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Abstract

Abstract

Branding focuses on building relationships, something business-to-business companies are
successful in doing, However, increased competition, in combination with the extensive media
coverage of companies’ behavior, demand an extensive evaluation of the relationships that

business-to-business companies should build.

Leon is a business-to-business advertising agency who has questioned the present brand
communication of business-to-business companies, and requested a more profound
understanding of the situation today. Therefore, the purpose of this research is, based on our
description of the communication of business-to-business companies today, to map their
possible needs to communicate with a broader audience, in order to suggest an alternative view

of brand communication.

The interviews with business-to-business companies, in combination with the insight of a
number of experts in fields related to the problem, have given us the impression that business-to-
business companies tend to communicate directly to the stakeholders that they consider as the

most important.

The interviews, and the theoretical framework that was developed to interpret them, helped us to
understand the potential in using influencers when communicating with stakeholders. In order to
simplify the understanding of the aspects and criteria that according to us explain why
communicating with a broader audience could be interesting to business-to-business companies,

we propose what we call the business-to-all concept.

Eventually, a discussion about the strengths and weaknesses of using employees, public relations
and advertising as means of communication, revealed how advertising has the potential to

complement the other two means when communicating with a broader audience.
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Introduction

Nntroduction

Background

A paper and a pen

We would like to start with a short exercise in order to help our readers to get to the core of this
thesis. Please, take a pen and find a piece of paper. Now, we give you 30 seconds to write down a
list of at least 10 brands that come to your mind. We suppose you had no problem coming up
with 10 brands, on the contrary we believe you had a hard time to write down all the brands you

had in mind or that they were so many you did not know where to start.

Now, please count the number of business-to-business brands on your list. How many did you
find? None? A couple? Perhaps some of them are both in the business-to-business and the
business-to-consumer sector. We know the number may vary from person to person, but we are
certain that the number of specifically business-to-business brands is far from exceeding the

number of business-to-consumer brands on your list. Are we right?

Let us give it another try. In the same 30-second time limit, please focus on writing down a list of
business-to-business brands. Remember, they must be specifically business-to-business brands.
How many brands did you write down? Perhaps you found 10 brands in 30 seconds — well done!

— but we are convinced this exercise was much more difficult.

Finally, one last exercise to point out the main problem discussed in this thesis. Take a look at the
brands on your business-to-business list and try to find out the following. How do you know
them? What is your opinion of them? Is it positive or negative? When was the last time you heard
something about them? In which way have they been communicating with your As you know

them, they must have communicated with you in some way.

Welcome, you are now introduced to the connecting thought of this thesis, where we study brand

image building in the business-to-business sectof.
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Problem discussion

An empirically based problem

Leon is one of the largest business-to-business advertising agencies in Sweden (www.leon.se,
2007-06-01) and has experienced the development of communication and branding in the
business-to-business sector. Leon has 15 years of experience from the different problems facing
business-to-business companies. Based on the experience of the staff at Leon, CEO Ola
Bergfeldt and Copywriter Anders Hofvegard, the idea of business-to-business companies
focusing their communication on narrow target groups was presented to us during our first
meeting. Bergfeldt and Hofvegard described a number of examples of business-to-business
companies that, in their opinion, should direct their communication to a larger target group than
what is done today. The discussion continued, stressing the effects that could be the result of a

different communication strategy.

Furthermore, the reasons to why this was not done by these companies were discussed,
comparing possible arguments and counter arguments, communication costs and the traditional
behavior in the sector being considered as two important aspects. Bergfeldt and Hofvegard
expressed their wishes for a more profound understanding of how business-to-business
companies resonate about their communication and branding strategies today. They also wanted
to identify the possible needs that could be revealed by the research and, furthermore, to know
whether the strategies are adapted to the needs? Finally, after having a better understanding of
the situation today and having identified the actual needs and future challenges in the business-to-
business sector, could the findings perhaps result in a new communication strategy for business-
to-business companies? Therefore, we were asked to design our research in order to try and find

answers to these questions.

Business-to-business advertising focuses on customers

The purpose of the opening exercise was to illustrate that there is a difference between the
business-to-consumer sector and the business-to-business sector. How come business-to-
consumer companies are far more present in our minds than business-to-business companies?
Are business-to-business companies less successful in communicating or are they not trying to

communicate with a broader audience?

In 2004, SIFO did a survey of the largest advertisers in Sweden (appendix 1). Among the top 60
advertisers not one single advertiser could be recognized as a business-to-business advertiser.
Assuming that there is a correlation between advertising expenses and awareness, this could be a
possible reason to why business-to-business brands are not present in our minds to the same
extent as business-to-consumer brands. However, the survey definitively indicates that business-
to-business companies do not buy media space to the same extent as consumer companies and

do not use advertising as a mean to create public awareness. Is this an indication that business-to-
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business companies are less dependent on a strong brand image? The answer depends on the
perspective applied. Many business-to-business companies have strong brands with high
awareness in their industry. Michael Dent, the General Manager of Marketing at DHL Express
UK, says that companies that are dominating in their own industry often remain anonymous
among people outside of it (Dent, Brand Strategy, 2005). In other words, the possible reason to
why many business-to-business companies are anonymous to the general public is because they
invest all their communication budget in commercial communication primarily aiming at potential

customers.

The possible risk of being a passive actor

According to Hofvegard, while being active in their communication to customers, mainly through
advertising, business-to-business companies often use the public relations department when it
comes to the communication to the general public. Public relations can have a passive as well as
an active role, but a company that limits its public relations to editorial media can be regarded as
rather passive in its communication towards its environment. Even though this is not always the
case in the business-to-business sector, the experience of Leon confirms that the use of editorial
media is over-represented. To use only editorial media, implies that the message is communicated
through a third party. Consequently, the company stands the risk of someone else
communicating the image of the company. In other words, it is not in control of the message
and the image that is communicated to the general public. Losing control is always associated
with risk. Why do not business-to-business companies avoid this risk by taking an active position

in the building of their brand image to the general public?

By identifying the strengths and weaknesses of public relations, Leon wants to get a closer
understanding of which arguments that can be used to emphasize that communication through
bought media space can be a better or complementing alternative in building brand awareness.

That is why this thesis will be striving to identify advantages of advertising,

Vasakronan - an example of mass communication in the B2B sector

The advertising campaign of the Swedish office premises agency Vasakronan, that was launched
in the beginning of 2007 is an interesting empirical example that reveals that advertising in broad
media may be a pertinent strategy for business-to-business companies. The advertising campaign
featured the Swedish actor Mikael Persbrandt and the Royal Stockholm Philharmonic Orchestra,

and was shown during a period of intense exposure on national television.

“The aim of the campaign is to increase spontaneous awareness of Vasakronan and
to increase the number of visitors to the company’s web site. The primary target
group is decision-makers (presidents, CFOs, property managers, site managers, etc.)
working in Stockholm, Géteborg, Malmé, Lund and Uppsala. The secondary target

group is people working in offices.”

(www.vasakronan.se, 2006-12-07)
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As quoted, Vasakronan aims to create awareness of their brand primarily among decision makers
and secondly among people working in offices, and in order to do so they chose a mass
communication campaign on television and the internet. This example evokes questions about
the media choice of Vasakronan. How does Vasakronan resonate regarding the costs that
television advertising implies? How large is their target group? Which actors do they include in
their target group? In which way is their choice adapted to their objectives? Was the purpose of
the campaign also to increase the awareness of Vasakronan among people outside the primary
and secondary target groups? Why would a business-to-business company as Vasakronan want to
create spontaneous awareness of their brand among such a large group of people? What benefits
do they expect from it? Vasakronan is one of several companies that will be included in the

research presented in this thesis.

Theoretical Interest

During our preliminary studies of the topic of this thesis, research for literature has led us to
certain observations. There are theories describing the marketing of business-to-business
companies, others that emphasize the importance of different stakeholders, and theories

describing the role of brands.

Stakeholder theory can answer some of the questions stressed in the Vasakronan case and can
provide certain answers. Stakeholder models can be presented in many ways, but the key concept
explains how different stakeholders can influence the company and vice versa (Cooper, 2004).
Stakeholder theory can be used to illustrate the linkages between these stakeholders and to give a
thorough understanding of their relationship with the company. However, stakeholder theory is
often inadequate when it comes to measuring the value and advantages of these relationships.
What do companies gain from communicating with specific target groups and how can we

measure the effects of being known among other stakeholder groups than customers?

A theory that can be used to explain the value of the corporate image is brand theory. According
to Kapferer, Keller explains that a brand is a set of mental associations, held by the consumer,
which add to the perceived value of a product or service (Keller, 1998, in Kapferer, 2004). In our
opinion, this definition has its limits, for example it is defined from the consumer’s perspective.
Instead we propose that a brand and the power a brand holds should be regarded as more

complex, including all stakeholders.

Although Keller’s definition may be too narrow from a stakeholder perspective, we think that it
emphasizes a relevant aspect of a brand, namely the relationship between brand and product.
Brands are conditional assets, they cannot provide benefits to the consumer without a product or
organization supporting them. Consequently brands do not have a value if they do not work in
conjunction with their product or service (Kapferer, 2004). We interpret that the brand could also
be related to the values that the organization stands for. Without the organization there would be
no brand value. Therefore, we interpret that Kapferer (2004) means that there are several brands

within a company which are appropriate for communication with different stakeholders.



Introduction

Thus, a definition of a brand should include all stakeholders, but also all categories of
associations relevant when these stakeholders evaluate the added value of the product or the

organization.
Definition of brand:

“A brand is a shared desirable and exclusive idea embodied in products, services,
places and/or experiences. The more this idea is shared by a larger number of

people, the more power it has”
(Kapferer, 2004, p.13)

According to the definition the brand captures the many contexts in which the company is
present, but also how it is present and to whom. Therefore we consider the brand to be an
important part when exploring the effects of mass communication. However, when Kapferer
(2004) applies the definition on brand theory it is primarily to emphasize the relationship between

the company behind the brand and the customer.

We therefore recognize that none of these theories discuss the concept as a whole. Evidently,
there are theories that are relevant to the problem discussed and could be helpful in finding the
missing piece. Nevertheless, the question: what can business-to-business companies gain from

communicating with a broader audience, remains unanswered.

Our point of view

We recognize that, due to the fact that Leon is an advertising agency, the presentation of the
problem could be biased in favor of the possibility that there actually is a need for business-to-
business companies to communicate with a broader audience through advertising. We consider it
as our responsibility to avoid being biased and remain critical when exploring whether the
thoughts and expectations of Leon can be confirmed or not. Based on the discussion so far we
have identified certain indications that the communication strategies of business-to-business
companies may not be optimal. However, these are only indications and we must begin by
exploring whether or not the situation described actually presents a problem. Consequently, the

purpose and the problem statement of this thesis are the following,
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Purpose

Based on our description of the communication of business-to-business companies today, to
map their possible needs to communicate with a broader audience, in order to suggest an

alternative view of brand communication.

Problem statement

In consent with Leon we have defined three questions that will help us to fulfill the purpose of

this research. The questions that are going to be answered in this thesis are the following:

* Who are the different stakeholders with whom business-to-business companies actively

communicate and how do they communicate with these groups?

e What are the needs for business-to-business companies to actively communicate with a

broader audience?

e Which means of communication are appropriate for business-to-business companies if

communicating with a broader audience?
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—esearch methodology

This chapter will discuss and set the framework for the conduction of the research. It will
thoroughly explain the different stages of the research and the choices that we have been
confronted with. It will determine the limitation of the research, and is presented as a user guide
for who ever wishes to conduct a similar research. The chapter is divided into three general stages

namely; the nature of the problem, the collection of data, and the analysis of the data.

Nature of the problem

In order to determine the methodological procedure to adopt in this thesis, we agree with
Jacobsen (2002) that it is important to start by determining the nature of the problem. In other
words, before deciding how to explore we must know what is to be explored. We will start with a
general description of how the initial discussion with our principal evolved into the actual

research problem. Then, we will clarify it from a theoretical perspective.

Point of departure

The problem discussion, problem statement and the purpose of the thesis resulted from a
number of meetings with representatives at Leon. The problem was first presented to us during a
meeting with CEO Ola Bergfeldt and Copywriter Anders Hofvegard. The information given was
expressed through a certain number of ideas, thoughts and examples based on the working

experience of the personnel at Leon.

What we understood from Leon was that B2B companies today overlook the need for
communication to the general public. Though the problem appeared imprecise, we agreed to
process the information and give our point of view at the following meeting, Successively, after
having presented our point of view, reviewed the problem and discussed it further with Leon, an

agreement was made on the definition of the problem and the purpose of the research.

However, we would like to point out that even at this stage, the problem still appeared difficult to
define and delimitate. According to us, this was due to the fact that we were asked to look for
something that did not exist. In other words, we were asked to study a void in the empirical
research. In addition to that, our preliminary research for literature also revealed a gap in the
contemporary theoretical framework, which was previously mentioned in the problem discussion.
The preliminary research consisted of scanning the academic world including sources such as
Business Source Premier, literature, and informal discussions with various academics. The latter

introduced certain theories that could be of relevance for the thesis. We completed a second brief
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scan based on the theories recommended. The conclusion was that there were no theoties
applicable to our problem and its context. Later in our research we learned that this was not
entirely true. Our problem could be approached from several angles and the recommendations
that we were given limited the scan to certain fields of research. In summary, the problem
discussed in this thesis is primarily based on empirical facts that, at first view, are difficult to

explain with existing theory. This will be further discussed under grounded theory.

An explorative research

Based on the description of the point of departure above we now want to point out the nature
of the research from a theoretical point of view. The indications that we were given from Leon
was that B2B companies did not communicate with the general public, but they were not
convinced whether it was a problem or not. Thus, the problem was properly defined and limited,
but we realized that there could be similar questions which were more suitable for the problem
we were facing. However, at this early stage of the thesis it was difficult to address these
questions. Therefore, the nature of the research is similar to an exploratory research, where we
had to explore what was already known about the problem. Moreover, the purpose was to orient
ourselves in the complexity of the problem, and with the possible outcome that there was no
problem, which is typical for an explorative research (Lundahl, 1982). A more probable outcome
was that we would find different areas and situations where the question was more or less

relevant, and which had to be further explored.

Before conducting the interviews with the B2B companies we realized that we needed to test the
fragile frame enclosing our problem. In discussions with Leon we decided upon a set of experts
in different fields that we were to interview. These interviews became an essential part of the
empirical data collection, but also confirmed that there was a need although it was difficult to
express. However, nor the experts in the business world or the academics devoted to research
within our field could present a suitable model for addressing the problem. Due to time
restrictions we chose to continue, knowing that further research could have uncovered applicable

concepts.

Grounded theory based perspective

The problem that is treated in this thesis is predominantly based on empirical data. Moreover,
during our preliminary research we experienced the absence of literature and theories which
addressed the problem. According to us, the existing literature was not specifically developed to

study and explain the actual phenomenon.

Based on the fact that the problem is derived from empirical data and that it appears to be
difficult to study and explain with existing theories, we argue in favor of the collection of

empirical data from the business-to-business sector, before the establishment of the theoretical
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framework. Can we consider this as appropriate from a scientific perspective? In our opinion,

these thoughts are supported by the grounded theory approach.

The notion of grounded theory was introduced by Glaser & Strauss in 1976, as a method in
social science to generate theories based on empirical data, as described by Johannessen and
Tufte (2003) . Johannessen and Tufte (2003) further explain that according to grounded theory, a
research must avoid to start from a theoretical perspective when approaching a new problem. If
too much theory is taken into consideration first, the investigator risks adapting the problem to
what is already known. The authors describe it as forming the terrain after the map rather than
doing the opposite. Grounded theory is applicable on research that is explorative in its nature

(Johannessen & Tufte, 2003), which we eatlier stated that the actual research is.

We think that the problem studied is in several ways suited for a grounded theory approach and
our procedure does in many ways correspond to such an approach. However, we are aware of
that the procedure does not correspond exactly to a pure grounded theory based research.
Grounded theory makes it possible to study the problem with a more open mind and we avoid
that established theories distort the image of reality that we are trying to generate, though
theories are still necessary in grounded theory. Even if they do not cover exactly what is going to
be studied, theories will serve as a framework for the analysis and interpretation of the empirical
data that will be collected. By combining what was already known in terms of theories and
literature and new empirical data, we hoped to obtain new perceptions of reality. This procedure,
going from empirical data towards theory, is referred to as an inductive procedure (Eriksson &
Wiederman-Paul, 2001). A deductive approach could have been interesting since the existence of
relevant framework was possible. This approach could have provided a different perspective to
the thesis, and probably a narrower discussion of the problem. Due to time constraints this was

not an option.

Hence, one of our objectives was to define and portray what is done within our field today. This
can only be obtained by studying the problem from all the included actors’ point of view. That is
why we collected information from a large number of different parties in order to have the most
polygonal perspective as possible in our analysis. Which parties that were taken into consideration

and more precisely how the information was collected will be presented in short.

In summary, we have argued for an explorative view of the nature of this research. The
sociological approach that has previously been done will now be followed by a more practical

description of how we are going to proceed in the research.

Data collection

The data has been compiled in various ways depending on the specific need for information.
Since the field was relatively unexplored we have approached each need for information based on
the assumptions that we needed varied opinions to portray the multi-faceted reality. The

procedure is illustrated in table 1.
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Table 1. Key success factors model adapted for research methodology (based on

Tyson, 2006)

Problem
statement

Communication
to the general

public today

Need for
communication
to the general

public

Appropriate
means of

communication

Information
heeded

Important
stakeholders
Communicatio
n with

stakeholders

Communicatio

n channels

Brand related

issues

Brand

challenges

B2B trends &

characteristics

Organizational
aspects linked
to the brand

Aspects of
different means

of

communication

Limits of
different means

of

communication

Information sources

Primary sources:
B2B interviews
Expert interviews
Literature:

Primary and secondary

stakeholders

Primary sources:

B2B interviews

Expert interviews
Secondary sources:
Employer loyalty survey
Karridrindex
Literature:

Brand identity, positioning

and awareness
Mass communication

Buying behavior, derived

demand
Proliferation
Primary sources:
B2B interviews
Expert interviews
Literature:

Brand positioning,

credibility, endorsement

10

Analysis of data

Synthesis used to evaluate
possible factors
influencing the expressed
need for brand

communication

4

Synthesis used to evaluate
possible factors
influencing the expressed
need for brand

communication

4

Development of a B2B
mass communication
model, based on the two

previous synthesises

Evaluation of possible
benefits related to the
B2B mass communication

model

Evaluation of appropriate
means of communication
related to the B2B mass

communication model



Research methodology

We have earlier discussed the nature of the problem and the appropriate approach of the
problem. This section will discuss the procedure in detail which is based on the nature of the
problem. Before collecting data we defined the information needed to answer different questions
presented in the problem statement. Since we used a grounded theory approach the different
needs were not identified based on specific theories or models. However, since we had already
scanned the related field we cannot consider ourselves novices. Certain general concepts were
interesting at an early stage and influenced the different needs for information. We approached
this complexity by choosing theories that appeared, at the moment, to be rather broad than
narrow. In that way the collection of data would not exclude important theories that we found
after the collection of the data. On the other hand, the collection of data risked being too
extensive, and maybe general, but this is not uncommon to an explorative research where the aim
is to capture the many facets of a phenomenon (Jacobsen, 2002). In accordance with grounded
theory we then used empirical data, mainly primary sources, to identify what the B2B sector
considered to be important questions and that could then be answered or developed with
relevant theories. The information need we had established was sometimes confirmed, but
depending on the findings in the empirical data, the need and consequently the theories

applicable were revised. The analysis of data will be discussed later in this chapter.

