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Abstract 
Title: The Brand Building Balancing Act: A study into the 

internal conflicts and processes of building brand 
image.    

 
Year of publication: 2014 
 
Authors:   Marie Svensson & Victoria Wolf 
 
Tutorer:    Lisbeth Svengren Holm 
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Language:   English 
 
Background: 
Based on our professional experience supported by evidence from current brand 
literature, we have identified an on-going struggle for fashion brands when building 
and communicating brand image internally. Branding is about adding value and 
which is directly connected to the product itself. Theories support that clear and 
successful branding creates trust with stakeholders and is therefore important to a 
company’s profitability. If branding strategies and roles are not defined internally, 
image become ever more unclear once ideas are to be communicated to customers in 
store through sales personnel and  products.   
 
Purpose: 
The purpose of this thesis is to explore what hinders companies in the fashion retail 
industry from profitably and effectively building and communicating brand image 
internally by identifying potential conflict areas in the value chain in order to provide 
a tool for overcoming those obstacles.   
 
Methodology: 
A qualitative research method carried through as a case study was conducted 
containing four interviews with people in key positions at two Swedish fashion 
retailers. 
 
Conclusion:   
Conclusively we have created a model which explains where and why conflicts occur 
when it comes to building brand image internally. Where there is a lack of 
communication between departments it clearly affects the brand image. Companies 
need to work according to guidelines and communicate amongst departments.  
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1. Introduction 
In this first introductory chapter a general overview of the subject will be presented 

and also the problem description as well as problem formulation. Furthermore the 

research question and the aim and purpose is defined. Conclusively the aim and 

purpose of this research will be available together with the disposition of the paper.  

When you get to a brand's core it is all about adding value (Kapferer, 2006; Porter, 

1985). If you take away everything around a product and only have the product itself 

left, apparently today, you have almost nothing. This might sound harsh but that is 

the reality which companies need to face. After reading and studying about brand 

management, building brand management and alike we quickly acknowledged the 

importance of brand building activities. It seems that design is no longer what drives 

the products, and who could have known that the design of a garment is not what 

affects the customers purchase. In a book by Agins (1999) with the provoking title: 

“The end of Fashion: The mass Marketing of the Clothing Business” the author 

expresses the inhibited designer´s position when not being able to express their 

creativity. She further argues that it is all about marketing, not about the actual 

garments. Agins is not alone with these thoughts, Hancock (2009) continues on by 

claiming that the marketing department creates the unique identity and attributes 

which the customers actually are looking for. Designers are driven by creativity but 

today the CEOs seem to have the final say, a trade off is being done solely for the sake 

of commercialization (Karlsson and Wall, 2012; Wigley et al., 2013). So does this 

mean that you can take any garment, fashionable or not, and sell it just thanks to 

marketing?  

 

All of us are consumers, we buy products and we buy them for different reasons and 

with different intentions. Today we buy so much more than just a product, we buy 

ourselves into; lifestyles, experiences, groups and much more. It is all about building 

a brand around a image and for companies being able to create a sense of belonging 

which according to Kapferer (2006) can be more powerful than the physical product 

itself. There is still the physical product, but it is this with the added value which 

each brand provides that actually is what we are paying for (De Chernatony, 

McDonald and Wallace, 2011; Kapferer, 2006; Porter, 1985). And of course this is 

something that the fashion companies are well aware of, they all want us to pay for 

that little extra so their brand is something to be nurtured. The basis of brand 
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building is still that the brand is a way for a company to differentiate their product 

from similar products, but from other brands (Aaker, 1996; Bruce and Daly, 2007; 

Goodson, 2012; Kapferer, 2006). So if the brands are actually such a valuable asset to 

these companies, it is a wonder why they still struggle when trying to build a holistic 

brand image for their company. 

 

As John Stuart, former chairman of Quaker remarked in ca. 1900 as cited by Rivkin 

and Sutherland (2004): 

 

"If this business were split up, I would give you the land and bricks and mortar, and I 

would take the brands and trademarks, and I would fare better than you." 

 

Previous literature has clearly stated the importance of managing the brand and 

gaining competitive advantages, that is understood. Research has also shown that 

brand management has the power and ability to manipulate to obtain a desired 

image (Wigley et al., 2013). But there has to be one thing that researchers and 

professionals are missing, otherwise all companies would be successful. Lindahl and 

Nordin (2010) bring out the importance to find out which function in a companies 

organisation is the actual driver of the brand and who controls it. Clearly it is hard to 

manage a brand if you do not really know who has the uttermost responsibility for 

doing this. And this is where our research will take place, is there a way to see where 

brand communication internally fail? We will explore the underlying reasons as to 

why the brand building process internally is lacking and what companies could do to 

improve brand building structures within the Swedish fashion retail industry. 

 

1.1 Research background 
Have you ever walked into a clothing store and asked yourself the question: “How on 

earth did they think here, what is this?”. Probably you have, and as two experienced 

sales personnel we have noticed this one too many times. And we often, whilst 

packing up new products, can agree with the customers and their thoughts. When 

working as sales personnel you are taught to sell and be the representative of the 

brand and its offered products. But we have noticed that the headoffice, the original 

decision makers, make it hard for us. There is a feeling of being excluded and not 

very well informed. We work outside the headquarters and we are the uttermost 
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connection with the customer, the only ones actually communicating directly with 

them. The issue we have often experienced is that we are not equipped with the right 

tools to intermediate the thoughts behind the products, and most importantly the 

brand.  

 

With seven years of experience within fashion retailing from sales, visual 

merchandising, marketing and accounting including five years of experience in 

fashion retail sales, economics, administration and logistics, we have experienced 

numerous issues on different levels in terms of building and communicating a brand. 

This is something we have dealt with in our everyday working environment. It is 

based on these experiences that our interest for how to build the brand image 

internally first appeared. The value of our experiences is what has driven us together 

with the constant battle of finding a solution. It is also how we can offer true 

transparency to this problem. We recognise that our experiences are not a true 

representation of the entire industry and provide a rather limited view of the fashion 

retail landscape. Thus, to inform and support the relevance of our experiences we 

have come across similar cases in literature that confirm our experiences. The critical 

issue is that even if these conflicts have been recognized, no improvement or 

solutions seem to appear. 

 

“The suits are on the wrong hangers! Why is this mannequin styled with a shirt and 

tie? This style is casual and should never be styled with a shirt and tie! These colour 

schemes are all mixed up. Why is the new campaign not in place?” rambles the visual 

merchandising manager as she marches through the store. “We have not received 

any information about what to do with the new arrivals and we have been short on 

staff and time.” the store manager replies. As with any job, each day is a different 

challenge. The positions at a retail company vary greatly from office-bound at the 

office to the shop floor where sales personnel and visual merchandisers implement 

store concepts and take care of customers, their needs, demands, and sometimes, 

complaints on a daily basis. Liz Morrell, writer for the online news site Retail Week, 

illustrates in an article that confusing and badly timed communications from head 

office are the last thing busy shop floor staff need. She further supports that making 

sure such messages are effective is crucial to business success. 
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A lack of understanding and respect for roles and the daily challenges faced by shop 

floor personnel often lead to conflicts between staff on the floor and at the head 

offices where the consequence is a division between departments. ”They just don’t 

get it! We will do it our way.  We know what works.” says the store manager. 

Apathetic staff and lacklustre service can often be a direct result of head office’s 

failure to engage shopfloor staff with its vision. In the current climate, 

communication between head office and stores is more important than ever (Morrell 

2009). Difficulties in handling and taking in criticism result in departments resorting 

to doing what they think is best which ultimately damages brand image since there is 

no holistic approach. Prejudice, prestige and lack of respect create barriers that can 

hinder a brand from being communicated and treated the way it is intended. How 

come head office does not take advantage of sales personnel experiences, knowledge, 

daily challenges and customer contact. Clearly, it is the sales staff that meet and 

speak with the final customer every day and therefore possess a lot of vital 

information regarding customer attitudes, choice and preference. As Aaker (1996) 

recognises, it is necessary for a company to have an understanding of internal 

relationships as well as external relationships with stakeholders and consumers. 

Potential gaps between brand image and brand identity can be attributed to a variety 

of sources such as poor market knowledge of the brand, poor brand communication 

or poor understanding in the organization of the brands essence or core identity 

Aaker (1996). In terms of delivering the brand instore, Tim Kaye, founder of internal 

communications consultancy PR+ International Communications, highlights the 

communication problems between retail shop floor and the head office in an 

article by Morrell (2009) in Retail Week by that it is also important to deliver on 

promises. “When it comes to the crunch, effective communication between head 

office and staff on the front line is critical because they have to deliver the brand 

promise that the retailer may communicate externally via its marketing 

communications”. If the relationship between internal functions is crucial in bridging 

potential gaps between brand identity and desired image, why is not more attention 

paid to understanding internal and external relationships? 

“This piece will be the key colour for this season. It will be a nice emphasis for this 

collection and add some excitement!” the designer declares in a meeting with staff at 

the office to ensure that everyone is onboard with the up-coming collection. “What 

on earth! This colour does not fit in anywhere!” cries the sales assistant that has just 

opened a package of new arrivals. 
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The most exciting part of a new season is unpacking new arrivals instore.  It is a little 

bit like Christmas. However, on too many occasions, we have found ourselves with an 

item in our hands that we cannot make much sense of. “Give it to the visual 

merchandiser. She’ll know what to do with it. It’s her job!”  The question often arises; 

Where does it fit into the collection? Not even the merchandiser in store knows 

where to hang it. ”I have no idea where this colour goes. I will just hang it on the end 

here where no one sees it.” says the visual merchandiser and continues on with her 

work. Brand building activities include any effort designed to influence or promote a 

brand, including brand awareness, image, preference and or equity such as 

campaigns, launches and visual merchandising (Ferguson and Brown, 2012). 

