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MANAGING CORPORATE
VISUAL IDENTITY

Exploring the Differences Between
Manufacturing and Service, and Profit-Making

and Nonprofit Organizations
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Corporate Visual Identity (CVI) is a crucial part of the identity of any organization. Most research on
managing corporate identity deals with the strategic development of corporate identity and the design
and effects of specific elements of the CVI. This study focuses on an aspect of CVI management that has
not received much attention—the problem of maintaining consistent use of the CVI in an organization. A
comparison is made between manufacturing and service organizations, and between profit-making and
nonprofit organizations. For these organization types, the perceived CVI consistency was investigated,
as well as the organizational and CVI management characteristics and instruments affecting it. The
research was conducted using questionnaires distributed among employees of 20 Dutch organizations.
Most of the differences found were those between profit-making and nonprofit organizations. The results
showed greater consistency in the CVI of profit-making organizations, in accordance with the amount of
effort these organizations put into CVI management.

Keywords: corporate visual identity; corporate communication; corporate identity; corporate
branding

Corporate Visual Identity (CVI) plays a significant role in the way organizations
present themselves, both to internal and to external stakeholders. The main ele-
ments of a CVI are corporate name, logo, color palette, font type, and a corporate
slogan or tagline. A tagline is a sentence or message that may be connected to the
logo, as, for example, HP invent for Hewlett-Packard (the word invent creates a
tagline, together with the logo of HP). CVI elements may express or emphasize
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certain aspects of an organization but will be effective only if people are confronted
with them regularly on all communication materials, also called carriers. Some
years ago, Philips introduced the slogan “Let’s make things better,” which has been
consistently used in all communication materials, varying from advertisements to
packaging. A combination of colors may also serve as a strong visual cue in recog-
nizing an organization. The combination of green and yellow on a service station on
the highway, for instance, identifies BP, whereas a combination of yellow and red
represents Shell. Since the 1980s, the name “Shell” no longer appears with the
emblem, yet the company’s identity is still recognized everywhere. The same
applies to Coca Cola, with its standard wave, the colors red and white, and its char-
acteristic typeface. All over the world, people recognize signs, billboards, and
products bearing this brand, even if they are written in a script they have never seen
before. Symbolic figures can also represent an organization. Through advertising
campaigns run by Royal Dutch Airlines (KLM), the swan has become a symbol for
the airline. Other examples of symbolic figures are the McDonald’s clown and the
Michelin Man.

CVI may be applied on carriers such as stationery, printed matter (e.g., bro-
chures and leaflets), advertisements, Web sites, vehicles, buildings, and corporate
clothing. Visual consistency may be maintained by CVI guidelines, or in marketing
communications, by applying the same pay-off in commercial messages, packag-
ing, or visual aspects in commercial messages (van Riel, 2000). Guidelines for the
use of the name, logo, colors, and typeface of the organization must result in a con-
sistent set of visual cues that express the essence of an organization.

Standardizing the CVI is presumed to have a positive effect on customers’
awareness of advertising, recruitment, their familiarity with the organization and its
products/services, goodwill, sales, market share, and the receptivity of local inhab-
itants to the organization’s operations in a particular area (Melewar & Saunders,
1998). A CVI provides visibility and recognizability (Balmer & Gray, 2000) by
symbolically representing an organization or brand. Brands help customers to
reduce their anxiety when purchasing products or services, and they also help shape
the identity of consumers (Ind, 2001; Kapferer, 1994).

The importance of CVI for organizations is usually sought in its relationship
with corporate identity, image, and reputation. Organizations depend to a great
extent on their image and reputation among relevant stakeholder groups. In the cor-
porate identity mix, three components are assumed to influence image or reputa-
tion: organizational behavior, communication, and symbolism (van Riel & Balmer,
1997). The strongest of these influences is organizational behavior—the way an
organization acts, as perceived by its stakeholders (Dutton & Dukerich, 1991;
Hatch & Schultz, 1997, 2003). Communication includes both the way an organi-
zation communicates with its stakeholders and media coverage (cf. Renkema &
Hoeken, 1998).

The CVI is the most prominent expression of corporate symbolism (Schultz,
Hatch, & Larsen, 2000). Authors van den Bosch, de Jong, and Elving (2005) dis-
cussed the possible contributions of CVI to corporate reputation, using the five
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reputation dimensions distinguished by Fombrun and van Riel (2004)—visibility,
distinctiveness, transparency, authenticity, and consistency—and concluded that
CVI may be relevant for each dimension. In general, a weak visual identity may be
considered to be a symptom of corporate malaise (Baker & Balmer, 1997). Firms
with a good reputation are more likely to orchestrate and integrate their communi-
cation initiatives across departments (Fombrun & Rindova, 1998).