Qualitative data

After establishing the information needed to answer the related problems, we had to decide
whether the information was to be collected as qualitative or quantitative data, or a combination.
This affected the theories we could use to answer the empirical findings, and consequently the
answers to our problem statement. Since we were writing an exploratory research, the choice
between qualitative and quantitative data was not a difficult one. We considered it being difficult
to collect quantitative data without knowing which questions to ask. We were rather looking for a
broad understanding of the complexity of the B2B sector, related to their communication and
brand. The aim was to collect as many perspectives of our problem as possible, and the number
of companies supporting one perspective was of inferior interest. Moreover, qualitative data is
appropriate when the aim is to render peoples interpretation of their own reality (Jacobsen,
2002). The quantitative method is more applicable when existing theories are used to test
collected data, a deductive approach. The alternative for our thesis would have been to first
collect empirical data, and summarize the interesting question that had been uncovered. These
findings could have been used to collect quantitative data. However, it is not the aim of this
thesis, neither did the time perspective allow such an extensive collection of data. Furthermore,
the companies differ from one another in many aspects in it would have required an immense
collection of data to be relevant. Nevertheless, we used certain quantitative data collected for

other purposes to support certain findings.
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Primary sources

The primary sources are interviews with experts in relevant fields and interviews with B2B
companies’ representatives. The interviews have been conducted face to face or on telephone
based on qualitative questions. The reason for this approach was to guarantee a discussion
concerning the specific situation of each company. An inquiry would have made it difficult and
certain questions could have been misinterpreted. This is important since we were looking for
answers to a problem that is in itself questionable. Moreover, certain terminology, for example
stakeholder, often created a degree of confusion, and the terminology had to be clarified. The
interviews with the B2B companies were primarily used to describe what is done today in the
related field, but also to locate present issues and challenges facing the B2B companies (question
one and two in the problem statement). The experts provided information regarding the need for
B2B companies to communicate with the general public. This is important since we wanted an
extensive view of the situation today. The most appropriate approach would be to ask both
internal and external parties. Many of the B2B companies had difficulties relating to the problem

and its context, therefore the interviews with experts were important to fill in the gaps.

Secondary sources

The secondary sources are data collected for other purposes (Jacobsen, 2002). The secondary
data collected for other purposes serve another role in this thesis. They provide current trends
and fill the gaps of the B2B context theory and the indications given by the B2B representatives.
Furthermore, to some extent they represent the quantitative data missing in this thesis that we
discussed earlier. The data collected for other purposes that we use in our thesis was collected
after the empirical findings were collected and is chosen because it provides answer to a certain
question that arose during the collection of empirical data. The surveys and articles were found
after searching Business Source Premier or by the electronic sources provided by different
experts that we interviewed. The search was based directly on the indications given in the
interviews or indirectly through the sources provided in related literature and after presenting the
findings to academics that are experts in their field. How some of this data was collected initially

cannot be thoroughly determined, thus the reader should always keep this in mind.

Interviews

The importance of the interviews has already been stressed. This part will discuss the interviews
in detail based on the selection process and its procedure. The detailed procedure presented will
assist the reader in understanding the reliability, how it can be replicated, and its validity that are

important to any scientific research (Jacobsen, 2002).
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Selection process

The selection of B2B companies that we chose to interview had several dimensions. We realized
that we did not have the time to perform an extensive research that could be generalized to the
whole B2B sector. Moreover, our principal was interested in certain companies, and wished to
have the information specific to these companies. Consequently, our data will not be applicable to
a general phenomenon, but on the other hand it will be highly relevant and applicable to the
companies selected (Jacobsen, 2002). Furthermore, we chose to limit the interviews to a given
time in our research and did not repeat the interviews. This, is referred to as cross case studies

and are useful when time and money constraint the researcher (Jacobsen, 2002).

Since our principal was interested in several industries within the B2B sector we found it difficult
to delimitate. At the same time, delimitation would have excluded interesting perspectives of the
problem applicable on several industries but sometimes overseen by some industries. In addition,
we chose to interview some companies that were both B2B and B2C, to see if they differed from
the B2B companies, and if the B2B companies had anything to learn from these companies. The
purpose was again to find needs that had been overlooked by the B2B companies. Furthermore,
the perspective of our principal who demanded that some companies were to be interviewed as
where others were to be excluded, delimited the companies that were to be interviewed. Finally,
our own perspective and the companies that we had encountered during our preliminary
research, affected the selection of companies as well. These can be categorized into companies
with a bad reputation among the general public and B2B companies that were actively

communicating to the general public.

A fourth perspective would be the B2B companies actually interviewed. The selection process
was based on a meeting with Elisabeth Thornsten at Sveriges Annonsorer (2007-02-17). We
asked if it was possible for us to contact the B2B companies that were members of the
organization. The list was thereafter evaluated by us according to the characteristics described
above. At the same time the list was reviewed by Anders Hofvergird and Ola Bergfeldt
separately. They underlined companies that were of special interest to the agency and crossed out
the companies that were not to be interviewed based on strategic issues. Thus, we missed out on
certain companies that were of interest to the thesis but also got recommendations by B2B
advertising experts on companies resembling these companies. The final list contained about 40
companies that was considered as interesting for the research. A request to interview these
selected companies was then e-mailed through Sveriges Annonsoérer to encourage the companies
to participate. Our goal was to receive affirmative answers from about 10-15 of the companies,
which we considered as a suitable number for the research. Though, only 5 companies answered
the e-mail saying that they were interested in the subject and wanted to participate. It is possible
that we missed out on interesting interviewees because some companies did not see themselves
as relevant to the subject introduced. However, since we considered this a problem we actively
contacted some of the non-respondents and asked them to reconsider their participation in the
survey. Eventually, we managed to attain 11 company representatives that wanted to be

interviewed.
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In addition, the selection of company representatives affected the type of data we were able to
collect. We presented our thesis, the problem, and sometimes how the contacted company related
to the thesis. We were then forwarded, to the most suitable representative according to the
company. This resulted in a variety of communication, corporate communication and brand
managers. The combination of brand and communication managers was fundamental to answer
questions concerning the communication and their brand today. The alternative would have been
to interview the managers responsible for each stakeholder in the communication process. The
benefits would have been that specific problems concerning each stakeholder could have been
uncovered, it is unreasonable to demand from a corporate brand manager to be involved in all
stakeholder issues. However, they were more competent concerning the overall message of the
company communicated to different stakeholders. During the interviews we were sometimes
referred to other company representatives for more details, but we soon realized that these
complementary interviews were to be too extensive. The consequence would have been to
interview all relationship departments at each company, to answer questions that were already

answered in general.

Besides the interviews with the B2B company representatives, we chose to interview a number of
people that we considered as being experts in different areas related to our subject such as brand
management, advertising, media choice and public relations. Their role was to support and
complement the B2B companies’ perspective and can be seen as partially external looking at the
B2B companies from another perspective. Thus, filling out important gaps in the data collected.
However, the attempt to book an interview with an investor relations expert failed, which implies

that the investor relation expert perspective is missing,

Another approach to uncover the need and the effects for B2B companies to communicate with
the general public could have been to address the general public or other stakeholders directly.
The risk of this approach could be that the respondents are not familiar with the anonymous
B2B companies context, and consequently the answer tend to be too general not addressing the
actual problem. The focus on such a research should be limited to one stakeholder or one

company’s stakeholders. This was not in accordance with our explorative research approach.

The two groups of interviewees are represented in the two tables on the next page.
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Table 2. Interviewed business-to-business company representatives

Perspective

Brand Management

Brand Management

Brand Management
Agency
Brand Management

Agency

Public Relations
Agency
Media Agency

Advertising Agency

Recruiting Agency

Company
ABB

Accenture

Alfa Laval
Delaval

E-on

Holmen Paper
Higglunds Drives
If

Sandvik

Skanska

Vasakronan

Organization

Sveriges

Annonsorer

KTH

Rewir

LynxEye

Geelmuyden. Kiese

Starcom Sweden

Leon

Monster Sweden

Representative

Westerlund, Hans

Plyhr, Anna
Torstensson, Peter
Delviken, Daniel
Lindegard, Inger
Lyngenberg, Anders
Omnell, Andets
Hellman, Mikael
Bergek, Karl-Henrik
Herte, Catlotta

Moller, Bengt

Representative Title

Forser, Niklas Brand strategist

Uggla, Henrik Doctor in Strategic

Brand Management

Edlund, Camilla Consultant

Ekelin, Johan CEO

Thort, Hillevi Project Leader

Von Heijne, Birgitta ~ Consultant

Bergfeldt, Ola CEO

Ramstedt, Henrik Marketing Director

Table 3. Interviewed experts
Title

Senior Manager Marketing Communications,

Sweden

Informations and Marketing Director
Informations Director

Brand Manager

Marketing Communications Director, B2B
Manager Public Communications
Marketing Communications Director
Brand Manager

Informations Director

Marketing Director

Informations Director
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Research ethics

Considering the problem of this thesis, our openness towards the interviewees can be considered
as unrestricted. We did not hide anything from our interviewees or force them to participate or
answer questions, nor did our principal restrain our openness concerning the research and its
purpose. A short description of ourselves, the background of the research, and its purpose was
e-mailed on beforehand to the interviewees. The interviewees were all asked if they agreed to us
recording the interview. Almost everyone agreed immediately, while some had to confirm with
their superiors, which was respected. Furthermore, the thesis was sent to all interviewees, who
were given one week to verify that the quotes were correct or to comment them before the final
edition was printed. In general, most interviewees were positive to the interviews and often
discussed questions in detail and when they were unable to answer a question they often referred
to other employees more knowledgeable on the subject. No one asked to remain anonymous,
which was in many ways important to the presentation and analysis of data. Since we were
looking for the interviewees’ interpretation of their reality it would have been misleading to the
reader if we did not present the environment, the company and the interviewees’ position in the

company.

A second aspect is whether our principal influenced the results of the research in a favorable way,
seen from the principal’s perspective (Jacobsen, 2002). The ethical aspect in our thesis concerns
the media choice, advertising versus PR. Leon, our principal, is an advertising agency and
consequently prefers results that are pro advertising. However, their customers, the B2B
companies, are more interested in the effect different medias have on their communication.
During the interviews it became obvious that many of the interviewees were rather pro PR.
Thus, the advantages of PR are important first for the relevance of this thesis, but also for Leon
since they have to be aware of the strengths of PR to communicate a convincing concept in
favor of advertising. Thus, both views are highly relevant to our principal, and therefore our

research should not be considered as biased.

Procedure

The selection process resulted in 11 interviews with different B2B companies and 8 interviews
with external experts. The average interview lasted for approximately 40 minutes. The interviews
were done both face to face and on the telephone. Either way, they were conducted as
discussions which was most suitable considering our explorative approach to the problem and
qualitative data needed. The interviews can be categorized as semi-structured interviews, where
questions and their order was planned on beforehand but the discussion often elevated new
questions that were discussed (Jacobsen, 2002). The predetermined questions allowed us to see
patterns that were sometimes emphasized in later interviews. The open discussion addressed the
problems the companies are facing today rather than our perceived image of the possible

problems existing today.

We discussed the possibility to e-mail the questions on before hand to the interviewees for them
to be better prepared. Thus, making sure that no questions remained unanswered. However, we

realized at an early stage that the interviews and their topics varied greatly. Furthermore, we
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learned that many interviewees had their own interpretation of the problem. If we had e-mailed
the questions on before hand it could have reinforced what we consider to be misinterpretation

of the problem and its questions. There was no such thing as the optimal and universal interview.

However, some questions were repeated in all interviews. The idea is that standardized questions
would assist us categorizing the answers (Jacobsen, 2002). This approach was of little use since
the answers were in many ways specific to each company and difficult to categories. Sometimes it
has been easier to categories the answers based on the companies rather than the question.
Furthermore the questions were not multiple choice questions. The need for the interviewees to
be subjective in their answers given that we needed to know what they did today and their

opinion of the problem to uncover their specific need.

The answers we received were sometimes difficult to interpret. Some interviewees were not open
to the questions which resulted in answers being too general and problems not addressed. We
tried to overcome the obstacles by providing examples and encouraging the interviewees. This is
an important question since our thesis does not only address what is actually done today, but also

the challenges facing the B2B companies tomorrow, their need.

A reason for this lack of open mindedness could be due to the fact that we were two interviewers
interviewing one respondent. We tried to minimize the hostility by being open about the purpose
of the research, how the data was going to be used, and our procedures. The advantages of being
two interviewers were numerous and important. The interviews were often conducted in way that
allowed one interviewer to be more passive and take notes and the other to drive the interview in
the preferable direction. In this way the discussions would not be interrupted nor did we miss out

on any important questions.

The interviews were recorded to facilitate the analysis of the data, but also made it easier to have
a continuous discussion since we did not have to worry about taking notes. The length of the
interviews demanded that they were recorded as it was impossible to note and remember such

amount of data.

All interviews were done in Swedish and the information has then been translated into English.
The translations have been made as accurate as possible but our readers should be aware of the
possible effects the translation might have on linguistic nuances. We would also like to make our
readers aware of that citations may include a language characterized by the business jargon or

simply the spoken word.

Analysis of data

The most imperative problem that we faced after collecting the data was to categorize it in a way
that was relevant to the analysis. The inductive approach could not help us categorize data based
on the theoretical framework. Therefore, we chose to categorize data according to the questions
that we presented in the problem statement and that needed to be answered. Table 1 shows the

information need we identified in order to answer the questions. This categorization of the
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empirical data affected the analysis and the relations we could find between different empirical
data, but also between theory and empirical data. The argumentation in the analysis follows a
certain pattern that is repeated over and over again, namely what is done today and how can it be
done differently. Another categorization could have been a categorization similar to the
theoretical framework which could have presented different findings in the analysis but this
decisive categorization would have made it difficult to argue in favor of a coherent alternative
way of communication, expressed in our purpose. This also called for a comparative analysis of
the interviewees’ descriptions of their situation (Jacobsen, 2002). The problem with this
approach according to us is that the comparisons are depending on different context, thus the
reader should have in mind that there may be other factors that could make the comparisons

more complex than they appear in the analysis.

Finally, we wish to make the reader aware of the validity and reliability of our findings, and
especially the results. We realized that their would be a problem to validate our results, to
generalize about the B2B sector was out of question, since it demanded an immense collection of
data and sources. Therefore, the results are applicable to the limited group of interviewees, but
Leon can use the findings as a point of departure when a new customer asks for their
consultative services. Furthermore, the validation of the actual data should be questioned, it is
possible that one person’s view of a companies communication is not representative for the
whole company. We choose to minimize this risk by choosing to interview the persons in charge
of the general communication at each company and compare their opinions with a third party,

earlier referred to as experts.

The factors influencing the reliability of the results have already been discussed, and can be
summarized by our principal’s influence discussed under ethical aspects and whether we in turn
affected the interviewees and their answers, but also the relatively subjective categorization

described eatlier.
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—mpirical data

Introduction

The empirical data will be divided into three different parts, the present situation of the
communication in the B2B sector, the different needs for communication, and mass
communication in general. The general disposition is based on the questions highlighted in the
problem statement, the situation today, the need, and the effects of mass communication. These

questions have then been narrowed down according to the general findings in the interviews.

B2B present situation

This part describes the general picture of the communication in the B2B sector today. It
addresses the relationship B2B companies have with different groups, who these groups are, and

how they communicate with them.

Identified stakeholders

Due to that our preliminary research manifested a general tendency of strong market and
customer focused communication in the B2B sector, we were interested in knowing if this could
be recognized among the companies that were subjects for this thesis. Therefore, all of the
interviewed B2B company representatives were asked to mention their respective companies
most important stakeholders, independently of any specific situation. The dominantly most
common stakeholders that were identified were customers, employees, and shareholders. In
addition to these, several other types of stakeholders were given. Though, there was differences
between the priorities, revealing that some companies were more focused on certain stakeholders
than others. Other stakeholders that were mentioned as important were potential future
employees (ABB, Accenture, Alfa Laval, Holmen Paper, Higglunds Drives), universities (ABB,
Holmen Paper), non-profit organizations (NPO) (Holmen Paper), suppliers (Alfa Laval, E-on,
Holmen Paper), the local community and inhabitants (Holmen Paper, Higglunds Drives,
Skanska), the municipality (Holmen Paper, Skanska), politicians (E-on, Holmen Paper, If,
Skanska, Vasakronan), people who influence stakeholders (If), industrial organizations (If),
retailers (Delaval), the general public (ABB, Alfa Laval, Holmen Paper, If, Sandvik) and the media
(Accenture, Higglunds, Vasakronan).

All the mentioned stakeholders are represented in the figure below. The purpose of the figure is
not to give a universal description of a company’s stakeholders but to illustrate the sum of

stakeholders that were identified by the interviewed company representatives.
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Figure 1. lllustration of the B2B companies’ stakeholders

The figure shows that the number of stakeholders that the companies take into consideration
vary from company to company. It also shows that some stakeholder types are more common
than others. A large number of companies mention the politicians, general public and future
employees as a important stakeholder group. Suppliers, the media and the local community and
inhabitants are also mentioned by several interviewees whereas stakeholders such as non-profit

organizations, industrial organizations, influencers and retailers were less frequent.

What is not visible in the figure is how the companies prioritize their respective stakeholders.
However, the interviews reveal that the priorities may vary from company to company. For
instance, a service company such as Accenture gives high priority to its employees and future
potential employees. Holmen Paper, on the other side, which is highly dependent of its suppliers,
gives higher priority to this stakeholder group. Torstensson (Alfa Laval) also stresses the
importance of the suppliers, explaining that it is important to show respect towards their
suppliers. Alfa Laval recently arranged a three day long supplier trade show in China, letting
present and potential future suppliers present their products. For a construction company such as
Skanska it is of great importance to have a good relationship with the municipality to realize their
construction projects. In other words, depending on the nature of the company and its industrial

context, the B2B companies will have different stakeholders and prioritize the differently.

The results that were found in the interviews and that are illustrated in the figure are supported
by the point of view of Ekelin (LynxEye) saying that there are three stakeholders that are
essential for any B2B company. In accordance with the result from the interviews with the
company representatives Ekelin points out customers, shareholders and employees as a
company’s primary stakeholders. In addition to these three, politicians in decision making
positions constitute a potential fourth stakeholder that may be of high importance for the

companies.
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Communication with stakeholders

The interviews reveal a relatively high degree of stakeholder awareness and orientation among
the studied companies and show that the companies are oriented towards a stakeholder
perspective considering it as important to stay in good relation with them. Consequently, based
on the fact that the stakeholders are considered as being strategically important for the
companies, one could argue that the companies should put a lot of efforts and resources on the
communication with them. However, when the B2B company representatives were asked how
their respective companies are communicating with their stakeholders, the answers revealed that
most of the communication resources were invested in communicating with only a few of these,
customers coming in first place. Several interviewees give budget limitation as the main reason
why communication is focused on one or few stakeholders. Plyhr (Accenture) argues that the
customer focused communication is a strategy that most of the B2B companies choose because

of limited budgets.

“If the budget were less limited, one would have gone broader. When the means are
limited, companies must focus on a more limited target group to get the most out of
the investment. With the same amount of money, one could try to reach to as many

as possible but the consequence is that the impact would not be equally powerful.”
(Plyhr, Accenture)

Lindegard (E-on) also puts emphasis on the economic aspects explaining that focusing the
communication on customers is a strategic and logical choice made by B2B companies and even
argues that communicating to other than customers should be considered as a waste of money.
The companies generally communicate with customers by advertising in business press and by
sending direct mail or by letting sales people visiting the customers. Moreover, many of the
companies are participating in exhibitions, they arrange events for decision makers and many of
the companies stress the role of their internet sites. According to Lyngenberg (Holmen Paper)
the best way to communicate with customers is to talk to them directly, as there are not more
than 2-3 customers per country. In addition, Lyngenberg explains that communication with
politicians is done through lobbying in order to influence them to make decisions in favor of the
paper industry. When it comes to recruitment, Delviken (Delaval) explains that their
communication is directed towards universities with specific programs relevant to their
temporary needs but that as needs are changing it is a shame they cannot afford “going broader”.
Only a few of the companies use broader communication channels such as national newspapers

and almost no of them advertise in national television channels.

