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ABSTRACT

The concept of corporate image has dnly relatively recently moved from the pages of design
magazines to managerial, cultural and organisational texts.

The purpose of this research and subsequent thesis is to make a contribution to the
knowledge of the concept of corporate image and in particular to establish any relevance
to the arguably unique context of the police service.

A review of literature identified that there had been little, if any, academic research on
corporate image; although some work of a descriptive and commercial nature was available
on the design perspective of the subject. Furthermore, the impact or influence of corporate
culture on the corporate image projected by organisations had not been explored.

The methodology of focus group research, using psychological predictive techniques,
enabled a holistic, exploratory approach which was necessary due to the lack of theoretical
underpinning of corporate image and the apparent interdisciplinary nature of the concept.
The research establishes links between culture and the formation of corporate image. It then
looks specifically at the culture of Durham Constabulary and its effect on the corporate
image of the organisation.

The thesis shows that corporate image uses old concepts with new terminology. The term
does, however, offer advantages in facilitating the management of several key influences on
organisational effectiveness. Finally, it is argued that a corporate image programme could

have importance for Durham Constabulary.
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CHAPTER ONE

Introduction, Context and Overview

a) Introduction and context

Initially, corporate image was confined to creating names and logos for organisations. This
work, carried out generally by design consultancies, was concerned with visual style. The
rationale from the designer's point of view was that visible aspects of an organisation could
alter common public perceptions of it. Early academic work on the subject, Martineau
(1958), Han;is (1958), Marston (1963), developed the concept to embrace all aspects of

an organisation's image management.

Following a wave of corporate activity in recent years, involving mergers, amalgamations,
decentralisation and reorganisation, the vogue for organisational name change, and the need
to establish differentiation from competitors, has meant that corporate image has remained
a lucrative source of business f(ir design consultancies. Could the concept of corporate

image, however, have any relevance to Durham Constabulary and the police service?

It is salient here to record the stimulus or prompt for the research effort and this subsequent
thesis on corporate image and the police service. As a press and public relations officer for
Durham Constabulary, monitoring local and national news media and responding to them,

it became increasingly apparent that attitudes towards, and images portrayed of, the police




were radically changing.

As reported by McQueen et al (1993) the general impression, following widespread media

publicity, is that the image of the police has been severely dented:

"...The assessment of such views, however, remains largely
unsystematic.....relying heavily on the media as an instrument for gauging

public opinion...." p. 54

Initially the catalyst to the research was to explore the applicability of marketing to the
police service. Kotler (1972), in what he termed 'the generic concept of marketing', had
described marketing as a relevant discipline for all organisations. However, the qurrent use
of some marketing strategies by the police service, for example, the formation of

professional press and public relations departments, has been seen as:

"....an invasion, an attempt to modify the police news in order to construct

a more positive image...." Brogden (1982) p. 35

A review of studies of marketing revealed an increasing concern for organisational identity
and positive image making and the need for 'good reputation' in a search for ways to
engender renewed public confidence in, and distinction between, organisations. While there
has been an increasing acknowledgement of the importance of organisational identity and
image, little empirical evidence appeared available to justify why this should be so. An

introduction to a Harvard Business School Review publication on public relations provided
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a further catalyst and the first focus for the research - a view that the concept of corporate
image was much more complex than a marketing or public relations tool; it appeared to be

interdisciplinary and related to the culture of organisations:

"....Without a deeper understanding of the rationale behind it, companies
can launch into public relations programs that are nothing more than
image making... Top management must first understand the company's
own internal identity and culture and then its place in society and the
marketplace. Without this understanding or recognition that a strong
internal identity is important, a company can never interact effectively with

the outside world...." Dickson (1984) p. 3

Apart from the loose notion that images consist of something more than impressions or
mental pictures it also became immediately apparent that it is unclear into which discipline,
if any, this concept of corporate image comfortably sits - or is it a separate discipline or
subject of its own? It is certainly discussed in the fields of marketing, advertising, public

relations and organisational culture.

One of the major objectives for the research and this subsequent thesis was to discover the
relevance corporate image has for a public, non-profit making organisation like Durham

Constabulary.

Almost without exception the media and the police service itself has emphasised the need

for good police/public relations:



"...The greatest need of the Police is to regain the full confidence of the

public...."” The Independent (1989)

"... Without public confidence in the police and police credibility in the
community we shall be able to achieve nothing at all...."

Hirst (1990) p. 8

but is that the role of a corporate image programme ?

Although the general public has a fairly limited view of the police organisation, nevertheless
as a service the police profile is high and, as a press officer, it appeared to the author that
the media had a voracious appetite for police matters. Experience within Durham
Constabulary of both junior and senior officers' views of the media drew this author to the
conclusion that the organisation was both inordinately sensitive to criticism and aggressive

in defence of the organisation.

Concern was, however, rising, both internally and externally, about an apparently increasing
lack of confidence in the organisation. This was true both locally and nationally, M.O.R.1.
(1990), Gorton Services (1991; 1992). It was, and is, no secret that the reputation and
image of the police service in general is tarnished. Some commentators suggested that as
the media created the public image more powerfully than anything else, a campaign was the
very least that should be done to improve the image of the police and 'combat what the

media presents'. It is in this policing context that this research was carried out.

4



b) Overview of corporate image

From a historical perspective the idea of broadening the concept of corporate image has
attracted considerable interest over the years. However, the direction of the comment falls
into two categories; on the one hand enthustiastic articles and reports of the use and benefits
of corporate image programmes, but on the other, pessimistic comments about how the

definition and concept of corporate image has been broadened too far.

The narrow and popular view is that corporate image is a superficial, cosmetic notion based
and focused upon visible manifestations of an organisation or its 'identity’, that may or may

not impact upon organisational effectiveness. This is encapsulated in the following

statement:

"....British designers have waxed fat on corporate image for the past thirty
years. So you might, in an unkind moment, call it corpulent

image...." Glancey (1989) p. 26

On the other hand the broader view is that corporate image, including components of
identity, is strategically important - an essential tool of influence for an organisation's

internal and external customers:

"....The real purpose of an identity programme is to manage corporate
communications in such a way as to transmit messages about the identity

of an organisation in order to create an image that helps fulfil corporate



goals...."” Ind (1990) p. 196

While it appears that corporate image is a much larger idea than a public relations or
advertiser's attempts to cosmetically improve perceptions of an organisation, there was
initially insufficient evidence in the literature to support a clear view about how the concept

could be applicable to the police organisation.

In the light of conflicting accounts of 'where to draw the line' on the boundaries of
corporate image, it remained an open question as to exactly what the extent of the concept
is; further research would also have to explore the principles and techniques concerned to

discover if the domain includes public, non-profit organisations like the police.

Additionally, a review of the literature on corporate image revealed two distinct yet

overlapping perspectives on the subject:

> the design view

> the cultural view.

The analysis of corporate image and its applicability to Durham Constabulary and the police

service will be developed from these two perspectives throughout this thesis.



] Summary

This thesis began with a number of questions; these were refined as the research proceeded,

but it is worthwhile stating the principle ideas and initial questions here:

> what is the concept of corporate image?

> what is the relationship between corporate image and culture?

> does corporate image have an influence on corporate effectiveness?

> could the concept of corporate image have any relevance for the police
service?

Initial questions above and the two perspectives also identified, (p. 6 ante), have particularly
influenced the research effort and the thesis, and it is to these that the results and

conclusions of the thesis will be addressed.

The preceding overview of the topic has outlined the undertaking and purview of the
research in the unique context of the police service, and has also indicated the focus of the

questions for the research.

The approach of the thesis is to examine the corporate image concept from two
perspectives; specifically to explore the relationship between the culture of Durham
Constabulary to the image projected by the organisation; and finally to evaluate whether

corporate image has a functional relevance to the police service in general and Durham

Constabulary in particular.



d) Thesis content and structure

The thesis starts in Chapter Two with an examination of the concepts of corporate image
and culture. The definitions, development and theoretical underpinnings of the concepts are

discussed in order to provide a basis, and explain the rationale, for this work.

In Chapter Three, to clarify the perspective of the thesis, the first of the two identified
perspectives of corporate image is analysed; the design view. This chapter and Chapter
Four will provide both the theoretical framework and the basis for the choice of research

methodology.

Chapter Four analyses the second of the identified perspectives of corporate image; the

cultural view.

Chapter Five is concerned with the choice of research methodology. In choosing, among
several alternative research strategies, a programme of individual and focus group interviews
with a cross section of police personnel, supplemented with other materials, represented the
most appropriate and valid method in view of the generally exploratory nature of the
research effort. This chapter discusses some difficulties in the method and describes how the

process developed including the use of predictive techniques.

In Chapter Six the focus is on the corporate image and culture of the police service and
Durham Constabulary in particular. The chapter examines the organisational context within

which the fieldwork is carried out.




The findings of the research fieldwork from within Durham Constabulary, including both the

design and cultural perspectives of corporate image, are reported in Chapter Seven.

Chapter Eight analyses the findings from the fieldwork and discusses them in terms of the
initial and the research questions posed for the thesis, as well as an evaluation of them in
relation to the other work in the area of corporate image highlighted in Chapters Three and

Four.

