their employees.    

 

d. From the perspectives of employees, the delivery of brand promise is both functional and ethical. 

The functional aspect deals with effective work performance as a manifestation that they are 

successfully delivering the brand promise. This is reinforced by the conformance to company values 

and the code of conduct whether performing work inside the company or conducting oneself outside 

the company. In both cases, the delivery of brand promise conforms to their managers' expectations 

and values espoused by the company. In the absence of a tangible determinant for brand promise 

delivery by the employees, the managers again rely on performance data and evaluation reports 

provided by other existing metrics to gauge how successfully are the employees delivering the brand 

promise.  
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Based on the findings of the study, the different research objectives were attained as follows: The first 

research objective states: “To explore the perception of the managers and employees of an airline company 

on the organisational factors that facilitate internal branding.”  Exploration is the act of looking for or 

discovering opportunities, possibilities, or alternatives.  Accordingly, the study explored the participants’ 

perception of the company’s organisational climate and found this to be positive, favourable, and enabling. 

The communication channels perceived by the participants were also explored and found to constitute an 

information-rich environment. On the whole, the exploration of the participants' perception of organisational 

factors suggests that a positive organisational climate supported by an information-rich environment was 

potentially conducive to facilitating internal branding in the workplace. The findings are presented and 

analysed in sub-sections 4.1.2 and 4.1.3 which are discussed in section 5.1 attest to the attainment of the 

first research objective.  

 

The second research objective states: “To explicate the perceptions of managers and employees of their 

brand support behaviours as lived experiences in the company.” Explication is an act of drawing out what 

is not visible or surfacing out what is submerged. The brand support behaviours investigated included brand 

awareness, commitment, and citizenship. Based on the investigation, the participants made sense of their 

brand support behaviours by not being objectively accurate but rather getting it right. Weick (2006) called 

this plausibility. The perception of the participants of their brand support behaviours involved re-framing of 

emerging experience so that it becomes more comprehensive and incorporated more into known data. 

Plausibility as a search for meaning is seen in the description that people give in the pursuit of getting it 

right (Mills, 2003). Sense-making is also an act of organizing or clustering from a million things that go on 

in the organisation. From their lived experience, the participants' attention shifts to organizing cues from 

which to derive the meaning of their brand support behaviours (Chia, 2000). The findings on brand 

knowledge are presented and analysed in sub-sections 4.2.1 to 4.2.5; brand commitment in sub-sections 

4.3.1 & 4.3.3.; and brand citizenship in sub-sections 4.3.2. & 4.3.4., all of which are discussed in section 5.2   

attests to the attainment of the second research objective. 
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The third research objective states: "To analyse the views of managers and employees on the delivery of the 

company brand promise." Analysis is the act of revealing something from a detailed examination. Sub-

section 4.4.1.presented and analysed the detailed perceptions of the participants on the delivery of brand 

promise which are discussed in section 5.3 attest to the attainment of the third objective of the study. 

Accordingly, the participants had multiple perspectives on the delivery of brand promise. A more plausible 

picture is a diversity of managers and employees "relating a story" where each has a significant piece to 

contribute to the whole.  Relative to the delivery of brand promise is the story of the company's good 

intention related by managers. This tells about the inductions, training, events, and communications and 

controls that cater to the need for employees to build knowledge of the brand which ultimately climaxes in 

the performance and behaviours of the employees in delivering the brand. But this is only the functional 

side of the picture. To complete the picture, employees relate some scenes which might be eclipsed by the 

expectations of their managers. Their story is that of internalisation, intrinsic motivation, and pro-brand 

attitudes and behaviours. The employees have internalised the value that doing their jobs well is equivalent 

to delivering the brand promise. It was noted from the interviews that delivering the brand promise is not a 

matter of some external rewards for employees but something that flows from within. This internal 

motivation is seen in the consistency of their behaviour in and out of the company and whether or not they 

are in uniforms or not. More importantly, delivering the brand promise also tells the story of pro-brand 

identity, attitudes, and behaviours. 

 

The last objective states: “To develop a framework of internal branding that can be applied in the airline and 

other service industries.” Development involves putting together different elements to form a 

comprehensive whole. Accordingly, the findings of the study were used as the building blocks in the 

development of the internal branding framework. Table 5.1 shows how the findings were used as elements 

in edifying the internal branding framework. These elements were later interrelated using an input-process-
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output model to come up with the internal branding framework shown in figure 5.1. Section 5.4 attests to 

the attainment of the fourth objective and the main contribution of the study.  

 

On the whole, the answers to the research questions and the achieving the objectives of the research affirmed 

the proposition of the study hence the researcher claims that internal branding is a dynamic process 

influenced by organisational factors that shape the meanings ascribed by managers and employees to their 

company brand and brand supporting behaviour to ensure the effective delivery of the company brand 

promise. The findings also confirm that the dynamics of internal branding are shaped by the confluence of 

organisational factors, individual factors, social factors, and brand promise. 

 

6.3. Research Contribution 
 

The study explored the perceptions of managers and employees on the organisational factors related to 

internal branding and the consequent brand support behaviours that they developed. The exploration 

revealed insights into the dynamics of internal branding from detailed information derived from the case 

study. In the process, the researcher also demonstrated how a qualitative study was used to explore branding 

concepts. Accordingly, this study contributes the following: 

a. The key contribution of the study to the academic body of knowledge is the IB Framework 

that embodies essential evidence-based knowledge on internal branding as a social process. 

The IB framework developed in the study can extend existing frameworks/models in the 

literature by providing a more comprehensive picture of how internal branding as a social 

process is implemented. 

 

b. It has to be noted that the findings of single studies have the potential to contribute significant 

knowledge that can serve as essential building blocks in edifying new theories (Yin, 2014) and can 

further stimulate future researches (Gustafsson, 2007; Jacobsen, 2002). Hence the findings of the 
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study can serve as stimuli for theory-building. Furthermore, the framework can stimulate 

further research on internal branding from a holistic perspective and can also stimulate the 

interests of researchers in validating, extending, or expanding the framework.  

 

c. The framework developed in the study demonstrates the vital influence of social and psychological 

factors on the relationship among internal stakeholders such as managers and employees in a given 

social setting. Since the response of the managers and employees involves not only knowing but 

also feeling, this can stimulate further research on the relationship of stakeholders in the internal 

branding process that provides a deeper and comprehensive perspective of the dynamics of internal 

branding.  