According to Forser (Sveriges AnnonsOrer) there are two reasons why B2B companies
concentrate their communication to more limited target groups. First, the sector is dominated by
companies providing niche products or services which makes it irrelevant to communicate in
broad media. Second, B2B companies do not have the habit of thinking in terms of brand
strategies and that they may have to learn from consumer companies. Herte (Skanska) argues that
the B2B companies base their businesses on few customers that they have a close relation to.

Working with consistent brand strategies has traditionally been considered as less relevant and
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that is why Skanska has been focusing on market communications rather than image building
communication. A last argument is that some B2B companies do not even want to be known and

prefer being anonymous (Uggla, KTH; Von Heijne, Starcom).

Ekelin (LynxEye) argues that the problem that is always present when it comes to
communication and brand image building is to measure the effects of it. All communication, no
matter if it is directed to customers or to any other stakeholder, must be seen as an investment
that should result in added value for the company. In other words, all communication should lead
to effects that can be measured as returns on the investment and adds value in the company’s
balance sheet. However, as Ekelin points out, it is difficult to identify and evaluate the impact of
the communication and the more difficult it is to identify the link between the communication
and its impact, the more difficult it is to justify the communication. That is a reason why B2B
companies focus their communication efforts on targets where they think the effects are the

easiest to measure.

Torstensson (Alfa Laval) argues that no matter which stakeholder that the company is
communicating with, the sender, that is the brand, must always be perceived as the same.
Therefore, Torstensson does believe in separating the brand management into different parts
such as employer branding, investor branding and so forth. If a company tries to communicate

different values to different target groups, the brand looses its credibility.

In summery, the interviews show that the most of the studied companies communicate to rather
narrow target groups today. The studied companies appear to be conscious about which
stakeholders that are of strategic importance for them. However, the communication efforts
made by the companies are often concentrated to a few of their stakeholders. Not only do the
B2B companies chose to communicate to a few of their stakeholders, they also tend to choose
rather narrow communication channels. The essential reason to that is that communicating with
all stakeholders is very expensive which forces the companies to prioritize. Furthermore, as the
B2B sector is traditionally based on personal relations many of the companies consider branding
less relevant. Another essential reason to this is also the difficulty in measuring the value created

by communication.

Means of communication

Previously, it has been stressed that B2B companies are surrounded by a number of stakeholders
that they should need to communicate with. At the same time, the communication efforts are
often limited to customers or some of the most important stakeholders. Though, this is still a
general description based on the information collected during interviews with the B2B company
representatives on the one side, and experts on the other side, stressing the problematic situation
B2B companies are facing, However, the interviews have also revealed examples of how some of
the companies try to overcome the problem in order to reach out to the public. These examples

will be describes below.
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The brand is communicated through the staff

Ekelin (LynxEye) stresses the importance of the staff in B2B companies explaining that the staff
may be even more important for B2B companies than for B2C companies. A consumer brand
can be diffused through successful advertising but also by the consumers carrying the brand. B2B
companies, on the other hand, are focusing on having close relations with a limited number of
customers. This implies that personal relations are crucial in the B2B sector. By establishing good
relations with the customers the B2B company aims to obtain long lasting contracts that
guarantee future earnings. As a consequence, B2B companies must assure that the corporate
brand and the core values that the company wants to radiate are integrated in the whole
organization. Because of the importance of personal relations the staff working for a B2B
company must be ambassadors of the brand. Ekelin stresses, that it is specifically important that
the staff working towards external actors are good representatives of the brand. These
representatives may be sellers representing the company towards its customers or staff working

in the purchasing department who are in contact with suppliers.

Many of the interviewed B2B company representatives do agree with the importance of the staff
when it comes to communicate the corporate brand to external actors. Edlund (Rewir) says that
many B2B companies have realized the importance of the staff when it comes to communicate
the brand. Even if it is a consumer oriented company, IKEA is a very good example of a
company that has managed to create a organizational culture that symbolizes the core values of
the brand. Plyhr, agrees with the idea that for a company based on business services such as
Accenture, the staff can be placed on equality with what the brand is and recruitment plays an

important role for the company.

“Planting our core values in the mind of our employees makes them ambassadors of

our brand and that is less expensive than buying advertising space.”
(Lyngenberg, Holmen Paper)

The staff also represents their company in their social life, when interacting with friends and

other people they come in contact with.

“We have about 1500 employees in Sweden and considering the number of people
that each of them know, the number of people that have some kind of relation to

Alfa Laval is quite high.”
(Torstensson, Alfa Laval)

For a company as Skanska, which struggles with the image of a powerful giant in the
construction industry, close and personal relations with the customers helps to change that

perception (Herte, Skanska).

Ekelin (LynxEye) further stresses the importance of a strong leadership and a strong corporate
culture to ensure that the corporate brand is reflected by the employees. The world’s most
successful B2B companies with strong corporate brands are often characterized by outstanding
leaders. According to Ekelin, Jack Welch, the CEO of General Electric and Carl-Henrik
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Svanberg, the CEO of Ericsson are examples of how important the leadership is for the

corporate brand.

The role of public relations

Many of the studied B2B companies consider public relations as an effective way to
communicate with its stakeholders, either replacing or complementing advertising as a mean of
communication. Thor (Geelmuyden.Kiese) points out the cost aspect as the first strength of PR
(public relations). PR is a cost effective way of communicating due to that it does not imply any
media costs. Instead of buying advertising space in the media, PR tries to attract attention in
other ways in order to communicate a specific message or the core values of a brand. Thor refers
to research that has shows that for the same cost, the impact of PR is seven times stronger than
traditional advertising. In other words, an article of a certain size in a news paper gives seven
times the effect of an advertisement of the same size. This is linked to that PR has a higher level
credibility, which according to Thor is the second strength of PR. Credibility is obtained by the
fact that the message is distributed by a third party. Several of the B2B company representatives
do also stress the credibility as the main strength of PR. Edlund (Rewir) believes that PR
generates much stronger effects than advertising, comparing the impact that an article written by
a journalist has with the impact of an advertisement. Torstensson (Alfa Laval) confirms this

information as do several of the interviewees.

The media itself also has an influence on the credibility of the message, which makes the media
choice important. According to Thor (Geelmuyden.Kiese), some news papers may be considered
as more serious and credible than others. An other aspect that explains the credibility of PR
linked to a psychological context. When an individual is exposed to an advertising message it
protects itself with a mental filter. By the fact that an individual chooses to read an article, it will
automatically have a more positive attitude towards the information in it. Reading an article also
implies that the individual is actively engaged in the message and will consequently remember the

content more easily than when being passive, argues Thor.

Hence, the cost-effectiveness and the credibility are the two strengths of PR. However, PR also
has limitations, where the lack of control often is mentioned. Letting a third party be the carrier
of a message may result in higher credibility. On the other hand, Edlund (Rewir) argues that the
sender loses control. It cannot control what the third party is going to communicate of the
information that was sent out originally, nor can it control whether the message will be sent

further at all.

“You can never have 100% control. It is hard guarantee precisely what effects that a
certain campaign will obtain. Many things that you cannot control can happen. You
cannot be sure how your story will be shaped, what images that are going to be
published a the article, which titles that are going to be used, you can not even be
sure that the invited journalist will come to a press conference or event that you

arrange.”

(Thor, Geelmuyden.Kiese)
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Lindegard (E-on) explains that when the storm Gudrun hit Sweden in 2005, a lot of critics about
the energy companies where expressed in the media. The problem for E-on was that the
company was not given a chance to protect itself in the media because all the focus was on one
of its competitors. To resolve the problem E-on had to buy media space express what the
company wanted to communicate to the Swedish population. This is an example pointing out the

lack of control that a company may experience.

Another weakness of PR is that it may be difficult to be persistent argues Bergfeldt (Leon). To be
interesting to the media the company must deliver newsworthy information, which in many cases
means that it must be something new that has not been written about before. This may be a

problem for a company that wants to build up a brand through a long term strategy.

The interviewees give examples of both the positive and the negative aspects of PR as a mean of
communication. Possessing strengths such as cost-effectiveness and credibility that advertising do
not have, PR is in many cases a powerful tool for the B2B companies to communicate to its
stakeholders. However, the lack of control being a weakness of PR the companies may need to
combine both PR and advertising to take advantage of the strengths of both of them. Many of
the B2B companies do consider a combination of PR and advertising as important to create

powerful communication.

“PR and advertising should be mixed and Sandvik considers it as inevitable. PR

activities may results in advertising and vice versa”
(Bergek, Sandvik)

Lindegard (E-on) argues that the combination of PR and advertising had a crucial role for the

launch and establishment of their brand.

To make the combination between PR and advertising as powerful as possible, one could argue
that their respective departments should work in close relation to each other or even be totally
integrated. However, many of the companies seem to have separate departments, the marketing
department using advertising to a higher extent and the PR department using other
communicative tools to communicate with the media and other stakeholders. Often, the PR
department and the marketing department are said to be in close cooperation. However, it is

difficult to evaluate what the interviewees consider as being a close cooperation.

To summarize, the collected information through interviews has contributed to a general
description of the characteristics of the B2B sector today. The interviewees were asked to
mention the stakeholders of their respective companies, revealing that customers, shareholders
and employees are the most important of a large number of other stakeholder groups. However,
even if the companies are aware of the number of stakeholders surrounding them, the
communication efforts generally remain concentrated to a limited number of stakeholders. The
interviews also show that the two essential means of communication of the B2B companies for

spreading their corporate brand are its own employees and the PR department.

25



Empirical data

Trends in the B2B sector

The stakeholder perspective addresses the communication with stakeholders, but does not
address more general trends. This part discusses three general trends, that were identified during
the collection of empirical findings, affecting the B2B sector and the communication with
stakeholders, namely the difficulty of recruiting talents, the change from being product
companies to providing services and offering different functions to customers, and finally the
globalization and threat from potential entrance and the possibilities of entering new markets. It

addresses how these trends affect the communication today and tomorrow.

The difficulty of recruiting skilled labour

The present boom of the Swedish economy is favorable in many ways for the B2B companies
(OECD Economic survey of Sweden, 2007). However, there are certain difficulties even in times
of economic growth. Our interviewees explain that while B2B companies only compete with
other B2B companies for new customers, they face the competition of both the B2B companies
as well as the B2C companies when it comes to other stakeholders. Many large B2B companies
are out-passed by B2C companies in the yearly surveys of most attractive employer. Even among
engineers there are B2C companies that are more attractive than many large B2B companies
(appendix 3). According to our interviewees the future employee is the most challenging

stakeholder in today’s context.

According to Herte (Skanska) the difficulty to recruit attractive competences is one of the
reasons why B2B companies have begun to actively build their brand. The urgency is stressed by
several of our interviewees. Herte adds the large group of employees who do not have many
years left till retirement making the situation even more complex. Finally, the emerging need for a
diversified staff, not only when it comes to competences, but also the cultural and gender specific
aspects. To be anonymous in a highly competitive environment with the need to recruit many and
diversified people is not an easy situation. According to Ekelin, (LynxEye) a group that is

numerous and diversified is difficult to target and is subject to mass communication.

Torstensson (Alfa Laval) describes the situation of having a positive image of the company in the
eyes of the general public. He predicts that the narrow communication towards universities today
will be less effective than before. This is due to the increased competition of targeting the
universities. To face the competition B2B companies need to find alternative ways of
communicating with potential employees. To have a positive image outside the traditional groups
can become an important advantage. The trend that B2B companies focus their communication
to future employees on universities is supported by other interviewees. Ramstedt (Monster) adds
a second dimension to the complexity of this problem. A company focusing its communication

only towards universities risks remaining unknown to talents in other companies.

Consequently, many individuals with competences relevant to B2B companies do not even
consider the B2B company as an employer. According to Ramstedt (Monster) traditional
attributes such as career possibilities and an international working environment have always been

the most attractive attributes. But today’s students are attracted by other attributes as well.
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Attributes that correspond to their self-image. The case of group identity has already been
stressed eatlier but is applicable on the situation described here as well. The well-known ICA
commercial is an example where the humor and the self-examination increased the number of

employee applications, but did little to improve the turnover of the company (Ramstedt,
Monster).

The need to identify with the employer demands a lot from the company and its brand
(Ramstedt, Monster). To create awareness may be difficult, to maintain and keep the employees
loyal tend to be even more difficult. In a survey, Monster asked people what makes them loyal to
their employer, the result is presented below. The table shows that 2/3 do not consider salary and
career as the primary driving forces of loyalty, and will consequently demand other benefits in

order to be loyal to the employer.

Table 4. Employer loyalty (appendix 3)

What makes you loyal to your employer?

1. A non-restricted working environment 28 %
2. I am not loyal to my employer 26 %
3. Possibility of a career 15%
4. Sympathetic colleagues 14 %
5. High salary 14 %

The problem of being anonymous to the general public from a recruitment perspective is
imperative. Not only is it one of the three important stakeholder groups identified earlier, but the

competition is also intense compared to the customer stakeholder group.

The transition from products to services

One often forgets that many of the B2B companies do not provide products but services. They
differ in their communication focusing less on the advanced technology and more on the benefits
a certain relationship can provide (Plyhr, Accenture). However, they recognize that they are not
dealing with individuals and therefore the relationship ought to be a professional one, exemplified

by Accenture and the advertisements with Tiger Woods communicating high performance.

Several interviewees indicate that there is a trend today that traditional B2B companies tend to

provide services or solutions rather than products.

“We always try to improve ourselves. What we have realized is that the products
cannot be improved as much as the personal aspects of Holmen paper can be

improved. Consequently, it is a matter of improving services, local presence,
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customer support, and in cooperation with our customers develop new products. We
try to position ourselves not as one of the colossal companies but rather as a smaller
company with the message small is beautiful. Holmen Paper should be pleasant to

work with and the response to questions should be immediate.”
(Lyngenberg, Holmen Paper)

The importance of relationships in the service sector has implications for the companies
involved in the transition. However there is a contradiction in the message communicated by B2B
service companies and the purpose of such communication. The wish to have a personal

relationship, but at the same time not too personal.

“The consulting firms have a special position. Their relationship with customers is
highly professional. Therefore, advertisements in the situation-vacant column has
become an important technique of building the brand, since the advertisements
describe the people working for the firm. The idea is that it reassures the customer
who becomes confident in the services of the firm. Almost 50% of these

advertisements do not target potential employees but rather business customers.”
(Ramstedt, Monster)

Ramstedt adds that many of the recruitment advertisements by B2B service companies are

actually pure business communication. They present the skills and competences of the company.

Many of the B2B companies interviewed stress that they offer more than a product. The need to
build personal and strong relationships is another indication that B2B companies focus on
something more than the product. When building strong relationships in the service sector the
employees are priority number, their personality and competence can be communicated in several

ways.

Globalization, new markets and new competitors

The globalization trend is similar to the recruitment trend described earlier. The crucial part is for
B2B companies to realize that the competition is not limited to the B2B sector nor is it limited
geographically. Many B2B companies stress that they have been active in the international arena
for several years and managed to establish a reputation in several countries. Many interviewees

regard the globalization factor as the most important brand challenge in the near future.

“The challenges facing the brand Sandvik is to maintain the strong position on

current markets and communicate our message on new markets.”
(Bergek, Sandvik)

The difficulty of entering a market where you are completely unknown is often commented in

the interviews.

“Skanska has a tradition of limited image communication (..) the construction

industry in general do not build awareness through paid medias. When we wish to
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enter a new market, we focus on what is typically B2B marketing, including meetings

with potential customers and Key Account Management.”
(Herte, Skanska)

The international context also provides possibilities. Herte (Skanska) explains that a successful
project in the USA can lead to another contract in Sweden. Thus the competition on the
domestic market includes far more factors than previously described. Both the supplier and the

customer side is affected by the globalization.

“The customers in the paper industry are more professional today than they were 20
years ago, when the business communication was dominated by simple orders (...)
The situation today is completely different with new competitors from Asia (...) The
globalization today has opened up the economy and the competitive environment is
much more intense. This affects both the customer side but also the supplier side.
The Asian companies are seizing every possibility to buy recycling paper, which

increases the prices on these inputs which affects our profitability.”
(Lyngenberg, Holmen Paper)

The trends differ in urgency, where the recruitment situation appears to be the most urgent
according to our interviewees. The competition is in some ways increasing and the protected B2B
markets are opening up in many ways, for example competition from B2C companies, the

mergence of the product and the service sector, and from other countries.

Communicative needs in the B2B sector

This part addresses the needs related to communication and brand in the B2B sector. How is a
single stakeholder in a stakeholder group organized, and how does the stakeholder act in certain
situations? In order to clarify the relevance and importance of the information, the empirical data
has been presented in an order starting from an industrial level, mainly focusing on the B2B
company’s position in the value chain, and gradually changing to a more individual level,

emphasizing behavioral aspects and the individual.

The structure of demand in the B2B sector

There is a hierarchy in each organization. What is often overlooked is that there is a hierarchy
outside each organization. All B2B companies are aware that they are a part in a complex value
chain, but according to our interviews few choose to address the threats and possibilities of

being the supplier of a supplier.

A typical example of the threats that the end-users represent to a company further down the

value chain is the entrance of information technology replacing the use of other products. Paper
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is one of the products that can be replaced by I'T-products. Lyngenberg (Holmen Paper) explains
the brand challenges facing their brand.

“Firstly, it concerns the product area, the competition from the digital media will
evolve. From the beginning of the 1950’, new media ranging from commercials on
the radio to TV and cinema commercials and other novelties, people claimed that
there would be no more paper documents in the offices. However, this prophecy
never became reality, instead it lead to two parallel paths that remained separate until
the new millennium. But something changed in the year 2000, the development of
such medias boomed. Even though newspapers today do not make large profits from

their web editions, one still has to be alert to what is going on.”
(Lyngenberg, Holmen Paper)

A more complex example is the case of Delaval and the dairy industry in Thailand. Delaval
provides farmers with various solutions for milking (www.delaval.com, 2007-06-01). The
government of Thailand has a vision that its population should be x cm taller in the future, and
Delaval recognizes their importance in the vision. The picture becomes even more faceted when
you remind yourself that TetraPak is the owner of Delaval. Both companies wish for the whole
dairy market in Thailand to grow and try to influence the market in various ways. (Delviken,
Delaval)

The three companies, Holmen Paper, Delaval, and Tetrapak, are present at different levels of the
value chain. Holmen Paper is furthest down the industrial value chain and Tetrapak is closest to
the end-user. Is there a relationship between the level in the value chain at which an industrial

company is present and the need to communicate with the general public?

Many of the interviewees have stressed the importance of communicating their part in the final
result, the end-product. The communication can be simple as in the case of Higglunds drives,
who mark their presence by coloring their industrial drive solutions red. They complement this
awareness building with communication targeted at the end-user, for example paper mills

(Omnell, Higglunds Drives).

Other B2B companies are less visible in the end-product, but still recognize their importance in
the final result. Sandvik is one of these companies, they are an engineering group in tooling and
materials  technology providing services for mining and construction companies
(www.sandvik.com, 2007-05-30). Bergek (Sandvik) stresses that their products are used both to
construct pipeline systems necessary for households as well as the material in our razors. They
have chosen to communicate their importance in our daily life by communicating the end-result
rather than the products themselves. In the following quotation, Bergek comments an

advertisement that can be found in appendix 4.