Ferguson and Brown (2012) further recognise that major retail brand 

implementation gap occurs when the store does a poor job of supporting brand-

building activities such as failing to post brand messaging, poor product placement, 

or unknowledgeable or even rude sales personnel. Thus, an important objective for 

brand managers should be to minimize or eliminate brand implementation gaps by 

proactive collaboration with the stores. Is enough time and attention given to 

support these efforts in store? 

 

“This cut is so unflattering, and who wears mustard yellow these days? It doesn’t suit 

anyone!” a customer complains. A common issue that occur when products arrive in 

store is that sales personnel sometimes has difficulties selling certain items because 

of the style, colour or cut. Sales personnel feel that the item is not what the customer 

wants, too edgy or difficult to wear and that is why it does not sell. The marketing 

department on the other hand feels that the sales personnel does not make enough 

effort to convince customers. “It is the latest trend! I do not understand why 

customers do not see that. The style is perfect! Someone is not doing their job.” the 

stylist proclaimed. This attitude suggests that sales depend highly on the ability of 

sales personnel to market, promote and manipulate products in store rather than the 

sole fashionability or look of the product itself. Its about the marketing, not the 

actual garment (Agins, 1999; Karlsson and Wall, 2012; Wigley et al., 2013; Hancock, 

2009). If that is the case, are staff aware of that responsibility and are they given the 

tools to carry out the task? 
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This approach puts sales personnel in a position where they have to take 

responsibility for decisions made much earlier in the value chain. Sales personnel are 

in contact with customers daily, receiving on hands-feedback. Would it not be 

reasonable therefore to take notice of the opinions of sales personnel which more 

often than not is straight feedback from the actual customer? If employees do not 

understand the purpose of some products, it is unlikely that the customer will. This 

connection is crucial since the physical product in combination with the added value 

of the brand provides the basis for what consumer are actually willing to pay 

(Kapferer, 2006).  

 

“Why is there no trench coat in the new autumn collection? It is the most fashionable 

item this season!” says the stylist. “These items sold so well last season, we want to 

keep them for the upcoming collection as well. We have the figures to prove it!” 

argues the buying manager. “Of course, they sell well when that is all we offer. How 

are we supposed to create an exciting campaign with products that do not reflect the 

brand?” the stylist replies. “The designers really believe in these items and they 

always sell well, make it work.” says the buying manager and ends the meeting. This 

incident shines light on the issues that occur when the marketing department wants 

to push a brand towards a higher level of fashionability while the buying department 

insists on creating commercial collections in high volumes that ensure sales. Who 

sets the rules and how can you achieve balance between creative fashion pieces and 

commercial goods? In a market driven company, how do you balance and control the 

variety of high and low fashion products and what factors determine the choices 

within the final collection?  

 

We have observed numerous gaps between the head office and the shop floor, 

between buyers and designers, and sales personnel and the marketing department. 

Everyone has their own idea of what the brand is or should be like and are eager to 

set those ideas in action, with one goal in common, provide added value for the 

customer. If added value is such an important aspect of a brand and the product they 

offer, why is it then that these ideas are not unified and never quite seem reach the 

shop floor? 
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1.2 Problem description 
Today companies in the fashion industry are fighting for their survival and brand 

awareness is becoming ever more important. As described previously, the brand is 

the most valuable asset of a business. To be successful on the market today there is a 

need for companies to convey and maintain a strong brand image. A strong brand 

does not only add value but also strengthens the physical product and customer 

trust. The market is demanding and judging, a brand considered having bad 

reputation for being unclear might not be very successful. It is difficult for customers 

to comprehend what a brand wants to mediate if the company itself is not completely 

clear about it. If a company does not coordinate internal efforts they will have a poor 

chance of survival. We have seen companies struggle because of their brand image 

being ruined, tainted or unclear. JC, another Swedish fashion retailer is an example 

of that as illustrated by Sjögren (2013) in his article “Case: The art of killing a brand” 

in Veckans Affärer. Ultimately, the people within the organisation create the brand 

and building and maintaining brand image is a crucial part of business strategies. 

Extensive academic attention has been given to brand building theory. However, 

many companies still fail to portray a holistic brand image. The responsibilities in the 

company might vary and communicating internally is important including 

formalising standards and responsibilities of departments. 

 

Current research provide guidelines on how to build and communicate a successful 

brand, who should be responsible depending on what function drives the company's 

position in the market. The issue is that it appears as if not everybody understands 

their role in the decision making process and many departments do what they feel is 

best. There is no clear idea on who actually has the responsibility for what and when. 

The lack of guidelines results in departments making up their own thoughts about 

brand image. Based on personal experience, several conflicts have been detected that 

occur when companies try to master the brand image internally. Who sets the basis 

for what the brand should be and how should companies work with this inevitable 

question. 

1.3 Problem formulation 
A constant challenge for fashion companies today is building and conveying a holistic 

and defined brand image. To do this companies need to set the foundation internally 

and coordinate efforts to work towards the same set of goals with the correct set of 
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tools. The different departments in the company should have an open discussion 

about how to work with the brand image and who the responsibilities lay on and 

why. The responsible department should also have the right position and authority to 

do their job. 

1.4 Research question 
 

 What conflicts can be detected internally in a Swedish fashion retail company when it 

comes to communicating a brand? 

 

 How can companies overcome conflicts in order to convey a holistic brand image 

internally? 

 

1.5 Aim and Purpose 
The aim of this thesis is to provide a framework for effectively building and 

maintaining  brand for fashion companies. This will be done by identifying areas of 

conflict when constructing and communicating brand image internally, throughout 

design and marketing processes, that may hinder fashion companies from creating a 

profitable brand and a clear image. Thus, we seek to contribute to branding and 

marketing literature by : 1)  explore what hinders companies in the fashion retail 

industry from profitably and effectively building and communicating brand image 

internally. 2) provide a tool for overcoming those conflicts.  

 

We want to gain a better understanding of the obstacles when constructing and 

communicating a brand based on different aspects such as role, responsibility, 

authority and competence within a fashion retail company. We will explore what role 

each function has within the organisation in creating, developing and 

communicating the brand, what drives the brand and where brand value is added 

throughout design and marketing processes. 

 

1.6 Delimitations 
We have chosen to delimit our study to only focus on independent Swedish fashion 

retail chains in the Swedish retail landscape.  
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1.7 Disposition 
Following is a figure showing the disposition of this research, this enables the reader 
to see how the research has been put together and what will be presented in each 
chapter. 
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2. Theoretical framework 
This chapter presents our theoretical framework which will form the foundation for 

our discussion. The theories have been selected based upon relevance and suitability 

towards our chosen research area and background and will serve as the 

groundwork for understanding our conflict areas and answer our research 

question. The conflict areas identified in the research background include 

communication barriers between the head office and the shop floor, how design is 

received on the shop floor, the issues between buyers who want to push for sales 

figures while the marketing department want to build image and the lack of 

understanding between designers choices and the staff on the shop floor.  

2.1 Brand Building and Communication Theory  
In current brand management literature, brand building activities include defining 

brand identity, meaning and image and developing brand equity. In order to 

understand the concept of a brand we need to recognise the difference between 

brand identity and brand image. In marketing, Kapferer was the first to present an 

extensive framework in which he characterizes identity as the brands innermost 

substance (Csaba & Bengtsson, 2006). Identity resides on the sender’s side and 

image; a result and interpretation of identity, is created by consumers through the 

decoding of messages (Kapferer, 2006). Ultimately, brand identity reflects the 

organisation and should be found internally rather than be mandated by the public. 

Csaba and Bengtsson (2006) state that the reason for this is that if the brand 

strategist allows consumers to define the brand, it is likely to lose its identity. 

The core identity represent the timeless essence of the brand addressing issues such 

as the soul of the brand, the brands fundamental beliefs and the competencies 

including the values of the organisation behind the brand (Aaker, 1996). Once a 

company has defined the core ideas of the people behind the brand, it is then 

possible to create a positioning strategy that communicates functional attributes and 

a personality that communicates the emotional attributes. It is necessary for a 

company to have an understanding of internal relationships as well as external 

relationships with stakeholders and consumers. Aaker (1996) further argues that 

potential gaps between brand image and brand identity can be attributed to a variety 

of sources such as poor market knowledge of the brand, poor brand communication 

or poor understanding in the organization of the brands essence or core identity. 
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Failing to take charge of brand identity can cause the company to fall into an image 

trap by following the markets interpretation of the brand.  

 

Traditional brand strategy is based on a manager-centric approach where little 

acknowledgement is paid to consumer input towards brand building.  According to 

Wilson, Bengtsson and Curran (2014),  the brand manager is the key actor in setting 

the strategic direction of the brand and selects, creates, and maintains brand 

associations, or meanings. To sustain competitive advantage, Urde (1994) suggests 

that companies must move from a product orientation to a branding orientation. 

Consistent with the view of Wilson, Bengtsson and Curran (2014), Urde (1994) states 

that branding orientation is achieved by bringing together loosely coupled elements 

of strategy such as products, trademarks, positioning, corporate reputation including 

target market. Controlled and guided by brand managers, these elements should be 

combined into one strategy. Ultimately, the key to success is the commitment by top 

management to brand building processes and strategy. A brand should be completely 

controlled by the firm (Wilson, Bengtsson and Curran, 2014). As supported by Csaba 

and Bengtsson (2006),who argues that failing to take charge of brand identity can 

cause the company to fall into an image trap by following the markets interpretation 

of the brand. Building a brand around an image, a feeling and being able to create a 

sense of belonging can be more powerful than the experience they have with the 

physical product (Kapferer, 2006). While these arguments clearly point out the 

brand as the most fundamental focus for companies, the role of design or product 

should not be completely disregarded as Bruce and Daly (2007) argues, design is 

fundamental to business success and competitiveness. Björk (2012) also states that 

the designer indeed is important to the brand. If the brand does not carry itself that 

is! Current literature puts the brand at the very forefront of competitive edge and 

success for companies yet Lindahl and Nordin (2010) brings attention to the fact that 

organisation’s first must identify what function within their organisation drives 

brand awareness which will determine how to manage the brand and therefore, what 

function controls it. This manager-centric view of brand ownership and the 

communicated meaning belonging to the firm, not the public, is clearly the central 

tenet of brand building literature. 