 

d. Based on the analysis of the dataset on brand knowledge, commitment, and citizenship, this 

study contributes to the existing knowledge base on internal brand support behaviours both 

in the company-specific and regional-specific context.  

 

e. The study also contributes to the application of the qualitative methodology in management, 

marketing, or organizational research. The study is grounded on the lived experiences of 

managers and employees and used the voice of the participants in speaking about these lived 

experiences. This reflects on the advantage of the qualitative method to overcome the limitations of 

the quantitative method in investigating brand concepts. Hence the methodology used by the 

researcher is in itself a significant contribution to existing methods in investigating the phenomenon 

of internal branding that are predominantly quantitative. 

 

f. The study is grounded in the lived experience of the participants hence the results of the study are 

mainly from an insider looking out. Since no prior research of this nature had ever been done on the 
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company, the insights provided by the findings are fresh and authentic. The findings can henceforth 

benefit corporate management to structure or institutionalize internal branding. The findings can 

also benefit airline stakeholders and researchers because of the unique and original nature of the 

findings that can be adapted for practical applications.   

 

6.4. Managerial Recommendations 
 

Based on the conclusions of the study, the following are recommended: 

a. The internal branding framework developed in the study demonstrates the vital role of a positive 

organisational climate and an information-rich environment in facilitating, promoting, and 

supporting internal branding. It, therefore, becomes paramount for organisations to sustain and 

continuously enhance their organisational climate and communication networks. Organisational 

factors such as climate and communications technology are essential in creating the collaborative 

infrastructure for the social interaction of internal stakeholders. Collaborative infrastructure would 

include the physical, technological, and social elements in the work environment that support and 

sustain the engagement, collaboration, and interaction of internal stakeholders. The collaborative 

infrastructure would be largely responsible for creating spaces for interaction and transaction that 

would foster internal stakeholder networks and learning. 

  

b. The practical significance of the internal branding framework developed in the study is that it can 

be applied by companies that do not yet have a formal structure or department that implements 

internal branding. The internal branding framework, however, serves as a template for companies 

who desire to formalize their internal branding process.  Internal branding can be systematically 

managed with a formal structure for internal branding in place hence the advantage of 

institutionalizing the process. The absence of this structure in most companies is because of the 

existing debate regarding the department responsible for this function. While some argue that 



167 
 

internal branding should be a marketing function, others counter-argue that internal branding should 

fall within the ambit of HR. In small companies, internal branding can either be under HR or 

Marketing. In bigger companies, the creation or expansion of the Brand Management Department 

which integrates both HR and marketing principles is in order.  This department would be tasked to 

spearhead and manage the internal brand development cycle and internal branding processes.   

c. The internal branding framework developed in the study demonstrates the practical significance of 

leveraging internal resources. The usual practice of companies is to engage the services of a brand 

ambassador, usually, a globally known celebrity to endorse the brand to the world. These brand 

ambassadors more often than not outsiders to the company. In the advent of internal branding, 

employees or managers already perceive themselves as brand ambassadors, endorsers, or 

missionaries. What companies need are tangible determinants to gauge brand support behaviours 

and the accompanying reward system that would recognize best practices among internal 

stakeholders. This would provide motivation and incentive for internal stakeholders to improve and 

sustain the delivery of the company brand promise. 

 

d. The value of the internal branding framework developed in the study is that it engages internal 

stakeholders in brand knowledge co-construction and brand value co-creation. The findings show 

that employees and managers value their performances as a sign of their commitment, citizenship, 

and the delivery of the brand promise. To sustain brand support behaviours, an internal stakeholder 

engagement plan is in order. This would not only formally embed internal stakeholders in the 

branding process but also decision-making relative to the brand. The active engagement of internal 

stakeholders serves as a potential positive driver to create greater value for the company brand.  

 

e. The overarching meaning of internal branding demonstrated by the internal branding framework 

developed in the study is that internal branding is a social construction process.  In this context, the 

practice of stakeholder valuing is recommended for companies. The company that participated in 
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the study continues to manifest that its orientation is not individualistic and solely for profit but 

rather is inclined towards collectivism.  Collectivist organisations that place a high value on internal 

stakeholders would in turn get the best value from within their ranks. Internal stakeholder valuing 

uses procedures that are reflected in their financial and non-financial disclosures. This would 

enhance the relational orientation of stakeholders when they feel that they are valued by the 

company. As a result, their brand support behaviours would be sustained and enhanced. 

 

f. For all intents and purposes, the proposed internal branding framework is recommended to serve 

the following purposes: (a) it can be applied by companies without a formal structure for internal 

branding, (b) it can serve as a basis for planning greater internal stakeholder engagement in internal 

branding, (c) it can be adapted to develop an internal banding framework specific to the nature of 

the company, and (d) it can be used to enhance existing models. In any case, the framework can be 

further tested and validated to serve the specific company purpose. 

 

6.5. Limitation and Future Research 
 

There are limitations imposed on the study are on account of time, the dearth of local literature, and the 

methodology used. Accordingly, the availability of time that particularly coincided with the time for 

interview sessions dictated the pace and frequency of the actual number of interviews done. This also 

constrained the researcher from further doing follow-up interviews that would have given additional support 

data. Another limitation is the dearth of local resources on the topic using the same approach which should 

have provided significant lessons learned in terms of internal branding in the local context. The limitation 

imposed by the methodology is on the lack of structured procedure in qualitative studies because of the 

varied nature of investigation hence the nature of procedures employed are more fluid based on the kind of 

study undertaken. Also, the single case study strategy used in the study can lead to low generalizability of 

the findings. 



169 
 

 

Some issues emerged from the investigation that could be addressed by future research. First, it was most 

evident from the participants' testimonies that there are no indicators and tools used to determine brand 

support behaviours such as brand knowledge, brand commitment, and citizenship. This can be the subject 

of future research aimed at developing indicators and valid instruments to gauge various brand support 

behaviours. Second, the study also found that there are no tools used to determine the successful delivery of 

the brand promise. Future research on the identification of critical success factors and KPIs development 

directed at measuring the delivery of brand promise can address this issue. 

 

It was also evident from the investigation that the company in focus does not have a formalized structure 

that oversees internal branding hence employees internalize and enhance their brand support behaviours 

through informal means driven by social interaction. Future research that can help clarify the proper 

positioning of internal branding within the structural framework of the organisation can shed light on the 

debate as to the proper place of internal branding within the organisation. 