Chapter Nine discusses four key influences identified by the research, in the light of the
implications for existing knowledge on corporate image; and the contribution towards the

understanding of how the concept may be applicable to the police service.

The main conclusions of the thesis are discussed in Chapter Ten and are reported as answers

to the central questions initially posed and outlined for the research.

Chapter Eleven provides a reflexive account of the research process. This chapter makes
explicit the role of the research methodology and the role of the author in the process and
findings. The limitations of the work and areas where the work may be further developed

in the future are also identified in the final chapter.




CHAPTER TWO

Corporate image and culture: the concepts

a) Introduction

The principle ideas and initial questions for this research and thesis were given at Chapter

One (p. 7). They were:

> what is the concept of corporate image?

> what is the relationship between corporate image and culture?

> does corporate image have an influence on corporate effectiveness?

> could the concept of corporate image have any relevance for the police
service?

This chapter, in developing the answers to the above questions, is focused on an analysis of
" the definitions, development and theoretical underpinnings of the concepts of corporate
image and corporate culture. It is found that the concepts are by no means always related
within the literature on their specific subject and this is due, largely, to the very different
disciplinary approaches of the writers of the subjects. The final sections of this chapter
explore the relationship between corporate image and culture - the suggestion being that the
strength and dominance of culture within any organisation has a powerful influence upon

the image it projects both internally and externally. This, in turn, will influence corporate
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effectiveness.

b) Corporate Image - the development of the concept

The concept of corporate image appears to have been born in the 1950's although there is

no one person to whom the idea has been attributed.

The views advanced by Boulding (1956) regarding image have been acknowledged by
virtually every image theorist who has written since. His philosophical view is that image
is built up as a result of all past experience of the possessor of the image, and that image

determines the current behaviour of a person towards any organisation:

"...Images can only be compared with images. They can never be
cbmpared with outside reality.... for any individual organism or
organisation, there are no such things as 'facts'. There are only messages

filtered through a changeable value system....." p- 31

From this notion of the meaning of the term corporate image Martineau (1958) provided
a more systematic approach to the concept. He attempted for the first time to mould the
term into a clear, distinctive form identifying the necessity for management to take the
function of image seriously and suggesting seven key publics’ to which any company must
address itself'- stockholders, consumers, potential customers, employees, vendors, suppliers,
and neighbours. He named these publics "hidden perceivers’ each of which looked at the

corporate image from behind ‘a different set of lenses'

11



The complexity of the concept was also acknowledged by Harris (1958) and he stressed the
diversity of the idea stating that it was relevant to marketing, advertising and public

relations:

"....A corporate image is undoubtedly the most complex of all marketing
images. It is the image of the individual corporation....created in the minds
of consumers by total corporate advertising and public relations as well as
by the company's individual brands, advertising, packaging, value and the
consumer's actual knowledge and/or experience with the company's brands

or services...." p 335

Further systematic evaluation of corporate image was made by Marston (1963) who formed
the opinion that the size of the organisation does not ensure a favourable image, but better
known companies are almost always more favourably known. This, at the very least, must
be regarded as an errsimpliﬁcation, for example what of the profile and image of British
Rail or British Nuclear Fuels? British Rail and British Nuclear Fuels are certainly well
known but their respective images would not, in general popular terms, be regarded as
'favourable'. However, Marston also recognised that in the area of corporate image too

much emphasis was concentrated on consumer opinion when in fact:

"....employee opinion contributes greatly to company reputation...." p. 5

The concept of corporate image was developing into the area of culture of organisations.

12



Sophisticated efforts of advertising and marketing in the consumer field then follows a
logical development from a conscious effort to create a distinctive and positive brand
identity and image, through attempts to create an identity and image for whole product
areas, to a perception that there are non price components of an organisation's operation
which are vital factors in creating a total image of the organisation. This has led to the use
of terms of corporate identity, corporate image, and corporate personality. Some of these
concepts are on occasions used more or less interchangeably. The following section will
critically review, and attempt to clarify and define, the meaning of corporate image for use

throughout this thesis.
o) Corporate Image - the concept and definitions

Corporate image is a perception. Perceptions derive from attitudes, values, beliefs and
experiences of individuals. In much the same way as a 'fact' is something that is regarded as
being true and having a reality, corporate image is an impression on which basis assumptions
are made about an organisation. The assumption about the organisation may be false but it
will have been valid to the individual as their 'reality'. This illustrates some of the complexity

of the subject.

The Wolff Olins company have been involved as a design consultancy on some of the most
prestigious corporate identity programmes in this country including Prudential, I.C.L,
Midland Bank, B.O.C., British Telecom and Eurotunnel. The founder of the company Wally
Olins is also a distinguished author and leading academic in the field of corporate identity.

He has outlined some differences in the terms of corporate identity, image and personality.

13



He states the differences are distinct; rather than trivial, pedantic or semantic, (Olins
1978). In short, he described identity as the part of the image that can be overtly identified,
for example, the organisation's signs, logo, symbol and colour. The corporate personality
and the corporate culture are closely allied as the norms, dominant values, rules, philosophy,
feeling or climate of the organisation. Finally, the corporate image is the mental composite
of experiences, recollections, and impressions - a kind of stereotype simplification of what
the public believes the organisation is. Implicit in the last definition is that images will vary
from person to person; and of equal importance one organisation will have several images
held both at an individual and collective level - a return to the philosophy of Boulding some
twenty years before. However, while Olins states the differences in the definitions are

distinct he, in fact, confuses the terms, (pp. 15-16 post).

Certainly organisational identity and image can be seen as a recent addition to any marketing
strategy, regardless of whether for a profit organisation or not. Hartley (1986) emphasised
that although marketing has been viewed as manipulating the 'four P's', the elements of the
so called marketing mix; a further or additional 'P' deserves consideration as another element
of the marketing mix - that of a firm's public image - its reputation and how its product

and/or services are perceived:
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Product

Price
Public
’ Image
\ Promotion > .

Figure 1 "A firms marketing mix", Hartley (p. 27)

However, while the identity of a firm, in terms of corporate mark or logo, is a means of
communicating with target audiences and therefore has a role to play in marketing, a
distinction should here be drawn between an image and an identity. Hartley's use of the term
public image as a fifth 'P' should not be confused with corporate image. Public image in the
sense used by Hartley is only one component of an overall corporate image. In the author's

view corporate identity is also simply that; a part of overall corporate image.

The literature is very unclear in attempting to distinguish between corporate identity and
corporate image. The vagueness of the definitions of corporate identity and image as the
concepts have developed makes them almost cryptic. Other authors have highlighted the
necessity to clarify the terms and make less recondite the seemingly incomprehensible jargon
associated with the subjects. For example, Topalian (1984), Abratt (1989) and Ind (1990)

refer to the need to manage and clarify these terms and avoid 'visual overstatements'.

As previously stated, and subsequently, Olins (1994) himself had added to the confusion

regarding these definitions. He appears to have widened his initial focus on design and visual

15



cues to identity by pointing out that environment, behaviour and culture are now becoming
more significant factors in identity (note; not image). He further clouds the issue by use of

terminology which does nothing to illuminate the debate. For example he refers to;

"....corporate personality...., corporate purpose...., corporate activity....,
corporate spirit...., corporate affairs...., corporate style...., corporate life....,

corporate culture...." Olins (1994) pp. 7 - 34

Additionally, this confusion or lack of clarity of terms is compounded and illustrated in his

recent explanation of what may occur if visual identity of an organisation is not managed:

"....Every company has an identity, whether it recognises it or not, and the
real question that needs to be faced is whether the organisation seeks to
control that identity, or whether it allows the identity to control it, so that
it has entirely different images with all its different audiences...."

p- 35 op. cit.

To restate, it is the view of the author that corporate identity is that part of a company or
organisation that can be seen, for example, buildings, vehicles, logo, stationery and
advertising. It is a visible manifestation. However, corporate image is an overall perception
of a company or organisation based upon many factors including reputation, experience or

impressions.

Put simply, all organisations have an image or images. Image is intangible, often an

16



oversimplification or stereotype, and yet is a convenient and helpful way to visualise ideas
about the organisation. But, given the confusion regarding the term outlined in this chapter,

can corporate image be precisely defined?

It was found that certain components of corporate image have been consistently identified

for over thirty years. For example, image is:

"....the net result of the interaction of all the experiences, beliefs, feelings

and knowledge that people have about a company...."

Bevis (1967) p. 34

"....the overall mental picture of an organisation selectively perceived as
a net result of an individual's experiences, beliefs, recollections, ideas and

impressions of the organisation...." Olins (1978) p. 62

"....represents the sum of beliefs, attitudes and impressions that a person

or group has....the impressions may be true or false, real or

imagined...." Barich & Kotler (1991) p. 95

"....The totality of all the impressions that a company makes on all its

audiences is often called its image...." Olins (1994) p. 35

For the purpose of clarity a working definition of corporate image, from which all

subsequent references will be based in this thesis, is now given. Corporate image is:

17



a complex, intangible constellation of images of an organisation, based upon
perceptions, attitudes, values, beliefs and experiences of that organisation whether held

by internal or external observers.