 

 



12 
 

2.2 The Importance of the Brand 
Goodson (2012), a contributor in Forbes magazine ,states that no branding means no 

differentiation. Without differentiation you lose out on long-term profitability. 

People do not have relationships with products, they are loyal to brands. 

 

“Brands can inspire millions of people to join a community. Brands can rally people 

for or against something. Products are one dimensional in a social media enabled 

world, brands are Russian dolls, with many layers, tenets and beliefs that can create 

great followings of people who find them relevant. Brands can activate a passionate 

group of people to do something like changing the world. Products can not really do 

that.” (Goodson, 2012). 

 

A brand is a promise. It is what people perceive, feel and believe about the 

organization or person that embodies its message. De Chernatony, McDonald and 

Wallace (2011) defines the term brand as a cluster of functional and emotional values 

that enables organisations to make a promise about a unique and welcomed 

experience. At its very core, a brand is a way to differentiate your product from those 

similar to yours (Aaker, 1996; Bruce and Daly, 2007; Goodson, 2012; Kapferer, 

2006). A brand is also a vehicle for creating trust with stakeholders. Many authors 

argue that a strong brand is a company's greatest asset. Although, calculating the 

value of a brand is difficult since it is an intangible and cannot be directly calculated. 

The experiential quality of a product is first of all the actual quality but also the 

intangible product- and brand qualities that are the added value of the brand itself. 

The added value is the difference between the experiential quality of a branded 

product compared to a non-branded product as in the case of for example, luxury 

brands. Whether you buy into a lifestyle or a story of a hand-crafted product. Besides 

the actual qualities of a product, the added value of a brand is based on the 

consumers perception and opinions about the brand. The physical product in 

combination with the added value of the brand provides the basis for what 

consumers consider a reasonable price. A brand’s ability to create and add value 

makes the brand itself strategically important for competitiveness and profitability. 

As Kapferer (2006) explains, the Ralph Lauren brand is not necessarily built in the 

or by the actual product but in the experience and feeling they create in the stores 

and the lifestyle you buy into. Building a brand around a feeling and being able to 
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create a sense of belonging for consumers can be more powerful that the experience 

they have with the physical product. 

 

2.3 The Role of the Designer  
Design in this case is considered a competitive competency that can lead to success 

or give competitive edge (Modebranschen i Sverige, 2014). Bruce and Daly (2007) 

also stress that there are several marketing benefits of design such as product 

enhancement and service quality, differentiation, enhance company image, lower 

production and/or maintenance costs while adding to the creativity, intellectual 

property and competence of the company. A successful and profitable company 

within the fashion industry can manage several of these competencies such as sales, 

organisation, management, logistics, economics, buying and marketing. 

Coordinating and managing these competencies to create and communicate a 

holistic brand image has proven problematic yet crucial to the success and 

profitability of a brand. A few years ago, it was believed that the role of the designer 

had come to an end. Björk (2012) expresses in an article in Svenska Dagbladet; as 

John Galliano fell from grace after having expressed racist comments in a bar in 

Paris and Alexander McQueen committed suicide, the role of the designer was 

believed to have come to the end of its era. The fashion industry apparently needed 

figure-focused CEOs with a sense for business. Design teams were anonymous, could 

easily be switched and had no creative agenda of their own so why not let them carry 

on since the company was still making profit? For many years, the designer had no 

value beyond showing up after the shows, taking a bow and disappearing back 

behind the curtains. Björk (2012) argues that the designer indeed is important to the 

brand. If the brand does not carry itself that is. When Galliano left Dior, not much 

happened to the brand itself. More so, the designer is about giving the brand a profile 

if it does not already have a strong one. It is clear, according to Björk (2012) that 

creativity has value to a brand and perhaps the industry has had enough of economic 

calculations and instead needs passion and better vision. 

  

Karlsson and Wall (2012) try to pin down the essence of how to control a brand 

image and still be profitable as an artist from the designers point of view. Their 

research reveals that it is very difficult to have both these interests as a priority, they 

contradict. According to Karlsson and Wall (2012) artists are foremost driven by the 
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design rather than economic figures and results. After conducting interviews with 

designers the authors further argue that a designer need to restrain their artistic 

sides to be able to please the customers. As always with any case there is a downside, 

when designers try to create mainstream and marketable goods Karlsson and Wall 

(2012) detects a dilemma - the brands lose their brand image. When it comes to 

being a commercial brand, the authors express that there is a need to balance the 

designers artistic need and attune it to as many customers in the target group as 

possible. Although, the designers have a hard time restricting their creations, when it 

comes to commercial garments they need to but without affecting the brand image. 

Wigley et al. (2013) agree that there is obviously a trade off being made between the 

creativity and commercial aspects regarding garments and brand management. They 

further elaborate that this is the case even though that creativity directly affects the 

customers experience. In an interview the designer of V Ave Shoe Repair Astrid 

Olsson describes the difference between media success and financial success 

(Karlsson and Wall, 2012): 

  

“It is two completely different things 

They have managed to do something trendy yet commercial, and it 

sells. A lot of Swedish fashion brands has media prosperity but that does not say 

anything about how the company “feels” financially.” 

 

2.4 Marketing sells. Not design. 
It is clear that fashion branding is a debated topic and the opinions about if to 

embrace it or not, go apart (Peirson-Smith and Hancock, 2013). Although there is no 

doubt that companies today need to set themselves apart from their competitors and 

many of them choose to differentiate through marketing. According to Peirson-Smith 

and Hancock (2013) advertising enabled companies to get the consumers interest 

and play on intangible qualities. Wigley et al. (2013) also states that fashion and 

branding comes in the set of two. It appears as if the importance of the brand image 

has taken over the fashion companies and is controlling their way of working. The 

brand image is what sets the possibility of obtaining more money for a good than 

another company (Caukins et al., 2006). Caukins et al. (2006) further describes a 

brand image being an asset that should continuously be nurtured, but they are keen 

to mention how profit opportunities can in fact lead to brand dilution and 
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destruction over time. This is also how they motivate that the profit margins are a 

direct result of the brand image. Marketing plays a central role when it comes to 

building the brand image, but according to Agins (1999) and Hancock (2009) this 

has had an impact on the design and actual products from companies. Agins (1999, 

pp. 14) provocatively expresses that: “Today a designer’s creativity expresses itself 

more than ever in the marketing rather than in the actual clothes.”  Agins sums this 

belief up with fashion being all about selling an image through marketing and 

fashion is not at all about the fashion anymore. Hancock (2009) supports this theory 

and accordingly claims that the advertising department are the actual ones who 

creates the garments unique identity and intangible attributes the customers desire. 

Arguably also Wigley et al. (2013) discusses how brand management have the power 

to manipulate and create every desired image there is. Hancock (2009) further takes 

on the matter of how creating brand image is a deceitful act towards customers, that 

it is only a way of tricking them. For this he explains that for the process of branding 

the customers play a vital part, they are the ones co-creating the brand with the help 

of their own lifestyle images. Peirson-Smith and Hancock (2013) agree and mentions 

how initially it is the fashion producers who try to determine what they want a brand 

to be, but the customers are the ones who actually create and keep the brand image 

alive. 

 

2.5 Design and Marketing Practice Theory 
Extensive academic attention has been given to design and design management as a 

competitive edge for companies as Bruce and Daly (2007) supports, design is 

fundamental to business success and competitiveness. To exploit new markets, to 

retain or recapture their share of world markets, producers have to develop new 

products and services that consumers want. Yet few authors have recognised the 

issues that may arise when trying to aligning the different practices of design and 

marketing with business objectives. Depending on if a brand is product or market 

driven, it is either the design department or the marketing department that drives 

brand awareness. Identifying what function within the organisation drives brand 

awareness will determine how to manage the brand (Lindahl and Nordin, 2010) and 

what function controls it. Designers are described in the literature as self-centred 

with a need to release their creative energy and design according to their own 

desires. In combination with marketing which main focus is to seek and satisfy the 
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needs of the customer, there needs to be a clear direction in order to create and drive 

a profitable brand. 

  
Lindahl and Nordin (2010) presents a novel and general model that focuses on how 

different practices relating to design (self-oriented or commercially oriented) and 

marketing (product-oriented or market/customer-led) may be combined and how to 

coordinate marketing and design practices. Independent of various dimension and 

functions of products, the design process is generally considered a creative process 

by Lindah and Nordin (2010) where the designer is seen as the creator. Creators can 

be divided into commercial and self-oriented where self-oriented creators place their 

own evaluative criteria above those of the public and their peers. It is still possible for 

the self-oriented to be successful with larger audiences, although with the designers 

own criteria foremost in mind. On the contrary, the main priority of commercial 

creators is to fulfill the wants of the public at large and they consider the commercial 

success of their design as their main objective. 

  

Marketing is a customer-oriented activity that focuses on creating value for 

customers. Combining the practices of design and marketing can therefore create 

conflict. Customer-oriented companies aim to satisfy the needs and wants of 

customers and then produce products and services that satisfy these needs and 

wants. Being market oriented implies that companies also pay attention to customers 

implicit needs and wants. Lindahl and Nordin (2010) distinguishes between market-

driven and market-driving companies where the former refers to a reactive 

marketing approach that accepts the market as given, whereas the latter is more 

proactive and includes attempts to change the composition of the market players. On 

the other hand, product-oriented companies focuses on producing high quality 

products to sell to customers and influencing their customers buying behaviour 

through various marketing tools. The goal is to create satisfied customers by focusing 

on product benefits without the concern of building long-term customer 

relationships. It is important to recognise that the nature of some industries, such as 

the creative and cultural industries and the high technology industries, makes 

product orientation a more preferable approach compared to customer orientation. 