The importance of CVI for organiza-
tions is usually sought in its relationship
with corporate identity, image, and
reputation.

The importance of CVI is quite obvious for organizations that operate in a com-
petitive environment. But it may be equally important for governmental organiza-
tions that do not need to bind their “customers” to them because there is no compet-
ing service provider. Even though these organizations do not have to fight for every
new customer, they still need to be recognized as of use to society. Increasingly,
governmental organizations are also seen as brands: here, the brand implicitly pres-
ents a promise of performance (Ind, 2001). In this respect, there is no great differ-
ence with nongovernmental organizations. The Dutch Inland Revenue Service is an
example of a well-known brand. Although nobody likes to pay tax, this organiza-
tion created considerable goodwill among tax payers by a systematic and carefully
designed communication strategy, including a highly recognizable CVI and a
prominent corporate slogan, “Leuker kunnen we het niet maken, wel makkelijker”
(“We can’t make it more pleasant, but we can make it easier”). The color blue is one
of the CVI’s most conspicuous characteristics: When a blue envelope arrives in the
mailbox, every Dutch citizen immediately knows where it comes from.

A CVI has several functions: it symbolizes the organization, it provides visibil-
ity and recognizability, it expresses its structure, and internally, it may enhance the
extent to which employees identify with the organization (Bromley, 2001; Dutton,
Dukerich, & Harquail, 1994; Kiriakidou & Millward, 2000; Olins, 1989). Corpo-
rate values first need to be incorporated by employees before they can be expressed
externally (Fombrun & van Riel, 2004). In our view, the CVI should also first be
understood and supported by the employees of an organization. The consistency of
the CVI is a prerequisite for a clear and unambiguous perception of the organiza-
tion (the corporate image). Too many different visual cues will inevitably create an
unfocused impression.

Research on CVI can focus on the design criteria for selecting a logo (e.g.,
Henderson & Cote, 1998), on the tools used to evaluate design elements (Gabrielsen,
Kristensen, & Hansen, 2000), on an analysis of visual interpretation (Moriarty,
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1996), or on the potential for using visuals in argumentation (cf. Birdsell &
Groarke, 1996; Blair, 1996; Fleming, 1996). This article focuses on the problem of
managing CVI in an organizational context. The central problem in our study is the
need to maintain consistent use of the CVI in an organization.

In an earlier exploratory study, the “Leiden Octahedron” was used as a model to
explore the organizational dimensions that influence the consistency of a CVI (van
den Bosch, 1999). The model, which was adapted from Leavitt (1965), was further
developed by Demenint, van der Vlist, and Allegro (1989). The Leiden Octahe-
dron, which visualizes the way in which an organization reacts to a dynamic envi-
ronment, is made up of six clusters of variables: organization goals, strategy, struc-
ture, culture, technology, and people. People work toward common goals and the
results are influenced by strategy, structure, culture, and technology. Organiza-
tional dimensions, based on the various perspectives on organizations found in the
literature, emphasize the strategy of organizations (Johnson & Scholes, 1999;
Mintzberg, Ahlstrand, & Lampel, 1998), organizational structure and principles of
coordination among various functions and tasks (Hall, 1991; Hodge, Anthony, &
Gales, 1996; Mintzberg, 1979), and culture, which includes how the shared values
and beliefs of the organization’s members are described, how one is supposed to
communicate and behave, how newcomers are socialized, and how leaders influ-
ence others (Deal & Kennedy, 1982; Schein, 1992; Trice & Beyer, 1993). Social-
ization is the inculcation of the company’s norms and values, and this assimilation
of the culture is mostly reinforced through daily practices (Kotter, 1996). Another
important organizational characteristic was found in open systems theory, which
accounts for the way an organization interacts with its environment and adapts to it
in order to survive (Lawrence & Lorsch, 1967).

In two earlier studies, we investigated the influence of organizational character-
istics, CVI management characteristics, and specific CVI management instruments
on the perceived consistency of CVI. All selected characteristics and instruments
were based on the above-mentioned exploratory study. In the first study, we investi-
gated the influence of specific CVI management instruments. The total number of
CVI management instruments applied appeared to have a positive effect on consis-
tency. Within these instruments, up-to-date CVI guidelines and managers setting
an example were the most important (van den Bosch, de Jong, & Elving, 2004). In
the other study, we distinguished various organizational characteristics and identi-
fied three corresponding CVI management characteristics that focus on strategic,
structural, and cultural aspects. These CVI management characteristics appeared to
significantly influence the consistency of CVI (van den Bosch, Elving, & de Jong,
in press). In these two studies, however, we did not distinguish between types of
organizations.