The critical points to note are that corporate image is not tangible. The concept is also an
abstraction, a hypothetical construct of which there is no one absolute and correct meaning.

It is multi-dimensional. It can be seen, in psychological terms, to have three aspects:

> an affective aspect - it embodies positive or negative feelings about the

subject in question,

> a cognitive aspect - beliefs or ideas about the subject; and
> a conative aspect - a tendency to behave in a particular way towards the
subject.

While these points illustrate the complexity of the subject area, in order to describe and
record corporate image, the definition given on above will clarify usage throughout this
thesis. The distinction between corporate identity and image will be further explored in
subsequent chapters as it also illustrates the design and vcultural perspectives on the subject

which were mentioned earlier in Chapter One, (p. 6 ante).

d) Corporate Image - the component elements

To address the questions raised in the introduction and to guide the development of the

thesis a synthesis of corporate image components or elements in the form of a model is

18



provided in the following section. This is necessary not only for the reasons just stated but
because before attempting to qualify the image of the police and Durham Constabulary - and
its effect on service delivery - it is necessary to gain some understanding of how corporate

image is formed.

Given the fragmentation of theory and research in the area of corporate image, the view was
taken that a simple eclecticism - in the sense of setting out each approach in turn and
analysing each in turn - was not sufficient. In particular, because of the holistic approach
that was adopted to corporate image throughout this thesis, a multiple perspective approach
was necessary. Having adopted a thematic structure, with its own inherent logical
progression, the author first focused on the origins, the sources of image, and then the

development which progressively was seen as a fusion and interaction of many influences.

The model formed from the synthesis consists of critical elements of the process identified
from previous authors, for example, Berkwitt (1970), Bernstein (1985), Boulding (1956),
Dear (1989), Dowling (1986), Ind (1990), Kennedy (1977), Martineau (1958), Olins

(1978;1984) and Simpson (1987).

Specifically the work of Kennedy (1977) and Dowling (1986) is acknowledged as providing
a thematic structure to the model. Both authors have researched the corporate image
formation process, its management and the effects. Kennedy and Dowling capture the
interdisciplinary focus of corporate image and a certain commonalty of characteristics
contained within the subject area. Kennedy in particular analyses over twenty definitions of

corporate image and lists them chronologically in Nurturing Corporate Images' so that
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changing thoughts and beliefs about corporate image can be assessed.
It is not always possible to achieve with any assurance of validity a model which perfectly
illustrates the subject area. Nevertheless, this one provides a useful framework to proceed

with an analysis of the corporate image of the police service and its implications.

The model is illustrated below:

Organisational
Culture

"

"\

i
/4

Corporate

<>

Image

"

Communication
(Media
Marketing)

Producf\Service

el

Environmental

Influences

Figure 2 The components of corporate image
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Each of the critical components is associated and interactive. For example, an external
environmental influence such as a change in interest rates or exchange rates could affect
product delivery which in turn may influence customer satisfaction. Or a media article could
affect the morale of the workforce which in turn may affect productivity and efficiency. The
components relate to both factual and interpreted or even imaginary qualities of the

organisation.

The terms used in this synthesis are defined in the following way:

Public Image

In the context of this work means the publics or groups with no direct experience of the
organisation who may share a 'what everybody knows' stereotype of the organisation. It is

usually a broad, generalised image rather than a sharp detailed picture.

Product/Service

It is an 'evaluated' image from previous product/service usage either by the user or by
hearsay which will be a primary influence on corporate image. It includes product, service,

price, quality, range, after-sales service and similar contact with the organisation.

Environment

This will include all the environmental influences such as government policies, legislation,

the prevailing economy, pressure groups and competitors' actions.

21



Communication (media/marketing)

In the context of this work means news reporting as well as paid for promotion/advertising.

It also includes communication addressed to internal groups.

Employee Image

This is the way employees experience and see the organisation, the morale of the workforce
and their perceptions of the organisation's policies - but only as an employee not in relation

to products or services.

Organisational culture

The taken for granted norms, values, rules and assumptions of an organisation. This is
sometimes taught to or learned by new employees as a valid way to perceive the

organisation.

It should be noted that three components of the synthesis are closely aligned to a design
perspective i.e. public image, communication and environment; and three elements relate
to cultural influences on corporate image i.e. product/service, employee image and culture.

These will be further addreésed later in the thesis.

e Corporate image - influence

While much has been claimed for corporate image, the literature is heavily weighted to a
design perspective, and, as such, is descriptive and anecdotal, with little empirical work on

the subject. This is because the evolution of corporate image was as a function of public
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relations and design consultancies - commercially 'selling' the idea that changing outward

perceptions of organisations by name and logo changes was good business practice.

Even given the descriptive nature of the commentary there has also been arguments over
the importance of corporate image. Boorstin as early as 1961 argued that image was
replacing reality, that is, not based on objective facts - but based on subjective interpretation
of information; that advertisers were not deceivers of the public, more acolytes of the image
- elaborating it not only because image sells but also because, ‘inage is what the public

wants to buy'.

Berkwitt (1970) more succinctly asks:

"....What the hell is image?.... It's the reflection of either a poor company

or a good company, nothing else...." p- 19

The Oxford dictionary definition of image is 'a representation or optical reproduction of a
thing". It has, however, to some commentators come to mean falsehood or fabrication rather

than a representation or reproduction of reality of the thing. Or as Bernstein (1985) refers:

"....it implies a degree of falseness insofar as the reality rarely matches up

to the image...." p. 32

This view can again be regarded as oversimplification. The 'reality’ is a derivative of the
perception of the individual and can be influenced by many factors including marketing and
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service. If the image is a mental picture or impression, possibly even a simile or metaphor,
it may not be based upon an objective, valid appraisal of an object or organisation. It could
in many instances be based on the views of others, rather than as a direct result or

knowledge of the organisation.

The use of a product or service therefore, of which an individual has already formed an
image, may result in an evaluation of the product or service which does not match their
initial thoughts. This does not, of course, mean that the evaluation is entirely objective.

Corporate image is subjective.

The term corporate image has also become closely allied to the use of logos or company
symbols - this being due, in the main, to the wofk on identity by designers. This too has
attracted criticism, by the media and investo’rs into organisations, on corporations spending
huge sums of money on the, tiniest changes to company logos as bosses delight in

tinkering with famous designs' (Sunday Times 30.1.89).

This has also been described as 'the latest corporate craze'. Research does, however, indicate
that people do use images to make judgements about realities, and for the past two decades

Market and Opinion Research International has found that two Britons in three believe that:

"...A company that has a good reputation would not sell poor quality

products...." M O.R I (1989) p. 12

The good reputation may, or may not, of course, be a true reflection of the reality.
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While the approach of specialist writers such as Kennedy, Dowling, Olins and Ind is useful
in terms of understanding the derivation of corporate image, there is little evidence that the
link between image and culture has been fully explored. There appears overall to be a lack
of theoretical understanding of corporate image. There is no holistic concept. Only small
specialist areas looking at the subject in parts. The relationship between corporate image

and culture - that which is currently understood - will be explored in the next section.

¥/) Corporate Culture - definitions

Although it is true that the relationship between corporate image and corporate culture has
not been fully investigated, some link between the two has been acknowledged. For
example, articles on image by Martineau (1958), Kennedy (1977), Dowling (1986), and
Messikomer (1987) all also contain references to culture and allude to the significant
influence it has on corporate image. The next section will analyse what is meant by the term

corporate or organisational culture.

The word culture has as many meanings and definitions as image. From an initial meaning
derived from the idea of cultivation, culture can now generally signify any of the different
ways of life practised by groups of people. In a similar way to corporate image it is only
relatively recently that the concept has been broadened further to include organisations. The
different definitions of corporate culture, not to mention the different methods of
determining what it is and the different standards of evaluating how it affects organisations

can be confusing. However, research has indicated that the idea of organisations having

25



culfures is realistic, even though to some it is an abstract term incapable of precise
definition, and that it does appear to have certain central characteristics which are generally
accepted. Robbins (1978) believes that orgaﬁisational culture has a central theme which is
a system of 'shared meaning' and Morgan (1986) argues that it is: patterns of interaction

- including language, images, themes and daily rituals of employees', p. (156).

Schein is an influential, respected author on organisational culture. (He is the Sloan Fellows
professor of Management at Massachusetts Institute of Technology and his main research
activities have been in the field of managerial development and organisational culture.
Schein's book Organisational Psychology (1965); 3rd edition (1980) led to a seminal series

on organisational development).