Just as there are benefits and disadvantages to ignoring market demand and 

customer wishes, there are perils in emphasising customer orientation to the 

detriment of product orientation (Lindahl and Nordin, 2010). 
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Depending on the focus of the design and marketing practices within a company, 

different combinations of these practices lead to a certain coordination that can be 

either defined, confused or conflicted. Design-led marketing suggests that marketing 

practices are product-oriented and design practices are self-oriented. This 

combination indicates that both the marketer and the designer want the design 

function to lead marketing, allowing the designer to work independent from market 

requirements. Product innovation in terms of technology and aesthetics are more 

likely to occur from this combination. Marketing-led design on the other hand, sets 

primary goals to fulfil market needs. Marketing practices are market oriented or 

customer-led while design practices are public oriented. Therefore, design is 

responsive to marketing needs and the designer is not rigid in what he or she wants 

to accomplish. Marketing is not responsive to the designer but rather the needs of 

the customer and marketplace changes. Confusion occurs when neither design nor 

marketing wants to take the lead. Public oriented, or commercial designers aims to 

reach the public at large while a product oriented marketer expects the designer to 

take initiative and produce a product that can be marketed accordingly. This 

framework tend to deliver less innovative products that are more safe and 

mainstream with the consequence of knowing little about hidden customer needs 

due to a lack of customer orientation. Conflict occurs when marketing practices are 

are market oriented or customer-led while design practices insist on being self 

oriented. From a marketers perspective, design should be the result of market 

research aimed at responding to the explicit or implicit needs of the market. Self-

oriented designers on the contrary, want to design from their own perspective to 

satisfy their own desires. 

  

In an attempt to aid managers in understanding the interplay of design and 

marketing in organisations and to put forward feasible coordination tools, Lindahl 

and Nordin (2010) presents four suggestions for coordination based on the 

organisations’ situation and design and marketing orientation. In a design-led 

marketing situation where the designer is self-oriented and the marketing approach 

is product-oriented, the authors suggest that marketing should be reactive and 

responsive to information from their designers who they should seek to integrate 

into the marketing communication. That way, designers creative energies can be 
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retained. On the other hand, when marketers are product-oriented and the designers 

are public-oriented, a close coordination of both design and marketing is suggested 

through a company-wide strategic framework and design policy. Through this type of 

coordination, design and marketing can be aligned. Thirdly, with a customer or 

market-led approach with designers who are self-oriented, no coordination is 

suggested since both functions should be allowed to work freely and thereby 

influence each other on their own terms.  Finally, a customer- or market led 

approach with designers who are public oriented, designers should act reactively and 

rely on information given by the marketing function. 

  

Lindahl and Nordin (2010) argues that if these suggestions are allowed to guide 

managerial decisions in organisations regarding how to coordinate design and 

marketing functions, unnecessary conflicts and tensions between the two functions 

can be avoided. Furthermore, these guidelines may aid in the understanding and 

accepting of differences and similarities between their respective areas of expertise 

and thereby create a more innovative and productive organisation. 

 
Figure 1: Coordination in Relation to Marketing and Design Approaches adapted 

from Lindahl and Nordin (2010) 

Situation Marketing 
Practice 

Design 
Practice 

Coordination Suggestion 

Design-led 
marketing 

Product- 
oriented 

Self- 
oriented 

Coordination is done from the perspective of the products that 
are designed by an independent design organisation; 
marketing is reactive and relies on information from designers, 
which is seeks to integrate into their marketing 
communication. 

Confusion Product- 
oriented 

Public- 
oriented 

Tight coordination of both design and marketing by means of a 
company-wide  strategic framework and design policy. 

Conflict Customer- 
led/Market- 
oriented 

Self- 
oriented 

Loose or no coordination; neither design nor marketing is 
seeking information from the other, but rather seek to work 
independently of and influence each other. 

Marketing 
led design 

Customer- 
led/Market- 
oriented 

Public- 
oriented 

Coordination is done from the perspective of marketing; 
designers are reactive only, depending on information from 
the marketers and seek to integrate this information into their 
product design. 
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2.6 Integration and organisational consequences 
Identifying the optimal combination of elements within an organisation’s 

communications mix is one of the main responsibilities of marketing directors. How 

a company chooses to communicate a message is affected by several elements such as 

the target receiver, the type of message, demographics, technical abilities or 

restrictions, attitudes, other messages that receiver interprets at the same time 

including the environment.  The number of variables within these elements and the 

possible combinations are numerous and difficult to gain an overview of. Ultimately, 

each elements that is incorporated within the communication activity from purpose, 

content and form must be integrated with all other elements and is therefore, not 

only about time and place (Holm, 2002). Holm (2002) suggests that a holistic and 

unequivocal message has a greater reach and effect than a fragmented one which also 

enables the message to be communicated effectively in multiple channels. 

Furthermore, the author argues that integration can improve coordination of time 

and make the message more consistent and trustworthy while providing better 

circumstances for production efficiency and profitability. Integration processes 

initiate a more exhaustive examination of message quality, goal formulation, target 

choice, creative strategy, choice of media channels, image and time plan which in all 

is argued to be the most demanding and therefore the main source of problems 

related to organisational integration of market communications.  One major obstacle 

of integration is the inevitable sour attitude towards change. Other issues resort to 

lack of creativity, planning restraints and deficient competence of the management 

(Holm, 2002). 

  

In these fast changing, competitive and demanding times companies must be quick  

to react to market changes not only on a product level but throughout the 

organisation.  Reality shows that companies are slow to realise their need to mentally 

change and carry out these changes within the organisation. In order to achieve 

changes and communicational efforts, responsibilities territorial borders may be 

challenged. In reality, this means that power, influence and responsibilities shift. 

Holm (2002) states that changes become ever more difficult within organisations 

that are built up by a number of result-driven departments with their own directors. 

Holm (2002) presents a theory on how to overcome obstacles between departments 

when aiming to achieve integration. Primarily, the author identifies two major 
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questions to be addressed; How should a functioning unity responsible for the 

integration of communication efforts be organised? Secondly, how shall it stimulate 

and utilize creativity? Two principles set the foundations for a successful solutions, 

namely: 

1. Address the questions in the correct order. 

2. Balance responsibility, authority, competence and position. 

To find a solution, the problem must be identified and understood. Secondly, all 

parties must agree on what actions are required to solve the problem and finally, 

define resources needed to take those actions. Ultimately, finding a point of unity is 

key. 

  

The Meaning of Concepts 

Balancing responsibility and authority means that each element follows the other. 

Authority means latent power with the ability and actual obligation to exercise 

power. Responsibility is referred to by Holm (2002) as a commitment under a 

system which means that successful action is rewarded and failure is punished. To 

demand responsibility from one without authority is just as wrong as giving 

authority to act without demanding responsibility for those actions. Competence 

refers to the ability, skills or knowledge to perform a task. Competence may thus 

include both manual, intellectual or emotional capacity and should include access to 

and ability to manage resources of various kinds such as technology, finances, labor 

and time. Position refers to formal status, organizational location and platform of the 

company. By balancing responsibility, authority, competence and position it becomes 

easier to define reasons for inaccurate decisions and actions within organisations.  

  

Balancing the Concepts 

A lack of balance between these four factors can occur when one or more become 

greater than the others. Holm (2002) points out several scenarios that can occur 

depending on the imbalance of these four factors. If someones responsibility is 

greater than his or hers authority or competence it means that someone has incurred 

or imposed liability without possessing similar authority or skills. On the other hand, 

if authority is greater than responsibility and competence it means that someone has 

more power than what corresponds to responsibility and skill. Imbalance can also 

mean that someone is overqualified for a position. In that case, competence or skills 
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succeed authority and responsibility. A common imbalance that can occur is that the 

total amount of responsibility, authority and position is greater than what 

corresponds to skill and competence required to solve a task. More over, someone 

may take or be given certain authority and assured a position without being able to 

be held responsible for any actions and without possessing the necessary 

qualifications. Although more examples can be made, the importance of keeping the 

balance between the four factors is clear. Imbalance, despite intentional, through 

inadvertence, naivety, as part of power struggles, turf wars or the spreading of 

misinformation can have devastating consequences for owners, managers and 

employees. 

  

Figure 2. A state of balance adapted from Holm, 2002, (s.170) 
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2.7 Sum it up 
Brand building and communication theory provides the background for 

understanding the complexity of building and communicating brand image within 

organisations. Since building brand image both internally and externally is a complex 

process it is necessary to understand why such great attention must be given to it, the 

importance of brand and why organisations should make the effort to manage and 

control the process. In order to understand the brand building process and compare 

this to the findings of the research, the process and functions within it must be 

presented and analysed. Theories that determine the different roles of these 

functions and how the process should be managed provide a framework for analysing 

and comparing the research findings and whether these processes can be confirmed 

or not. Design and marketing practice theories provide a framework for analysing 

how organisations and the functions within it should be managerially guided and 

coordinated in order to reach a more successful and profitable organisation. With the 

help of a case study we will also be able to see if there is a gap amongst the different 

departments when it comes to communicate the brand internally. In combination 

with Holms theories on integration and organisational consequences, design and 

marketing practice theory create the groundwork for effectively analysing the 

conflicts previously identified together with the case study findings and place them in 

a context, thereby giving perspective on why the conflicts actually occur and how 

they could potentially be solved.  
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3. Method 
This chapter will present our chosen methodology. For this research a qualitative 

method with an inductive design has been chosen. The research design will be 

carried out as a case study method built up through several interviews. The 

research is therefore primarily based on primary data.  