“Since the products of Sandvik are present far back in the value chain, we have to
reconsider the situation of the the final customer to demonstrate the value added by

Sandvik. One example is an advertisement where a person rides his bike down a
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street in the middle of Manhattan. Sandvik was an important supplier when it came
to developing the water supply system on Manhattan. The idea of the advertisement
was to illustrate the end-result of the solutions provided by Sandvik, that a person in

New York can easily get access to water.”
(Carl-Henrik Bergek, Sandvik)

This emphasizes that the position in the value chain can be complemented with the importance
of the B2B product’s importance in the end-result when it comes to communicating the presence
of B2B companies. Bergek (Sandvik) stresses that it is important to simplify the message
communicated to people outside the industry. Another way to stress a companies importance to
the general public and present the results as popular science is to combine B2B products with
B2C products. The renowned Sandvik-saw was disposed of by Sandvik, consequently loosing a

way to communicate the brand Sandvik with the general public (Bergek, Sandvik).

Delviken (Delaval) presents an interesting point of view. He highlights that many companies
considered to be B2C companies are in reality B2B companies communicating with the end-
customer. The target group is obvious to these companies, but what is the actual difference
between these B2B companies and the ones we have interviewed? The difference is that these

products are the essential part of the product used by the consumer.

“In these questions, the relevance of the product, and the link between quality and
the end-product must be unquestionable, as in the case of GoreTex. A milk machine
that can handle enormous amounts of milk per minute is not comparable with the

GoreTex case.”
(Delviken, Delaval)

A sector where the quality is extremely difficult to certify is the service sector. An example is the
insurance company If who provides different B2B and B2C companies with insurances that
complements their product. The interviews reveal that as much as 50 % of the annual turn over
is from the complementary business (Hellman, If). Many clients wish to emphasize that If is
responsible for the insurance service, for example in the cooperation with SBAB. Other clients,
such as the car manufacturers, wish that their customers associate everything in the buying

process with no other than the car manufacturer, explains Hellman.

Thus there seems to be certain obstacles limiting the need of B2B companies communicating
their presence to the end-user and the general public. Another obstacle is present in some B2B
industries. Lyngenberg, Holmen Paper, describes the nature of the paper industry as in some
ways relatively uncompetitive. To communicate the presence of Holmen Paper to the general
public could harm the company more than it would benefit from the communication, engaging

the company in a price war.
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The decision making process in the B2B sector

Several interviewees stress different aspects relating to the difficulty of identifying the decision
maker. To point out the actual decision maker appears to be equally difficult to understanding the
many influences that affect a decision maker. Based on the value chain perspective discussed
eatlier, we have chosen to continue the move from a macro perspective to a micro perspective

when presenting the different roles related to decision making,

Decisions made by organizations

The customers of B2C companies can influence the intermediaries, which reveals a certain
complexity of the B2B company’s relationship with their customers. However, there are more
aspects to the complexity of the B2B company’s customer. The empirical findings highlights that
the buyer can be both a single individual but also a group of people. Thus the different roles of
the group have to be identified. Two interesting cases have been highlighted during our
interviews. First is the case where the decision maker is difficult to identify due to the hierarchical

structure of the buyer.

“It is not always the person who signs the contract who is the one taking the
decision. (...) An example was the purchase of a new switchboard for the agency.
The person that contacted suppliers and collected the offers was the one who
evaluated the offers, but in the end it came down to the CEO who was the decision

maker”.
(Von Heijne, Starcom)

The second example is when structure may be straightforward but due to the complex needs and

how the buyer wishes to use the product the question is redirected to another decision maker.

“Working for Ericsson I experienced the difficulty of identifying the most important
person on the customer side that ought to be contacted. It is not always the
managers of engineering that need to be approached but rather the marketing
director depending on how the customer intends to use the product or service. These
people do not always attend trade fairs and thus it may be important to find other

channels to communicate with these groups”
(Edlund, Rewir)

Sometimes, the customer may be extremely complex and a great number of people are involved
in the decision making process. A typical example described earlier is the case of Vasakronan.
When it comes to renting a new office the customer usually lets a group of 4-5 people collect
information and evaluate the different offers. The group then returns to its company and
presents the information and asks the employees of their opinion and preference. In the case of
Vasakronan the decision makers appear to be a group of 4-5 people, in addition there is a large

number of people being included in the buying decision. (Méller, Vasakronan)
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Decisions made by professionals

The complexity of the decision making process in the B2B sector is not limited to identifying
decision makers and influencers. The decision maker itself can sometimes be rather complex.

Hellman (If) comments on the different types of B2B customers in the insurance industry.

“The big companies have departments that only work with insurance, these are
sometimes referred to as risk managers. In the small to medium companies it is often
one of numerous decisions the CEO makes on her own. Consequently, the decision
for small to medium companies become more emotional compared to the decisions

made by large companies.”
(Hellman, If)

Delviken, Delaval, confirms this description of the B2B sector. He explains that many small
farmers differentiate from the large farmers since they do not have the possibility of an extensive

analysis of the offer.

Moreover, the B2B decision makers may be professionals at work, but one tends to forget that
they have a private life similar to the life of any other B2C customer. Edlund (Rewir) stresses that
we are in many ways the same people at work and at home. Edlund adds that this becomes
particularly important to companies who are both B2B and B2C, where messages and
experiences tend to spill-over. To influence the target when it least expects it has several
advantages, especially in the B2B sector where products are difficult to differentiate and all
competitors are using the same media channels. Von Heijne (Starcom) explains that such a
strategy would have a stronger impact since it will not be directly compared with the

communication of competitors.

Decisions and the social environment

The desire to communicate the level of technology of the products in the B2B industry has
already been stressed. However, the case of Vasakronan highlighted that the receiver, or receivers,
of the communication may not be interested in the same features as the actual decision makers,
and at the same time they affect the decision makers. A general example where the environment
is important is the recruitment of soldiers to the Nordic Battle Group. Thor, Gelmuyden Kiese,
suggests that a communication focused only on the person that is to be recruited may be less
successful. This is an extreme decision that will certainly be influenced by several people, mostly
by person’s relatives and people who are close to the person. To attract this talent one has to
identify the influencers and adapt message to these influencers, who in some cases may actually

be the decision maker.

The case can also be illustrated in a typical buyer-seller relationship. Not only do decision makers
ask for advice before the decision, but also need confirmation after the decision has been made.

Hellman (If) describes the following situation:

”The importance of brands when doing business with large B2B companies is that

the decision maker feels more confident telling his colleagues and the managers that
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he has signed a contract with the market leader, known to everybody, rather than
telling the managers that he signed a contract with a completely anonymous

company.”
(Hellman, If)

The importance of being accepted by the group with whom you work can be stressed in many
ways. Interviews show that we need confirmation from individuals, groups, and formal
organizations. The general importance of different influencers evolves over time which is
confirmed by Ramstedt (Monster). He comments on the question: whether the company and the

identity of the company is the most important decision making factor for students today?

”This is true to a certain degree. The importance of the brand tends to increase
compared to the physical attributes of the job offer (...) the question is complex and
involves factors such as group identity. A group identity can be Manchester United or
any brand that is attractive and that makes you feel as a part of a group. In this sense
the traditional family structure is being challenged by brands and different group
identities. If we consider the labour market in the southern Europe the family is very
dominant, you should work where your parents worked. In the northern Europe the
employer tends to take over the role of the family. Especially B2B companies try to
participate in the family activities. There are many services offered to families today

such as insurance and childcare.”
(Ramstedt, Monster)

”There has always been a relatively large group of people, in some American surveys
as large as 30% of the population, who is influenced to a great extent and their
decision is based on the opinions of family and relatives. The acceptance from these
influencers concerning the choice of employer is of major concern. It is a question
of prestige to be able to tell ones environment that you are proud of working for a
certain company. If this group would grow even bigger it would put enormous strain
on the brand. Companies would have to communicate the brand to a broader
audience so that the employee can receive confirmation regarding the superiority of

working for a certain company.”
(Ramstedt, Monster)

The pride from working for a certain company has been stressed in several interviews. Many B2B
companies feel that this admiration is of great importance. However, when asked to define or
describe the pride, the answers are relatively evasive. Sometimes it is described as admiration for

the companies success, or participation in local communities.

The relationship with influencers of other stakeholder groups is even more complex, and
sometimes more difficult to target. As described earlier, the family can be targeted by offering
relevant benefits such as childcare. The case of companies who are both B2B and B2C

companies is illustrative for the complexity of relationships.
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“To be both B2B and B2C is not always positive. For example, Posten is a company
that people love to hate, changes in the organization are not popular. The awareness
of the B2C activities could easily affect the B2B activities as well, even if they are

unrelated.
(Von Heijne, Starcom)

Von Heijne (Starcom) highlights the threats, but also the possibilities of such a company. A
company active in both sectors needs to communicate a coherent image of the two activities or it
may confuse and affect especially the B2B target group. The B2B decision maker has a dual
relationship with the brand, but is also affected by completely different influencers. The
possibility is that such a company can reach out both to the B2B decision makers and through
the communication of the B2C products affect one of the groups that influence the B2B

decision makets.

This is a perfect example of communicating with the decision maker and the influencer at the
same time, but also in different contexts. Therefore we wish to explore how this communication

can be done in order to later on explore the relationship between the two.

The message communicated to B2B decision makers

In an industry where the technology is often complex, the products and their attributes easily
become the main focus of both the supplier and the customer. The situation is sometimes rather

extreme and consequently important in the buying process.

“Our customers are very competent, well educated engineers, some of them know

our products and solutions as well as we do”
(Westerlund, ABB)

However, he continues and adds that the brand has other purposes. He explains that the brand is

one of the fundamental factors influencing the customers when they consider potential suppliers.

Assuming that the customer is only focusing on product attributes has other implications. Forser
(Sveriges Annonsorer) refers to his experiences of B2B companies as focusing more on
measurable product attributes and sometimes overlooks the interaction and consequently the
relationship the customer has with the product. He compares it with different B2C companies,
for example Apple is user friendly while Microsoft still struggles with communicating this

friendliness.

One of the most illustrative examples is presented by Alfa Laval, who during a trade fair in
Frankfurt chose a rather unconventional way of communicating their expertise. They replaced
the products usually exhibited in the exhibition stand, with a two cubic meter block of ice. The
purpose of this alternative exhibition stand was to communicate the innovativeness and

competence of Alfa Laval (Torstensson, Alfa Laval). Torstensson argues, that if they were able to

35



Empirical data

keep the block of ice from melting in the middle of warm spring in Frankfurt potential partners
would be convinced that their products would be equally outstanding, Therefore, the relationship
in this case was not only built on the competence of Alfa Laval but more importantly on the

feeling that they could deliver what they promised. (Torstensson, Alfa Laval)

The importance of proving that the company can actually deliver is stressed by several

interviewees.

“Our brand includes a brand promise. The customers that are used to doing business
with us know that the ABB products and solutions are of good quality, delivers what
we have promised and in cases of emergency the customers know that they can rely
on our support. These promises are included in the brand and are not always easy to

formalize in a written contract.”
(Westerlund, ABB)

The importance of reliability is further stressed by Bergek (Sandvik). He classifies the attributes

communicated into product and emotional attributes.

”Our customers are concerned with the combination of product and emotional
attributes, such as quality, reliability, technological features and the importance of
local support, skilled people who can assist them both when they face problems but

also to evaluate the product and how it is used.”
(Bergek, Sandvik)

According to the quotes our B2B companies wish to build a close relationship with their
customers, but many B2B companies struggle with the problem of becoming more personal.
Even though they only communicate their products and the benefits of those products people
are likely to personalize the company in one way or another. One example is Skanska, a leading
international construction group (www.skanska.com, 2007-06-01). Their brand challenges can be

described as follows:

“To increase the awareness and interest in Skanska outside the construction industry
(...) but also to increase the awareness of Skanska in new markets for example the
American market where the growth potential is substantial, the level of awareness on
the Swedish market is already satisfying and the challenge consists in changing the
image of Skanska from a colossal construction company to a more personal

company.”
(Herte, Skanska)

The effects of being perceived as a more personal company have had major implications for the
Skanska group. Recently, Skanska signed a contract worth SEK 7 000 M. According to Herte
(Skanska) this was owing to the values of Skanska presented by the CEO in person. The client
was willing to accept the offer because they felt that their values corresponded and consequently

that Skanska was someone with whom they wished to cooperate.
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The case of Skanska does not only stress that the companies interviewed find it crucial to prove
that the company can deliver, but also that it is difficult for a B2B company to prove to its
customers that their offer is better than the offers of competitors. The problem is confirmed by
Moller (Vasakronan). Vasakronan is one of the leading property companies in Sweden, and is

known for focusing less on the product than the values of Vasakronan.

“The message that we want to communicate is that Vasakronan is a specialist when it
comes to offices but an expert when it comes to people. (...) We realized that our
product or service is more linked to emotional attributes rather than physical
attributes... since B2B products become more and more similar the important

feature that differentiates the product from other products is the emotional factor.”
(Moller, Vasakronan)

The examples presented above mostly highlight the buyer-seller relationship. However, it is
important to underline that the emotional aspects can be applied to any stakeholder relationship.

Thorstensson, (Alfa Laval) concludes:

“A relationship has to be built around something that is relevant to the customer. We
should not delude ourselves in believing that we do not need products, because we
do. But to differentiate a product based on a technology that has been present for
many decades needs to be done in a relevant and positive way (...) If everyone
chooses to demonstrate their many products and adds some disco light to the show

case the differentiation factor can be seen as very low.”
(Thorstensson, Alfa Laval)

In summary, the B2B sector is in many ways suitable for narrow communication, yet the
interviews indicate that there is a need to communicate with the environment surrounding the
target group. However, some needs tend to be limited to certain companies. Therefore we will
present the empirical findings that highlight different factors which limit the need to

communicate to a broader audience.

Aspects of mass communication
Hitherto, the empirical data has highlighted a broad perspective of the relationship B2B

companies have with their stakeholders. However, the communication highlighted so far has
more or less focused on the one-to-one relationship, rather than the relationship they have with
stakeholder groups. In which cases could mass communication be an interesting mean of

communication to reach out to the general public?

37



Empirical data

Mass communication to reach stakeholders
Johan Ekelin (LynxEye) presents his point of view of the problem. The decision about which

communication strategy to use must be based on the specific situation. In other words, the
communication channel will depend on the nature of the target that is to be reached. According
to Ekelin, communicating to the general public through so called broad media is interesting when
the people that constitute the target are numerous and diversified. Ekelin gives examples of how
the number and diversity aspects can be applied on customers as well as on shareholders and
employees. First, the company’s customers may be constituted by a large number of actors at the
same time diversified, either geographically or by their nature. Second, the staff may be
constituted by a large number of people and at the same time be diversified in terms of
competences, for instance. Third, the shareholders may be many and diversified as well. Our
interpretation of the point of view expressed by Ekelin, is that number and diversity could be
applied on any stakeholder group. As long as a stakeholder is constituted by many and diversified

actors, using large communication strategies becomes an interesting option.

Holmen Paper is an interesting case in from this point of view. One of the most important
stakeholder of Holmen Paper is their suppliers of wood, which is essential ingredient for paper

production.

“The land that we own on our own only contributes to about 15% of our needs of
wood. This implies that the remaining 85% has to be bought from private land

owners”’
(Lyngenberg, Holmen Paper)

Lyngenberg further explains that, of course, many of the private land owners are farmers who
sell wood as part of their business. In contrast to these farmers, with whom the relation is rather
professional, many of the suppliers are private persons living in the country. In addition, more
and more of these private land owners live in the cities, due to the continuous urbanization or
because they may have inherited the land. Thus, the relations to many of their suppliers tend to

be similar to consumer relations rather than business relations.

Hence, the stakeholder group “suppliers” is diversified in two ways. First, it is composed of both
farmers and private individuals. Second, these private individuals are diversified by the fact that
some of them live in the country and some in the cities. Referring to the point of view expressed
by Ekelin (LynxEye), due to their diversity the suppliers could be subjects for Holmen Paper to
communicate with the general public. However, the number of suppliers is still limited which
may explain why this is not considered as a priority for Holmen Paper. Lyngenberg (Holmen
Paper) makes it clear that the general public remains a subordinate target group when it comes to

the communication of the Holmen Paper brand.

“We rather focus on the stakeholders that are essential to us, that means our
customers, our suppliers and our shareholders. (...) Another important target group is
our employees and we know the importance of using them as ambassadors when

they are in contact with their external environment. If we plant our core values
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among them, they are the best channels to reflect a positive image. It is better than

advertising.”
(Lyngenberg, Holmen Paper)

In other words, despite the diversity of their suppliers, they are not numerous enough to
communicate with them trough large communication channels. However, there are other cases
when mass communication gets more relevant. One example is when a B2B company is
supplying a large number of customers. If, the largest insurance company in scandinavia, has
about 300 000 business customers (Hellman, If). During the autumn of 20006, If rolled out an
advertising campaign in Swedish television raising the brand awareness from being 24% in the
autumn of 2005 to 55% in the beginning of 2007 (www.dagensmedia.se, 2007-04-27).

We earlier mentioned that according to Ekelin (LynxEye), number and diversity justifies mass
communication to reach the companies shareholders or the investor market in general. Ekelin
explains that when the number of shareholders in a company is very large, the company almost
becomes a public interest which is the case for some of the largest companies on the stock
exchange market, such as Ericsson or Telia. On the other hand, Ramstedt (Monster) mentions
that such companies, that are listed on the stock market, tend to get a lot of attention in the
media, which makes it less relevant to invest in advertising space to communicate with the general
public (Ramstredt, Monster). But what if a company is about to get listed on the stock market?
Could it be relevant for such companies to create awareness of their brand and thereby try to
maximize the initial prize at the introduction? At the time of writing, two of the companies
included in our research are expected to be listed on the OMX stock exchange during the year
2007, namely Higglunds Drives and Vasakronan (appendix 5 and 6). As we have mentioned
earlier, Vasakronan have been investing large amounts in television advertising. According to
Moller (Vasakronan), the purpose was to increase the awareness of their brand among the people
in Sweden that work in offices. However, what effects could such communication investments
have on the value of the stock once that the company will be introduced on the stock market?
Could the intention of the communication of Vasakronan also be to strengthen the brand among

future shareholders?

Bergfeldt (Leon) mentions an other example related to investors, that could motivate why B2B
companies should communicate through mass communication. Bergfeldt (Leon) argues that for
companies whose strategy is to expand through acquisitions, having a strong corporate brand can
be crucial to create trust among the employees of the acquired company and to make the staff

face change with a positive attitude.

Mass communication to reach influencers

As explained above, Ekelin (LynxEye) uses number and diversification as two structural factors
to justify when a stakeholder can be communicated with trough mass communication. According
to him, the three primary stakeholders for any B2B company are customers, shareholders and

employees. In addition to these three, Ekelin argues that companies being that large they have an
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impact on society may consider politicians as a major stakeholder as well. In that case, it can be
interesting for the company to communicate to the general public in order to create public

opinion and in that way influence political decisions.

The case of Vasakronan, described in the introduction of this thesis, is an illustrative example of
how a company can use mass communication to reach a numerous and diversified group of

influencing individuals.

“It is an interesting case. (...) There are not many B2B companies that communicate

in such a broad media, it is very expensive. TV4 implies a very high cost per contact.”
(Forser, Sveriges Annonsorer)
Moller (Vasakronan) explains the motive to such a communication strategy:

“Our strategy has been to use a B2C strategy on a B2B market. That is due to that
there are perhaps 65 000 people working in our offices and we have a 10% market
share. Our target group is thereby between 650 000 and 750 000 people, considering
that we want to reach all people working in offices. That means that we do not only
want to reach de final decision makers, who are about 4000, but we want to reach the

complete target group which is about 750 000 people”
(Moller, Vasakronan)

Moller (Vasakronan) further explains that it is important to build brand awareness among all the
people who could potentially work in the office premises of Vasakronan, due to that they are
considered to have influence on the decision. As we mentioned in the discussion about mass
communication as a means to communicate directly with stakeholder in the previous section,
Vasakronan is expected to be introduced on the OMX stock market during the year 2007. Is it
possible that the idea of communicating with influencers also could be relevant from a
shareholder perspective? In an article published in Dagens Nyheter (appendix 6) on the subject
of the introduction of Vasakronan on the stock market, the CEO of Vasakronan Hakan
Bryngelson explains that the reason to the advertising campaigns is rather commercial, without
mentioning whether the future shareholders are targeted as well. Due to that the article was
found at the end of the research, the question was not asked directly to Méller (Vasakronan)
during the interview. Consequently, the question whether the advertising campaign has any

connection to the future stock market introduction remains unanswered.