In this study, we explore the influence of organizational characteristics and CVI
management instruments on the perceived consistency of CVI in various types of
organizations. We categorized these organizations according to their business and
financial orientation. First, looking at the type of business, we distinguished be-
tween manufacturing and service organizations. Manufacturing organizations
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deliver tangible products, and this fact is reflected in the use of CVI on, for instance,
products and packaging. Organizations delivering services, on the other hand, have

Whereas products and packaging pro-
vide visual cues, services are inherently
invisible before they are delivered and
can only be assessed retrospectively. It
may be that service organizations have
to work harder to make themselves and
their services visible.

to present themselves to the market without being able to show any (tangible)
results of their work in advance. Whereas products and packaging provide
visual cues, services are inherently invisible before they are delivered and can
only be assessed retrospectively. It may be that service organizations have to
work harder to make themselves and their services visible. The first research
question is as follows:

Research Question 1: What differences are there between manufacturing and service
organizations with regard to employees’ perceptions of the consistency of the CVI
and of the characteristics and instruments that influence its consistency?

Second, we made a distinction based on financial orientation, distinguishing
between profit-making and nonprofit organizations. Manufacturing organi-
zations are profit-making, whereas service organizations can be either profit-
making or nonprofit-making concerns. Profit-making organizations depend on
transactions with customers; nonprofit organizations depend on funds that do
not necessarily come from the users of their services but, for example, from the
government or the general public. We presume that there is a higher degree of
CVI consistency in profit-making organizations, because they have to deal with
competitors, and visibility and recognizability in visual communication are cru-
cial in the battle to influence target audiences. Most nonprofit organizations,
such as governmental organizations, do not have this need, and therefore this
type of organization may often pay less attention to its CVI. We recognized,
however, that universities and schools are examples of nonprofit organizations
that compete for teachers and students; nonetheless, we expected more consis-
tency in the CVIs of profit-making organizations. The second research question
is as follows:
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Research Question 2: What differences are there between profit-making and nonprofit
organizations with regard to employees’ perceptions of the consistency of the CVI
and of the characteristics and instruments that influence its consistency?

METHOD

The study was conducted in 20 Dutch organizations. The inclusion criteria were
that their headquarters had to be located in the Netherlands, the organizations had at
least 400 employees, and they should not be in the process of implementing a new
visual identity or have introduced a change in their visual identity in the past two
years. CVI gets more attention during and immediately after a change process,
which might affect the results. The research focused on the opinions of employees
in the participating organizations, not on external stakeholders. After all, the
employees are the ones who have to apply the CVI and, therefore, have the greatest
influence on its consistency. Moreover, employees can be expected to have a clear,
overall view of the consistency of the CVI of their organization, whereas the
impressions of external stakeholders are likely to be more fragmented. External
stakeholders, for instance, may not see materials produced for internal communica-
tion purposes or those intended for other stakeholders.

First, we contacted organizations by telephone. We asked for the person respon-
sible for the CVI. We introduced the research and asked about their responsibilities
with respect to the CVI. Furthermore, we asked if there was a change process
involving the CVI going on. If this was not the case, we asked them to participate in
the study. Some organizations wanted to participate but—due to change processes
or other studies currently being carried out—the timing was not right. Other organi-
zations did not have the time to collect enough respondents. In total, we contacted
80 organizations, and 20 organizations met the criteria and were willing to partici-
pate. We promised not to disclose the names of the organizations.