In Schein's view some of the common definitions of organisational culture such as the
norms that evolve in working groups', Homans (1950), 'observed behavioural regularities’,
Goffman (1959,1967); Van Maanen (1979), 'the feeling or climate that is conveyed in an
organisation', Taguiri and Latwin (1968), 'the dominant values espoused by the
organisation’, Deal and Kennedy (1982), or 'the philosophy that guides an organisations
?olicy’, Ouchi (1981); Pascale and Athos (1981) all merely reflect the culture but none are

the essence of culture. He argues that culture is:

"....the deeper level of basic assumptions and beliefs that are shared by
members of an organisation, that operate unconsciously, and that define
in a basic 'taken for granted’ fashion an organisation's view of itself and
its environment...." ' Schein (1985) p. 106
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It should also be stressed that although the term is used in a general way to refer to a whole
corporate entity there will be many different cultures within the same organisation - a
management culture, worker culture, departmental culture, divisional culture and so on -

often referred to as subcultures.
g Corporate culture - influence
At a basic level some corporate image determinants are as Dowling (1986) suggests:

"...the impressions left by people staffing such front line jobs as
salespeople, receptionists, and switchboard operators who are often the first

contact a customer makes with a business...." p- 110

Given the significance of the role of these employees it appears that a management function

should be to attempt to manage a corporate culture which is consistent and positive.

"....Experience of a company, particularly in the industrial and service
sectors will rely heavily upon personal contact with employees.
Acknowledging that employees are an active source of information, steps
are needed to ensure that information, and hence the image which they
transmit, is compatible with the way in which top management wish the

company to be seen...." Kennedy (1977) p. 121

For example, if members of any organisation hold widely divergent concepts of what they
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are supposed to be or do, this culture can influence behaviour.

It is now generally agreed that corporate culture has a powerful impact on organisations,
particularly on organisational behaviour, for example, Schein (1968; 1985); Ouchi (1981),
Pascale and Athos (1981); Deal and Kennedy (1982); Sathe (1983) and Morgan (1986).

Indeed Sathe (1983) describes its influence as a:

"....pervasive role in organisational life...." p. 9

This recognition has led to a proliferation of strategies to attempt to shape or manage
culture by executives and managers espousing the ideals of their own organisation in the

form of vision or mission statements or company philosophy.

Morgan (1986) too reaffirms several strengths of corporate culture. One follows the theme
of Robbins (1978) mentioned above, that of a shared system of meaning providing a new
focus and avenue for the creation of organised action, others being that it aids understanding
of organisational change, and directs attention to the symbolic significance of rational
aspects of organisational practices. This ability of corporate culture to help describe many
organisational phenomena is one of its most important values to both leadership and worker
assisting in both the way of thinking about the organisation and the interpretation of its role

in the larger environment.

Schein (1985) indicates that corporate culture is even more powerful and influential than
so far suggested, reasoning that it must be better understood because it has:
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"....dynamic consequences... being patterned, potent and deeply embedded

in thoughts, perceptions and feelings...." p- 4

In an analysis of organisational strategy Brandt (1981) argues that every organisation
inevitably goes through a developmental sequence, in which the sixth and final stage
involves the ‘cultivation’ of corporate culture. He further argues that the organisations

should become conscious of this process and actively manage it.

Although Schein (op. cit.) questions whether it is possible to manage corporate culture he
states that the consequences of it are real and that it is these consequences which must be
managed. The one thing which is crucial to the effectiveness and efficiency of the
organisation is a consensus on internal and external judgements of performance. He further
asserts that lack of agreement either internally by the workforce or externally by its publics
on how to judge success can be a major source of difficulty in improving performance.
While it may be true that corporate culture can not be strictly controlled it must be possible

to manage, influence or shape it.

Implicit in much of the work on culture is that it is a dominant influence on performance.
It should not, however, be assumed that strong or dominant cultures secure effectiveness
and excellence for the organisation. Sathe (1983) acknowledges that culture has a profound

influence on organisational life but states that it is, ‘both an asset and a liability’, (p. 17)

This is because while shared beliefs, values and norms can aid communication and
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commitment, the culture can become a liability if those shared beliefs and values are not in
keeping with the organisation's needs or goals. Nor is everyone, of course, fully committed
to the organisation in which they work. Again the research for this thesis focuses on gaining
an understanding of the mix of potentially conflicting orientations and cultures within

Durham Constabulary and the effect this has on the organisation's corporate image.

h) Corporate culture - effect on image

While there are some research accounts of the effect of culture on image, the work is still
limited. In an empirical study by Badovick and Beatty (1988) to measure the impact on
marketing of shared organisational values, it was found that values that might have assisted
in effective marketing strategy implementation were not shared as strongly as organisational
values were. Therefore, it is argued by them, organisational values should be given greater
consideration in marketing strategy implementation. Particularly in services' marketing it is
the case that because there is no product, there is an increase in importance of social contact
between employees and customers. A lack of a 'customer first' philosophy or culture may
therefore adversely affect marketing the ofganisation's services. Parasuraman (1987)
describes such cultures as ‘a prerequisite if service companies are to excel in the market

place’, (p. 40).

At a Conference Board meeting in 1987 called to explore the role of strategic plans in
corporate image many presenters stressed that corporate strategy must precede corporate
image programmes. Again the confusion persists over terminology, is it image or identity?
As an introduction to the report it is stated:
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"....Creating a new corporate identity requires much more than designing
a new logo or printing the company stationery in new colours. A corporate
identity programme is a set of strategic business decisions reflected in the
physical artefacts of the corporation, from business cards to trucks, and in
every communication the company distributes, from its internal newsletters

to its ads and annual reports...."

Simpson (1987) p. 1

Uehling (1987) refers to a potentially dangerous perception gap between corporate 'reality’
and corporate image. He regards corporate image as a vital oversimplification of the
corporation and, 'the single most important element of the corporations unique qualities',
p.(16), while emphasising the need for management of culture in the form of internal and

external key communications.

McDougal (1987) in describing the underlying strategic decisions pertinent to the change

of the Harlem Savings Bank to the Apple Bank stated:

" ...We realised that this wasn't just a matter of taking down one sign and
putting up another. What we were doing was changing the institution and

its culture...." p- 13

Thus stressing that corporate image is not a cosmetic change in identity. It is in marked
contrast to the simplistic view that changing an identity will impact upon the corporate

image of the organisation. Simpson (1987) sums up the identified theme by acknowledging
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a link between corporate image and culture;

"...changing the corporate identity also means understanding and

changing the corporate culture...." p 1

indicating that the first step toward getting employee support is to improve the
communications and environment of the organisation. The communication and environment
are part of the culture of the organisation and, as this work will investigate, may form also

a large part of the corporate image of the organisation.

Behaviour of individuals within an organisation has been identified for many decades as a
possible manifestation of the culture of that organisation, Corey (1937), Fishbein (1966),
Green (1968). The difficulty, acknowledged by many psychologists from Wicker (1969),
and Deutscher (1966) in earlier studies, to Myers (1993) and Argyll (1994), is that
studying verbally expressed attitudes, values or beliefs in themselves may not be fully
reflected in actions or overt behaviour. There are complex relations between attitudes and
behaviour. Although a number of factors in addition to attitudes have been suggested as
influences upon overt behaviours, Fishbein (op. cit) has combined the factors into a

systematic formulation. According to Fishbein:

"...There are three kinds of variables that function as the basic
determinants of behaviour; 1. Attitudes towards the behaviour 2.
Normative beliefs (both personal and social) 3. Motivation to comply with
norms...." p. 57
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The first component, attitudes towards behaviour, is person or individual centred. In other
words it may vary from person to person. The other components are strong 'external'
influences which are more relative to the culture, or sub cultures, in organisations. It is those
group norms and beliefs held within Durham Constabulary, as well as group attitudes which

will be investigated during this research.

Culture, in terms of how it influences the behaviour of individuals within an organisation,
particularly a service organisation such as the police reliant upon personal contact between
employees and customers, may therefore be one of the components and determinants of that

organisation's corporate image. This too will be the subject of the research.
i) Summary of the concepts of corporate image and culture

Corporate image is an individual and collective perception of an organisation. The
perception derives and is based upon many factors, including reputation, experence,

impressions, attitudes and beliefs.
Corporate image first developed in the fields of marketing, advertising and public relations.
The concept was initially driven by a design perspective, with much emphasis being placed

by design consultancies on the importance of visible cues to an organisation.

Furthermore, there is, and has been, much confusion generated by misuse of and lack of

clarity with the terms corporate image and corporate identity.
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However, critical elements of the components of corporate image have now been
established, including the importance of internal organisational communication and culture,
There is little evidence that the link between corporate image and culture has been fully

explored.

The main theme being advanced by an examination of the previous review of literature, and
one of the basic tenets of this thesis, is that for a corporate image to be both positive and
enduring there must be a recognition of the relationship between image and culture - the
culture communicating consistent facts about the organisation - not superficial identity
promotion. A dominant corporate culture should express the core values of the majority
of the organisations' members; if organisations have no dominant culture but are comprised
of numerous subcultures, the influence of the culture on corporate effectiveness is far more

ambiguous.
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CHAPTER THREE

Identity hyperopia: just another unappealing layer o

jargon?

a) Introduction

A balanced examination of the literature has revealed that the subject of corporate image is
inter-disciplinary. It is, of course, possible to pick out different elements from the broad
review and list them in a variety of ways. However, the review points to two logical, yet

distinct overlapping perspectives of corporate image.

From all of the perspectives taken there can be found two major views which can be applied

to corporate image:

> the design view

> the cultural view.