 

3.1 Method approach 
There are two different official approaches, the deductive and inductive, these are 

described as two different approaches on how to examine a specific phenomenon. As 

Bryman (2012) explains, a qualitative research theory is supposed to be an outcome 

of an investigation rather than something that precedes it. The inductive approach 

means that theories will be formulated based on our empirical findings, rather than 

the other way around (Bryman, 2012). The deductive approach would according to 

Bryman (2012) mean that we build our new hypothesis from already known theories. 

Sometimes there is also a third approach brought up, the abductive one. The 

abductive approach is described as starting out from a qualified guess, which later 

becomes something else (Bryman, 2012). For this research it is hard to define just 

one method approach. The theories we form is something that emerges from our 

collection and analysis of data, thus an inductive approach. However, our conflicts 

are from own experiences and could be seen as an abductive method approach.  At 

the same time we are using already existing theories to support our own, deductive 

approach. So conclusively it will be a mix theories. 

 

The inductive study type is sometimes criticized as being too subjective and 

impressionistic according to Bryman (2012) as the researcher can be influenced by 

his or hers own experiences and understandings. In these cases it is therefore 

important to set aside previous experiences or any preconceptions that might exist. 

In our case, where our own experience actually is the basis for the thesis it is 

important to take extra precaution and find theories and previous research to 

motivate these experiences with. One thing that we did to avoid preconceptions and 

assumptions was to stick to the theoretical framework. Another important thing was 

to find out the experiences of the interviewees and their opinions which later could 

be compared with our own.  
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3.2 Research Design 
When it comes to the research design for this report we have determined the 

techniques on how to examine our scientific problem. The techniques described will 

help us to a systematic plan on how to tackle the problem and how our collection of 

data will be used. With the help of the design we can define the study type. The 

chosen approach for this study is a descriptive design with an exploratory analysis of 

a chosen group of interviewees. This is appropriate due to that we are exploring what 

hinders companies in the fashion retail industry from profitably and effectively 

building and communicating brand image internally. To gather this information, a 

case study will form the basis of the research and it will consist of a set of semi-

structured interviews. The case study is an appropriate method for us to use to be 

able to in depth study the particular conflicts which this thesis is based on.  

 

With the case study design we have narrowed down a broad topic into one we can 

investigate further. This choice enables us to investigate and study this real-life 

phenomenon earlier described and draw conclusions. Flyvbjerg (2006) mentions the 

importance of case studies as a tool for social science research methodology and 

states that it is still a strong method of choice when it comes to research in the social 

sciences which holds up against to other research methods. The case study will be 

implemented where hopefully we will be able to find causation to be described in the 

results which could be made from only one case study (Flyvbjerg, 2006). This study 

will enable us to draw conclusions and explore companies thanks to the case study 

approach. Flyvbjerg (2006) argues about the important depth you gain with the help 

of case studies, which is exactly what we are  looking for. According to Bryman 

(2012) the structure of the case-study is  important, and researchers need to be 

careful to make it comparable. 

 

Literature review → sampling cases → creating research questions → pilot 

interview → revise interview questions → data collection → data analysis (coding)  

 

3.3 Primary and secondary data 
In order to answer the research question for this study the most important data will 

be primary data. As Bryman (2012) states the main instrument of data collecting in 

the qualitative method research approach actually are the investigators themselves. 
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This means that is actually are the researchers observations that makes the final 

product (Bryman, 2012).  

 

We have chosen not to use any secondary data for this report. This is primarily 

because this type of data quickly gets outdated and also because there was not any 

good prior data complementing our primary data collection.  

3.3.1 Case study selection  

When it comes to choosing the appropriate method for data collection and selection 

for the study we started out by defining the research problem and area. After this we 

searched for companies which represented the selection previously defined. We 

searched for companies within the retail fashion landscape which have their own 

buying department and/or also have designers of their own. The companies were 

primarily contacted through email and we ended up contacting about 12 companies. 

Most of the companies replied that due to lack of time and resources, they could not 

manage to be a part of the research. Finally, we ended up with the company MQ for 

our case study. MQ was representative when it came to our search criteria’s and was 

appropriate for the case study. Later we also chose to conduct an interview with 

KappAhl to gain a better perspective of the debated role of a designer in a market 

driven company.  

 

We also wanted to make sure that we got in touch with people in different positions 

within the company. This was important for the results of the answers to the study. 

This is why we tried to come in contact with people not only working as buyers, but 

also designers, marketing, sales and alike. Conclusively, we conducted six semi-

structured interviews with people holding key-positions within the companies.  

 

At MQ we got in touch with six interviewees. Each one of them had positions in the 

different departments of the company which was necessary to this study enabling us 

to make comparisons and analysis. At MQ the interviewees had the following 

positions; marketing director, designer, business area manager, store manager and 

two sales personnel. And at KappAhl the interviewee was a designer.  
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3.3.2 Method of data collection  

For gathering the appropriate empirical data interviews were conducted. The 

interview method which we chose to conduct our data was the semi-structured 

interview. Before the interviews took place we prepared a set of questions and subject 

areas which we needed to be answered during the interviews. In this way the 

interviews would be quite open enabling us to ask leading questions but still have 

control over the topics. This also helped us when it comes to the data analysis part. It 

was a flexible method enabling us as researches, and also the interviewees, to be 

open. All questions were open questions enabling the interviewees speak freely.  

 

When we contacted the interviewees they were informed about the subject of the 

thesis. The aim or purpose of the study was not discussed with any of the 

interviewees. They did not receive any questions to prepare or similar. This was 

because we wanted them to be open and speak freely.  

3.3.3 Analysis procedure 

To ensure that the data analysis would be correctly performed we choose to look into 

different analysis approaches for the data collection. For the qualitative data analysis 

approach to this study we have chosen to work with thematic analysis (Bryman, 

2012). This means that we have tried to find themes from the interviews, which we 

could compare with the other interviews and see where they differ, or not differ. To 

do this we used the framework approach to the thematic analysis. This is a matrix 

where we have put in the central subjects and tried to find the important similarities. 

The subjects followed the same structure as the theoretical framework to enable us to 

use this for the analysis. 

 Subject 1 Subject 2 Subject 3 ... 

Interviewee 1     

Interviewee 2     

Interviewee 3     

...     

  

After the analysis of the interviews we decided that the results chapter would be best 

if it followed a similar structure as the theoretical chapter. This makes it easier for 
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the reader and it also enabled us to structure the discussion accordingly. The results 

chapter is divided in two parts, one describing the positions and the other one 

describing the processes. We also decided to have a clear separation between the 

different roles of the interviewees during the whole results chapter. This made it easy 

to keep them apart and later led us to the conclusion.  
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4. The Case Studies and Results 
Firstly, this chapter presents an introduction to the two companies we have chosen 
for this study including a description of each function we have selected for 
interviews within those companies. Secondly, this chapter describes the value 
adding activities of each position within the company and their role within the 
value chain in order to gain an overview of each function and how they relate to 
one another.  
 

4. 1 The Companies 
This research is centered around the more mainstream of players in the fashion retail 

industry, the independent retail chains. Retailers sell directly to the consumer. A 

range of business models act within the retail segment such as designers, producers, 

distributors, integrated retailers and retailers. Integrated retailers are product 

developing brand distributors who handle design, buying, buying, production, sales, 

customer service, marketing and distribution (Modebranschen i Sverige, 2014). 

Examples of these are KappAhl, MQ, Gina Tricot and Lindex. Independent retail 

chains such as these are defined by having one owner where marketing and 

assortment is centrally controlled.  

 
MQ Retail AB 
Two companies have been selected for this study, MQ and KappAhl. MQ was 

founded in 1957 and is one of Sweden's leading fashion brands. Through a mix of 

inhouse and external brands, MQ offers men's and women’s high fashion clothing. 

The retail chain currently includes 122 stores and the objective is to launch MQ as 

the leading fashion chain in the Nordic region. MQ share is listed on NASDAQ OMX 

Stockholm since 18 June 2010. Headquartered in Gothenburg and MQ has offices in 

Shanghai and Dhaka. MQ also has a loyalty club with over 500,000 loyal customers 

(MQ.se, 2014). For this study, interviews were carried out with the marketing 

director, a designer and the business area manager at the company. 

 

KappAhl 

KappAhl was founded in 1953 and is today one of the Nordic region’s leading fashion 

retailers with close to 400 stores in Sweden, Norway, Finland and Poland, and Shop 

Online. KappAhl offers value-for-money fashion of its own design to the many people 

– men, women and children, with a special focus on women in the prime of life. In 

2012/2013, sales were SEK 4.8 billion and the number of employees approximately 



29 
 

4,500. KappAhl is quoted on Nasdaq OMX Stockholm. KappAhl's business concept is 

"affordable fashion which appeals to a wide range of consumers". The vision that 

drives KappAhl is to be a significant fashion chain in Europe. The strategy for 

achieving increased sales and profitability is based on creating a clear position in the 

market and in the main target group (Kappahl.com, 2014). For this study, an 

interview with one of KappAhls designers was conducted.  

 

4.2 The Positions, Responsibilities, Authority and 

Competences. 
The Marketing Director 

The marketing director at MQ has the main responsibility of forming and 

maintaining a clear and profitable image for the company in order to drive sales and 

launch MQ as the leading fashion chain in the Nordic region. The marketing director 

is responsible for making sure that the visual communication of the company and the 

products through campaigns, PR and events are in line with the desire position and 

image. The marketing director works in close collaboration with the CEO and other 

senior executives.  