In the second phase, we obtained the names and postal addresses of approxi-
mately 70 employees from each organization. Based on our criteria, our contact
persons—those responsible for their organization’s visual identity—made a selec-
tion of employees with a variety of jobs, for example, in marketing and communi-
cation, secretariats and general support units such as the in-house printing depart-
ment, the department that manages the fleet of vehicles, building management, and
purchasing. Fifteen organizations provided addresses, so the questionnaire could
be sent to the employees directly. In four organizations, our contact persons distrib-
uted the questionnaire themselves. In one organization, we sent an online version of
the questionnaire to employees’ e-mail addresses. In return for participating in the
research, each organization received a summary of its own results. The average
response rate was 48%, ranging from 13% to 78%. In total, 686 questionnaires
were returned and processed.
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Types of Organizations

We categorized organizations according to (a) their business orientation and (b)
their financial orientation. The first distinction gave us 4 manufacturing (n = 144)
and 16 service organizations (n = 542). Manufacturing organizations depend on the
delivery of tangible material products and product-related services. This explor-
atory study included manufacturers of industrial and consumer goods, a publishing
firm, and a building contractor. All the other respondents came from service-
oriented organizations, working in the fields of, for instance, consultancy, health
services, insurance, higher education, and public services. The second
distinction—financial orientation—resulted in 9 profit-making (n = 274) and 11
nonprofit (n = 412) organizations. Profit-making organizations were manufactur-
ing organizations, an engineering consultancy firm, an employment agency, a tele-
communications network, and a retail organization. Nonprofit organizations were a
hospital, institutes for higher education, a land register, and governmental
organizations at the national, regional, and local level. We further subdivided profit-
making organizations into 4 profit-making manufacturing organizations (n = 144)
and 5 profit-making service organizations (n = 130). All manufacturers are profit-
making organizations. Next, we distinguished 5 profit-making (n = 130) and 11
nonprofit organizations (n = 412) in the service sector. The category “nonprofit
organizations” is totally made up of service organizations. Figure 1 shows the types
of organizations and the differences we analyzed.

To measure the way in which CVI is managed in the different types of organiza-
tions, we focused on similarities and differences of the perceived consistency of the
CVI by the employees, general organizational (management) characteristics, CVI
management characteristics, and single CVI management instruments.

The Consistency of the CVI

In our study, the measure of CVI consistency did not reflect the quality of the
design or the coherence among the various design elements as, for instance, a color
palette and a matching typeface, which can strengthen each other and thus enhance
visual effect. This consistency factor is based on a similarity of the “look and feel”
among the various CVI elements. The variable Consistent CVI was defined as the
extent to which the various CVI elements were actually employed as intended. The
assumption is that the consistency of CVI depends on the way the defined CVI
guidelines are applied by the employees, resulting in a more or less consistent
visual expression of the organization’s corporate image. The consistency of the
CVI was measured by asking the respondents to react to eight statements, including
“Our organization can easily be identified by its CVI,” “The CVI of our organiza-
tion is messy,” and “Everyone in our organization complies with CVI rules.” All
responses were measured using a 5-point Likert-type scale (1 = strongly disagree to
5 = strongly agree). The reliability of the scale used for perceived CVI consistency
was good (Cronbach’s alpha = .80).
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Organizational and CVI
Management Characteristics

We included eight organizational characteristics, arranged in two clusters. The
first group contained general organizational characteristics, and the second group
contained organizational characteristics directly related to CVI management. We
included five general organizational characteristics: Knowledge of Organization
Strategy, Tools and Support, Managerial Quality, Internal Communication, and
whether the organization was Open and Dynamic. The variable Knowledge of
Organization Strategy (five items, Cronbach’s alpha = .71) included statements
such as “I know what our organization stands for,” “I know where our organization
is heading,” and “I know the mission statement of the organization.” The variable
Tools and Support (six items, Cronbach’s alpha = .70) provided a measure of the
coordination mechanisms used to support the various units within the organization.
It included statements such as “Within our organization I have the tools I need to do
my job” and “Specialist staff departments support me in doing my job.” Examples
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Figure 1. Types of Organizations and Differences Measured
Note: A distinction was made between manufacturing and service organizations. Within the service
organizations, a subdivision was made between profit-making and nonprofit. The total group was also
divided into profit-making and nonprofit organizations. The profit-making organizations were subdi-
vided into manufacturing and service sectors. The arrows show the comparisons that were made. K =
number of organizations; N = number of respondents.



of statements related to the variable Managerial Quality (five items, Cronbach’s
alpha = .70) were “Managers stimulate us to learn more about our work” and
“Mymanager does not explain why particular tasks must be carried out.” We used
statements such as “There is consultation between business units and the board of
directors” and “I am well informed about what is going on in our organization” to
measure the variable Internal Communication (eight items, Cronbach’s alpha =
.79). Finally, we included the variable Open and Dynamic (five items, Cronbach’s
alpha = .68) to measure the extent to which an organization operates in a dynamic
environment and therefore has to act flexibly and anticipate changes. Statements
used here were “Most of the work can be organized by the staff themselves” and
“Our organization continually anticipates new developments.”