In summary, number and diversification are factors to take into consideration when deciding

whether to use mass communication to communicate to a target group or a group of influencers.
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| heoretical framework

Introduction

The purpose of the theoretical framework is both to introduce our readers to aspects that are
important to be aware of in order to understand the problem of this thesis and to present the
theories that are going to be used in the analysis later on. Therefore, this part is divided into four
parts, an introduction to relevant aspects of the B2B sector from a branding perspective, a

stakeholder approach, communication theory, and finally brand theory.

Characteristics of the B2B sector

The B2B and the B2C sector are different on a certain number of points of view. Therefore, we
consider it important to start by introducing the reader to the characteristics of the B2B sector.
After having clarified the main characteristics of the the B2B sector, a number of factors that

highlight the relevance of branding in B2B will be given.

Derived demand

The literature describes numerous examples of the particularity of demand in the B2B sector.
Based on the study of several sources, Kotler and Pfoertsch (2006) give the following description

of derived demand which we find applicable on our empirical data.

“Generally, the demand of B2B companies is derived demand pulled through the

chain as a result of demand for the final end product.”
(Kotler & Pfoertesch, 20006, p. 22)

In other words, the demand coming from the final consumer is not based on specific materials or
products but on solutions of problems. The authors exemplify this with the production of

silicone, which is needed to produce microprocessors which in turn will constitute a part of PC:s.

This situation makes industrial demand “more volatile than consumer demand” (Kotler & Keller,
2006, p. 211). If research finds that a new material is better for the production of
microprocessors, the demand of silicone will fall while the demand of PC:s is unchanged. For the
company producing silicone, the falling demand for silicone could be disastrous. In the same way,
the company producing microprocessors based on silicone will have difficulties in changing the

production of microchips while the company producing PC:s will just change supplier of
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microchips. (Kotler & Pfoertsch, 2006) In other words, the earlier in the supply change, the
higher the risk for volatile demand.

Buying behavior

Another B2B characteristic which differentiates the demand a B2B supplier faces from the
demand a B2C supplier faces is the buying behavior of customers. Kotler et al. (2002) explain the
traditional view of the B2B customer’s buying behavior, but emphasize that in reality it is rather

complex.

“Business buyers are subject to many influences when they make their buying
decisions. Some marketers assume that the major influences are economic. They
think buyers will favor the supplier who offers the lowest price or the best product or
the most service. They concentrate on offering strong economic benefits to buyers.
However, business buyers actually respond to both economic and personal factors.
Far from being cold, calculating and impersonal, business buyers are human and

social as well. They react to both reason and emotion.”
(Kotler et al., 2002, p. 244)

We interpret Kotler et al. (2002) as suggesting that business buyers are both rational, considering
their reaction to reason, price, product and service, but also irrational to some extent, being

influenced by emotions.

The interpretation is somewhat confirmed in the literature. Both Kotler et al. (2002) and
Kauffman (1996) explain that certain categories of sources can be distinguished in the literature.

Three categories highly relevant to our thesis can be found in table 5.

Table 5. The main influences on business buying behavior (modified from Kotler et
al., 2002 p. 245)

Environmental Organizational Interpersonal
Level of primary demand Objectives Authority
Economic outlook Policies Status

Cost of money Procedures Empathy
Supply conditions Organizational structure  Persuasiveness
Rate of technological change Systems

Political and regulatory developments

Competitive developments
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According to table 5 we consider that the sources of influence related to the organization
indicate that an organization is rational in its behavior, but that the persons and their
relationships suggest that the final buying decision may be everything but rational. Except for the
organizational and interpersonal level we have to consider the environmental level as well. To
categorize the environment as rational or irrational does not make sense. Nevertheless, we
interpret the environmental factors as sources that can make the organization or individual more
or less rational. If regulatory factors are important to customers the buying behavior will tend to
be more rational, since it does not appeal to emotions but rather the reason of the buyer. The
factors found in table 5 under environmental are relevant to some degree since a few of them can
address questions raised in the empirical findings. However, we will not address the specific
factors in the table, but rather the different levels of influence and their complex relationship.
They will present our point of departure when addressing issues in the empirical findings related

to influence.

Many of the environmental, but also the individual aspects, relate to both the B2B sector and the
B2C sector. Though, the organizational level is more B2B specific. Since, the thesis focus is B2B
and not B2C, this aspect needs a more profound explanation. Kotler & Pfoertsch, highlight the

fact that there are many persons with different roles involved in the process.

“The greater the cost and risk of a new task, the more people are involved in the

buying decision and the longer it takes until they come to a decision.”
(Kotler & Pfoertsch, 2000, p. 25)

For each buying situation, depending on the importance and the nature of the purchase the
number of people involved will vary. According to Kotler and Pfoertsch (2006) marketing
literature generally group the different people involved into the following roles: initiators, users,
influencers, deciders, approvers, buyers and gatekeepers. Below are the descriptions of these,

either sited or based on the descriptions made by Kotler & Pfoertsch (2000).

“Initiators are generally those who detect that there is a need for something and subsequently
request a product or service. They may be front line employees or high level managers” (p. 20).
The user is the person or group of people that finally is going to use the bought product or
service. “The influencers are people that have the power to guide the buying decision by defining
specifications or providing further information for the evaluation of alternatives” (p. 26). “The
final decision of the purchase is made by the decider” (p.26). The approvers are people “who
have the authority to approve or disapprove” (p. 20) the decision before it is made. “The buyers
are the ones who are formally authorized to select the supplier and arrange the purchase
terms” (p. 26). “Gatekeepers are all people who have the power to control the information flow

to the members of the buying center (purchasing agents, receptionists and telephone operators,

etc))” (p27).
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The complexity of the buying behavior continues. Porter (2004) explains that often a large
number of people from different departments and with different disciplinary profiles is involved

before a final decision is made.

“The identity of the specific person or persons who make the purchase decision will
influence, if not determine, the value attached to a product. The decision maker may
not necessarily be the person who pays for the product (e.g, the doctor, not the
patient, chooses drugs) and may be different from the user (e.g., the purchasing agent
chooses a product used in the plant). The channel may also make its own decision

about whether to stock a firm’s product and whether the firm is a desirable supplier.”
(Porter, 2004, p. 140-141)

Finally we would like to stress the importance of the product in the buying behavior of business
customers. According to Kauffman (1996), the role of the product is stressed in various
literatures, but we have chosen to highlight the role of the product from a brand perspective,

arguing that it can more easily be related to brand theory later on.

Kapferer (2004) explains that brands are valuable to customers because they reduce perceived
risk. Therefore, products or sometimes services that have little or no perceived risk do not
benefit from strong brands. Kapferer (2004) notes that the perceived risk increases as the unit
cost increases, a poor choice will affect the buyer to a greater extent. Furthermore, the perceived
risk will depend on the situation, for example the way the buyer chooses to use the product,
sometimes the risk may be reduced if it is used in combination with another product, sometimes
the effect is the opposite. Moreover, the risk is increased when it comes to products that are
opaque. Products that are opaque have qualities which value is difficult to determine before the

consumer has experienced the product herself or himself.

Kapferer (2004) distinguishes three categories of transparent and opaque products depending on

their characteristics:
* Products where the qualities are noticed by contact, before buying
¢ Products where the qualities are noticed uniquely by experience, after buying

* Products where the qualities cannot be verified even after consumption (credence) and which

you have to take on trust

Finally, the perceived risk will depend on the consumer and her level of involvement (Kapferer,
2004). Although the unit price may be low and the perceived risk associated with the situation is
low the consumer could still perceive the risk to be great if he or she believes that small

differences have great importance.
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Brand relevance in the B2B sector

According to Kotler and Pfoertsch (20006), there are to two major driving forces affecting the
B2B sector, namely the globalization and the hypercompetition. From the globalization and the
hypercompetition results a number of facts emphasizing the relevance and importance of
branding in the B2B sector. First comes the proliferation of products and services. The growing
number of global companies providing similar products and services makes it more and more
difficult to differentiate a company from another. This shows the importance of strong brands

for B2B companies.

“Technical superiority is no longer the only crucial factor to success. In markets
where products and services are becoming more and more conformed to each other,
almost identical, a strong brand may be the single characteristic that differentiates a

product or service from competitive offerings.”
(Kotler and Pfoertsch, 20006, p. 40-41)

Another fact justifying branding is the increasing complexity of products, according to Kotler
and Pfoertsch (2006). By that, the authors mean that while the products and services provided by
B2B companies are developed into more and more complex solutions, brands become a way to
simplify the complexity of information. The third and last fact making brand relevance evident is
the high price pressures dominating the globalized markets. Technical or functional advantages
do not justify higher prices, as competitors rapidly will offer the same for a lower price. On the
other hand, brands can permit companies to have higher margins than competitors, providing an
additional value for customers (Kotler and Pfoertsch, 20006). This will be further explained in the
brand theory part later on.

In addition to the driving forces introduced by Kotler and Pfoertsch (20006), there is a third
driving force that affect the B2B companies and the brand relevance, namely the increased
importance of integrated solutions. Windahl (2007) explains that the literature on integrated
solutions suggest that there is a linear process, where B2B companies go from offering products,
to offering services, and finally integrated solutions. Although, Windahl (2007) opposes this
generalization, she identifies factors affect the demand for integrated solutions. First, the
constantly declining margins in the B2B sector makes it difficult for B2B companies to demand a
price premium based on product or even service attributes. This is also stressed by Kotler and
Pfoertsch (2006). Consequently B2B companies need to offer something more, for example
integrated solutions. Other factors stressed by Windahl (2007) are environmental awareness, and
the demand for a single source supplier. However, she highlights that there appears to be a
relation between economic expansion and decreased demand for integrated solutions. The reason
according to Windahl (2007) is that in times of prosperity B2B customers spend more money on
equipment than integrated solutions., which affects the focus of the B2B companies from
offering integrated solutions to developing new products. Thus, there seems to be a demand for

integrated products, but it varies with the business cycles.
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In summary, the B2B sector is characterized by a number of factors, namely the complexity of
industrial products, the effects of derived demand, the internationality and the buying behavior
of companies. Trends such as the globalization and the hypercompetition are the basis of aspects
stressing the relevance of branding in the B2B sector, namely the growing proliferation and

complexity of products and services as well as the price pressure affecting the globalized markets.

Stakeholder approach

The purpose of including a stakeholder perspective in the theoretical framework of this thesis is
because we believe that it can contribute to a better understanding of why B2B companies
should broaden their view of communication. Therefore, after a short introduction to what a
stakeholder is, this part presents how we suggest that stakeholders can be defined and organized

and ends with a discussion on how stakeholder theory can be applied on B2B branding;

What is a stakeholder?

Stakeholder theory is often applied in the context of literature of corporate social responsibility.
The global business environment in which a company performs is a complex system including a
large number of actors. Among theses actors, a certain number are more related to the company
than others. This relation is linked to a certain interest in the company, which in other words can
be described as a stake. “The idea of stake can range from simply an interest in an undertaking at
one extreme to a legal claim of ownership at the other extreme”, as Carroll and Buchholtz
describe (2006, p. 67) adding that the relation between the company and its stakeholders is
characterized by a two-way interaction or mutual influence. Stakeholder literature often refers to
Freeman (1984) who defines stakeholders as “any group or individual who can affect or be
affected by the achievement of the organization’s objectives” (Carroll and Buchholtz, 2000, p.

67), which also indicates the mutuality in the relationship company-stakeholder.

These definitions still remain broad. However, we do not consider it as our role to give a general
definition of which actors that should be considered as stakeholders for B2B companies. Our
purpose is rather to illuminate the relevance of a stakeholder perspective and to uncover the
importance of communicating with these stakeholders. Nevertheless, as the stakeholder
perspective remains a cornerstone of this thesis, we recognize the need to clarify our view of
what a stakeholder is and how the stakeholders of a company may be organized. Therefore, a
short overview of theoretical points of view on how to define and organize stakeholders is going
to be given in order to support our own interpretation of it. This will be followed by a discussion

concerning the stakeholder perspective on B2B communication and branding,
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Defining and organizing stakeholders

According to Carroll and Buchholtz (2006) the most obvious stakeholders are the stockholders,
employees and customers. However, widening the perspective, the number of stakeholders is

larger than three.

“From the point of view of a highly pluralistic society, stakeholders (...) include
competitors, suppliers, the community, special-interest groups, the media, and society,

ot the public at large.”
(Carroll and Buchholtz, 20006, p. 68)

Malmsten (2002) treats the stakeholder perspective in the context of public relations and
publicity and illustrates the communicational environment of the corporation through the

following stakeholder model.

General public Industrial Suppliers
organizations
Political Shareholders Competitors
organizations "
Authorities
Company Mass media Customers
Organizations
Employees
Employees’ Unions Cooperators
family and
Board friends Members
of directors Future
employees Owners

Figure 2. lllustration of the multitude of stakeholders (reproduction from Malmsten,
2002, p. 122)

The stakeholder model of Malmsten (2002) reveals the multitude of stakeholders being present
in the environment of a company. However, even if Malmsten (2002) helps us to understand that
a company has a complex system of different stakeholders surrounding it, it does not suggest any
way how to define and organize them. On which criteria can this be based? The interviews with
the B2B companies highlight the existence of groups that influence stakeholders. Therefore, we
are now going to present two stakeholder typologies that are frequently referred to in the
corporate responsibility literature, in order to suggest how stakeholders can be defined and

categorized.

Clarkson (1995, in Cooper, 2004) suggests to divide stakeholders into two categories, namely
voluntary and involuntary stakeholders. Voluntary stakeholders are connected to the company
through some kind of investment in the company, which in turn accepts and uses these

investments. That is to say that the relation is based on an active engagement from the
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stakeholder’s side. Involuntary stakeholders, on the other hand, “do not choose to enter to, nor
can they withdraw from, the relationship with the organization” (Cooper, 2004, p. 40). In contrast
to the voluntary stakeholders, the involuntary ones have a passive relation to the company. For
example, the group of voluntary stakeholders include shareholders, investors, employees,
managers, customers and suppliers while individuals, communities, ecological environments, or
future generation belong to the involuntary groups. (Cooper, 2004) What we find interesting in
particular is the aspects of active engagement versus passivity that this typology emphasizes,

which is reminding of a direct and an indirect relation.

Wheeler and Sillanpéd (1997), on the other hand, introduce the notion of primary and secondary
stakeholders organizing them in four separate groups: primary social stakeholders, secondary
social stakeholders, primary non-social stakeholders and secondary non-social stakeholders (table
0). The authors divide stakeholders between social and non-social stakeholders, but what is more
interesting from our perspective is the division between primary and secondary stakeholders that
is also done. According to us, Carroll and Buchholtz (2006) give an interesting description

stressing the meanings of primary and secondary stakeholders.

“Primary social stakeholders are those who have a direct stake in the organization
and its success. Secondary social stakeholders may be extremely influential, especially
in questions of reputation and public standing, but their stake is more
representational than direct. Consequently, the level of moral accountability to a

secondary stakeholder tends to be lower.”

(Wheeler and Sillanpii, 1997, p. 168)

Table 6. Wheeler and Sillanpéé’s stakeholder typology (reproduction, 1997, p. 167)

Primary Social Secondary Social Primary Secondary
Stakeholders Stakeholders Non-Social Non-Social
Stakeholders Stakeholders
Shareholders and in-  Government and The natural envi- Environmental pres-
vestors regulators ronment sure groups
Employees and man-  Social pressure Future generations Animal welfare or-
agers groups ganizations
Customers Civic institutions Nonhuman species
Local communities Trade bodies

Suppliers and other =~ Media and academic
business partners commentatotrs

Competitors
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Firstly, we would like to stress the strong influence that both primary and secondary stakeholders
can have on the organization. Though, interpreting the typology of Wheeler and Sillanpai (1997),
Carroll and Buchholtz (2000), clarify the difference between the influence of primary and
secondary stakeholders. Primary stakeholders have a direct influence on the organization while
secondary stakeholder influence the company indirectly, often by affecting public opinion. What
Carroll and Buchholtz (2006) do not explicitly express though, is in which way the indirect
influence is executed. However, based on our experience from the interviews presented in the
empirical findings, our interpretation of indirect influence is that the secondary stakeholder may
influence the company’s primary stakeholder, which in turn has a direct influence on the

company.

To recapitulate, both of the stakeholder typologies that have been presented relate to the notion
of direct and indirect conditions. Dividing them into voluntary and involuntary stakeholders,
Clarkson (1995) expresses the direct and indirect relation that a company may have with its
stakeholders, with emphasis on the relation. Wheeler and Sillanpdd (1997), on the other side,
stress the direct and indirect influence that different stakeholders can have on the company, with

emphasis on the influence.

Hence, we would like to suggest the following definition and typology of a company’s

stakeholders:

A primary stakeholder is characterized by:

¢ The direct relation between the stakeholder and the company

¢ The direct influence that the stakeholder has on the company
A secondary stakeholder is characterized by:

¢ The indirect relation between the stakeholder and the company
¢ The indirect influence that the stakeholder has on the company

Secondary stakeholders can also be defined as the primary stakeholders of the company’s
primary stakeholders, which results in the following alternative definition of a secondary
stakeholder.

A secondary stakeholder is characterized by:
e The direct relation to the company’s primary stakeholder
¢ The direct influence on the company’s primary stakeholder

This definition is illustrated by the figure.

49



Theoretical Framework

Secondary  ggcondary

Secondary Primary Secondary
Secondary Primary
Company
Secondary
Primary Secondary
Secondary Secondary

Figure 3. lllustration of primary and secondary stakeholders (own interpretation)

Stakeholder theory applied on B2B branding
Kotler and Pfoertsch (2006) highlight the importance of the stakeholder perspective by saying

than an “important aspect of B2B branding is that brands do not just reach your customers but
all stakeholders - investors, employees, partners, suppliers, competitors, regulators, or members of
your local community” (p. 4). The stakeholder view on business management is a relatively new
phenomenon which has experienced great penetration in the academic as well as the political
environment worldwide from the last half of the 1990’ (Carroll and Buchholtz, 2006). Though,
even if the stakeholder perspective is applied to brand management in the academic literature to
some extent, our studies experienced the difficulty to find models suiting the specific problem of

this thesis.

Malmsten (2002), who’s stakeholder perspective was presented earlier (see figure 3.), stresses the
importance of being aware of the implications that the complexity of a company’s environment
has on its communication. First, a company must be aware of the large number of stakeholders
that surrounds it and that the company has a strategical interest to keep a good relation to.
Consequently, the company has to widen its perspective on communication, recognizing that
communication cannot only be customer oriented. Second, the company must understand that
even though a message is aimed at one or a limited number of stakeholders, it is probable that
the communication will reach other stakeholders too. Malmsten (2002) further explains that
consequently, if the company is communicating with different stakeholders separately, the

messages must be synchronized in order not to be contradictory.
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“The media give the opportunity to reach to a large number of stakeholders in a
broader perspective. To be explicit it is important to emphasize that this is not only
an opportunity, the publicity will reach out to all the stakeholders in deed (...). Of
course, there are groups that are not hit at all by the communication, or to a limited

extent. (...) However, the media create an image of the company or the organization

among all groups that acquaint themselves with the publicity.”
(Malmsten, 2002, p. 121)

Jones (2005) stresses the relevance of having a stakeholder approach to brand management

saying:

“The stakeholder concept gives a much richer picture of sources of brand value and
equity. It forces us to examine the range of relationships in which the brand is
engaged, and to recognize that brand equity is created through multifarious
relationships. The stakeholder approach gives an important tool for managing these
relationships, but also a tool for providing an overview and prioritizing those

relationships that are strategically important.”
(Jones, 2005, p. 16)

Jones (2005) suggests a stakeholder model giving the multifaceted perspective that a stakeholder
point of view on brand management may contribute to. The model stresses the strategical
relevance of applying the stakeholder perspective on brand management but we consider Jones’

model as not applicable to the specific problem of this thesis.