 

The Designer 

As a designer at MQ responsible for the inhouse brand “Stockh lm”. The designer has 

the creative responsibility for commercial and coordinated collections in both the 

vision, design and expression. The designer plans and coordinates the range along 

with the product managers. Based on the brand manual for each inhouse brand, the 

designer should build and develop the brand visually and identify with MQ clients 

and to create collections that fit the target audience. The designer carries out trend 

research, prepare garment sketches, concepts and set the direction of the collection.  

 

The designer at KappAhl has is responsible for boys and girls childrenswear. She is 

responsible for trend research, developing concepts and trends for each season 

including sketching. Much of her skills and decisions are based on the knowledge of 

the target group since she has children in the same age. The knowledge of the target 

group sets the direction for what styles, colours and products that will become the 

final collection.  
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The Business Area Manager 

The business area manager for menswear at MQ is responsible for communicating 

and driving the brand internally, preferably in line with the overall goals of the 

company but also along with the development of trends within each of the inhouse 

brands. The business area manager is responsible for the budget of the collection 

including the selection of varieties, proportions and styles within the collection, 

together with the designers. Based on previous sales figures, the business area 

manager and the purchasing department set the overall plan for the collection, what 

to be sketched in terms of tops versus bottom styles including collection tuning and 

selection for production and has the final say of what ends up delivered instore. 

 

The Sales Personnel 

Sales staff, including store managers on the shop floor have direct contact with 

customers. Their responsibility is foremost to sell but also to provide service, 

inspiration and guidance for customers. They carry much of the responsibility in 

communicating the brand to customers through their knowledge of the offering, the 

brand and ability to provide the service the customers expect. Sales personnel are 

also responsible for visual merchandising including shop windows and implementing 

campaigns in store. 

 

4.3 The Brand Processes 
This chapter presents the branding process and value adding activities as illustrated 

by each function within the organisation. 

4.3.1 The Marketing Director 

The marketing director at MQ describes the brand as a firmly established Swedish 

brand that stands for fashion, brands and quality. He goes on explaining that the 

main driver behind the brand are the stores, the sales personnel and the assortment 

and products they offer in store. The mission for the marketing department is to 

maintain and establishing the core values of quality and brands in store while 

improving attributes and attitudes such as fashionability, new arrivals, inspirational 

level and value for money. Working with external partners such as “Damernas Värld” 

- a Swedish fashion magazine and “Guldknappen” - an award given to a Swedish 

fashion designers to promote Swedish clothing design together with Damernas 
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Värld, are ways of raising the image of the brand, he explains. Similarly, recognised 

stylists are used to style campaigns and position the brand higher on the retail 

fashion market scene.  

 

In terms of product offering and design, the marketing has little influence he states. 

On the other hand, the marketing department has some influence on the general idea 

of the assortment although not on specific product choices. Discussions take place 

between product managers and the marketing department regarding key looks and 

specific items to promote for campaign shoots where designers have presented their 

ideas. These discussions often come down to a compromise where product managers 

defend the view of the designers while marketers may want to portray a slightly 

different image. Key looks and combinations are presented to an external stylist who 

is then given free room, under some restriction, to put together campaign-looks 

based on those product choices and theme of the shoot. This look may be something 

slightly different to what design and product managers originally presented.  

 

The marketing department together with product managers set direction where 

product management has the leading role and the marketing department give input 

on thoughts and ideas for activities and assortment. In terms of product choices and 

direction, it has been established that this is mainly up to designers, buyers and 

product managers to decide since they know what has worked previous years and 

what comes ahead. The responsibility of the marketing department is to package 

those collections and give suggestions on what fashion magazines and press are most 

likely to pick up on. A mission for the marketing department is to boost an interest 

for products and items with the fashion press, editors and bloggers to gain awareness 

among influencers and trendsetters. The marketing director illustrates that product 

managers have the driving role in terms of the brand, marketing is responsible for 

packaging the image and sales personnel are responsible for presenting the brand. 

 

Communicating the brand internally is paramount he explains. Meetings with store 

managers and regional management where merchandising managers on store level 

are also present take place regularly with the aim of communicating concepts and 

values. He recognises that quality in communication varies in the implementation 

when you have over 120 stores. Training and manuals are a way of putting together a 

holistic image and make all efforts work towards the same direction. Therefore, 



32 
 

information needs to be clear right through all parts of the value chain.  The biggest 

challenge for the marketing department in creating and communicating the brand is 

the lack of resources such as time, budget and personnel. 

4.3.2 The Design Process 

The designer at MQ describes the brand as very much related to the image of their 

largest inhouse product brand Stockh lm; classic, well-dressed but not necessarily a 

trend leader. She feels that her designer-role has a true bearing on reality. At the end 

of the day, it is about sales and meeting budgets she states and therefore there can be 

little or no emotional connection to her sense of creativity within her work. She goes 

on explaining that when working for a market-driven company, there is little room 

for being truly artistic, rather it is about ensuring sales. Instead, her creative outlet 

comes in the form of creating concept and inspirational mood boards for upcoming 

collections. Product managers and buyers have a major influence on product choices 

once collection has been designed and presented since they are responsible for the 

budget. Ultimately, agreeing on the best options is a team effort and it is about 

compromise on both parts. Considering the state that MQ Retail is currently in, the 

main focus is not on being the most fashionable brand, but ensuring sales.  

“Once sales figures are secured, it is possible to focus more on trends and be more 

daring.” 

Designer, MQ Retail (2014). 

 

As a designer, she considers her role a two sided job, where one is being a designer 

and the other being an artist. In her view, her role as a designer for a marked-led 

company is truly anchored in reality where her artistic desires are not the main focus.   

Design at MQ is not about realising your visions, she argues, but to preserve the 

brand and stick to guidelines. In terms of the process, design is responsible for 

picking key looks although a stylist is often brought in to style campaigns and shoots. 

Responsibility appears to be evenly shared where the feels that everyone should be 

able and allowed to do what they are good at. On the other hand, she does not feel 

that all opinions are valid. It is therefore crucial to know what advice to take and 

what to ignore. Stylists taken in by the marketing department can sometimes provide 

new visions for key looks or merely be a way to raise image for the company if they 
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are well known. Other than that, the marketing department has little influence on the 

design process. Each part of the value chain carries the responsibility to add value, 

manage and communicate the brand all through to the shop floor. The design 

department at MQ has recently started presenting the new collections for shop 

managers each season, where the shop floor gets to voice their opinions and 

questions about upcoming collections. Time restraints and heavy work loads give 

little time for the design department to visit stores and maintain a dialogue about 

products and merchandising. The designer states that the biggest challenge is to keep 

clarity in the collections and keeping a clear vision internally without straying from 

given concepts. For a retail company like MQ, that carries numerous product brands 

inhouse, the challenge is keeping them each within their given guidelines and 

remaining clear to their concept. It should be clear what product belongs to each 

brand. She illustrates that creating clear concepts is key to ensure clarity of the brand 

and stresses the importance of listening to the customer while aiming to have a 

closer relationship with the shop floor.  

Another view of the design process was explored during an interview with a designer 

at KappAhl. As a designer of childrenswear at KappAhl, the designer has a strong 

idea of independence as a designer and states that sales do not necessarily dictate her 

decisions. Previous sales figures are surely relevant in providing direction, however, 

they do not bear much impact on her decisions when designing. The designer 

describes a constant conflict between designers and product managers where she 

argues that product managers should not interfere with her work since designers 

know their customer best and are way ahead on current trends. At KappAhl, knowing 

the customer and providing the latest trends is key, she states. KappAhl is considered 

a market driven company and design is much dictated by pre-set marketing 

campaigns and strategies. Compared to MQ, the design process at KappAhl is much 

more controlled by the marketing department although designers attitudes are 

striving towards more independence. She states that she has freedom enough to be 

daring in her work and that she knows her customer very well since she has children 

in the same age as her target group. Her knowledge of the target group, their needs, 

seasonal requirements and preferences carries a big advantage when presenting 

collections to the buyers and product managers since she is more involved with the 

target and the current trends than they are. The challenge is to be convincing and 

persuade product managers. The buying department are responsible for budgets and 
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know little about current trends and fashion which is where her competence and skill 

as a designer comes in.  

Similar to MQ, KappAhl has numerous inhouse brands that require clear concepts 

and guidelines to keep them apart. Creating a clear structure for each brand is 

therefore very important, as illustrated by both designers. Although, concepts seem 

very clear at design and marketing levels, the clarity does not always carry through to 

the shop floor.  The designer at KappAhl agrees that concepts are often unclear and 

messy in store and argues that time is often the issue in communicating the brand 

since design does not have time to follow up on in store presentations and 

merchandising. Concepts and campaigns are communicated through store managers 

which places much of the brand responsibility on them. Both designers agree that 

much responsibility is put on personnel in store which makes them a truly crucial 

part of the value chain.  

4.3.3 Product Management and Buying Processes  

The business area manager at MQ Retail explains that all parties play a major role in 

driving the brand. Designers are responsible for developing their assigned brand 

according to current trends but work on commission of the company. Externally, the 

marketing department carries the responsibility of communicating and driving the 

brand. Internally, that responsibility is entirely his. Preferably, those communication 

efforts should be inline with the overall goals of the company but also along with the 

development of trends within each of the brands. The business area manager 

explains that the company's mission is not to raise image but to maintain their 

position as a brand. Selection of products determines the level of fashionability of the 

brand rather than the design process itself.  

On the design process, the business area manager explains that designers work in 

teams and there is no specific design department who work individually. Designers 

are a part of the purchasing department. Designers work within the framework of 

their specific brand which consists of a brand manual describing the feeling and the 

expression of what brand to stand for. Designers are allowed to be artistic but work 

on assignments to develop and drive the fashion for their respective brand manual. 