One of the main issues immediately apparent was the differing approaches to corporate
image taken by different authors, and more particularly the different focal points adopted.
However, both the design and cultural perspectives are essential to an understanding of the
topic of research - corporate image. They also encompass other views such as 'Total

Quality’ and 'Internal Marketing' which assist in discovering the true nature of corporate
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image. From both of the perspectives of design and culture, examples of research or
corporate image programmes, including from each view of the police, suggest that there is
a link between corporate image and corporate culture; that image is not superficial but
functional in terms of its impact on organisational effectiveness; and that corporate culture

has a strong influence on the image projected by the organisation.

This chapter will analyse the first of the two major views; the design perspective. The next
chapter will address the cultural view and both will be linked to the identified components

of corporate image, (Chapter Two p. 20 ante).

b) Corporate image: cause and effect relationships

It is evident that corporate image can influence such factors as attitudes to organisations
and, to some extent, broader areas of corporate culture and corporate effectiveness. Thus
managers, it has been suggested, could well benefit from giving careful attention to what and
how they communicate with internal and external audiences. Moreover, there is some
evidence to suggest a relationship between corporate image and corporate culture which
influences corporate effectiveness. The paﬂicufar mechanics and linkages in this relationship
may not be direct, but at least an indirect relationship is acknowledged, (Chapter Two pp.
25-26 ante). In this connection, the strongest message that emerges from the literature to
date is the view that corporate image processes need to be analysed and understood in the
particular context within which they occur, (Chapter Two op cit). Thus, what works or
happens in one corporate image context, may not necessarily work the same way in another

context.
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It has been stated that the police service may be a unique context. For example, what other
organisation would categorise its ‘customers’ in the following way:
AR | Victims
ii  Suspects
iii  Callers
iv  Participative users

v Other users ...."

Home Office Circular 10.9.91

As a serving officer for over 20 years the author was aware that the emphasis on the
‘customer’ lay primarily with suspects, and to some extent victims, but it is pertinent that
even following several quality of service initiatives the concept of the ‘internal customer’,

i.e. all employees of the police service, is prominent by its absence in the above Circular.

A tentative proposition at this stage is that if the corporate image of an organisation is less
than favourable, the result will have a negative influence on organisational effectiveness.
Conversely, a favourable corporate image will have a positive influence on organisational
effectiveness. This research involves more than looking at the corporate image of Durham
Constabulary, or the culture, or indeed the effectiveness of the police service but looks at

exploring the relationship between them.

As suggested this link between the influences on corporate image proposes a set of

cause-effect relationships. This raises several important theoretical as well as operational
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issues surrounding causal-inference thinking. These need to be addressed briefly before

proceeding to the analysis of corporate image from a design perspective.

At an intuitive level, the notion of causality is quite straightforward. For example, the
company who managed a positive’ corporate image would necessarily be efficient and have
certain attributes. However, at a more complex physiological level, cause-effect relationships
are increasingly subjective and difficult to measure in an unbiased, objective, meaningful

way.

It may be, in principle, possible to develop a conceptually tight causal model, but to provide
incontestable evidence in support of it is another matter. The difficulties of developing and
attempting to test a causal model in this research are recognised. Nevertheless, thinking in
causal terms can help to increase understanding and in turn may assist in improving

simplified models of reality. As Blalock (1964) has observed:

"....One admits that causal thinking belongs completely on a theoretical
level and that causal laws can never be demonstrated on an empirical level.
But this does not mean that it is not helpful to think causally and to
develop causal models that have implications that are directly

testable...." p. 42

Controlled laboratory experimental designs with manipulation of independent variables come
closest to achieving the ideal of ‘proof of cause-effect relationships. The dynamics of the

work setting and particularly in the police service, may be very different from those of the
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laboratory context. This is particularly pertinent for this research which is work in the

organisational context.

- The current state of knowledge about corporate image processes in organisations, is as yet
very limited. Researchers are still wrestling with the broad questions about what it is that
should be understood better and therefore a demonstrably valid methodology is essential.
Apart from conceptual questions about inferring cause and effect, a number of operational
methodological issues also require attention, such as reliability and validity of the research.
The research strategy that underpins this present work is a qualitative focus group research

survey approach. This will be fully discussed in Chapter Five.

There are many descriptions of the concept labelled corporate image, but few explanations
of it. Although descriptive and explanatory functions of any concept are intrinsically
interwoven, it is worth distinguishing between them. While almost every concept usually
proﬁdes both, its descriptive and explanatory powers may not necessarily be equivalent. The
central question for this research is to what ex;tent any of these approaches explain corporate

image and particularly what effect corporate culture has on corporate effectiveness.
o Overview of corporate image from the design perspective

This perspective on corporate image covers the elements or influences outlined in the model
from Chapter Two, (p. 20 ante) of public image, environment and communication. A large
body of work is concerned with the description of corporate image from the designer's point

of view. It will be seen later in this chapter however, that this perspective includes ‘infernal
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marketing' and total quality’ views. Corporate image as a distinct field of study appears to
have emerged largely from this design perspective as designers offer much anecdotal

literature on the subject.

Because image is intangible, subjective and on occasions difficult to quantify it becomes
problematic to deal with it in empirical terms. There is little doubt that image can identify
ownership and draw distinctions or differences of a qualitative nature from other services
or products. Good internal and external communication has been a necessary organisational
objective in most companies for decades and the design perspective emphasises how

corporate image programmes can assist in this field.

Is corporate image then just an instrument or tool to use to improve communication - or
simply new words to describe a management phenomenon? Or is it a new discrete or distinct
theory of science? (Communications, after all, are much more than a name, a logo or

registered trade mark.)

One of the leading designers in the field and author of standard texts on corporate identity

and image argues that the concepts are all-embracing:

"....The process usually described as corporate identity consists of the
explicit management of some or all of the ways in which a company's
activities are perceived....Changing a corporate identity is a profound step.
It is one of the moments in an organisation's life when it stands back and

looks at what it is, how it became like that and what it is going to do and
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say about itself.... " Olins 1984 p. 24

Again criticism must be made of the terminology used by Olins (see also Chapter 2 pp.15-16
ante). Implicit in his argument because of his use of ‘identity' is that perceptions of an
organisation are formed through use of visual ie. identity cues. While, undoubtedly, some
perceptions are based upon what is tangible and seen, it is somewhat of an overstatement,
or at the very least a generalisation, to claim that all perceptions are defined by identity.
Olins does acknowledge that how an organisation ‘behaves’ both internally and externally,
especially in a service industry such as the police, is a significant component of the
organisations' identity but continually emphasises the "visible and tangible’, Olins (1994)
p. 7. In the view of this author perceptions gained from organisational behaviour, for
example through service usage, are more correctly influences on corporate image not

identity.

The assumptions underlying a concept are not necessarily easy to determine. They are not
always made explicit nor are they necessarily apparent to proponents of the concept
concerned. For example, it is little more than efficient management to 'stand back and look
at' how an organisation is and ‘what its going to do' as Olins refers (op. cit). It does not
require a change in corporate identity to facilitate the process. Some authors have attempted
to define concepts carefully and systematically and make clear the principles. Others develop
them in a more haphazard fashion, often embedding them in general issues or case studies.

Designers, including Olins, are definitely in the latter category.

Corporate image by its very nature permits no unequivocal definition or quantification of
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the processes it may denote, still less of the complex interactions it may operate. But it is
worthwhile analysing the views and work of Olins - not least because his work encompasses

commissioned corporate identity programmes for 1.C.1. and the Metropolitan Police.

In a dismissive comment on Olins, Lycett (1988) described the corporate identity specialist

thus:

"....Wolff Olins are an eighties phenomenon, a latterday exponent of the

old nanny's adage that first impressions count..." p- 13

Olins has, nonetheless, been involved in major redesign projects of corporate identity for
some of the largest and most profitable organisations in Europe. For example, Prudential,

L.C.L, British Telecom, B.O.C. and the channel tunnel company Eurotunnel.

In the introduction to one of his standard works on corporate identity Olins acknowledges,

in a series of rhetorical questions, the debate which surrounds the subject:

" ...Are its proponents claiming too much for it? Is it simply a superficial
whitewash - a kind of cosmetic? Is it merely a tool of marketing or

something rather bigger? Does it work?...." Olins(1984) p. 3

To answer some of these questions a review of the major sections of Olins' work will be

examined with reference to other work in the field. This analysis will then be further
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illustrated and concluded from the two previously mentioned corporate identity programmes

at I.C 1. and the Metropolitan Police.

In general terms Olins describes corporate identity as a process of management on the way
an organisation is perceived. His description, both explicitly and implicitly, conveys that the
phenomenon is more than an outward picture. It must show inner values and convictions so
that everyone that interfaces with the organisation directs positive attention towards it. The
visual communication is an expression of the organisation's philosophy and culture, its

abilities and goals.

The specific sections of his work which provide both a focus for a critical analysis of

corporate image from a design perspective are as follows:

»  definition of what corporate image is
»  what the aims of corporate image are
»  the rationale for the introduction of a programme
»  how to introduce and implement corporate image

»  the intended benefits of corporate image.
Each will be discussed in turn.
> Definition of corporate image

As stated in Chapter Two, (pp. 12-13 ante), sophisticated efforts of advertising and
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marketing in the consumer field appear to have followed a logical development from efforts
to create a distinctive and positive brand image, through attempts to create an image for

whole product areas, to creating a total corporate image of an organisation.