We distinguished three characteristics that relate to the way the CVI is managed:
Knowledge of CVI Strategy, CVI Tools and Support, and CVI Socialization Pro-
cesses. The variable Knowledge of CVI Strategy (three items, Cronbach’s alpha =
.70) focused on the employees’ knowledge of the rationale behind the CVI and its
objectives. Examples of the statements we used were “I understand the rationale
behind our company logo,” and “The CVI helps others recognize our organization.”
The variable CVI Tools and Support (five items, Cronbach’s alpha = .85) was mea-
sured using statements such as “Our CVI guidelines are up-to-date” and “In our
organization we have tools that make it easy for us to apply the CVI.” The variable
CVI Socialization Processes (five items, Cronbach’s alpha = .73) focused on formal
and informal learning processes as well as the behavior of managers, through
which both existing members of an organization and newcomers come to under-
stand the types of behavior that are expected in relation to the CVI. Examples of
statements were “When I do not apply the CVI, I get criticized” and “Newcomers in
our department always get an induction course on the CVI.” The CVI management
characteristics were derived from literature on the strategy, structure, and culture of
organizations. All responses were perceived judgments of the respondents, mea-
sured using a 5-point Likert-type scale (1 = strongly disagree to 5 = strongly agree).

CVI Management Instruments

We also presented the respondents with a list of specific management tools that
may be used to ensure the consistency of the CVI: Up-to-Date CVI Guidelines,
Access to CVI Guidelines, Extensive CVI Guidelines, Regular Consultation With
Users, Preferred Suppliers for providing, for instance, signs on buildings, cor-
porate clothing, or printed materials, Technical Tools such as templates for word
processing and presentations, Managers Setting an Example, CVI as a Topic in
Induction Programs, and the existence of a CVI Helpdesk and/or CVI Manager.
Respondents were asked to indicate whether these 10 management instruments
were used in their organization. Because it is quite possible that employees may not
always be aware of the existence of a particular management instrument, they were
also given the option to answer “don’t know.”
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Table 1 provides an overview of the dependent and all independent variables in-
cluded in this study: organizational characteristics, CVI management characteris-
tics, and CVI management instruments.

RESULTS

In the first part of this section, we report on the differences found between manu-
facturing and service organizations. In the second part, we present the differences
between profit-making and nonprofit organizations. We will start with the descrip-
tions of the variables organizational and CVI management characteristics. This is
followed by a linear regression enter analysis, which measures their influence on
the consistency of the CVI. Then, we present the results that relate to the use of spe-
cific CVI management instruments in the various types of organizations. Finally,
we conduct a linear regression enter analysis to investigate the influence of these
tools on the consistency of the CVI. The tables compare the different types of orga-
nizations: manufacturing versus service and profit-making versus nonprofit.

Differences Between Manufacturing
and Service Organizations

Table 2 shows the means, standard deviations, and differences (using t tests) of
the organizational and CVI management characteristics. Except for the variables
CVI Tools and Support and Open and Dynamic, no significant differences were
found between manufacturing and service organizations. In the perception of re-
spondents, manufacturing organizations focus more on tools and support related to
CVI and they are less open and dynamic. The linear regression enter analysis pro-
duced an explained variance (R2) of 62% in manufacturing organizations and 53%
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Table 1. Overview of Dependent and Independent Variables Used

Organization and CVI
Dependent Variable Management Characteristics CVI Management Instruments

Consistent CVI Knowledge of organization strategy Up-to-date CVI guidelines
Tools and support Access to CVI guidelines
Managerial quality Extensive CVI guidelines
Internal communication Regular consultation with users
Open and dynamic Preferred suppliers

Technical tools
Knowledge of CVI strategy Managers setting an example
CVI tools and support CVI as a topic in induction programs
CVI socialization processes CVI helpdesk

CVI manager

Note: CVI = Corporate Visual Identity.



in service organizations (see Table 3). The results imply that CVI management
characteristics are of major importance in maintaining a consistent CVI. In both
types of organizations, the strongest influence was CVI Socialization Processes
and Knowledge of CVI Strategy, followed by CVI Tools and Support. The other
characteristics did not influence the consistency of the CVI in either manufacturing
or service organizations. The consistency of the CVI was clearly influenced by CVI
management characteristics, regardless of whether the organization was manufac-
turing or service-oriented.