To summarize, based on different points of view of stakeholder theory, our interpretation is that
stakeholders can be organized into primary and secondary stakeholders, depending on whether
the relation and influence is direct or indirect. This interpreted definition is going to be applied in
the analysis later on. Furthermore, we have done a preliminary attempt to see how stakeholder
theory can be applied on B2B branding, Though, the literature that has been studied appears
unable to help us further than what has just been revealed. The apparent absence of theoretical
literature connecting stakeholder theory with branding in general, B2B in particular, implies that
we have been forced to study and illustrate the connection on our own. That is why we will first

uncover the theoretical aspects of the communication process, before focusing on brand theory.

Communication Theory

To get a better understanding of the mechanisms of communication between the B2B company
and its stakeholders we have chosen to present the communication process from a theoretical
perspective. Second, we introduce our reader to a hierarchy of communication effects model
explaining how communication objectives can be set and how the results of it can be measured.
Though, we are not interested in explaining how communication objectives can be quantified.

Finally, we discuss important aspects of the media choice that were found in the literature.
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The Communication Process

When it comes to making communication decisions there is a certain number of basic factors
that play an important role and to which the company has to give attention, no matter whether
the company is determining its long term communication strategy or just planning a new

communication campaign. Those factors can be described through a communication model.

One-to-one communication

A large number of more or less complex communication models have been developed by
theorists through the years, depending on different contexts in which they have been used. Smith
(1998) presents a number of communication models introducing both one-to-one

communication and mass communication.

Based on Schramm’ communication model from 1955, Smith (1998) first presents a simple

version of the communication model, including the main components in the communication

process.
ENCODING DECODING
NOICE
SENDER MESSAGE RECEIVER
CHANNEL

Figure 4. The communication process (modified from Smith 1998, based on
Schramm 1955)

Based on Smith (1998), we will now present the components that are present in the
communication process. The communication process starts with the sender. In the context of
this thesis, the sender is most probably a company acting in the B2B sector. The company has a
message it wants to communicate. The purpose of this message is to reach a receiver. The sender,
the message and the receivers constitute the most basic components of communication process.
Next comes the channel which will carry the message from the sender to the receiver. The choice
of the channel will depend on many things including the nature of the message, the
characteristics of the receiver and more. Another factor that must also be taken into

consideration is the noise, which has an impact on whether or how well the message from the
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sender is transmitted to the receiver. The noise may be constituted by many different types of

disturbing factors in the context, hindering the message from reaching the receiver.

Two other factors that are playing important roles in the communication process are the
encoding of the message, made by the sender, and the decoding of the message, made by the
receiver. To assure that the receiver perceives the message as it was originally sent by the sender, it
is important that the sender encodes the message in a way that will be easy for the receiver to
decode as it is received. In one-to-one communication, feedback is sent back from the receiver to

the sender.

Mass communication

When communicating to a broader audience, the number of receivers will be large. As mentioned
earlier, a company is surrounded by a number of stakeholders and each group of stakeholders
may be constituted by a number that varies a lot, from a couple of actors to thousands or even
millions. Smith (1998) presents models of mass communication in several steps, of which one is

shown below.

SENDER MESSAGE

CHANNEL

I T I VW TV IV TV IV IV T

Figure 5. Mass communication model (modified from Smith 1998)

In this model, Smith (1998) introduces two new components in the communication process:
opinion formers and opinion leaders, which also influence the communication process. The
message sent out by the sender, is received by the opinion former and the opinion leaders and is
sent further to the final receiver. Smith (1998) describes the difference of the roles between
opinion formers and leaders. Though, we are not going to take these into consideration. Our
interpretation of the existence of these is that in mass communication, there are actors other
than the original sender that influence the final receivers. The target groups are, in other words,
not only hit directly by the message but also indirectly, via what we would like to call “influencing

actors” (IA) or simply “influencers” reminding of the influencers taking part in Kotler’s and
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Pfoertsch’s (2006) description of the buying behavior in B2B mentioned eatrlier. The intervention
of these influencers transforms the first model into what Smith (1998) calls the “two-step
communication model with opinion leaders and opinion formers” (p. 76), inspired by Katz and
Lazarsfeld (1955, in Smith, 1998).

Hierarchy of communication effects

Now that the the communication process has been described, our readers know which
components that are taking part of the communication process. All these components are
important to take into consideration whenever a company is communicating with either internal
or external actors and good knowledge about them is important to make communication
effective. However, to be able to evaluate what effective communication is, a company must set
communication objectives. We would like our readers to have an insight in what the objective of
communication is from a theoretical point of view and how communication effectiveness can be

measured.

The AIDA model

The AIDA model was introduced by E. St Elmo Lewis in 1900. AIDA stands for attention,
interest, desire and action. (Barry and Howard, 1990) A large number of models describing the
hierarchy of communication effects have been presented by different authors through the years.
However, due to that the AIDA model is well known, simple and enough adapted to our needs in

this thesis, the AIDA is the model that we are going to use further on.

Table 7. The AIDA hierarchy of effects (adapted, E. St EImo, 1900, in Barry and
Howard, 1990)

A Awareness

| Interest
D Desire
Action

According to Barry and Howard (1990), the AIDA model was developed in the context of
advertising theory as a tool for helping sales people in their contact with customers. The purpose
of advertising, is to lead the customer through all the stages towards the final one, which is

action. The model is thereby mainly adapted to a customer communication perspective.

Stakeholder interpretation of the AIDA model

Our interpretation of the AIDA model is that it can be applied to communication with any of a

company’s stakeholders. For instance, when trying to attract newly graduated students to work at
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the company, it must first attain attention from the students, after that interest for the company,
further on desire to work at the company in order to, at last, get the students to action, which in
this case means that they apply for a post at the company. The purchase is simply replaced by the
application to suit recruitment instead of selling. In the same way, the AIDA model may be suited
for communication with any of a company’s stakeholders. However, what is common in each
case is that the objective of the communication is to get the stakeholder to action, in short term

or in long term.

Brand theory

So far, we have discussed the different actors and their interrelations. Furthermore, the effects of
the communication between actors have been highlighted. We now turn to the final perspective
of mass communication, namely the actors themselves. This part stresses the importance of
controlling the brand and its identity and the benefits from communicating different categories of

brand attributes.

Brand theory can help us explain what is being communicated about the company rather than
how it is communicated. Our explorative research calls for a frame of reference that captures the
many facets of our problem. It will both be used as a tool to analyze the empirical data, as well as
a complement to gaps in the empirical findings. Therefore, we have chosen to approach our

problem from a brand perspective, the term that describes everything a name stands for.

Product and corporate brands

Before explaining how brands can influence persons and organizations, it can be helpful to
differentiate between different types of brands and where the main focus of this thesis lays. Ind
(1997) explains that apart from product brands, companies also use corporate brands in their
promotion. A company can use both a product brand and a corporate brand, but without an
internal relationship between the two. However, he explains that relating one to another can be
helpful in many ways. Ind (1997) suggests that the relationship can be divided into two general
categories, and Kapferer (2004) suggests that a third category should be added to the other two.

The three different relationships can be summarized as follows:

* Monolithic brand — the company uses a single name for all its products and activities, one

example is Virgin (Ind, 1997).

* Umbrella brands — the company uses both the corporate brand name and the sub-brand name

on the product and in its activities (Kapferer, 2004), one example is Nivea Creme.

* Endorsed brands — the company separate the two levels, but use the corporate brand to
promote the product brand (Ind, 1997), an example is Nestlé and Kit Kat.

55



Theoretical Framework

All three categories suggest that the corporate brand is used to endorse a wide range of products.
Ind (1997) provides several advantages and weaknesses of this form of endorsement. One
advantage is that a corporate brand, especially a monolithic, can add clarity to the other products

and the business.

“Virgin is not transferring a particular competence from airlines to cola, but an image

of youth, dynamism and quality.”
(Ind, 1997, p. 67)

This is interesting from a B2B perspective since it suggests that the corporate brand can help
different target groups to have a unified image of the B2B company. Therefore, we interpret that
a company that does not promote the corporate brand will find it difficult to provide different
target groups with a common platform of communication. Ind (1997) also adds that an endorsed
relationship can provide economies of communication, all communication of the brand will
benefit all products and activities. Finally, Ind (1997) adds that the relationship implies difficulties
as well, for example not only do all positive promotion effect all products, but also all negative

promotion.

Brand equity

Brand equity, or brand value, is important since it implies that all efforts that a company puts into
brand building must generate a profit or it will be of little or no use for the company. Thus there
is no value in being well-known in general if it does not show on the balance sheet. The aim of
brand equity in this thesis is not to measure the exact profit from brand building activities but
rather to provide a frame of reference which will facilitate explain the possible drivers that can
help a brand to generate a profit. If we cannot explain how an alternative way of brand
communication generates a profit, the brand communication should be regarded as questionable,

and, according to Kapferer (2004), disadvantageous for the company.

Kapferer (2004) concludes that the value of the brand, or brand equity, is the financial outcome
of the effects the shared idea can have on the market. Kapferer (2004) suggests that there are
three levels that help describe brand equity and its origins. Firstly, brand assets are the source of
influence of the brand, for example awareness or preference. Secondly, the assets can provide
different brand strengths, for example market leadership or price premium. But if these strengths

do not generate a financial profit they are of no use.
Definition of brand equity:

“Net discounted cashflow attributable to the brand after paying the cost of capital

invested to produce and run the business and the cost of marketing”

(Kapferer, 2004, p. 14)
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However, we wish to interpret the basis of brand value in a more informative way, related to the
communication models presented earlier. If you wish to communicate something to someone
with the purpose to influence her in some way it is helpful to follow a certain order. The order is
described in table 8 under communication effects. We have then divided Kapferer’s brand assets
into relevant categories based on the most common brand issues found in our interviews. We
argue that these brand asset categories can be linked to specific profit categories, price premium
or volume. The link is explained by Kapferer (2004) and Aaker (2002). First, Kapferer (2004)
describes that a brand differentiates itself by positioning, which is based on the brand’s identity.
Aaker (2002) explains that an attractive position can provide value to the firm through higher
prices/margins. Second, we argue that a strong and unified identity will optimize this position,
and consequently affect the price premium. Finally, our interpretation of AIDA is that awareness
is in some way a level of loyalty, a customer first becomes aware of a brand and may consider
purchasing it and hopefully in the end he or she becomes loyal to the brand and repurchases the
brand. Therefore we wish to relate the two aspects to each other. They both affect the volume,
awareness through initial purchase and loyalty through repurchase. The argumentation will be

further emphasized when discussing different brand asset categories.

Altogether, there are two ways a brand can generate a profit, illustrated in table 8 under profit
category. However, the model is a simplification of reality. Some brand asset categories may in
specific cases relate to the other profit category. Finally, word of mouth will restart the cycle and

strengthen the price premium and the volume.

Table 8. Brand value model (own interpretation)

Brand asset Brand assets  Profit category Communication effect
category

Awareness Awareness Volume A (Awareness)

Identity Brand personality  Price premium I (Interest)

and deep values

Positioning Benefits Price premium D (Decision)
A (Action)
Loyalty Preference, Volume L. (Loyalty, applied on
attachment developed AIDA-models)
WOM Word of mouth,  Reinforces the Is an extreme form of loyalty
indirect marketing other two and can be added as a fifth

stage which restarts the cycle
by developing a message and
communicating it to a new

receiver
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Although the exemplification above concerns the customer, we wish to apply the communication
process on any stakeholder. Communicating the brand to future employees can both increase the
number of applications as well as the quality of the applicants. A company should try to
maximize the “profit” from each of its stakeholders. We will therefore explain how brands can
increase the profit of the company, cither by elevating the price premium or increasing the

volume.

Awareness

Many interviewees stressed that communicating with a broader audience is expensive, but what
are the different levels of awareness and what can they provide for the company? The concept of
awareness in brand theory is closely linked to the AIDA-model presented eatlier, but focuses on

the profit a brand can generate rather than the communication it has with the receiver.

According to table 8 awareness of the brand can increase the volume of a product sold, or any
other form of volume a company can receive from other stakeholders. Therefore, this part will

highlight how awareness can increase the volume.

Awareness emphasizes the strength of the brand in the consumer’s mind (Aaker, 2002), and
consequently the strength of the position compared to other brands (Kapferer, 2004). To
increase the strength of a brand does not necessary elevate the price premium, but if more
people are aware of the brand and its position it could increase the volume. From a customer

perspective this could increase the turnover, but can be applied to any stakeholder.
The definition of brand awareness can be summarized as follows:

“The strength of a brand’s presence in the consumer’s mind” where strength refers

to the degree of information the consumer has of a brand
(Aaker, 2002, p. 10)

According to Kapferer (2004), the different types of awareness can be graded according to how

expensive they are to attain, starting with the cheapest.

Aided awareness is defined as remembering a past exposure of the brand (Aaker, 2002). It
answers the question “do you recognize this brand?” (Kapferer, 2004). The cheapest form of
awareness provides several benefits. Being known provides positive feelings towards the known
brand compared to an unknown brand, thus being known seems to provide some form of
benefit (Aaker, 2002). Thus awareness does not only multiply the number of people who are
aware of the brand, but it can actually be interpreted as a benefit itself. To be seen is linked to

spending money and therefore also credibility (Aaker, 2002).

Unaided awareness is reached when a brand comes to consumers’ minds when product class is
mentioned (Kapferer, 2004). It answers the question “do you know any brands in this product

category?” (Kapferer, 2004). This level is highly interesting to B2B companies. From the
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definition one can derive that reaching unaided awareness means being one of the companies
considered when the buyer makes a shortlist of potential suppliers. Consequently, the B2B
company receives a chance to bid on a contract. Unaided awareness is always acquired on the

expense of another brand, but if it is a new market it is easier to gain unaided awareness since
there is no shortlist (Kapferer, 2004).

Top of mind is an expansive level of awareness and is attained when the brand is the first to be
recalled in a given product category (Aaker, 2002). The extreme form of top of mind is brand
name dominance, which means that the brand has a monopoly in the mind of the customer, it is
the only brand he or she recalls (Aaker, 2002).

Creating brand awareness is expensive. The most successful strategy according to Kapferer
(2004) is to build brand outside normal media channels. Another way to cut costs is to promote
the corporate brand. Corporate brands have the advantage of building presence and awareness
for multiple businesses and at the same time being supported by these businesses, as explained
under brand architecture. Since attaining high brand awareness is expensive, companies should
consider the purpose of their communication effort (Kapferer, 2004). He explains that different
levels of awareness are necessary for different brands and the industry in which they operate. For
example, aided helps salespeople with the introduction of the brand or product when trying to
influence the buyer. Kapferer (2004) explains that unaided awareness helps products when the
buyer does not wish to spend too much time choosing among brands and relies on the immediate
memory, the shortlist of names used in the initial face of the buying process. Top of mind is

more relevant when the customer has to make quick decisions (Kapferer, 2004).

Identity
The empirical findings have highlighted that different groups and individuals express a need to

identify with other groups and individuals. Brand identity can help us understand the corner
stones of a brand’s identity and how the brand can be controlled in order to communicate an
attractive identity. Kapferer (2004) explains that an identity is the uniqueness of the holder.
Furthermore, he highlights different parties that help define the brand. Consequently, the brand
identity is not only defined by the holder, but consists of the associations held by several people
communicating with the holder. Kapferer (2004) describes that the role of brand identity is to
facilitate this communication and at the same time vitalize the message in a way that the company
itself cannot do. These aspects of brand identity are in many ways confirmed by Aaker (2002),

and can be defined as follows:
Definition of brand identity:

“The unique set of brand associations” where associations is referred to as “what the

brand stands for and imply a promise to customers from the organization”

(Aaker, 2002, p. 68)
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Similar to most brand theories, Aaker’s (2002) brand identity is defined from a customer
perspective. This is the common marketing approach aimed at selling more products, it should be

extended to each and every stakeholder, thus giving the model a more strategic perspective.

This general description of brand identity can be narrowed down to make it more applicable to
the problems of this thesis. The main interest of this thesis is the company and the corporate
brand identity which Kapferer (2004) defines as follows.

Definition of corporate identity:

“(...) is what helps an organization feel that it truly exists and that it is a coherent

and unique being, with a history and a place of its own, different from others”
(Kapferer, 2004, p. 96)

Equal to other brand identities the corporate identity is based on uniqueness, but it also
emphasizes aspects that are not prominent in other brand identities. For example a product brand
identity seldom speaks of the importance of making everyone in an organization feel that the

organization is coherent and consequently share a vision.

Control

Based on the communication perspective Kapferer (2004) has managed to capture the many
facets of identity in a hexagonal prism, with the sender on one side and the receiver on the other
side, see figure 8. Between the sender and the receiver three different levels of identity can be
identified, that we interpret as the degree of control that the sender has over the actual identity.
On the sender’s side is the product level, which does not refer only to the products of the brand,
but all fabrications developed by the company. They can be summarized by the brand’s physical
facet and its personality (Kapferer, 2004). The company is in large in control of these
fabrications. On the receiver’s side is the imagery level. This is represented by reflections and
images made up by the consumer or other external parties. The two facets of the imagery level
are reflected consumer and self-image (Kapferer, 2004). As the names indicate these facets are of
little control for the company. In between these two extremes is the organizational level, which is
where the exchange takes place, and emphasizes the importance of the members of the
organization and their common values. The organizational level includes a relationship and a
culture facet of the brand’s identity.

The identity prism is illustrated on the next page.
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Figure 6. Identity prism (modification, based on Kapferer, 2004, p. 107)

The six facets represent different groups of brand associations. These associations do not
provide a value, neither the sender nor to the receiver (Aaker, 2002). However, they are the
source of certain benefits that are valuable both to the sender and especially to the receiver
(Aaker, 2002, Kapferer, 2004). Furthermore, they can help us explain the different levels of

control introduced eatrliet.

Product level

The three levels imply that a brand identity is not completely in control of the company.
According to Kapferer’s identity prism, many of the identity facets are more or less controlled by
the receiver. To communicate a coherent set of values, such as the corporate brand, can therefore
be difficult. Kapferer (2004) does not directly discuss the possibility of a third party
communicating the brand, neither does the identity prism exclude such possibility. However,
figure 8 shows that a company that builds the brand identity through third parties, risk losing
control of the only two facets which it actually controls, the physical and personality facet. If the

third party is not aware of the precise brand identity, it may be distorted and the sender can be
perceived as inconsistent and difficult to identify.

Relating to the chapter discussing PR, we can identify two implications of not controlling the
brand identity. First, the sender cannot be sure that the brand name is communicated together
with the identity described by the third party, consequently the awareness of the brand is not
maximized. Secondly, the company will not be guaranteed that the preferred identity is

communicated, thus limiting the price premium that a distinctly positioned brand can demand.

Organizational level

The organizational level presents a semi-level of control. According to Aaker (2002) culture is
inseparable from the organization and its members. It is a mutual relationship and drives the
employees in a desired direction (Kapferer, 2004). He adds that culture is one of the sources of
the brand’s aspirational power. We interpret that Kapferer (2004) suggests that the values in a

culture are not fabricated, but rather agreed upon within the organization based on the heritage
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and the vision of the company. Consequently it is difficult to have complete control of this level.
Kapferer (2004) describes that the brand identity is important in guiding the members of an
organization, to do so it has to be concise, sharp and interesting. However, if the cultural values
are not clearly communicated the company risks having an organization which members
communicate a variety of brand identities, in many ways similar to the product level dilemma.

Thus, not maximizing the price premium such a differentiation could provide.