 

It has also been noted that the company in focus practices the use of celebrity endorsers to promote their 

brand just like most airlines do. The study found that most of the participants perceived themselves as 

ambassadors of the company brand but are not formally recognized as such. Future research on the 

effectiveness of the use of brand ambassadors can shed light on the issue regarding the pragmatic, economic, 

market, or social value of using external vs. internal brand endorsers.  Finally, the internal branding 

framework in itself is subject to further improvement and enhancement hence serves as a stimulus for future 

research aimed at validating the framework from a quantitative stance to allow the measurement of variables 

and their relations.  
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Appendix A:  Interview Guide 
Sample Interview Guide for Managers 

 

I.PERSONAL INFORMATION 

Name 

(Optional) 

 Age  Gender  Educational 

Qualification 

 

Position  Department  

No. of years 

with 

Company 

 Tenure  

 

1. Can you please talk to me about your Company brand? 

2. Please elaborate on the message behind the brand which you wish to convey to employees? 

3. How do you convey the brand message to employees in order to generate common understanding? 

4. How would you describe the organisational climate of your company? 

5. Can you please explain how the organisational climate influence internal branding in your company. 

6. How does your company gauge the brand awareness of employees? 

7. How can your company know whether employees are committed to the brand? 

8. How can you tell whether employees are successfully in delivering the brand promise? 

 

 

Date of Interview  Signature of Interviewee  
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Sample Interview Guide for Employees 

I.PERSONAL INFORMATION 

Name 

(Optional) 

 Age  Gender  Educational 

Qualification 

 

Position  Department  

No. of years 

with 

Company 

 Tenure  

 

1. Please talk to me what comes to mind when you hear about the word ________(Company brand). 

2. If a customer asks you what the company brand is, how will you explain this to him/her? 

3. Please explain the message behind the company brand. 

4. How does the company convey the brand message to employees? Is this an ongoing effort? 

5. How do you describe the organisational climate of your company? Does the organisational climate 

influence how employees understand the company brand?  

6. How much do you talk about the company brand to people outside the company? 

7. If the opportunity arises, would you leave company for another brand? 

8. Please explain to me how you contribute to delivering the brand promise of the company. 

 

 

Date of Interview  Signature of Interviewee  
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Appendix B -Notice of Consent 
 

Consent for Participation in Interview Research 

 

I am _________________________________, a ________________________________  

                    ( Name)                                                                            (Position) 

 

with _____________ of working experience with Company Airline. 

          (No. of years) 

 

 

I have been invited to participate as an interviewee in this study entitled, Managers’ and Employees’ 

Perspectives of Internal Branding in an Airline Company, which  aims to understand how Company 

Airlines create internal brand awareness and the how the success of brand awareness in delivering the brand 

promise is assessed. 

I am aware that Saleh Al Ketbi, the principal researcher of this study, is a student of 

______________________________________________________in______________________________

__________________________________________________   

          (Name of University)                                                            (Location) 

 

and I understand that this study is being conducting solely for academic purposes pursuant to the partial 

fulfillment of his PhD degree. 

 

After having been thoroughly briefed by the principal researcher about the nature and purpose of the study 

I declare that I was made to understand that:  

 a. I will not be paid for my participation. 

 b. I may withdraw and discontinue participation at any time without penalty. 

 c. Neither I nor my company will be held liable in any way should I decline to  participate or 

 withdraw my participation.  

 d. I find the topic interesting and thought provoking but should I feel  uncomfortable in any 

way  during the interview session, I have  the right to  decline to answer any question or to 

 end the interview. 

 e. The duration of the interview will not exceed one hour. 

 f. Notes will be taken during the interview and the session will be a audio taped.  

 g. The researcher will not identify me by name in any reports using information  obtained from 

this interview, and that my confidentiality as a participant in this  study will remain secure.  

h. Executives, managers and other employees will neither be present at the interview nor have  access to 

field notes or transcripts. This precaution  will prevent my individual comments from having any 

negative  repercussions. 

 

 i. I will be given a copy of this consent form. 

 

Wherefore, I have understood all the explanation provided to me and I have had all my questions answered 

to my satisfaction. I hereby signify my voluntary participate in this study.  
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______________________                                           ________________________  

             My Signature                                                                              Date  

________________________                                          ________________________  

     My Printed Name                                                           Signature of the Investigator  
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Appendix C- Sample interview transcript with color coding 
 

Interviewer: Okay. Of course, you know what I am doing. My topic is about internal branding awareness 

strategy to deliver brand promise of a luxury airline. I will be asking about the strategic messages and the 

values you communicate to your employees, how you do it and how you measure your success in creating 

this awareness among them. We’ll start about the first question, could you please talk to me about the 

Company brand? 

 

Interviewee: I think the Company brand is developing, and the Company brand started to evolve and 

become stronger and stronger naturally. Simply because of the link to The Emirate, so the brand is 

automatically associated to the city of The Emirate. 

 

Interviewer: Alright. 

 

Interviewee: The government of The Emirate. So automatically that gives me that, you know, brand 

awareness. So this is given, so we are lucky in that perspective. 

 

Interviewer: Okay, both ways totally. 

 

Interviewee: So that’s to start with. Obviously, as we grew over the years, and we became more and more 

structurally stable, the brand became stronger. Now, internally and locally, the brand started to become more 

and more popular and known to people. But then, began our upgrade internally, because of the marketing, 

the proper communications, and the strategy that we develop that grow the network internationally that 

obviously had Company to develop and obviously again get that recognition. So it is about those. So the 

product that we have developed, the strategy, I think from different perspective also because we are very 

aggressive. 

 

Interviewer: It is unique actually. 

 

Interviewee: It is very unique, very bold in our approach and different than others. That also helps us to 

get that marketing across. I think different aspects helps… 

 

Interviewer: You bridge the gap between you and all the airlines. 

 

Interviewee: Yeah, absolutely. 

 

Interviewer: Okay, could you please tell me about the strategic message that you wish to convey to your 

employees about Company brand? 

 

Interviewee: I think a strategic message about Company brand in my opinion is about the stronger we’re 

linked to The Emirate and the purpose of Company in supporting the growth of The Emirate. So we cannot 

differentiate the two and we cannot separate that. It is always happening. As long as people understand that 

there is a strong correlation between Company and The Emirate, you know, I think they understand why we 

are so aggressive with our strategy because probably the strategic decision that you make completely driven 

by the means of the government of The Emirate. 