Next, we conducted analyses to investigate the influence of specific CVI man-
agement instruments. Table 4 presents the results with respect to the use of CVI
management instruments in manufacturing and service organizations. Significant
differences (measured by chi-square) were found in Up-to-Date CVI Guidelines,
Access to CVI Guidelines, Regular Consultation With Users, and Technical Tools.
Except for regular consultation, which was used more frequently in service organi-
zations, the use of these instruments was higher in manufacturing organizations.

To explore the influence of CVI management instruments on the consistency of
CVI, we conducted a linear regression enter analysis with the consistency of the
CVI as the dependent variable and the CVI management instruments as independ-
ent variables (see Table 5). The explained variance was 29% in manufacturing
organizations and 28% in service organizations. Managers Setting an Example had
a major influence in both types of organizations. Access to CVI Guidelines was of
significant influence in manufacturing organizations, and Up-to-Date CVI Guide-
lines, Preferred Suppliers, CVI as a Topic in Induction Programs, and the existence
of a CVI Manager were significant in service organizations. It is worth noting that
the Access to CVI Guidelines was found to be an important predictor in manufactur-
ing organizations and not in service organizations. On the other hand, Up-to-Date
CVI Guidelines was a reliable predictor for the consistency of the CVI in ser-
vice organizations and not in manufacturing organizations. Extensive CVI Guide-
lines, Regular Consultation With Users, Technical Tools, and a CVI Helpdesk
did not seem to contribute significantly, either in manufacturing or in service
organizations.

Differences Between Profit-Making
and Nonprofit Organizations

Differences between profit-making and nonprofit organizations were found in
CVI Consistency, Knowledge of Organization Strategy, the Open and Dynamic
variable, and all three CVI management characteristics (see Table 2). Profit-
making organizations had significantly higher scores, except for Open and Dy-
namic. These higher scores suggest a higher degree of consistency in the CVI,
better knowledge of the organization’s strategy, and more effort put into CVI man-
agement in profit-making organizations. In the perception of respondents, non-
profit organizations were more open and dynamic, which suggests that these were
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more influenced by their environment than profit-making organizations. There was
no significant difference with respect to other organizational characteristics.

The linear regression enter analysis for all of the organizational and CVI man-
agement characteristics resulted in an explained variance of 59% for profit-making
organizations and 49% for nonprofit organizations (see Table 3). All three CVI
management characteristics significantly influenced the consistency of CVI in both
types of organizations. The best predictor was found in CVI Socialization Pro-
cesses, followed by Knowledge of CVI Strategy, and CVI Tools and Support.
Knowledge of the Organizational Strategy also influenced the consistency of the
CVI in profit-making organizations. Apparently, employees need to know the strat-
egy of the organization before they can support the CVI and apply the guidelines.
Nonprofit organizations had a significantly higher score on the variable Open and
Dynamic; however, this did not affect the consistency of the CVI. Although profit-
making organizations were less open and dynamic, this variable significantly in-
fluenced the consistency of the CVI.

We also analyzed the differences between profit-making and nonprofit organi-
zations within the group of service organizations (see Figure 1). There was no sig-
nificant difference in the variable Open and Dynamic. However, as discussed
above, this variable was significant when comparing all profit-making with all non-
profit organizations. Therefore, this characteristic must be ascribed to the manu-
facturing organizations, which had the lowest score of all differentiated types of
organizations. The highest score on Open and Dynamic was found in nonprofit
organizations, which suggests that these organizations have to be flexible and react
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Table 3. Linear Regression (Method Enter) Analysis With Orga-
nizational and CVI Management Characteristics as Pre-
dictors for a Consistent CVI

Manufacturing Service Profit-Making Nonprofit

R2 .62 .53 .59 .49
F 18.65** 61.14** 35.84** 39.34**
n 101 439 208 332

Beta
Knowledge of CVI strategy .29* .28** .27** .27**
CVI tools and support .24* .23** .24** .22**
CVI socialization processes .30** .32** .30** .33**
Knowledge of organization strategy .07 .06 .14* .02
Tools and support .07 .03 .06 .05
Managerial quality –.06 .00 –.09 .01
Internal communication .03 .04 .02 .05
Open and dynamic .13 .07 .12* .07

Note: CVI = Corporate Visual Identity
*p < .05 **p < .001
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to their environment. Another significant difference was found in Knowledge of
Organization Strategy. However, this was not a predictor for the consistency of the
CVI in profit-making service organizations or in service nonprofit organizations.
The linear regression enter analysis of profit-making service organizations resulted
in an explained variance of 56% with the same set of predictors as in nonprofit
service organizations.