Olins (1978) has outlined his perception of the differences in the terms of corporate image,
corporate identity, brand and product images which he states are distinct rather than trivial,
pedantic or semantic, and these were described in Chapter Two, (p. 14 ante). In short the

- following is his definition of corporate image:

"....Corporate image is the overall mental picture of an organisation
selectively perceived as a net result of an individual's experiences, beliefs,

recollections ideas and impressions of the organisation...." p-5

There are, of course, numerous other definitions of corporate image, (Chapter 2 p. 17 ante).

More recent definitions, however, offer a more simplistic definition of the concept than

Olins. It is:

"....The picture a company's audiences have of it...."

Ind (1990) p. 21

" ...The way people view the whole corporation...."
ly peop rp

Barich and Kotler (1991) p. 96

To summarise: it is suggested here that it is not essential to the understanding of the term

corporate image that some of the more minute differences in definition need to be analysed.
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There are, however, discrete distinctions which need to be drawn between ‘identity’ and
'image’ as defined by Olins - in that identity can be regarded as that part of an image which
is seen; therefore throughout this thesis when the distinction needs to be emphasised for
purposes of clarity, the two terms will be explained in the context in which they appear. (The

definition of corporate image used by this author is given in Chapter 2 p. 18 ante.)

Other terms, such as corporate culture, corporate personality and marketing image will also

be defined in the context in which they appear.
> Aims of corporate image
What Olins names 'the fundamental idea’ behind corporate image is that:

"....in everything a company does, everything it owns, everything it
produces, the company should project a clear idea of what it is and what

its aims are...." A Olins (1984) p. 32

The rationale for this is that the desired personality and quality of the whole organisation
and its parts, in being provided with a visual consistency to its internal and external
audiences, assists both the marketing objectives and organisational strategy. Brian Boylan,

the group managing director of the Wolff Olins company, reaffirms this suggestion:

".... Put very simply, corporate identity is about the relationship between

an organisation's central idea - the essence of what it is and what is unique
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to it - and how that is projected and communicated internally and

externally...." Boylan(1989) p. 17

There are a number of important issues raised by these views. Company mission statements,
directors' visions, strategy documents, corporate plans and objectives, internal and external
marketing are all management and employees terms and processes which contribute towards
coporate success. Little appears new in the principle idea that is being espoused by this
designer view. What does require further examination and analysis are the specific views of
designers on how corporate identity can change perception and the importance of internal

as well as external audiences.

e) Perception and its relevance to corporate image.

The inference from the design perspective (and made explicit by Olins as previously stated),
is that corporate identity and image has the ability to alter an individual's and a group's
perception. Perception in this context means knowledge of, or beliefs about the organisation

in all its facets, and the means by which an individual acquires this knowledge.

Perception has however, an idiosyncratic quality; the impressions individuals form, the
inferences individuals draw about characterisﬁcs, qualities and experiences differ, perhaps
to a marked degree. A variety of factors, including the individual's motivational state,

context and experience all operate to shape the individual's perceptual world.

There is much psychological evidence of how individuals may differ in their perceptions, for
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example, individuals may differ in the extent to which they concentrate upon visual cues as
opposed to knowledge; attitudes as opposed to abilities, and emotions as opposed to
thoughts as well as in their choice between the specific dimensions within these major
classes. What is significant for this research, and for all organisational image analysis, is
neatly encapsulated by Dornbusch et al (1965). They confirmed that if an individual does
not comment about a specific feature of another individual or organisation, again, for
example, 'good image' or ‘poor image', this does not necessarily mean that the individual
has no views on the individual or organisation's image, but rather that the dimension of
image is not important or salient to them. (The link to this current work being that attempts

at a quantitative analysis of police corporate image would not appear to be valid).

It seems likely that the categories which are salient to the individual are those with
ﬁmctidnal significance, Tajfel (1969). In other words, the salient categories are those which
are most of use to the individual in organising his or her world. Hence, to a designer, the
physical properties of people and organisations may become the most salient dimension in
their experience of them. The company director on the other hand may ‘see’ people or
organisations in terms of how reliable and hardworking they are or appear to be. This may
go some way to explain the dominance or importance which the design perspective gives
to visual cues in organisations. It is also in their vested commercial interest if they are also

working in the design consultancy field.

One of the key characteristics of the perceptual process is that of inference. Individuals base
their impressions of others, and their ideas of what others are feeling, on data, and they go

beyond this data to formulate their impressions and beliefs. The process of inferring from
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data is not random. It may be regarded as resting on prior beliefs or rules about the
characteristics of others. Inference may be regarded as another dimension along which
individuals differ. Two individuals may arrive at the same impression of an organisation, but
base it on entirely different data, or on entirely different premises (beliefs). Alternatively,
they may attend to the same data, but arrive at entirely different conclusions if their premises

are different.

Barich & Kotler (1991) emphasise the nature and importance of image analysis to correct

false impressions or images of organisations:

"....We use the term 'image’ to represent the sum of beliefs, attitudes and
impressions that a person or group has of an object. The impressions may
be true or false, real or imagined.....a perceived weakness may not be real.
In that case, the company needs to direct communications to correct this

misconception...." p. 102

Individual differences then, concerning the characteristics, qualities and knowledge of
organisations are based on prior beliefs, sometimes quite erroneous, about how these
features are expressed and associated with one another. Also, the context in which the
judgement is carried out appears to have a powerful effect on the judgement made. Most
of the evidence that context affects perception comes from psychological studies of the
perception of form, colour and other physical dimensions, for example, Mintz (195 6). The
effect that the author's previous research experience in psychology has had on the perception

and interpretation of the data contained in this thesis, as well as the value of a psychology
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background, is outlined in a reflexive account of the research process, (Chapter Eleven).

> The relevance of internal and external audiences

".... Different audiences will form a view of an organisation based on the
totality of the impressions that the company makes on them. Where these
impressions are contradictory - where impressions made in one place are
different from those made somewhere else - the overall impression will be

negative, or at any rate confusing...." Olins (1984) p. 72

Apart from the external audiences or publics that many business and marketing writers have
previously identified, Olins places great emphasis on the need to communicate with internal
and quasi - internal’ audiences such as staff at all levels, trades unions, shareholders,

directors, pensioners and families of employees:

"....outward consistency will only be achieved, and for that matter is only
appropriate, if it is the manifestation of an inward consistency - an inward
consistency of purpose within the organisation - which if it is widely

understood internally becomes manifest externally...."

Olins (1984) p. 45

This can be described as an extension of the view that employee communications, mission
statements, performance indicators, objectives and overall philosophy of organisations

should not be conceived and remain embedded in top management - it must reach
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everybody. This, again, is not new, it has been recognised for many decades -
communication is basic to organisation - it links organisation members. It mediates the
inputs to the organisation and the outputs from the organisation to the environment,
Guetzhow (1985). In effect it is 'the very essence' of organisations, Katz and Khan (1966).
Corporate internal marketing, where internal customer needs and values are matched with
the internal products and services created in order to fulfil the mission of the organisation
and the vision of the people in it, Thompson (1990), also espouses the ideals of

communication.

Indeed, as long ago as 1938 Barnard suggested:

"....In the exhaustive theory of organisation, communication would occupy
a central place, because the structure, extensiveness, and scope of

organisations are almost entirely determined by communication

techniques...." p. 148

Internal communication is a substantive issue in a variety of widely disparate disciplines -
each adopting its own specific focus - and developing its own terminology and technology.
It appears that the designers corporate image perspective has created yet another language

and set of terms for this issue.

As mentioned previously corporate image is closely linked with the marketing discipline and
marketing academics have also recently focused on the targeting of internal audiences to

assist or ‘enable' organisational effectiveness. For example, Thompson (1990) states that:
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"....corporate internal marketing creates an inspiring climate in which, by
developing a framework of targeted communication aimed at everyone in
the organisation, motivation and morale thrive. Corporate internal
marketing ensures that both the internal people relationships and the
business resources are working in harmony to achieve the organisation's

strategic and tactical goals...." p. xii

Piercy (1991) terms the same process as 'strategic internal marketing’ which has a similar

goal of:

"....developing a marketing programme aimed at the internal market place
in the company that parallels and matches the marketing competitors...."

p. 367

These above aims and goals are identical to the aims of corporate image from a design

perspective.

To summarise the review of the aims of corporate image from a design perspective; it has
been examined in terms of the elements of perceptions, impressions and inferences and in
terms of internal communication. Work on how impressions are formed of organisations,
contributes some insights into the designer's view of corporate image. At first individuals
may have to make do with simple data such as a visual identity to form an impression of an

organisation but experience of, or contact with, the organisation leads to images of a more
complex nature.
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Certainly the design perspective sees visual images as forming part of the data on which
individuals judge organisations but further assert that the identity must remain consistent to
the values of the organisation or it may be seen as superficial and dismissed from value
judgements. The assertion is that this consistency will be achieved by improved by internal
communication. This cannot be viewed as a new or unique concept - but perhaps is a

convenient way to describe a process which has obvious benefits to any organisation.