 

Interviewer: It is part of the strategy. 

 

Interviewee: Yeah. 

 



186 
 

Interviewer: As well as the values itself, you communicate the values as well. 

 

Interviewee: Yeah. We have 5 core values, right? And those core values have been very carefully divided 

and created from the beginning and to be honest, they were driven or they came out from the values of The 

Emirate so we talk about hospitality. We talk about the can-do attitude which is, you see it everywhere when 

you drive in The Emirate, not only The Emirate, it’s actually UAE in general and the taken responsibility. 

The acting positively. Again, those values are linked directly to the government of The Emirate, to the region 

of The Emirate, to the people of The Emirate. There is this thirst with great things. That’s the way how we 

are translating those into actions across the business. So in everything that we do in Company, we link them 

to value. If it’s performance management, we link them to value. If it’s recognition reward, we link them to 

value. Everything we do, with training, we link them to value. 

 

Interviewer: And what are these values we are talking about. 

 

Interviewee: We are talking about, first of all, delivering that practice. So basically, we want to be the 

best in everything that we do, right? And as we know, The Emirate, is aiming during 2030 to become among 

the top 5 cities of the world. 

 

Interviewer: Which is not an easy task. 

 

Interviewee: It is not that easy but this is based on that… then we talk about inspiring our customers and 

this is link to the hospitality so when you look at this value and the definition about hospitality, about respect. 

Those are the two words. The values of the people here in this planet, right? Then we talk about caring about 

details. This is the 3rd value. Caring about details and you know how it is. Caring about the ultimate 

perfection. 

 

Interviewer: Yeah. Every touch means something. 

 

Interviewee: Every touch. Everything. Exactly. That’s how we would like to do things. When you look 

at the customer’s journey across the Company, all the touched ones, when we look at those different specific 

areas that we need to differentiate from others. And that’s also the same in The Emirate. Yesterday I was in 

Company tower because of the conference with Ayaza. I was with such people from all around the world. I 

mean, people are impressed from Geneva, from Canada, ___, about the quality of service. 

 

Interviewer: In a short period of time. 

 

Interviewee: And the fourth one is about acting positively. This is the can-do attitude and this is actually 

part of our culture. There is no no-answer in Company. If they can do attitude of actually here that exist 

around and everywhere you go, the government, the leader, the people. 

 

Interviewer: Everywhere..  

 

Interviewee: Ask for favor here in the UAE. 

 

[Crosstalk] 

 

Interviewee: They are taking responsibility. Being responsible, being in charge, take ownership of what 

you do. So those are actually the 5 values and they are very much linked to ___. 

 

Interviewer: Okay. How would you like your employees to understand the Company brand? 
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Interviewee: This is obviously, it’s a culture. That doesn’t happen in one year or three years. This 

obviously belongs to other journey. People need to be proud of the brand and people to be loyal to their 

brands. So the way how we would like them to understand, again in my opinion, is about creating those 

engagements so once you are engaged, once you go beyond satisfaction than required in your job, you feel 

there is a connection between you and your company, that is loyalty, you know. And obviously, it is not 

relating to your brand and you start to be proud of your brand. An ambassador of brand. I think that is how 

we are heading, and we have sets of initiative, to be honest. 

 

Interviewee: It will come to the initiatives. So you want your employees to look at the brand as a a 

positive luxurious. First of all, it’s a luxurious brand and you give a very high or ambitious vision as well to 

be the best not the biggest. I see this everywhere. 

 

Interviewee: Correct. 

 

Interviewer: This is not the biggest. Could you explain the strategy, some are implied by the company 

in conveying the Company brand to employees. 

 

Interviewee: First of all, let me admit, we’re not quite there yet. We’re extremely very good in conveying 

the brand to our internal... 

 

Interviewer: But you have something going on. 

 

Interviewee: Of course, yeah we have. Currently, we have. But still, we are not there yet. We are aspiring 

to. First of all, we’re growing tremendously, which is going to double in 5 within the next 10 years. The best 

recruitment channel for you is your employee. Your employee needs to market your brand, your company 

externally to your people and they say on Facebook and they can damage you in one word and they can… 

 

Interviewer: Exactly, yeah. 

 

Interviewee: and that is more expected than everyday ad in newspaper. 

 

Interviewer: Exactly, yeah. 

 

Interviewee: So we want them to understand that. Again, I’ll go back to the same thing. We want them 

to be our ambassadors. We want them to understand exactly what are the good things about Company. What 

are the benefits if you work with Company and how do you actually tell people about the environment and 

culture and so we have a different way. 

 

Interviewer: So there are some initiatives. 

 

Interviewee: We have a very strong organisational value, if you want communication channel and in our 

engagement survey, organisation values had been very well, it is called high in terms of the way how people 

perceive, how Company communicates them about the values, about how they relate to the company. We 

have several channels. First of all, we have our quarterly EO workshop. Every quarter, the EO, everybody 

in the company and whoever is not attending, you know, there’s a live streaming on the internet, they can 

watch it live. The video remains on the website, for the mean time.  Obviously, it talks about the business, 

the day-to-day business, the strategy, and what is happening, and so on. Every road shows, there’s one 

element on people. So we come and are considering to that, and there is an element on value. In every road 

show you have those values and sometimes what you do with those value, we start bringing real examples. 

We all talk about it so we sound from the HR an example, there is 1-2-3-4, battling with best practice through 

X and Y. they did this on this particular slide which shows about our inspiring customers, you know, the 
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provisions of value. So, we bring those sorts of examples. So the key was very much thriving that. We have 

a monthly newsletter, the Company news as well. In that, we have a section about IValue. We create it. 

Something called the IValue. So we talk about examples of people. 

 

Interviewer: What is the name of the Newsletter? 

 

Interviewee: Company News. Example from the business about people applying values and so on. The 

performance management is all about that. It is all about what you do in terms of values and in terms of 

our… 

 

Interviewer: What about from the beginning. 

 

Interviewee: Joining? 

 

Interviewer: Yes. Joining. 

 

Interviewee: Obviously, people go through that induction process which is today. 

 

Interviewer: Does it matter on your selection, your values when you come to interview people? 