Another subdivision we made was that between profit-making manufacturing
and profit-making service organizations. Significant differences were found in
Consistent CVI, Knowledge of Organization Strategy, Knowledge of CVI Strategy,
and CVI Socialization Processes. Profit-making service organizations had the
highest scores for all of these variables, even higher than those for manufacturing
organizations. This implies that the differences must mainly be ascribed to the
profit-making service organizations.

Next, we explored the differences between profit-making and nonprofit orga-
nizations for specific CVI management instruments (see Table 4). For the seven
instruments, a significant difference was found. For all of these seven instruments,
the percentage of use was higher in profit-making organizations. Profit-making
organizations apparently put more specific instruments into practice to ensure the
consistency of the CVI. We also conducted linear regression enter analysis (see
Table 5): The explained variance was 25% in profit-making organizations and 28%
in nonprofit organizations. Managers Setting an Example had the most influence
according to both linear regression analyses, which shows that the perceived be-
havior of managers is a very good predictor for the consistency of the CVI. The
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Table 5. Linear Regression (Method Enter Analysis) With Manage-
ment Instruments as Predictors for a Consistent CVI

Manufacturing Service Profit-Making Nonprofit

R2 .29 .28 .25 .28
F 4.71** 19.32** 7.86** 14.22**
N 124 503 242 385

Beta
Up-to-date CVI guidelines .00 .21** .13 .16*
Access to CVI guidelines .23* .03 .12 .05
Extensive CVI guidelines .10 .01 .00 .03
Regular consultation with users .09 .00 .08 –.04
Preferred suppliers .15 .12* .18* .10*
Technical tools .07 .05 .06 .06
Managers setting an example .24* .20** .23** .20**
CVI as a topic in induction

programs .08 .10* –.05 .15*
CVI helpdesk .01 .03 –.05 .07
CVI manager .16 .13* .15* .12*

Note: CVI = Corporate Visual Identity
*p < .05 **p < .001



existence of a CVI Manager and Preferred Suppliers was also significant in both
types of organizations. Up-to-Date CVI Guidelines and CVI as a Topic in Induction
Programs significantly influenced the consistency of CVI in nonprofit organi-
zations. Nevertheless, only a minority of the respondents indicated that these
instruments were used in their organizations (see Table 4).

We conducted the same analyses to measure the differences between the sub-
groups profit-making manufacturing and profit-making service organizations as
well as between profit-making and nonprofit organizations in the service sector.
Significant differences were found in Up-to-Date CVI Guidelines, Extensive CVI
Guidelines, Regular Consultation With Users, Preferred Suppliers, Managers Set-
ting an Example, CVI as a Topic in Induction Programs, and the existence of a CVI
Manager. In the perception of respondents, profit-making service organizations
used these instruments the most. Significant differences were also found in Access
to CVI Guidelines and Technical Tools, and the highest use of these instruments was
found in manufacturing organizations. Profit-making service organizations were
perceived to put more effort into the use of CVI management instruments; however,
linear regression enter analysis (with an explained variance of 25%) resulted in
only two significant predictors for the consistency of the CVI: Up-to-Date CVI
Guidelines and Managers Setting an Example. This suggests that a variety of CVI
management instruments can be put into practice, but not every CVI management
instrument will significantly influence the consistency of the CVI.

DISCUSSION AND CONCLUSIONS

This study was designed to assess the differences of employees’ perceptions
among various types of organizations with regard to consistency of the CVI, orga-
nizational characteristics, and CVI management instruments that influence the
consistency of the CVI. We investigated ways in which manufacturing organiza-
tions differ from service organizations and how profit-making organizations differ
from nonprofit ones. Before discussing the differences, we will concentrate on sim-
ilarities in the way organizations manage their CVI. These were found in the CVI
management characteristics that influence the consistency of CVI. In general, all
such characteristics—Knowledge of CVI Strategy, CVI Tools and Support, and

In the perception of the respondents in
this study, profit-making service organi-
zations put the most CVI instruments
into practice.
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CVI Socialization Processes—appeared to be important predictors of the consis-
tency of the CVI. Regardless of the type of organization, managing the CVI had a
positive effect on how the consistency of the CVI was perceived internally. In orga-
nizing CVI management, a combination of knowledge, attitude, and behavior
turned out to be crucial.