> Rationale for the introduction of a corporate image programme

From the design perspective the rationale behind the introduction of a corporate image

programme is to assist the organisation with its image when it:

"....gets out of phase with reality..... at a time of merger, diversification,
reorganisation or other profound structural and management

changes...." Olins (1984) p. 22

This view is supported by Barich and Kotler (1991) who state:

"....Right or wrong, images guide and shape behaviour. Companies need

to identify their image strengths and weakness' and take action to improve

their images...." p- 94

They, however, introduce a whole new concept of ‘marketing image’ and describe a system
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of image management for organisations: designing a study, collecting data, analysing image
problems, modifying the image and tracking responses to the image. They argue that only
a systematic approach will yield useful and accurate information that an organisation can

translate into action:

"....They (companies) must design their offers and their images to be
competitively attractive. The target customers carry images in their heads
about each suppliers' product, quality, service quality, prices and so on.
The images are not always accurate, but nevertheless they influence

supplier selection...." Barich and Kotler (1991) p. 106

While Barich and Kotler claim a marketing image is distinct from a corporate image -
because it is the way people view the quality of the company's overall marketing offer and
marketing mix rather than the whole company - the distinction is illusory. Different image
factors certainly affect the corporate image of the company, and a model of the components
of corporate image was given in the previous chapter, (Chapter Two p. 20 ante), but the

'marketing image' is only that - an image factor.

In reviewing the rationale behind corporate image it is obvious that the claims are that it can
be used as a vehicle for corporate strategy. Similar justifiable claims can be made for
example, for marketing strategy - of which corporate image could be a part. Nevertheless,
the corporate image programmé has been developed to describe and analyse certain
communication processes in organisations and it is the model of research/audit advocated

by the corporate image specialists will now be examined.
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> Introduction and implementation of a corporate image programme

The methods of introducing and implementing corporate image programmes follow standard
organisational research, including some marketing models. There is an investigation to elicit
information, then a development of a design brief and idea, and finally formulation of a
programme and a launch. Dependant from which perspective the corporate image specialist
works, the investigation or research may be a simple visual audit of the organisation or a
more in depth qualitative research into the organisation's culture. Olins' (1984) view is that

more often than not the designer will:

"....Take account of the company's position in the market place, its
structure, its product range, its branding policies, its morale, its

geographical and functional organisation...." p- 23

As such this does correlate with marketing research as defined by the American Marketing

Association (1987) where:

"....Marketing research specifies the information required to address these
issues; designs the methods for collecting the information; manage and
implements the data collection process; analyses the results; and

communicates the findings and their implications...."

Marketing News (1987)

Acknowledging the similarity, there are also differences. In order to evaluate an

54



organisation's corporate image or measure its comparable image with other competing
organisations, research is advocated by designers. Corporate image research is not
confined to the marketing sphere; the suggestion is that it is much more all embracing.
Barich and Kotler (1991) link the two types of research - they suggest a starting point for

image analysis is to discover the relationship between a company's reputation and level of

public awareness, (see Figure 3), below:

/ FAVOURABILITY and AWARENESS MAPPING
FAVOURABLE PUBLIC
ATTITUDE
® ®
LOW PUBLIC HIGH PUBLIC
AWARENESS AWARENESS
® ®
UNFAVOURABLE PUBLIC
ATTITUDE

Figure 3 A framework for marketing image, Barich and Kotler p. 104

The suggestion here is that the company or organisation should be aspiring to high public

awareness coupled with a favourable public attitude.
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As they see corporate image and marketing image performing different roles, this is an
understandable distinction, but they then go on to describe the analysis which must be
made of the company's marketing image and highlight exactly the same components that

the corporate image process advocates, (see Figure 4), below:

COMPANY IMAGE COMPONENTS

FACTORS OFFERING

Corporate Socla uduct MARKETING
Corporate contributidgs conduct IMAGE

Corporate employees cou t . AD ’
Corporate business conduct COMPONENTS
Produc

Brand X

Product X

Salesforce
Distribution channe
Commuuications

Service

Service X

Counsuming publics:
Customers (buyers, users)

Prospects
Distributors/retailers

Media publics:
Newspapers
Magazines
Television
Radio

Consulting publica:
Recommenders

Industry analysts

Financial publics:
Shareholders

Investment community

Supplier publics
Competitors

Internal publics:
Managemeut

Staflf
Directors

Government publics

Citizen action publics:
Consumer organisations
Environmental groups
Public interest groups

Local publics:
Neighbourhood residents
Cowmmunity leaders
Community groups
General public

PUBLICS

Figure 4 Marketing image - components, Barich and Kotler p. 105
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In summary, the corporate image research appears an extension of the well established
SWOT principle which is used in many planning and audit roles involving organisations -
including marketing analysis. The role of marketing analysis has traditionally been the
bedrock on which marketing policy is built. Similarly image research is the foundation of a
corporate image programme. It is not, however, constrained by only looking at the
marketing of the organisation. The broader remit means that marketing is part of the

research but not the only research.

> Intended benefits of a corporate image programme

Like the subject of corporate image itself, the stated intended benefits of a successful
company corporate image programme are very broad indeed. For example, improving
morale and motivation to establishing effective new markets are some of the benefits listed
by Olins. Perhaps here also there is a link to marketing in general and internal marketing in

particular:

"....80 does it (corporate image programme) work? It is impossible to say
conclusively. The case evidence suggests that it helps. The survey evidence
suggests that so few people do it, it is difficult to generalise. But where they

do, it seems to have a good effect...."” Piercy (1991) p. 367

It previously suggested in this chapter, (p. 41 ante), that the design perspective of corporate
image often embeds its concepts and principles in descriptions of particularly successful

corporate image programmes/campéigns which they then describe as case studies. Two of
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these such programmes illustrate the design perspective and are pertinent to the current
research - [.C.I. and the Metropolitan Police. Both follow the framework for marketing
image management suggested by Barich and Kotler, (although Barich and Kotler's work
appeared some years after the corporate image programmes were instituted at the two
organisations concerned). The two programmes will now be examined. The I.C.1. study will
illustrate how the design perspective can identify the image of an organisation and then,
through developing a cultural strategy to the programme based upon knowledge of the
corporate image, have an impact on organisational effectiveness. The Metropolitan Police
study will illustrate how the police image was identified for that force but that it remains
unclear whether the corporate image programme has developed to address cultural issues

prevalent in the police service.

h LC.I corporate image programme

In 1964, Imperial Chemical Industries (I.C.1), was the largest wholly owned British
manufacturing group. Through diversification and acquisitions, the company expanded into
an international conglomerate and for many years enjoyed growth and financial success.
However, the early 1980's saw the company making its first losses ever and management
embarked upon a programme of change. The following information regarding 1.C.L's
corporate image programme was gathered from two Corporate Marketing Managers, David
Senior and Anne Ferguson, tasked to 'mastermind a global corporate image campaign’, as

well as relevant company literature.

One of the prime concerns of I.CI's management was its image and its
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familiarity/favourability with key target publics. The questions asked by management were

as follows:
> what image did I.C.I. want?
> what image did it have anyway?
> what groups of people did I.C.I. want to reach?

> what did they like and dislike about 1.C.1.7

and probably most crucial - could I.C.I. do anything itself to change its behaviour and shape

to match the image that it wanted its target audiences to have?

Ferguson (1989) described it as 'a very straightforward process'. First the research was
carried out - what were the target groups for the campaign and what level of awareness
existed; then come up with a strategy to increase awareness within those groups to the level

desired by the company.

It can be seen that this methodology follows very closely the investigative/design brief stage
of the corporate image model suggested by Olins and also closely mirrors the image analysis
stage postulated by Barich and Kotler. Indeed the analysis of the initial I.C.I. research
findings carried out by M.O.R I. were even illustrated in a similar way. (See overleaf and for

comparison Figure 3, p. 55 ante)
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Senior (1989), who was in charge of the research, said that it showed that people respected

I.C.I. but didn't think it enhanced their everyday lives. It was also revealed that:

"....our image among the young was weak, and everywhere environmental
pressure was increasing. We had to find a simple, powerful way of showing

that L.C.L is working to improve the quality of life worldwide...."

The corporate image programme objectives in 1.C.1's case were three pronged: they
involved strengthening the visual impact of the I.C.I. brand mark and making its use
consistent around the world; undertaking an employee communications programme; and

finding an advertising proposition for I.C.I. that would work across the globe.

I.C I. pioneered the concept of corporate image advertising in the 1960's with its Pathfinder
and Ideas in Action campaigns. These were limited to the U.K., however, and 20 years on,
changed business conditions meant that it was crucial LC.I's global presence was

recognised. As Ferguson (1989) states:

"...The UK. view was outdated - .C.1. as a British institution was looked
upon with fondness and an enormous amount of respect. But people
thought of LC.L as a heavy chemicals, paint and pharmaceutical company
with very little understanding of its breadth and export record. Customers
knew about the products they bought but again, were not aware of the

range we could offer...." ' p. 14
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In what was described as the ‘bedrock of company image formation’, market research was
painstaking and thorough. One of the things that market research established early on was
that I.C.I's image had slipped. It was seen by key audiences as being grey, cumbersome and
bureaucratic. In other words, I.C.I. was not playing to its strengths, some of them long

established, some newly acquired.