 

Interviewee: Okay, It’s all about even for that. Yes, of course. It does matter. Now if you pick out any 

recruitment… 

 

Interviewer: CV? 

 

Interviewee: Not CV. Assessment or interviews. You’ll see that people are actually in and out of the 

values. This is what is important for us to connect directly. But, it doesn’t happen with every single interview 

but that is how we are trying to do it. So the way how we communicate that in very, very prompt to be 

honest, and the training is linked to value. Also, at the moment we are working on new initial winning 

behaviours 

 

Interviewer: So what does that mean? 

 

Interviewee: Winning behaviours about creating a framework but that is actually linked to values. So 

they want to embed values in the business. 

 

Interviewer: Okay. 

 

Interviewee: For the last few years, we’ve been kind of using values everywhere, talking about values. 

Now, it is about embedding into the business, and then the duty of what we do in Company.  Step by step - 

building blocks. You don’t just throw everything together. Now, we’re taking the 5 values. Translating those 

into winning behaviours and those winning behaviours will be translated into a competency framework into 

actions and this framework now will be integrated into everything that we do, recruitment, 360, talent 

development, performance, succession, and training. 

 

Interviewer: So, all of these to work a culture. 

 

Interviewee: Presenting that culture of winning. You know because Company is about winning, right? 

So, each value is linked to a set of winning behaviours, and then each values have 3 different winning 

behaviours which is the competency. Each competency is broken down into behaviours and action: How to 

best translate this behaviour and how to demonstrate is okay, and how not to do. And that’s how we do it. 
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Obviously, this is not into leadership level and to the management level and into the non-management level, 

also for cabin crew which values their own language, for pilots their own language. So, that’s how basically 

we are trying to escape that down into different levels. Obviously, job description will be mapped into that. 

The recruitment, all the assessment are mapped about that. When you look the performance management, 

management and staff, how the objective is linked to the value, is linked to winning behaviour, and then to 

the result, to the actual comment. 

 

Interviewer: What do you mean with the 14? You mentioned of number 14. 

 

Interviewee: Yeah, well. Now, it’s fifteen. 

 

Interviewer: Fifteen now. 

 

Interviewee: Yeah. Because, we have 5 values. 

 

Interviewer: Yes. 

 

Interviewee: Each value, we have 3 winning behaviours. 

 

Interviewer: Okay. 

 

Interviewee: So, initially, with the first one obviously, there is a more updated one. Each value, deleting 

bad practice, has 3 winning behaviours. Each winning behaviour has the behaviour and action. Right? 

 

Interviewer: What to do and not to do. 

 

Interviewee: Yes. Exactly. Winning behaviours. You have all behaviours and actions. We have green 

behaviours and action. We have red behaviours and actions. So, what does it mean with gold, red, and green? 

It means, obviously there are other tools. The gold behaviours will take you up. The green behaviours will 

keep you steady. The red behaviours will bring you down. So this is what to avoid. Do what you are inspired 

to which is what you are doing in your job. Each one of them is linked to development, your self 

development. You can make your development plan according to… 

 

Interviewer: This is still in the planning phase? 

 

Interviewee: We are working on this at the moment. We are at the advanced stage, but that is how we 

are developing it. To show you how, actually we are embedding the culture and how we are… 

 

Interviewer: You are taking everything seriously. You want your employees to understand exactly what 

you do, not just giving him a headline, like this is the value: taking care of the ___. He does not know what 

that means. ___ 

 

Interviewee: Yeah. 

 

Interviewer: You mentioned induction, training, monthly newsletters. Now you are working on winning 

behaviours. 

 

Interviewee: The management tools actually. It is integrating that in every single aspect of what we do, 

to be honest. Obviously, supporting that is our branding, our marketing. You know, there are a lot of 

activities now happening in terms of our brand. 
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Interviewer: In the marketing department, you mean? 

 

Interviewee: Yeah, of course. In terms of these. Because you need to support that. This is what is 

happening internally. That’s what we are doing. That’s our job. My job. My colleague’s job. Also, the 

marketing department has the other job of... 

 

Interviewer: They are working externally. Interactively. 

 

Interviewee: How do we translate those for external. The external who were to understand Company. 

Obviously through media, through social channels, through marketing, ads, or commercials, and obviously 

through ___. 

 

Interviewer: Okay. Could you please talk to me about the organisational climate of the company, the 

environment of the company? 

 

Interviewee: It is a very great environment. It is the most dynamic environment I have ever seen. 

Company, people in Company never sleeps. 

 

Interviewer: Working 24 hours. 

 

Interviewee: 24 hours. At Company, it is dynamic. The word is dynamic. Company is dynamic. That’s 

how I see it. We are so busy. We are growing very rapidly. I do not say we are going through a phase of 

growth. We are growing to an explosion phase. 

 

Interviewer: Yes. It is right. 

 

Interviewee: Obviously, those values are very linked. You need can-do attitudes. People that come here 

to take it easy and to have an easy job, they are on the wrong place. 

 

Interviewer: Yes. It’s not enough to be on the green color. You've just said. 

 

Interviewee: No. Very fast. Moving very fast. Growing very fast. To be honest, people that are not 

adapting to that phase, they will be exposed. In Company, we don’t need performance management. 

Honestly. If you could see it, those are not dynamic. They are like, anybody that comes to work in the 

morning ready to sit down on the desk ___. You know that this person is not… It’s not aligned to what is 

happening in the business. Sometimes, I joke. ___. Sometimes, if I see somebody sending an e-mail like 

that, I say, well you know what, I envy this person. If he has time to send that long e-mail ___. There you 

go. This is a dynamic environment. You know what, it is very ___. Both of the changes and phase and 

everything else, we have a couple chance to create. 

 

Interviewer: It is always perfect to participate in something that is growing and shaping. Not just come 

and take the job description and do whatever that makes you happy. You have to modify and go. Okay, I 

have a question about the brand awareness now. Do you have KPIs you use to assess the brand awareness 

of your employees? A set of KPIs? 

 

Interviewee: I do not think we are at that stage. 

 

Interviewer: Yes, if you don’t have, how do you assess the awareness of your employees? 
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Interviewee: The first assessment that we have conducted in our engagement survey. There were specific 

questions about the brand awareness. We measure organisational values. We measure their loyalty. For 

example, 95% of our employees say, “I would not leave Company.” 

 

Interviewer: 95%. Perfect. 