Imagery level

The imagery level can be considered as the most difficult level to control, but is equally important
to the other levels. This level includes the receiver’s identity in the brand (see the modified
identity prism) strengthening the relationship between sender and receiver (Kapferer, 2004).
Moreover, he does not define the receiver, but we interpret that the reflected consumer and self-
image facets are applicable both when a company communicates with another company and
when communicating with individuals. As stressed earlier, all entities that have a name can be
considered as potential brands. However, since the identity of an organization is not depending
on one single individual it may be seen as more complex, in many ways supported by the theories
of B2B buying behavior. Therefore, these facets may be overlooked by B2B companies.
Furthermore, the imagery level describes the receiver’s need to identify with other individuals and
groups, and will be thorough explained when we define self-expressive benefits. If the identity
does not include these facets it will be more difficult to differentiate (Kapferer, 2004), and

consequently not maximizing the price premium from each stakeholder.

Positioning

The interviews showed that B2B companies offer different benefits and the positioning aspect of
brand theory can address the effects of communicating different benefits. Furthermore, it is
based on brand identity described earlier and develops the concept of identification with brands.
The importance of identification is described more extensively in social science theories.
However, brand theory is in many ways related to these findings and the general concept is

sufficient in this thesis since identification is only one aspect of many that we wish to highlight.

Identity is important since it makes us unique. However, humans do not make friends with
everyone only because they are unique, neither do consumers or brands. Preference is often
based on the idea that the two parties have something they can exchange, a mutual gain. From
the company’s perspective the exchange is a set of benefits offered to the customer (Aaker,
2002). These benefits should be different from the benefits offered by other brands or it will not
help the brand to differentiate itself from competitors and create preference for the brand. This
is referred to as positioning (Kapferer, 2004). The purpose of this exchange is to establish a
relationship between the sender and receiver (Aaker, 2002).

62



Theoretical Framework

Benefits

The benefits a brand can provide can be summarized in the value proposition, which can be

defined as follows:

“A statement of the functional, emotional, and self-expressive benefits delivered by
the brand that provide value to the customer. An effective value proposition should

lead to a brand-customer relationship and drive purchase decisions”
(Aaker, 2002, p. 95)

The three categories of benefits all carry different messages, and consequently build different
types of relationships (Aaker, 2002). Thus, the benefits offered should match the needs of the
customer or the relationship will not be a strong relationship (Aaker, 2002). Consequently, the
company will not be able to demand a price premium nor will it receive unconditional loyalty. As
the definition states, the value proposition should consider all three benefits, but to a degree that

is relevant to the customet.

Functional benefits

In general, a functional benefit stems from a product attribute. The function this attribute
provides is valued by the customer. Common benefits are speed and quality (Aaker, 2002). If we
apply the definition of a corporate brand instead it can be interpreted as the line of products, the
organization and the complete solutions that represent the product attribute. The functional
benefits on a corporate level are based on the portfolio of products, where one product can
represent an attribute. Many functional benefits are easy to copy and can therefore become the
minimum standard, thus it is provided by all brands in a given category and does not differentiate
a brand from another (Aaker, 2002). Nevertheless, if a brand can dominate a key functional
benefit it will dominate the whole category, since the other brands will have to position
themselves based on inferior dimensions (Aaker, 2002). This is interesting on a B2B level since it
can be linked to derived demand explained eatlier. A B2B product can be an important
component in the end-product. If the product provides the key functional benefit it helps the

end-product to dominate its category, and is therefore of great importance.

Emotional benefits

A benefit that we find easier to apply to corporate brands is the emotional benefit. An emotional
benefit is defined as the positive feelings related to owning and using the brand (Aaker, 2002).
Some emotional benefits are regarded as the minimum standard and will not help differentiate
the brand. However, emotional benefits are more used to differentiate a brand compared to
functional benefits. One reason explaining the difference is that the attribute providing the
emotional benefit is more difficult to copy than the functional attribute (Aaker, 2002).
Furthermore, the benefit itself, a positive feeling, is more subjective than a measurable functional
benefit. An emotional benefit adds richness and depth to the relationship with the brand (Aaker,
2002).

Since emotional benefits are defined as positive feelings, we consider them related to several

facets of the brand identity (physique, personality, relationship etc), thus multiplying the
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possibilities to communicate a great part of the company’s identity. In particular, emotional
benefits are important when communicating a personality (Aaker, 2002). Equal to persons,
brands have emotions attached to their personality (Aaker, 2002). Since organizations tend to be
more formal than individuals, the emotional benefits can have a stronger effect for the latter. The
difference between organization and individual is not always distinct, and therefore organizations

that resemble individuals can more easily benefit from communication of emotional benefits.

Finally, companies who do not consider their customers to evaluate the offer in a rational way,
can be successful in using emotional benefits (Aaker, 2002). Service products can be considered

difficult to evaluate in a rational way, and should therefore be subject to emotional benefits.

Self-expressive benefits

The self-expressive concept has already been highlighted in the brand identity prism. A self-
expressive benefit helps the consumer to communicate her self-image (Aaker, 2002). As
illustrated in the identity prism, Kapferer (2004) identifies two dimensions of the self image. The
outward mirror of the self-image and the inward mirror. The outward mirror expresses how the
consumer of the brand wishes to be perceived by others (Kapferer, 2004). If we apply this on a
corporate brand in the B2B sector it will work as an endorser for the identity of the company

consuming the brand.

The difference between emotional and self-expressive benefits, can be difficult to understand.
Aaker (2002) explains two important differences. First, self-expressive brands are aspirational
rather than based on memories and the past. Second, they emphasize the importance of wearing
the products rather than benefiting from the consequences of consuming the product. An easy
way to know if the brand is a suitable symbol for the communication of one’s self image is to
look at the brand’s personality. Does the personality correspond to the perceived self-image? The
self-expressive benefits are also linked to the cultural facet of brand identity since it provides

cultural meaning that corresponds to our social self (Aaker, 2002).

The self-expressive benefits may vary from situation to situation depending on the social context,
to signal creativeness and unpredictability is not always attractive. People and organizations play
many roles demanding a complex spectrum of identities. To be effective the personality, the

context, and the self-expressive need must fit (Aaker, 2002).

The self-expressive benefits are strongly linked to the identity of the sender and the receiver. As
Kapferer’s identity prism suggests, it can be used effectively to communicate that a person
belongs to a certain group. The receiver knows that this brand is considered by others to be a
representative for a desired type of people, and consequently wishes to be associated with this
group. For others it may only be a question of self-image, in this case it is less important what

other people think of the sender.
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Credibility
Although, the benefits are attractive, consumers may reject the brand if its message is not
credible. The benefits have to be endorsed. This especially important for emotional and self-

expressive benefits since they are more difficult to verify than functional benefits. Thus, the

concept of influencers discussed eatlier become important when communicating these benefits.

Endorsers can be either internal or external, but they should be a third party. This is where the
distinction between brand and company come in handy. The brand cannot endorse itself in a
credible way but the organization and its actions can provide credibility. Nevertheless, a brand can
endorse another brand. The corporate brand works in a similar way, it endorses product brands

and thus is part of a dual brand strategy (Aaker, 2002).

The internal endorsers are the people within the company, employee, CEO, or even the
organization as a whole. Aaker (2002) identifies three general types of organizations that provide
credibility. First, the expert, which represents an organization that is especially competent in one
area. Second, the trustworthy organization, which is honest in its communication and
communicates a general commitment. Third, the liked organization, for which it is easier to gain

acceptance from the receiver.

The employee is different from other endorsers since he or she is not often exposed in formal
contexts, compared to the CEO for example. However, there is one category that is interesting
from an endorser perspective, namely the employees who are in frequent contact with the
customers (Aaker, 2002), for example sales people. For companies with a high level of such
employees it is important to understand that they communicate the brand, but at the same time
they endorse it, demonstrating competence, trustworthiness and likeability. More important for
corporate brands is the CEO since he or she represents the whole organization and often for

strong brands personify the brand and its identity (Aaker, 2002).

External endorsers are commonly persons, for example celebrities (Kapferer, 2004). Though,
Kapferer (2004) emphasize the importance and identification of opinion leaders. The
marketplace is not a social vacuum, therefore influencing leaders of different groups becomes
critical. The idea is that the reliable consumers, the fanatics, are to promote the brand to
switchers, people to whom the brand in a buying situation is unfamiliar to some degree. The way
to do this is to identify the opinion leaders according to certain characteristics and creating an
especially strong bond with them (Kapferer, 2004). Consequently focusing on emotional benefits

and to some extent self-expressive benefits.

However, an endorser does not need to be a person, it does not even have to present personality
traits (Aaker, 2002). We propose that there should be no limits as to what a brand can use as an
endorser. Consider everything that has a brand and recall the definition of a brand. The
conclusion is that it includes almost everything that has a name, especially countries and origins

with a rich history or prosperous future are interesting (Aaker, 2002).

Finally, it is important to realize that the endorsement is equally important to external parties as it

is to internal parties (Aaker, 2002). The internal concept can be interpreted as having two
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dimensions. First, the endorsement is important to the employees and their understanding and
embracing of the company’s vision. Second, the external communication can help motivate the
employees. They see that the company is active in its vision and they gain the credibility from the
external environment telling them that they believe what the company communicates and stands

for.

Loyalty

Loyalty is related to awareness and can be seen as the final step in the communication process.
Awareness can make a non-customer consider the brand, loyalty increases the volume by
subsequent repurchase. Brand loyalty describe how and why the brand can lead to loyalty.
Furthermore, it explains why and for whom brand loyalty is important, something that has been
discussed in the interviews when companies have described the risks the B2B customers face and

the promise the B2B companies provide.

Brands are in many ways similar to a contract (Kapferer, 2004). They include a promise which
will hopefully lead to a relationship (Aaker, 2002). The best way to assert constant repurchase is
to keep this promise (Kapferer, 2004). The positioning described earlier set the expectations the
customer can have on the product, which the customer than compares with his experience, and if
the two concur the promise is solid (Kapferer, 2004). The contract is in many ways similar to a
quality seal (Kapferer, 2004). The difference is that a brand is not a legal contract, but more

similar to an economic contract. Thus a brand promise that is not kept can decrease volume.

In summary, the two ways in which a company can increase its profit, price premium and volume,
can be applied to branding. A B2B company communicating with a broader audience should
consider all of the three benefits in the value proposition especially the emotional and self-
expressive benefits. Awareness is expensive and should be related to the purpose of the
communication. Unaided awareness is enough if you only wish to be on the customer’s short-list.
Finally, the brand and its identity is an asset and should be protected, there is a risk associated

with not communicating the brand yourself.

Decision-communication model

The importance of communicating different benefits was stressed by several interviewees, both
B2B companies and experts. Therefore, we need a tool that can explain the role of these benefits
and their importance. The aim is to see how they affect the way B2B companies should
communicate with their stakeholders. Kapferer (2004) and Aaker (2002) have already provided a
certain framework to analyze different benefits. However, we consider the theories to be
inadequate to answer certain questions in the empirical findings. Not only do we need to be able
to relate these benefits to different stakeholders, but also to the type of decision that the
stakeholder faces, highlighted by Hellman (If).
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The initial idea to this model came from an interview with Lennart Bellander (2007-05-10),
consultant at Mediacom. He presented a matrix with two different variables on each axis.
However, the purpose of his model was not optimal for evaluating the problem stressed above.
Therefore we have decided to build a tool that is applicable on our specific problem based on
different theories that have been presented earlier. Bellander’s initial model can be found in

appendix 5.

The fundamental concept of the new model is based on argument that irrational decision makers
should be offered emotional benefits. (Kotler’s et al., 2001). Thus, the Y-axis will describe the
type of decision facing the stakeholder. Based on the view that irrational decision maker should
be offered emotional benefits (Kotler et al., 2001), we find it relevant to divide the different types
of decisions into rational and irrational decisions. Furthermore, the X-axis has to describe the
different types of information that a company can provide for stakeholders in order to facilitate
their decision. Since all stakeholders can relate to a company’s brand, the corporate brand, we
find it appropriate to use the brand as source of information. Kotler et al. (2001) suggests that
emotional benefits should be one of the categories of information, and Bellander adds that
rational benefits can be another. However, we find it more precise to adopt the many benefits
and levels of information presented by Kapferer (2004) and Aaker (2002). Thus, the X-axis will
be divided into awareness, functional benefits, emotional benefits, and self-expressive benefits.
According to the brand theory presented earlier we could also add loyalty, but we consider adding
a fifth dimension comprise the simplicity and would make it less user friendly. Since loyalty is
related to awareness we choose to exclude this dimension from the model. The model can be

presented as follows.

Irrational

Rational

Stakeholder decision
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Brand communication needed

Figure 7. Decision-communication model (own modification of benefit-involvement
model)
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The four fields represent different positions or situations where a stakeholder has to make a
decision. The four fields could have been divided into eight fields, one for each benefit and type
of decision. However, we wish to keep the model as simple as possible and found that emotional
benefits have more in common with self-expressive benefits than functional benefits, since both
of them are more effective when differentiating a brand (Kapferer, 2004), but also are difficult to
evaluate on beforehand according to our interpretation of opacity (Kapferer, 2004). Though, the

reader should keep in mind that the X-axis actually has four categories.

The first area desctribes the situation when a stakeholder has to make an irrational decision, based
on ecither awareness (for example recognizing the brand), or functional benefits (quality, and
speed). According to Kotler et al. (2001) this position is rather unlikely since irrational decisions
should primarily be based on emotional benefits. We agree to a certain degree since functional
benefits are more useful when making rational decisions. The quality of a product can give

customers a rational reason to why they should choose product A instead of product B.

The second area describes an irrational decision that has to be made based on either emotional or
self-expressive benefits. According to the reasoning in the previous paragraph, this type of
information is more suitable for the decision facing the stakeholder. It provides stakeholders with

an irrational reason to why they should prefer a certain brand.

The third area represents decisions that are rational and where the brand provides rather rational
reasons for the choice the stakeholder is facing. It should be noted that there are situations where
a rational reason can be made based on limited information about the brand. This is the case of
top of mind described by Kapferer (2004). If the only buying criteria is to purchase the market
leader, being top of mind is sufficient for the brand to be preferred over other brands. According

to Bellander (appendix 5) this is the case of many low involvement products.

The fourth and final area, describe situations where the stakeholders are provided with emotional
benefits in order to make a rational decision. According to Aaker (2002) the situation is common
in markets where brands find it difficult to differentiate, and has to use benefits that are more
difficult to copy than functional benefits. However, we find it difficult to make a rational decision

based only on emotional benefits, referring to Kotler et al. (2001).

In summary, a company should adapt its brand communication to the type of decision that the
stakeholder is facing. For example the upper left corner of area one does not appear to be a
suitable communication strategy, neither does the lower right corner since it gives the stakeholder

highly subjective information to make a rational decision.
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Analysis

Introduction

The mapping of the possible needs for B2B companies to communicate with a broader audience,
which is apart of the purpose of this thesis, has been done while presenting the empirical
findings. We are going to focus the analysis on evaluating these needs and present an

argumentation concerning the possibilities of an alternative view of brand communication.

There may be several ways to approach this problem. To find an answer to the purpose, our
research has been based on interviews mainly giving the B2B companies perception of their
environment, that is their stakeholders. The perspective of experts in different fields have
contributed to the identification of the needs that have not been explicitly expressed by the B2B
companies. In combination with the theories that have been adapted to the problem, we have
developed our own view of how B2B companies could perceive their stakeholders. Based on the
nature of the theories, our own perception has been developed by analyzing structural and
behavioral aspects, stakeholder theory giving rather structural answers and brand theory
providing comprehension of the stakeholders’ behavior. This allows us to make an evaluation of
how B2B companies should perceive their stakeholders. The evaluation will then form the base
of the alternative brand communication, what we refer to as B2A. However, the alternative brand
communication has to fulfill certain criteria, in order to be relevant. Once the B2A concept is
completed, we will turn to the third question in our problem statement, which addresses the
appropriate means of communication for a possible B2A concept. The procedure of the analysis

can be summarized in the flow chart below.

Structural
aspects
Evaluation of Criteria and B2A Evaluation of means
limitations concept

Point of
departure

stakeholder
perspective

of
communication

Behavioral
aspects

Figure 8. Flow chart of the analysis (own)
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Structural aspects of stakeholders

Structural
aspects

Point of
departure

Evaluation of Criteria and B2A Evaluahonfof
stakeholder limitations concept means ot
perspective communication

Behavioral
aspects

Due to the limited communication budgets of B2B companies, the companies have to prioritize
when developing their communication strategies. However, we would like to ask ourselves
whether the prioritization is done in an appropriate way. Are the stakeholders that are seen as the
most important by the B2B companies necessarily the most important to communicate with? We
are now going to present structural factors that possibly could show that B2B companies should

reconsider their communication choices and strategies.

After having given a short review of how the interviewed B2B companies communicate today,
we will discuss the structural aspects explaining in which cases it may be interesting for B2B
companies to communicate with a broader audience. The importance of three types of

influencers will be stressed, namely internal, external and value chain influencers.

Internal and external influencers

As described in the theoretical framework, the B2B sector is characterized by the complex buying
behavior. The buying process involves a large number of individuals that influence the buying
decision in one way or another. The higher the importance and the risk of the purchase, the
larger will the number of individuals involved be. Kotler and Pfoertsch (2006) present these
individuals as initiators, users, influencers, deciders, approvers, buyers, and gatekeepers. However,
our discussion is not focusing on the different stages of the buying process in which these
individuals may intervene. Therefore, we prefer seeing all these individuals as influencers,
recalling to what is considered as influencers in the communication process presented in the

theoretical framework. We will start by discussing what we consider as internal influencers.

Why is this complexity of influencers a problem? Could this not be solved by communicating
with all the people being involved in the decision making process? Unfortunately, the problem
seems more complex. First, the interviews with Edlund (Rewir) and Von Heijne (Mediacom), for
example, reveal that in reality it may be difficult to identify the individuals that are taking part in
the decision making process. There may be a certain number of persons from the customer
company that are in contact with the selling company. However, as the Vasakronan case reveals,

the individuals in charge of collecting information may only be a small part of the number of
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individuals that have an influence on the final decision. Second, as explained by Edlund (Rewir),
the different individuals that are involved in the decision making process may have different
interests in the purchase which implies that they focus on different aspects of the product or
service. This implies that the communicated message may be adapted to some of the involved
individuals but inappropriate to others. How do these two examples present a problem? Because,
in the first case, assuming that not all individuals are reached by the communication due to the
difficulty of identifying them, the company stands the risk of losing control over the message
that is sent to the rest of the decision making group. In other words, the intermediary will
communicate the message to important actors in the decision making process, and consequently
the message risks being modified. In addition, the involved actors are likely to have different
interests in the decision, they are likely to “speak different languages”. For example, the

engineering director may be interested in other aspects than the marketing director (Porter, 2004).

How can the complexity of individuals taking part in the decision making process be solved?
Kapferer (2004) argues that by creating awareness of the corporate brand, it can support the
different business areas of a company. Kotler and Pfoertsch (20006) see the utility of brands in a
similar way, explaining that as the complexity of industrial products is increasing, the brand can
help to simplify the information. Based on our interpretation of these two aspects, we argue that
the situation highlights a need to reach all the individuals that are involved in the decision making
process and that there is a need to build a common platform of understanding between these
individuals. We believe that there is a need for creating awareness of the corporate brand among
all the people that are involved in the decision making process. The need can be further explained
using the AIDA model. Before the receiver of information gets interested in an offer, it must
first be aware of the product. According to Kapferer (2004) there are different levels of
awareness that are necessary for different brands depending on the product. The level of
awareness that is necessary to obtain must be evaluated by each company. However, no matter
which level of awareness that is appropriate for the specific company, by creating awareness
among all the individuals that are involved in the decision making process, we believe that the

B2B companies are more likely to obtain interest among all these individuals.