In the creative process, the sketching and concept development phase, designer can 

work freely but the collection is assembled by the entire department including 
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product management, purchasing and design. Everyone within the design and 

purchasing department are included in the decision process where everyone has the 

possibility to influence decisions.  

Trend and inspiration trips including fairs and trend material set the direction for 

the selection of products and collections. Tracking sales results, strategic input, 

seasonal frameworks and width of styles set the direction and groundwork for 

designers. The business area manager explains that the purchasing department set 

the overall plan for the collection, what to be sketched in terms of tops versus bottom 

styles including collection tuning and selection for production. Each department for 

men and womens wear are provided input from their respective area of expertise and 

the selection is determined by fashionability, season and the size of the collection. 

The purchasing department build collections based on trends but also by their given 

share of the collection. Targets are set depending on the share of basics or repeats, 

fashion items and image builders. Key looks are decided on by product managers and 

the purchasing department according to the business area manager. He further 

explains that, at the end of the day, he has the final say in the collection that is 

delivered in store.  

“The most important function in communicating the brand comes down to the staff 

on the shop floor.” 

Business Area Manager, MQ Retail (2014).  

 

They carry the greatest responsibility in the value chain since they have direct 

contact with the customers which can be critical at the point of sale. Besides 

automatic or mechanical sales, sales personnel has the ability to influence and 

persuade. The mission of the company is to educate and convey the sense and idea of 

present and future collections in order for the staff to be able to manage the brand in 

the best possible way to customers.  

4.3.4 The Sales Personnel 

Once products arrive in store, sales staff are responsible for unpacking and 

merchandising the products according to merchandising manuals and colour 

schemes. With regards to their role of communicating driving the brand, the staff feel 

that they have the competence to do so in terms of service level and sales training. 



36 
 

However, much of the brand is carried by the presentation of products which is 

where information is often limited. The staff receive a brief on upcoming collections 

informing them of key looks and concepts including manuals for visual 

merchandising purposes monthly. Recently, designer and buyers have started to 

organised presentation of new collections for store managers as a way of clarifying 

ideas and concepts. 

Staff is encouraged to give feedback through their manager if they have any thought 

or ideas regarding products or other. However, there is no direct contact with the 

head office or feedback given on their thought and ideas. At the end of the day, the 

sales personnel feel confident with the brand and that the image deliver what it 

promises, in this case; quality and good service. Looking at responsibility, authority, 

position and competence, sales personnel generally agree that they may not have the 

position to influence company decision yet have the authority to handle customers 

including the great responsibility of managing and communicating the very core 

values of the brand. Authority in store is very much dependent on the store managers 

ability to allow freedom within the margins of the core values. However, there 

appears to be a lack of competence for new employees since sales training is no 

longer available for sales personnel and learning may therefore take more time. On 

the other hand, the staff feels that competence is not the issue since older personnel 

received training previously. Information has become clearer which has made the 

work much easier. Conclusively, the sales personnel state that their position is in line 

with their responsibility, there is a level of competence to deal with customer and 

communicate the brand, although they do not have the authority to influence 

decisions made on higher levels in the company.  
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5. Discussion 
This chapter will discuss the positions and value adding activities described 

previously in relation to our selected theories in order to provide an understanding 

of the conflicts that occur between the different departments. Based on our 

theoretical framework and the results received from our empirical study, we  

present an analysis of those findings with the purpose of providing a 

comprehensive framework for why they occur and possible solutions.  

 

5.1 Managing the Brand: Orientation and driving functions 
The buying department, controlled by the business area manager is responsible for 

managing and communicating the brand internally. The marketing department is 

responsible for packaging the brand, managing and communicating it externally. 

This means that the buying department has the last say in what is designed and 

produced.  

 

“Externally, the marketing department carries the responsibility of 

communicating and driving the brand. Internally, that responsibility is entirely 

mine, preferably in line with the overall goals of the company but also along with 

the development of trends within each of our brands. “ 

Business Area Manager, MQ Retail (2014).  

 

Internally, the focus is highly product oriented where marketing packages the brand 

based on decisions primarily determined by previous sales figures with the aim of 

foremost securing sales. In contrast to Urde (1994) and Wilson, Bengtsson and 

Curran (2014) who argue that to sustain competitive advantage, companies must 

move from a product orientation to a branding orientation. Branding orientation is 

achieved by bringing together loosely coupled elements of strategy such as products, 

trademarks, positioning, corporate reputation including target market. Controlled 

and guided by brand managers, these elements should be combined into one 

strategy. The key to success is the commitment by top management to brand building 

processes and strategy by defining company direction and guidelines. Supported by 

Kapferer (2006) building a brand around an image, a feeling and being able to create 

a sense of belonging can be more powerful than the experience they have with the 

physical product. 
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The business area manager explains that the purchasing department set the overall 

plan for the collection and key looks are decided upon by product managers and the 

purchasing department.  At the end of the day, the purchasing department has the 

final say in the collection that is delivered in store. Although, the marketing has some 

influence in the direction of the collection, the main decisions are up to the business 

area manager, the buyers and the designer. A conflicting approach for a market 

driven company (Lindahl and Nordin, 2010). Marketing-led design, as in this case, 

should set primary goals to fulfill market needs. Based on the interview with the 

purchasing department, the design process is dominated and controlled by internal 

goals and priorities. 

 

Securing sales can limit a company to sticking to what is safe, what they have known 

to work previously yet does not take into account the needs of the customer. In any 

market led company, design should be responsive to marketing needs and therefore 

allow marketing to take the lead. Both the marketing and the purchasing department 

agree that the responsibility of the marketing department comes much later in the 

value chain with the responsibility of packaging the collections they are given. A 

mission for the marketing department is to boost an interest for products and items 

with the fashion press, editors and bloggers to gain awareness among influencers and 

trendsetters. As the marketing director illustrates, product managers have the 

driving role in terms of the brand, marketing is responsible for packaging the image 

and sales personnel are responsible for presenting the brand. However, all 

interviewees agree that there is little time given to sales staff and the shop floor to 

ensure clarity of concepts and brand image. That leave sales staff with little 

competence to carry out their duties. Looking to Holms theories on the imbalance of 

factors, if someones responsibility is greater than his or hers authority or competence 

it means that someone has incurred or imposed liability without possessing similar 

authority or skills. 
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5.2 Contradicting Orientation 
On the design perspective given during the interviews, it becomes clear that design is 

very much public oriented. As the designer at MQ describes her role: 

 

“You have to break yourself down commercially.” 

Designer, MQ Retail (2014). 

Marketing on the other hand, is clearly product oriented since they adapt according 

to what the purchasing department decided and have little influence on the decision 

processes of what products are to be designed and produced. Conflict therefore 

occurs since design is public oriented while a product oriented marketer expects the 

designer to take initiative and produce a product that can be marketed accordingly. 

This framework tend to deliver less innovative products that are more safe and 

mainstream with the consequence of knowing little about hidden customer needs 

due to a lack of customer orientation (Lindahl and Nordin, 2010). Karlsson and Wall 

(2012) also point out that when designers try to create mainstream and marketable 

goods, brands lose their brand image. There are two solutions to coordinating this 

type of approach. If marketers continue to be product oriented and designer are 

public oriented, as in the case of MQ, a close coordination of both design and 

marketing is suggested through a company wide strategic framework and design 

policy. On the other hand, if MQ were to anchor their strategies in the format of a 

market driven company they should allow the marketing department to take the lead 

and designers should rely on the information given by the marketing function. 

Lindahl and Nordin (2010) argue that if these suggestions are allowed to guide 

managerial decision in the organisation regarding how to coordinate design and 

marketing functions, unnecessary conflicts and tensions between the two functions 

can be avoided. These guidelines may also aid in the understanding and accepting of 

differences and similarities between their respective areas of expertise and 

consequently create a more innovative and productive organisation. In order to 

achieve these type of changes and communicational efforts, Holm suggests that 

responsibilities territorial borders may be challenged. In reality, this means that 

power, influence and responsibilities shift. Changes, however, become ever more 

difficult within organisations that are built up by a number of result-driven 

departments with their own directors. 
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5.3 Design in a Market Driven Company 
As many academics stress, design is considered a competitive advantage with several 

marketing benefits such as product enhancement and service quality, differentiation 

and company image enhancement (Modebranschen i Sverige, 2014; Bruce and Daly, 

2007). Design in a market driven company has proven problematic as the designers 

at both MQ and KappAhl agree.  

 

”Design is not about realising your visions, but to preserve the brand and stick to 

guidelines.” 

Designer, MQ Retail (2014). 

 

The role of a designer is greatly discussed and both at MQ and KappAhl designers 

feel restraint in their artistic flow. Theories by Wigley et al. (2013) and  Karlsson and 

Wall (2012) confirm these issues of designers needing to create commercial products 

whilst still trying to be creative. The designers at KappAhl, as well as the designers at 

MQ are held back, but still they have the responsibility of delivering and presenting a 

collection which is sellable and which the buying department will approve of.  Many 

factors interfere with the creative processes of designers such as budgets controlled 

by the purchasing department and marketing departments opinions. 

 

There is a compromise to be made by accepting the designer role in a market driven 

company. Referring to the framework presented by Lindahl and Nordin (2010), 

marketing should inform design or aim to create a tight coordination of both design 

and marketing by means of a company-wide strategic framework and design policy. 

As Björk (2012) states, if the brand does not carry itself, the designer is indeed 

important. Yet designers do not carry a major role in the decision-making process. 

Although, both the buying department and the marketing department agree that the 

product indeed is important little attention is given to the role of design. In other 

words, to demand responsibility from one without authority is just as wrong as 

giving authority to act without demanding responsibility for those actions (Holm, 

2002).  

 

At MQ the business area manager clearly states that he has the final say in the 

collection that is delivered in store. He further describes that the designer role at MQ 
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means to work according to frameworks and brand manuals. The designer at MQ 

feels that there can be little or no emotional connection to the creativity in her work. 