 

Interviewee: Yeah. I have a score, and these are really, really strong scores to show loyalty. 

 

Interviewer: This is through questioning. 

 

Interviewee: Yes. This would be engagement survey. It was anonymous. They inquire the company. 

 

Interviewer: Okay. 

 

Interviewee: So when you have such inputs on people... 

 

Interviewer: yeah, this is perfect but what about iAchieve for example. 

 

Interviewee: At the moment, we don’t measure brand awareness through iAchieve or throughout certain 

or within Company. We don’t have that at the moment. 

 

Interviewer: What I know based on my previous interviews that you have the objectives and the 

objectives are usually related or linked to the values through their manager. 

 

Interviewee: Correct. But there is no specific… 

 

Interviewer: Not specific KPIs. There is an indication showing that it is linked. We are talking about best 

practices and examples. 

 

Interviewee: Yeah. Every iAchieve, every performance management, has 2 portions, the objectives as 

well as the values, basically. 

 

Interviewer: Okay. 

 

Interviewee: Just to achieve their objectives, whatever their objective is. We are interviewed also on how 

you achieve. 

 

Interviewer: To be related to the value. 

 

Interviewee: To the value. 

 

Interviewer: So you’re making sure these are aligned with the values. 

 

Interviewee: Exactly. Here, I will show you how we are linking them. So, linking the objective to the 

value. But there is no specific KPI. 

 

Interviewer: Yeah, but at least you are following. 

 

Interviewee: Yes of course. 

 

Interviewer: You are making sure they are related and linked. 
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Interviewee: I don’t care about what you achieve along. I also care about how you achieve. You reach 

your target that you create them across for support. 

 

Interviewer: This is not the point. There’s another target. 

 

Interviewee: Exactly. 

 

Interviewer: Okay, do you have KPIs you use to assess the commitment of your employees to the 

Company brand? 

 

Interviewee: Again, I will say, not at all on KPI measuring that in particular. We do it through... 

 

Interviewer: How do you assess it? 

 

Interviewee: Through our engagement survey and with trying to sense in terms of the population how 

committed are you to Company. 

   

Interviewer: Okay. 

 

Interviewee: There was a question about whether you consider leaving Company for example. Again, I 

think we had a very, very high score in that. I am not done with the question on how it ___. I wouldn’t 

consider leaving Company to other jobs or something like that. 

 

Interviewer: So, mainly it is what the question is, which is done yearly? How many times it had been… 

 

Interviewee: We’ve done it twice so far.  

 

Interviewer: Twice. 

 

Interviewee: We got the first time in 2012, and now the second time this yeaer. 

 

Interviewer: Could you please also tell me about the KPIs you use to assess the brand citizenship 

behaviour for employees? 

 

Interviewee: Brand citizenship behaviour. Can you explain? 

 

Interviewer: I mean like the ambassadors, being ambassadors to the brand. Do you have KPIs or how do 

you assess if they are representing you as ambassadors of the airline? You mentioned Facebook earlier. 

 

Interviewee: I’m going to say the same thing. I will give you the same answer. There is no specific or 

formal… 

 

Interviewer: No KPIs. No assessment. Do you train them how to be? 

 

Interviewee: Yes. That we do. Obviously we train them. We create awareness. We monitor. There is no 

specific KPIs. This is the KPI. This is the target and I want to see that. Systematically, no. 

 

Interviewer: Okay. You don’t have this, but do you direct them or guide them to work and representing 

you? 
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Interviewee: Of course. There is code of conduct. There is the Ethic code training that we do for evidence. 

It is a must. They all complete that. Comply in ethics. Code of conducts. Those are specific training for the 

way how people must conduct themselves to represent the airlines. We review them on a monthly basis to 

see whether all employees have not done it. 

 

Interviewer: How do you review that? What do you review? 

 

Interviewee: This is all on e-learning. For example, i own that e-learning. So, we put that course on, and 

we need to make sure that every single employee has done that so they are aware of the code of conduct. 

 

Interviewer: This is online training? 

 

Interviewee: Yeah. 

 

Interviewer: Okay. 

 

Interviewee: Everybody has to do that. There is code of conduct. There is compliance. There is ethics. 

Security also. Office security is one of those issues that people need to be aware of in how, what to say, and 

what not to say. 

 

Interviewer: So they don’t damage your reputation. 

 

Interviewee: I put a report, some e-learning because it is a part. So, I can put a report, and I can divide 

by department, by name, by nationality, by whatever jobs, and I know exactly who has done it, who has not 

done it, how many days overdue. 

 

Interviewer: This is mandatory every what? 

 

Interviewee: Mandatory. Depends on the goal. Some of them every 2 months, some of them every year. 

Depends on the achievement. 

 

Interviewer: My last question I think. Could you please talk to me about how you measure the success 

for delivery of brand promise by your employees? At the end you want them to deliver the brand promise. 

 

Interviewee: Yes. 

 

Interviewer: Was it just through the iAchieve, and the achievement objectives? 

 

Interviewee: Yeah. Obviously, that doesn’t apply to every single employee because it is the nature of 

their job, but ___. People working at the airport check in that, those that are in such contact with ___ on 

what to say, the language, and how they behave and so on. Those have them in their objectives. People and 

their contact number because they are dealing with customers. 

 

Interviewer: What about the crew? 

 

Interviewee: The crew. Every single position or role that had frontline responsibility, those are very much 

embedded in their course, their objectives, and their values, same with the iAchieve and to ___ to make sure 

that actually, they are presenting the brand. We are using the same language. Because now, we are 

developing our hospitality language terminology. We are linking that to The Emirate ___ for example. 
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Interviewer: Thank you very much. I am really grateful for your help, time, and support. I still have like 

20 questions which are just like questionnaires. Hang on please. I want you to go over them and check. 1 is 

strongly disagree. 5 is strongly agree. I know you’ll be biased. 

 

Interviewee: Yes of course. 
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Appendix D: Categorization of coded response 
 

Understanding of the brand 

 

Interviewee: I think the Company brand is developing, and the Company brand started to evolve and 

become stronger and stronger naturally. Simply because of the link to The Emirate, so the brand is 

automatically associated to the city of The Emirate. 