However, as the involved individuals have different and specific interests depending on their role,
the common platform of understanding may be difficult to create by communicating only what
Aaker (2002) refers to as the functional benefits of the product or service. Therefore, it is
possible that the common platform needs to be based on values that all individuals can relate to
and of which they have a common perception. Aaker (2002) explains that emotional benefits
communicate a variety of different facets in the brand identity. Thus, emotional benefits will not
only focus on the benefits that are specific to the engineer, but rather provide positive feelings of
the brand identity to which also the marketing director can relate. The affection that emotional
values could create could in our opinion be seen as the second level of the AIDA model, namely
interest. Consequently, we consider that the common platform of understanding could either be
built by creating awareness of the brand, or by adding emotional values to it, depending on the
specific situation of the different companies and the nature of heir products. The subject will be

further discussed in the section about the behavioral aspects coming later. What we would like to
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stress is the importance of creating awareness and in some cases also interest among all the

individuals that take part of the decision making process, not only a few of these.

Internal influencers

AWARENESS
COMPANY and STAKEHOLDER
INTEREST

Figure 9. Internal influencers (own)

However, a stakeholder may also be influenced by what we choose to call external influencers. In
the empirical findings, Ekelin (LynxEye) mentioned that in some cases it could be interesting to
communicate with the general public in order to create opinion, and consequently influence
politicians. Based on this example, one could imagine several other situations where it would be
interesting to communicate with the general public, not only to influence politicians. The
stakeholder group future employees present an interesting case of influence. Ramstedt (Monster)
explains that the opinion of the closest environment may be very important to future employees
when choosing between potential employers. According to Ramstedt, the opinion of family
members and friends may be regarded as more or less decisive for the choice of employer.
Consequently, it becomes difficult to identify the actual decision maker. These examples confirm
the important role that can be attributed to influencers. However, these last types of influencers
tend to influence stakeholders from outside which is the reason why we suggest to call them
external influencers. If the communication is too narrow it risks to exclude the external

influencers. The external influencers are illustrated in figure 10.

External influencers

AWARENESS STAKE-
INTEREST

Figure 10. External influencers (own)
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Value chain influencers

So far we have analyzed the structural aspects dividing influencers into internal and external
influencers, but still relating to a B2B company’s closest environment. However, the environment
of B2B companies is more extensive since they can be far down the value chain. Therefore,
companies that are placed higher in the value chain may also be considered as external
influencers. How do B2B companies regard other parties in the value chain, and what impact can

they have on the B2B company?

Our empirical findings show that some of the B2B companies interviewed are aware of their
position in the value chain and adapt their communication to certain needs. There are different
examples where B2B companies demonstrate their presence in the value chain. Sandvik chose to
demonstrate their presence in the final result, showing that they were a part of the final
customers’ everyday life (see appendix 4). However, one may ask what the effects were of such
communication. Did it improve the general image of Sandvik at different levels in the value
chain? Was it only directed towards customers, showing the importance and innovativeness of
Sandvik? Higglunds Drives communicate directly to the customers further down the value chain
by coloring the products in red, in order to secure the demand of their products. This form of
communication is suitable considering the volatility of derived demand described by Kotler and
Pfoertsch (2006). A company that is the supplier of a supplier risks changes in the demand not

only depending on their direct customers, but also depending on their customet’s customer.

However, many of our interviewees did not find a value in communicating with the final
customer in order to minimize volatility. Even though the demand for the B2B product risked
being eliminated, as in the case of Holmen Paper, the possible effects of influencing the end-user
were not seen as appropriate or adequate. In contrary, the case of Tetrapak and Delaval illustrate
an example where B2B companies actively promote an end-product to which their B2B products
can add value. A possible explanation can be that Holmen Paper is further down the value chain

than TetraPak and therefore the products of Holmen Paper are less present in the end-product.

Aaker’s (2002) concept of functional benefits applied on derived demand can provide a more
profound explanation of the possibilities to extend the communication to end-users. If a B2B
company controls the key functional benefit in an end-product it will be demanded by more B2B
customers, since its customers in turn will demand this key functional benefit in the end-product.
Kapferer’s (2004) theory of the brand as a quality seal emphasizes the importance for such a B2B
company to communicate their presence. The brand providing the functional benefit will then

guarantee the quality of the product to the end-user.

This is confirmed by certain interviews with B2B companies, but Daniel Delviken (Delaval)
stresses that it has to be the key functional benefit or the effects of such communication will not
be feasible. Most of the interviewees do not see an opportunity for their product to be promoted
in a similar way, probably because they do not consider them to provide a key functional benefit.
Other obstacles may be in the relationship with the intermediary who wishes to be in total
control of the relationship with their customers, for example the insurance company If’s

experience concerning car manufacturers. The choice, to not communicate with the end-user,
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that many of our interviewees have made is to a great extent motivated. Certain fundamental
conditions have to be present for this type of communication. An alternative view of how B2B
companies can stress their presence to the end-user is the example of the Sandvik-saw. Sandvik
used to supply both companies and end-customer with different products, which provided an
alternative platform to communicate with a broader audience, but also to build a more nuanced
relationship with their direct customers and other important stakeholders. However, the end-user
as an influencer should be recognized and the possibilities evaluated, the context changes

constantly, obstacles are removed, and new key functional benefits are developed.

The interview with Lyngenberg (Holmen Paper) shows that the concept of value chain
influencers is not only applicable downstream, but that influencers may also exist upstream, that
means among suppliers. In the empirical findings Lyngenberg explains that Holmen Paper’s
relation to its suppliers is rather unique considering that many of them are private persons, not
organizations. Consequently, we agree with Lyngenberg upon the importance for Holmen Paper
to have a good reputation and to be considered as a good corporate citizen. On the other hand,
we consider that the problem could also be seen in the opposite way. By having a healthy
relationship with their customers, these could take the role as communication channels to reach
the general public and communicate the corporate brand. Customers could be considered as
influencers (see communication theory) on the general public, but also as endorsers making the
brand credible (Aaker, 2002; Kapferer, 2004).

Value chain influencers

SUPPLIERS COMPANY INTERMEDIARY CUSTOMERS
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Figure 11. Value chain influencers (own)
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To summarize, we have stressed structural aspects showing the possible needs to have a broader
horizon when considering which stakeholders that are important to communicate with. In
particular, we have shown the impact that different kinds of influencers can have on decisions
made by the B2B companies’ most important stakeholders. Depending on the structural
conditions, the different kinds of influencers can be seen as internal, external or value chain

influencers.

Behavioral aspects of stakeholders

Structural
aspects

Point of

Evaluation of Criteria and B2A Evaluationfof
departure stakeholder limitations concept means o

perspective communication

Behavioral
aspects

Behavioral aspects of stakeholders stress the view the sender of the message has of its receivers.
How do the receivers behave and especially how do the receivers make their decisions? Is it

possible that the view the sender has of the receiver can change the brand communication?

Our empirical findings showed that our B2B companies communicate different categories of
benefits. Many stressed that the quality and other attributes related to their product were most
important to their customers. Others explained that emotional attributes can help them
differentiate themselves and some stressed the importance of a combination of the two.
Moreover, the expertise of the customer was highlichted. What can we conclude from the
findings regarding the B2B companies view of their customers? Kotler et al. (2001) suggest that
the characteristics of the B2B sector, and the buying behavior of organizations, should favor a
view of the customer as being rather rational. However, they add that all organizations are made
up of individuals, thus implying that the decision making process is irrational as well. Our
conclusion is that companies which communicate product attributes see their customers as
relatively rational. However, many of our interviewees tend to regard their customers as rational,

but only to a certain degree.

Consequently, B2B companies seem to communicate in an appropriate way, focusing on
functional benefits since they are dealing with a rational organization, but also emotional benefits
to some degree, related to the personal relationship and the irrational behavior of their
customers. According to us, the problem with this type of communication becomes apparent
when the perceived image of the receiver, as either rational or irrational, does not fit the actual

image of the receiver. If the sender of a message considers the receiver as rational rather than

75



Analysis

irrational the communication will not be optimal, which we will address now. Our empirical
findings indicate three different situations where the receiver is more or less irrational, this can be

illustrated by the three trends in the B2B sector.

Irrationality of individuals

The recruitment situation highlights the case when a B2B company is not communicating with an
organization but instead an individual. According to Kotler et al. (2001) the characteristics of
individuals present a more irrational receiver than do an organization. Thus, how should the

sender perceive the future employee?

Kapferer (2004) explains that the receiver of brand communication has a need to identify with
attractive groups to a certain degree. Moreover, trends show that the identification is becoming
extremely important to future employees, the company is replacing the traditional group with
whom they identify, the family (Ramstedt, Monster). Furthermore, Ramstedt (Monster) explains
that the employees do not only need to identify with the company and its brand, but they also
need to communicate it with their closest environment. Thus, both theory and empirical findings
suggest that an individual is rather irrational and in certain situations there is a need to identify
with groups or brands. However, Kapferer (2004) limits his discussion to a situation where the
environment has a perceived image of the user of the brand, the future employee. The empirical
findings on the other hand, discussed above, add that the identity needs to be confirmed by the
environment as well. How can this alternative view of the future employee affect brand

communication?

The two examples represent different aspects of the self-expressive benefits described by Aaker
(2002) and Kapferer (2004). We use brands to reflect our inward mirror. Considering the trends,
it is important to future employees that the brand can respond to the “I am an... attribute”, the
company should consider itself equally important to the family on this aspect. Moreover, future
employees need to communicate that they belong to a certain group. Their closest environment
needs to be able to confirm that “they are... an attribute”, since the outward mirror is defined
from the perspective of external parties and affect the perception of the group. Thus, in this case
influencers are important to decision makers. According to the empirical findings and theories
discussed here there seems to be a relationship between self-expressive benefits and the
confirmation from influencers. The need to identify can sometimes be a minimum demand from
the decision maker, but also a possibility for the employer to differentiate from other brands. To
differentiate in one way or another is always important, but even more so when it comes to
attracting future employees. When B2B companies communicate with customers the competition
from other suppliers is limited to other B2B companies. Though, when the B2B companies try to
attract future employees they do not only compete with B2B companies (appendix 2), but also

with B2C companies, which increases the competition and affects the need to differentiate.

However, the interviews stress that self-expressive benefits are not the only benefits that are

important to future employees today. Functional benefits such as salary and career possibilities
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are highly valuable. Still, according to Aaker (2002), they are relatively easy to copy and on a
highly competitive market such as the labor market they do not differentiate a brand.

Moreover, the problem is not limited to future employees, but also to the ability to maintain
talents. According to Monster’s loyalty survey (table 4), the functional benefits expressed above
are of minor importance. The survey shows that 2/3 of the respondents are more or less
difficult to satisfy when offering functional benefits. Whether, the need can be satisfied by self-
expressive benefits cannot be determined, but together with the need expressed initially it
indicates that there is a great potential for employers to differentiate. A brand that offers only
functional benefits will attract a limited group of future employees, but equally important, will
not maximize the relationship building with the ones they attract since these benefits are not

highly valuable to many employees (table 4).

The need to communicate self-expressive benefits has in this case been applied only on future
employees. The reason is that the interviewees tended to regard these aspects as most applicable
to this stakeholder. On this point we agree with the interviewees, since the self-expressive
benefits are more applicable on individuals than on organizations. The “I am... an attribute”
stress the individuality. However, theoretically nothing hinders a B2B customer from demanding
self-expressive benefits, and consequently, according to the analysis above, giving influencers a

more prominent role.

The recruitment trend stresses that B2B companies communicate directly with individuals. These
individuals are often more irrational than organizations, and the communication should therefore

be adapted.

Irrationality of organizations

Eventhough the receiver may be an organization they can still present irrational characteristics.
The service trend is an example where an organization cannot rely on rational evaluations of the

offer.

The interviews with the B2B companies showed that many B2B companies strived for a close
relationship with their customers by offering something more than the product. However, we do
not consider this to be something new. The evolution is more apparent when a B2B company can
profit from their knowledge and their solutions offered to customers rather than the product,
illustrated by Holmen Paper and Alfa Laval for example. Consequently, how should these

companies perceive their customers and their decision making process?

Kapferer (2004) suggests that the evaluation process is related to the perceived risk of the
purchase. There are different levels of opacity linked to the product. According to his definition,
we consider a service to have a high level of opacity, since it is difficult to evaluate on beforehand
or even after using the “product”. Therefore, depending on the opacity of the product or service

the customer should be regarded as more or less rational. For example the case of Holmen Paper
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where there is a product that can be evaluated on beforehand based on the technical features of

the paper.

Nevertheless, both the answers from experts (Ramstedt, Monster) and B2B service companies
(Plyhr, Accenture) show that B2B companies offering pure services still tend to communicate
similar to a traditional B2B company. They tend to provide rational reasons as to why the
customer should purchase their service, they promote the qualities of their employees. A quality
of an employee can provide both a functional and an emotional benefit, and even if both
interviewees stress that it is important to build a relationship, it is described as a professional
relationship, and according to us they try to give a rational reason to why a B2B customer should
buy their service. However, regardless of the type of quality, customers cannot be guaranteed
that the qualities actually exist, and consequently has to rely on their feelings when it comes to the

skills of the service company.

The service trend is an example showing that formal B2B companies can be irrational in their
buying behavior, but the examples of industries where the customer behaves irrational are
probably numerous. However, a few of the interviewees (Hellman, If and Delviken, Delaval)
revealed that irrational decisions are not only related to the service industry, but also to industries

where the customers’ organizations are small.

Kotler et al. (2001) suggest, that purchases regarded as relatively risky involve more people and
more extensive evaluations, thus the decision is more rational than in the case of the future
employee. This aspect is confirmed by the interviewees. Nevertheless, the view presented by
Kotler et al. (2001) is a simplification of the situation described by several interviewees. The
empirical findings described in the previous paragraph suggest that there is a relationship
between the size of the company and the rationality of its decisions. In small companies the
evaluation process is less extensive and rational. Certain decision makers have more in common
with the B2C decision maker than the typical B2B decision maker who is rather rational. The
aspect is interesting from a communication perspective, it stresses that the decision maker is in
many ways identical to private persons, in fact, they are private persons. Thus, the decision
makers are affected by a lot more than the communication in typical business media channels.
The media experts, that we interviewed, stress that there are advantages of communicating when
the decision maker is at home rather than at work. The advantage is highlichted in the
communication process model where noise is an obstacle that the sender has to deal with. In the
case of B2B companies this noise can be similar to the filter B2B decision makers apply to all
advertising when they are at work. However, the noise may be less present when the decision
maker is at home, it is automatically deactivated. Thus, the context and place of communicating
can be imperative. The interviewees explain another aspect of communicating in various
contexts, namely that using media channels that are rather uncommon to the industry present an
opportunity to be the only one associated with this occasion, limiting competition. However, if
the only goal is to communicate with decision makers the strategy may be ineffective, the

advantages are likely to be outweighed by the costs.

78



Analysis

Irrationality of the industry

The third situation, indicating that B2B companies should regard their customers as irrational to
some degree, is globalization which according to Kotler and Pfoertsch (2006) leads to
hypercompetition, especially in the B2B sector. We ask ourselves if the customer in a

hypercompetitive market evaluates an offer in rational or irrational way?

Several of the interviewed B2B companies, confirm the increased competition, both the case
where outside competitors are entering the market, as well as the B2B companies expanding their
activities to new parts of the world. Lyngenberg stresses the threat from Asian companies,
competing fiercely over suppliers. Kotler and Pfoertsch (2006) explain that B2B products need
less adjustment to cultural aspects when expanding their market to another country, thus a B2B
company will probably face more competition from products with similar product attributes.
Consequently, a customer that evaluates the different offers, in order to make a rational decision,
will find only minor differences or no differences at all. According to our interviews with B2B
companies, the customer then turns to other benefits that the supplier can provide, for example
in the case of Skanska who attracted a major customer by emphasizing the values of Skanska

rather than their product.

Our opinion is that many B2B customers regardless of their formal organization or rational
behavior will sooner or later have to make irrational decisions, due to the similarities of offers
presented by suppliers. The degree of irrationality will, to some extent, depend on the level of

hypercompetition.

Emotional benefits and confirmation

We have so far managed to identify three situations that imply that the customer, or another
stakeholder, can behave more irrational than rational, which to some extent opposes the present
view that B2B companies have of their receiver. The question that we have not addressed yet is
how an irrational stakeholder can effect the way B2B companies should communicate. Kotler et
al. (2001) suggest that customers who make irrational decisions should be offered emotional
benefits, so that they can differentiate the offer from another offer and develop preference for
the former. This is in fact what many B2B companies in our survey have realized and adapted to.

However, we do not consider these measures to be adequate.

We argue that offering emotional benefits is in many ways more complex than to offer functional
benefits, and influencers have a prominent role when communicating emotional benefits.
Kapferer (2004) adds richness to the discussion by emphasizing that the benefits offered have to
be credible or they will have little effect. According to his theory of opacity, products with low
level of opacity have little perceived risk since the product can be evaluated on beforehand.
Functional benefits, for example technical features, quality and measures of material can often be
evaluated on beforehand. Since functional benefits can be evaluated in a rational way it is possible
for individuals to evaluate the product on their own. Therefore, we suggest that a product

providing functional benefits can be evaluated by customers themselves. However, products that
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offer emotional benefits cannot be evaluated on beforehand, they have to be experienced and
sometimes not even experience is enough. Therefore we categorize these benefits as opaque.
According to Kapferer (2004), to make these benefits credible without experiencing the product
the benefits have to be verified by a third party. Decision makers who have to make a decision
based on the emotional benefits a product provides will turn to their environment for
confirmation of these benefits. We interpret the situation as the most rational way to make an
irrational decision, consequently minimizing the risk related to the purchase. Thus, if the
influencers are not aware of the brand or its benefits they cannot confirm the emotional benefit,
the risk of the purchase is increased, and the decision maker may refuse the offer. To
communicate emotional benefits only to primary stakeholders, as described in the previous

paragraph, is not enough.

The decision-communication model

The need analysis reveals that the decision maker can be complex, irrational and, depending on
the context, difficult to identify. Whenever there is an irrational decision to be made that can
affect the B2B company, there will always be a group influencing the decision to some extent. By
studying the type of decision and the benefits that are communicated by the brand, the company
can understand the role of influencers and when this role becomes important. We suggest the
decision-communication model as a suitable framework for explaining the importance of

influencers from a behavioral perspective.
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Figure 12. Decision-communication model (own, applied on empirical data)
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The upper left corner, area one, identifies stakeholder decisions that are rather irrational but only
demand information limited to awareness and functional benefits to be solved. This situation can
be considered as relatively rare according to the analysis made earlier. However, there is one
specific situation that is attractive for B2B companies, namely the combination of an irrational
decision that only demands unaided brand awareness to be made. An illustrative case is the
insurance company If which has many small and medium enterprises (SME) that are customers
and where the CEO makes the decision herself or himself, without a thorough evaluation of the

offer. Therefore influencers play a minor role in the decision making process.

The second area is what we refer to as the optimal influencers’ area. In this case the stakeholder
decision demands emotional and self-expressive information before a decision can be made.
These benefits are difficult to evaluate by a single person or group and needs to be confirmed by
influencers to be credible. The empirical findings reveal that this position is exceptional, and the
only case similar to this situation is the case of Vasakronan. Vasakronan offers something more
than a product and a service, it is in many ways similar to the integrated solutions discussed by
Windahl (2007). To offer integrated solutions express a need for emotional benefits in order to
make a decision, rather than a self-expressive need. However, this does not decrease the
importance of influencers, but stresses that some of the groups identified in figure 12, may be
limited to certain benefits and the possible change of position in the figure is limited. The case of
integrated solutions can add richness to the understanding of the model. The factors influencing
the demand for integrated products (Windahl, 2007), can add a better understanding to why
stakeholders make more or less rational decisions, and why B2B brands offer different benefits.