When the designers are controlled to this extent it is obvious how they do not have 

major role when it comes to having an impact on the company's brand image. The 

competence is there, and the responsibility is on the designers shoulders although 

they do not have much authority in the final say. The designers at MQ clearly are 

lacking both the position and authority to communicate the brand. This means that 

the designers at MQ do not find themselves in a state of balance according to Holm 

(2002). At KappAhl, the designer felt the ability to express herself but also here a 

conflict of interest between designers, product managers and marketing department 

can be detected.  

Compared to MQ, the design process at KappAhl is much more controlled by the 

marketing department although designers attitudes are striving towards more 

independence. KappAhl clearly have a framework in place where they have anchored 

their strategies in their position as a market-led company. Designers act reactively 

and rely on the information given by the marketing department which results in less 

conflict (Lindahl and Nordin, 2010).  

Holms idea that conflict only occurs if there is an imbalance between the factors of 

position, responsibility, authority or competence is clear when listening to the 

opinions and attitude of the designer at KappAhl. She will let the marketing dictate 

much of what she designs since it is a market driven company yet is given the 

freedom to create those designs from her own competencies and skill. On the other 

hand, conflict first occurs when the buying department try to influence her decisions 

based on their opinions of the market. The purchasing department do not have 

authority to make those decisions, she feels. Given the state of balance or imbalance 

in this case, there is a compromise and trade off to be made as a creative designer in 

a market driven company. You may possess the competency, the position and the 

responsibility but allow the function that drives the company to make the final 

decisions.           
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5.4 The Driving Function 
All functions state that the main drivers behind the brand are the stores and the 

products. All internal effort ultimately come down to how products and sales 

personnel are presented in store. As the marketing director states:  

 

”Communicating the brand internally is paramount.” 

Magnus Johansson, Marketing Manager , MQ Retail (2014). 

Many academics argue that the brand is the most important asset of any company 

and that a brand can carry on successfully with or without designers. However, from 

the interviews it becomes clear that the product indeed is important and much of the 

driving force the brand. As a store manager illustrates: 

 

“I believe that everyone who works in the shop is able to communicate the brand MQ 

by wearing our clothes and living up to our core values, it is that simple! 

    Store Manager, MQ Retail (2014) 

 

Ultimately, success relies on the combination of products and the brand.  Much 

responsibility is placed on the shoulders of sales personnel yet they have little 

authority to influence the decisions made on a higher level. First of all, sales 

personnel need to understand the product in order to be able to put it in perspective 

to  the brand. As the marketing director as MQ explains:  

 

“A lot of the responsibility and the actual driver behind the brand are the stores, the 

sales personnel and the assortment and products.” 

Marketing Manager , MQ Retail (2014). 

The marketing manager at MQ is determined when speaking of the sales personnel 

and their importance. The whole image is portrayed by them and they are the ones 

actually meeting the customer he tells us, they are selling the product. Creating clear 

concepts is key to ensure clarity of the brand, the designer at MQ states. Further she 

agrees that it is important to listen to the customer while aiming to have a closer 

relationship with the shop floor.  

What could be seen as contradictory in this sense is the fact that all functions clearly 

see a gap when it comes to taking time for the sales personnel. As for MQs business 
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area manager who claims to have the responsibility of delivering the brand image 

internally, he as well speaks of the challenge when it comes to communicating to the 

shop floor. 

“The biggest challenge is to get our ideas all the way out to the stores since reality is 

very different from the original sketch.” 

Business Area Manager, MQ Retail (2014). 

Resources and time restrains hinder good communication and information 

transition from the headquarters to the shop floor. Yet the sales personnel are 

considered to be the most important factor,  still little effort is made in improving 

communication and feedback. Placing the most important function closest to the 

market while giving them little or no authority nor the time required to communicate 

ideas formulated on higher levels is to set up for failure.  

 

The sales personnel on the other hand are well aware of their importance and 

responsibilities when it comes to delivering the brand image. They are clearly in the 

right position, the direct link to the customers and here they have the possibilities. 

However, they mention that the lack of competence, limited information from 

headquarters about the products and concepts they are selling leads to uncertainty. A 

major issue is also that sales personnel at MQ do not have the ability to make any 

changes, nor are they given much response to the consumer feedback they give head 

quarters, the lack of authority is therefore a fact.  Holm (2002) stresses that a state of 

balance needs to be in place in order to achieve integration and overcome obstacles 

between departments. As the sales personnel are lacking both in authority and 

competence they are not able to deliver what the marketing and design department 

demand. Efforts ultimately go to waste. Clearly there is a conflict of headquarters 

being aware of the importance of sales personnel, yet do not provide them with the 

right tools to access and communicate the brand image created internally. Based on 

the interviews, the stores, the sales personnel and the products are the most crucial 

in communicating the brand. What if less time was spent controlling design efforts 

internally and more time given to educating sales personnel about concepts and 

brand image rather than placing products in their hands that they understand little 

about the thought behind. We all know that people are not loyal to products, they are 

loyal to brands.  
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6. Conclusion 
The purpose of this study was to examine how brand is built and communicated 

internally and explore what conflicts may occur between the different departments in 

a Swedish fashion retailer. Conclusively, we developed a tool to that can aid in 

overcoming these conflicts. By changing the way companies work internally and 

enabling better communication amongst the different departments, companies could 

benefit in terms of improving brand building activities and consequently deliver a 

clearer and more profitable brand. A profitable brand meaning one that consumers 

can easily identify and find trustworthy. 

 

To be able to work out a suitable framework for developing this tool, we began by 

identifying the conflicts that occur when it comes to communicating a brand 

internally. We have chosen to illustrate how and where these conflicts occur in the 

model below, based on the results of our research. In the illustration below it is clear 

where companies today foremost lack communication, clear responsibilities and 

position which consequently affects the balance. During our research we picked up 

the different conflicts between departments, which were ultimately a result of poor 

communication and guidelines. When the communication is poor, it affects the 

brand directly, and the brand becomes unclear. The research further reveals that 

communication very often only goes one-way. In the figure below we have marked 

where we could find conflicts in the case of MQ and KappAhl. Looking at sales 

personnel, there is little or no information going out between design and shop floor 

or from the shop floor and the marketing department. 
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Figure 3. Brand balance model: Points of conflict 

 
 
 
To avoid conflicts when it comes to building the brand internally all communication 

between the departments must be enabled. It demands each department to 

communicate with each other and to have specific guidelines in place when it comes 

to building the brand. It is very important that each department know their specific 

responsibilities and role, what they should contribute to the brand building activity 

and take those positions seriously. When each department receive information, and 

share information a state of balance will occur. This balance means conflicts can be 

avoided and thus a stronger brand image can be created. Each department might 

have different goals, but they do have one thing in common and that is the brand. 

This is why they all have to accept that they need to battle this problem together. 

Conclusively, it is crucial to define each and every departments role in the brand 

building strategies so that everyone knows their role and what is expected of them. 

Furthermore, it is equally important to ensure that departments have the right tools 

to manage their tasks. 

 

A clearly defined vision embraced by management that sets the guidelines for all 

operations within the company is crucial, and nothing new. A position that is earned 
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is more valuable to those around than one that is simply given. Earned leadership, 

rather than leadership that is given, means that people trust in the competence, the 

vision and authority that the he or she embraces. Leadership must represent unity 

with the brand and take responsibility for all actions. It is unreasonable to expect 

consumers to trust in a brand that does not trust in itself.  Managing resources 

becomes ever more important when they are limited which also puts more pressure 

on those who carry the burden of having to work twice as hard. Understanding that 

everyone is struggling when times are difficult yet still towards the same goal may is 

the most important part of the balance between people. A clear vision by 

management sets the path. However, once one goes off to do what they think is best 

instead of letting others do what they do best causes tension and conflict. Imbalance 

is ultimately down to leadership communicating a clear vision and showing that 

responsibilities and visions are embraced through competence and authority.   

 

Figure 4. Brand balance model  

 
 

Conclusively, a clear brand and a strong brand image is the sound effort of all 

functions involved and good leadership. A clear brand is based upon defined 

positions, an understanding of their contribution towards the profitability of the 

brand including and respect for each function involved. Ultimately, a solid 

framework for successfully communicating a brand is anchored in competent 
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leadership, understanding the differences between departments and the challenges 

for all functions involved in the process while paying attention to the balance of 

positions, authority, competency and responsibility. No function, person or 

department can solely be responsible for the success of a profitable brand.  

 

6.1 Suggestions for future research 
For further research we recommend looking in to more companies and see if the 

same conflicts occur. This can help to understand if these issues only appear in 

market oriented companies or if it is broader than that. Also manuals and guidelines 

for companies on how to divide the different responsibilities when it comes to brand 

building activities is of great importance.  

 

It would be useful to look further into the value chain to gain a better understanding 

for what activities add value, when discussing brand building activities. Having 

defined what activities are crucial to the process of adding value to a brand it 

becomes easier to eliminate non-value adding activities.  

 

It could be of interest to examine the external perception of the brand, if it is align 

with what the company wants to portray. It is important to determine if the holistic 

brand image created internally is interpreted in the right way externally, otherwise 

the company might have to consider adopting a different approach. If a gap is 

identified here it can help developing the brand internally, meaning that the 

company needs to reorganize the way they work towards the public regarding their 

brand image.  

 

6.2 Academical and professional contribution 
Academically, our research contributes by providing a model for solving the issues in 

building brand image for companies. We bridge the gap between defined areas of 

conflict, analysed through appropriate models presented by researchers and thereby 

developing and presenting a solution to those specific issues not previously 

researched.  
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Professionally we provide companies with a solution to issues that are not necessarily 

openly discussed in order o be able to create and communicate a better brand image 

and thereby become more profitable.  
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