 

 

Interviewee: So that’s to start with. Obviously, as we grew over the years, and we became more and more 

structurally stable, the brand became stronger. Now, internally and locally, the brand started to become more 

and more popular and known to people. But then, began our upgrade internally, because of the marketing, 

the proper communications, and the strategy that we develop that grow the network internationally that 

obviously had Company to develop and obviously again get that recognition. So it is about those. So the 

product that we have developed, the strategy, I think from different perspective also because we are very 

aggressive. 

 

Understanding the message behind the brand 

 

Interviewee: I think a strategic message about Company brand in my opinion is about the stronger we’re 

linked to The Emirate and the purpose of Company in supporting the growth of The Emirate. So we cannot 

differentiate the two and we cannot separate that. It is always happening. As long as people understand that 

there is a strong correlation between Company and The Emirate, you know, I think they understand why we 

are so aggressive with our strategy because probably the strategic decision that you make completely driven 

by the means of the government of The Emirate. 

 

Interviewee: Yeah. We have 5 core values, right? And those core values have been very carefully divided 

and created from the beginning and to be honest, they were driven or they came out from the values of The 

Emirate so we talk about hospitality. We talk about the can-do attitude which is, you see it everywhere when 

you drive in The Emirate, not only The Emirate, it’s actually UAE in general and the taken responsibility. 

The acting positively. Again, those values are linked directly to the government of The Emirate, to the region 

of The Emirate, to the people of The Emirate. There is this thirst with great things. That’s the way how we 

are translating those into actions across the business. So in everything that we do in Company, we link them 

to value. If it’s performance management, we link them to value. If it’s recognition reward, we link them to 

value. Everything we do, with training, we link them to value. 

 

 

 

Expectations on employees 

 

Interviewee: This is obviously, it’s a culture. That doesn’t happen in one year or three years. This 

obviously belongs to other journey. People need to be proud of the brand and people to be loyal to their 

brands. So the way how we would like them to understand, again in my opinion, is about creating those 

engagements so once you are engaged, once you go beyond satisfaction than required in your job, you feel 

there is a connection between you and your company, that is loyalty, you know. And obviously, it is not 

relating to your brand and you start to be proud of your brand. An ambassador of brand. I think that is how 

we are heading, and we have sets of initiative, to be honest. 
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Interviewee: It will come to the initiatives. So you want your employees to look at the brand as a a 

positive luxurious. First of all, it’s a luxurious brand and you give a very high or ambitious vision as well to 

be the best not the biggest. I see this everywhere. 

 

Internal branding strategy 

 

Interviewee: First of all, let me admit, we’re not quite there yet. We’re extremely very good in conveying 

the brand to our internal... 

 

 

Interviewee: We have a very strong organisational value, if you want communication channel and in our 

engagement survey, organisation values had been very well, it is called high in terms of the way how people 

perceive, how Company communicates them about the values, about how they relate to the company. We 

have several channels. First of all, we have our quarterly EO workshop. Every quarter, the EO, everybody 

in the company and whoever is not attending, you know, there’s a on the internetlive streaming, they can 

watch it live. The video remains on the website, for the mean time.  Obviously, it talks about the business, 

the day-to-day business, the strategy, and what is happening, and so on. Every road shows, there’s one 

element on people. So we come and are considering to that, and there is an element on value. In every road 

show you have those values and sometimes what you do with those value, we start bringing real examples. 

We all talk about it so we sound from the HR an example, there is 1-2-3-4, battling with best practice through 

X and Y. they did this on this particular slide which shows about our inspiring customers, you know, the 

provisions of value. So, we bring those sorts of examples. So the key was very much thriving that. We have 

a monthly newsletter, the Company news as well. In that, we have a section about IValue. We create it. 

Something called the IValue. So we talk about examples of people. 

 

 

Interviewee: Not CV. Assessment or interviews. You’ll see that people are actually in and out of the 

values. This is what is important for us to connect directly. But, it doesn’t happen with every single interview 

but that is how we are trying to do it. So the way how we communicate that in very, very prompt to be 

honest, and the training is linked to value. Also, at the moment we are working on new initial winning 

behaviours 

 

Interviewee: Winning behaviours about creating a framework but that is actually linked to values. So 

they want to embed values in the business. 

 

 

Interviewee: Presenting that culture of winning. You know because Company is about winning, right? 

So, each value is linked to a set of winning behaviours, and then each values have 3 different winning 

behaviours which is the competency. Each competency is broken down into behaviours and action: How to 

best translate this behaviour and how to demonstrate is okay, and how not to do. And that’s how we do it. 

Obviously, this is not into leadership level and to the management level and into the non-management level, 

also for cabin crew which values their own language, for pilots their own language. So, that’s how basically 

we are trying to escape that down into different levels. Obviously, job description will be mapped into that. 

The recruitment, all the assessment are mapped about that. When you look the performance management, 

management and staff, how the objective is linked to the value, is linked to winning behaviour, and then to 

the result, to the actual comment. 

 

 

Interviewee: Yes. Exactly. Winning behaviours. You have all behaviours and actions. We have green 

behaviours and action. We have red behaviours and actions. So, what does it mean with gold, red, and green? 

It means, obviously there are other tools. The gold behaviours will take you up. The green behaviours will 
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keep you steady. The red behaviours will bring you down. So this is what to avoid. Do what you are inspired 

to which is what you are doing in your job. Each one of them is linked to development, your self 

development. You can make your development plan according to… 

 

Interviewee: We are working on this at the moment. We are at the advanced stage, but that is how we 

are developing it. To show you how, actually we are embedding the culture and how we are… 

 

Organisational climate 

 

Interviewee: It is a very great environment. It is the most dynamic environment I have ever seen. 

Company, people in Company never sleeps. 

 

 

Interviewee: 24 hours. At Company, it is dynamic. The word is dynamic. Company is dynamic. That’s 

how I see it. We are so busy. We are growing very rapidly. I do not say we are going through a phase of 

growth. We are growing to an explosion phase. 

 

Brand awareness 

 

Interviewee: The first assessment that we have conducted in our engagement survey. There were specific 

questions about the brand awareness. We measure organisational values. We measure their loyalty. For 

example, 95% of our employees say, “I would not leave Company.” 

 

Interviewee: Exactly. Here, I will show you how we are linking them. So, linking the objective to the 

value. But there is no specific KPI. 

 

Interviewer: Yeah, but at least you are following. 

 

 

Brand commitment 

 

Interviewee: Again, I will say, not at all on KPI measuring that in particular. We do it through... 