Knowledge of the CVI—both the aims and the rationale behind the design—
provides useful background information on the reasons for and the design of the
corporate visual identity. Attitude and behavior are the results of socialization pro-
cesses, including both formal and informal learning. Managers play an important
role in learning processes and they must set a good example. Explanations for this
can be found in modeling (Bandura, 1986) and the influence of attitudes and behav-
ior of significant others in the working environment (Monge & Contractor, 2001).
Another element related to socialization is the use of advanced technologies, which
is assumed to be important for newcomers (Flanagin & Waldeck, 2004). Our earlier
research showed that CVI tools and support correlate both with the knowledge of
CVI and with socialization processes (van den Bosch, Elving, & de Jong, in press).
Tools and support positively influence the knowledge of CVI and help people learn
how to apply guidelines.

In discussing the differences, we will first look at the initial research question,
which concerns the distinction between manufacturing and service organizations.

Tools and support positively influence
the knowledge of CVI and help people
learn how to apply guidelines.

The perceived consistency of the CVI did not differ significantly between manufac-
turing and service organizations; neither did the organizational and CVI manage-
ment characteristics, except for the openness and dynamics of the organization and
CVI tools and support. In service organizations, up-to-date guidelines were an
important predictor for the consistency of the CVI. In contrast, in manufacturing
organizations, the accessibility of the CVI guidelines was an important predictor. It
may be that in manufacturing organizations, guidelines are part of production pro-
cesses. It is plausible that employees in the office not only have to rely on tools but
also need to be knowledgeable about the CVI for correspondence, presentations,
promotional materials, and so on. Another reason for this difference might be
found in the nature of the types of activities service organizations engage in.
Because of a general need to share written information, appropriate means are
made available, including those for communicating the CVI. In general, up-to-date,
accessible CVI guidelines are crucial if employees are to be able to retrieve such
information.
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The most differences in our study were found between profit and nonprofit orga-
nizations (Research Question 2). CVIs were perceived to be considerably more
consistent in profit-making organizations. Our analyses also showed significantly
higher scores in profit-making organizations for CVI management characteristics
and most of the CVI management instruments. It may be that profit-making organi-
zations try harder and put more instruments in place to improve their CVI. Non-
profit organizations may not feel the same need to invest in these instruments.
Another noteworthy difference we found was that nonprofit organizations were
perceived to be more open and were perceived to operate in a more dynamic envi-
ronment. In our research, this group was made up mainly of organizations dedi-
cated to public service—a type that has to follow government rules. Political influ-
ence might be one explanation for this dynamic environment. In the Netherlands,
governmental organizations undergo frequent changes in their practices due to new
national and European rules. Although nonprofit organizations are more open and
dynamic, this characteristic did not appear to have any effect on the consistency of
the CVI. On the other hand, the characteristic concerning openness and dynamism
did influence the CVI in profit-making organizations. Perhaps they more often
need to react to changing situations in a way that affects their CVI.

Another difference between profit-making and nonprofit organizations was
knowledge of the organization’s strategy. There was more knowledge of the strat-
egy in profit-making organizations, and this finding also appeared to have a direct
influence on the perceived consistency of CVI. Maybe employees in profit-making
organizations feel a need for their organization to be visible and recognizable.
Knowing about the organization strategy seems to help them implement the CVI
guidelines, which results in greater consistency. Or perhaps the use of the CVI in
their environment as well as in promotional campaigns motivates personnel to
apply the CVI. In the perception of the respondents in this study, profit-making
service organizations put the most CVI instruments into practice.

An important limitation of this study is the fact that we measured the perceived
judgment of the respondents. We did not measure the consistency of CVI by run-
ning a visual audit, which measures consistency by analyzing the visual materials
used by the organizations. Further study could include supplementary information,
such as the results of a visual audit.

We also did not address the type of identity structure in the organization. There
might be a difference between organizations that have a single corporate logo
(monolithic identity) and those with multiple logos and visual identities (endorsed
or branded identity structure).

Further research could also include studies on CVI in different types of organi-
zations. For instance, do employees in service organizations have other needs with
respect to information on the CVI than their counterparts in manufacturing organi-
zations? Do profit-making organizations put more effort into support and tools for
enhancing the consistency of their CVI? The degree of effort and the size of the
investments made could also be a subject of further research.
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In this study, we found both differences and similarities that we believe are im-
portant for corporate identity and communications managers and specialists. In
general, profit-making organizations put the most effort into managing their CVI;
however, efforts put into managing the CVI will result in more consistency in the
use of the CVI in each type of organization. Those responsible for managing the
CVI need to be aware of the management instruments they can use for enhancing
the consistency of CVI, regardless of the organizational characteristics.
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