 

 

Interviewee: Through our engagement survey and with trying to sense in terms of the population how 

committed are you to Company. 

 

 

 

Brand citizenship 

 

 

Interviewee: Yes. That we do. Obviously we train them. We create awareness. We monitor. There is no 

specific KPIs. This is the KPI. This is the target and I want to see that. Systematically, no. 

 

Interviewer: Okay. You don’t have this, but do you direct them or guide them to work and representing 

you? 

 

Interviewee: Of course. There is code of conduct. There is the Ethic code training that we do for evidence. 

It is a must. They all complete that. Comply in ethics. Code of conducts. Those are specific training for the 
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way how people must conduct themselves to represent the airlines. We review them on a monthly basis to 

see whether all employees have not done it. 

 

 

Interviewee: This is all on e-learning. For example, i own that e-learning. So, we put that course on, and 

we need to make sure that every single employee has done that so they are aware of the code of conduct. 

 

 

Interviewee: Everybody has to do that. There is code of conduct. There is compliance. There is ethics. 

Security also. Office security is one of those issues that people need to be aware of in how, what to say, and 

what not to say. 

 

Gauging successful delivery of brand promise 

 

Interviewee: Yeah. Obviously, that doesn’t apply to every single employee because it is the nature of 

their job, but ___. People working at the airport check in that, those that are in such contact with ___ on 

what to say, the language, and how they behave and so on. Those have them in their objectives. People and 

their contact number because they are dealing with customers. 

 

 

Interviewee: The crew. Every single position or role that had frontline responsibility, those are very much 

embedded in their course, their objectives, and their values, same with the iAchieve and to ___ to make sure 

that actually, they are presenting the brand. We are using the same language. Because now, we are 

developing our hospitality language terminology. We are linking that to The Emirate ___ for example. 
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Appendix E: Content Codes 
Construct: Strategic message/Source: Managers 

Source Codes Categories Themes 

SM Best service  

Attribute 

Company-oriented 

BO Luxury 

MS Best industry 

MM Promote “the place” Vision Strategy-oriented 

CT Experience Consequence Identity-oriented 

CC/RTA We take care of you  

 

Process 

 

 

Service-oriented 

 

 

JV Passengers as guests 

S Act in a way to deliver the brand (5V) 

HR 5 V 

VC 5V 

 

Construct: Gauge of employee brand knowledge/Source: Managers 

Source Codes Categories Themes 

MS Show the “place” to the world Vision-related  

Strategy-oriented JV Treat clients as guests Consequence 

S Demonstrate the 5 Vs  

Process 

 

 

 

Performance-oriented 

VC 5 Values  

CT I- achieve  

 

Feedback 
RTA I-achieve 

BO I-achieve 

CC I achieve 

SM Evidence 

M Code of conduct Attribute   

Work ethic HR Code of conduct, I- achieve 

 

Construct: Gauge of employee brand commitment/Source: Managers 

 Codes Categories Themes 

SM Work performance  

Performance, process 

 

 

 

Work-focused 

CT How they work 

VC Work  

HR KPIs, retention rate  

Consequence MM Engagement surveys 

ST Internal studies, surveys 

BO Engagement surveys 

CC Brand ambassadors Consequence Identity-oriented 

RTA Role model 

JV 5 Vs  

Process 

Strategy-based 

S 5 Vs 
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Construct: Gauge of employee brand citizenship/Source: Managers 

 Codes Categories Themes 

CT How they work  

Performance, process 

 

Work-oriented VC Work  

HR KPIs, 

MM Code of conduct  

Behaviour, conduct 

 

Work ethic SM Consistency of behaviour 

ST Code of conduct, behaviour 

BO Brand ambassadors  

Consequence 

 

Personal advocacy CC Brand ambassadors 

RTA Role model, presenting the brand 

JV 5 Vs Process Strategy-oriented 

S 5 Vs 

 

Construct: Brand knowledge/Source: Employees 

 Codes Categories Themes 

E18 Best, luxury  

 

 

 

Attribute 

Company-focused 

E16 Best, luxury 

E11 Best, luxury 

E1 Best, luxury 

E6 Best, everything 

E10 Best 

E8 Best 

E17 The best 

E9 Connected to the “place”  

Vision 

Strategy-oriented 

E12 One and the same with the “place” 

E3 Achievement of the “place” 

E2 Pride of the “place” 

E13 Quality service, experience  

Process 

Service-oriented 

E20 Service with quality 

E15 Service with quality 

E14 Quality service 

E7 Reputable brand Value Value-oriented 

E5 Prestigious 

E19 What people do  

Performance 

 

People/Work-oriented E4 Persistence and commitment of 

people 
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Construct: Strategic Message/Source: Employees 

 Code Category Theme 

E3 Growth, Biggest company  

 

 

 

Attribute 

 

 

 

 

Company-focused 

E5 Best company in the industry 

E10 Leading company 

E4 Premium class 

E12 Delivering best practices 

E15 Giving all of the best 

E16 Luxury,  evolved 

E6 Prestigious company 

E7 Committed to serve you  

Process, performance 

 

Service-oriented E14 Persistence to give the best 

E2 We cover the world 

E19 Service 

E17 Unforgettable experience  

 

Consequence 

 

 

Functionality 
E20 An  experience 

E8 Best experience 

E18 Total experience 

E9 Experience the best 

E13 This is your home  

value 

 

Customer-focused E1 You are our guest, we make you 

feel at home 

E11 Culture,  hospitality 
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Construct: Brand citizenship/Source: Employees 

 Code Category Theme 

E4 Code of ethics  

 

 

 

 

Personal conduct 

 

 

 

 

 

Ethical behaviour 

E13 Compliance to Ethical guidelines 

E9, Behaviour in and out of the 

company 

E5 Consistent behaviour 

E12  How others see our behaviour 

outside the company 

E8,E14 Behaving well 

E2,  The way one behaves towards 

guests 

E20, 

E18 

The way we carry ourselves 

E15 Appropriate behaviour 

E7,E6 Live the 5 Vs  

Performance, process 

 

Work-oriented E3 Reflect  the 5Vs in work   

E17 Excellent performance 

E16, 

E10 

Being role models  

 

Consequence 

 

Projective mirroring, 

advocacy 

 
E1,  Brand ambassadors, corporate 

citizen 

E11 Being the face of the company 

E19 Loyalty, grow with the company 

 