In the U.S.A. awareness was low and finally, internally the question of image had to be
tackled as well. This followed an old adage that employees are excellent ambassadors for
their company when harnessed to the cause. The trouble was, I.C.1. had changed so much
in previous few years, the research carried out by the company showed that employees-
themselves were confused about the nature of its business and were not as effective

representatives as they could, or should have been.

Again the approach involved here illustrates the internal marketing principles previously
discussed in the corporate image model (Figure 1 p. 20 ante), and that discussed by Piercy
and Thompson (1990) pp. 80 - 81. 1t is not necessarily unique to corporate image but the
linkage provided by the corporate image - that between strengthening the visual impact of
the brand mark, consistency, internal marketing and external advertising - is valuable as a

concept.

Research in fact drove the I.C.I. corporate image programme. Senior (1989) saw the
process as an ever revolving cycle where the communications strategy continually responds
to the needs of businesses and is tested through market research. And all the time, the cycle

of creative development is being constantly tested and fine tuned.
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The cycle is graphically illustrated in Figure 7, below:

THE CYCLE OF CREATION AND TESTING

Strategic Business
Research Needs

Communications

Tracking

Researcl

(Before to setAhenchmarkes:
during and/after)

Define
Proyosition

Implgment
Adventising Propogition

Creative Testing

et audi

o

Figure 7 The L.C.I cycle of creation and testing, p. 16

The visible manifestation of the corporate image programme was a redesign of the famous

I.C.I. roundel by the Wollf Olins company. The roundel had previously been used in a
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fragmented way, by different parts of the company for different purposes and often in
different colours. Some subsidiaries did not use it at all. Not only was the look of the
roundel sharpened up, a system for using it worldwide in a consistent fashion was created
by Wolff Olins. I.C.I. embarked on a campaign to ensure each part of its business put it on
letterheads, flags, lorries and signs around the world. The identity is now the same whether

the I.C.IL. plant is in India, Germany or the United States of America.

There is little doubt that I.C.I. was Britain's largest manufacturer and that the group
dominated the markets of the old empire. It then, with the catalyst of a downturn in profits
in the 1980's, perceived that it had an identity problem. With a corporate image programme
the company has developed and is now an international competitor. The question remains;

how much of this success can be attributed to corporate image?

In reviewing this corporate image programme it is obvious that the programme has involved
much more than a simple visual treatment. Continuous research identified the relative
position of I.C 1. in the market place, the image it portrayed to key audiences - including

employees, and an overall communication problem.

In the corporate image programme the importance of the visual style and consistency has
been underlined and the identity change of the roundel logo has proved anintegral part of
the overall programme. The value appears to have been that the visual changes have
provided a focus for improved internal and external communication which in turn has
clarified company philosophy and strategy to all audiences. This may be the role for a

corporate image programme within Durham Constabulary and the police service. The

64




corporate image programme within L.C.I. has made a contribution to the improved
organisational performance of the organisation but it cannot be proved to be the causal

factor of the success.

Other corporate image programmes cited by designers e.g. Prudential, Midland Bank,
British Airways, B.O.C. and others (Design Conference 1989) also emphasise this value of
corporate image - the fact that it can be a catalyst and focus for change - the strength
appearing to emanate from the fact that it is a physical manifestation through identity of
whatever the organisation is trying to achieve. A further corporate image programme which
both illustrates this point and is particularly pertinent to this thesis is the Metropolitan

Police.

g Metropolitan Police: corporate image programme

The following information on the programme was obtained from interviews within the Wolff
Olins company, officers involved in the programme, serving operational officers and relevant

literature produced by the programme.

The remit for the Police corporate image programme was to:

" ...embark on a process of change aimed at improving the quality of

service, primarily to the public, but also within the organisation to the

internal customer...." Collins (1991) p. 317
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The rationale for the work was a response to concern from many quarters about confidence
in the police and the fact that a 'service' orientation apparently was not a primary facet of the
organisation, for example, Brogden (1982); Fielding (1988); Uglow (1988); McConville

and Shepherd (1992).

The Wolff Olins company carried out qualitative research in a study:

"...concerned with identity, with what the organisation stands for, how it

does things and how it is perceived...." Olins (1988) p. 3

(Again of course the questions regarding perceptions and inferences are equally applicable.)
The research over six months involved over 250 formal interviews plus an 'audit' of all

physical literature, signs and symbols of the Metropolitan Police organisation.

Following analysis of the research the Olins company identified a series of issues for the
Metropolitan Police published in a report entitled ‘4 Force for Change' and summarised

under the headings listed below:

> Purpose

> Organisation

> Management

8 Attitudes

> Communication
> Presentation
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All of the above issues illustrate the link between the design and cultural perspectives of

image which are now briefly described.

> Purpose

"....The employees of the Metropolitan Police do not share a common
sense of purpose. There is no consistency of views on the overall mission
of the Met., nor how each individual contributes to the whole...."

Olins (1988) p. 8

This accords with various studies of the Police both past and recent,for example, Bittner
(1967, 1970); Manning (1977, 1979); Holdaway (1983); Fielding (1988); Uglow (1988);
Graef (1989); McConville and Shepherd (1992). Olins describes the role of the
Metropolitan Police as uncertain with divergence of views on what is ‘proper’ police work

either a crime or service orientation. McConville and Shepherd (1992) refer to police

culture as:

"....antipathetic towards the service model of policing...." p. 199

and further reference to this work will be made in Chapter Four on the cultural perspective

of corporate image of the police.
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> Organisation

The Olins report describes the Metropolitan organisation divided through internal division:

"....There is of course inter-divisional rivalry in most big organisations but

we think it is especially prevalent in the Met...." Olins (1988) p. 8

Again these findings are replicated by later studies both internal and external and in
particular it is emphasised by Fielding (1988) that divisions between specialist departments,
between uniform and C.I.D. officers and between police and civil staff are part of the learned

culture of recruits.

> Management

The Olins report addresses the broad issues of management in the Metropolitan Police by

stating they are 'struggling to manage' and summarise the findings as:

. Improved training required,

. Management needs to meet subordinates expectations;

. Promotion, rewards and retribution must reflect stated management values and
objectives.

The linkages to corporate image are unclear but their are certainly cultural issues such as

systems, standards, quality control and lines of communication and responsibility.
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> Attitudes

As has been previously reported, the service ethos of the police organisation appears to be

undervalued by the culture of the workforce. The research of the Olins company revealed:

"....The attitude of the Met. towards the world in which it works can best
be described as wary. Many policemen and women feel beleaguered and

misunderstood...." Olins (1988) p. 11

While emphasising that the 'key to any service activity is attitude’, the findings also showed

that:

"....The attitudes of some police officers toward the public are insensitive

and thoughtless...." Olins (1988) p. 12

As has been noted, Deal and Kennedy (1982); Schein (1985); Morgan (1986); Ouchi
(1980), though culture is unconscious and invisible it is a determinant of behaviour and is
therefore of practical relevance. Apart from raising questions of strategy the questions of

attitude lie squarely in the area of culture as well as image.
> Communication

Unsurprisingly, (however Olins accepts ‘traditionally organisations' communications do not

work well’), both internal and external communication in the Metropolitan Police was found
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to be inadequate, inconsistent and of 'paichy quality'. It has also been previously
acknowledged that one of the strengths of corporate image is to provide a physical focus
through communication. The Olins report further indicates the relationship between
corporate image and culture in this section on communication. It summarises that their

findings on communication are:

"....Symptoms of an organisation with an unclear attitude to service and

to its public role...." Olins (1988) p. 14

> Presentation

The final section of the report covers the research into the physical identity of the
Metropolitan Police. And again the relatioﬁship between image and culture is implicit in the

conclusions:

"...Nothing can change perceptions so quickly and dramatically as
improving the way the Met. looks. This will have an effect on the way

people in the Met. behave - and how the public behave to the Met...."

Olins (1988) p. 15

What remains unclear is how improving the physical "Jooks’ of the organisation is going to

impact upon the behaviour of both internal and external publics.

From this initial report by Olins, the Metropolitan Police have embarked upon a programme
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of cultural change named the 'PLUS' programme. In the words of the Commissioner of the

Police for the Metropolis this programme:

"....Takes us forward from ‘A Force For Change' (the title of the report by

Olins) and is about action not words...." Imbert (1989) p. 2

This PLUS programme, because of its link to the corporate image research and culture of
the police, will be reviewed in the next chapter. The contribution of the work of the Olins
is an acknowledgement of the relationship and linkage between corporate culture and
corporate image in the police service. What has yet to be discovered and analysed is the
nature of the linkage between the two concepts and what the effect of corporate culture has

on corporate image projected.
h) Summary of chapter

Corporate image can be seen as a set of cause and effect relationships. Two distinct
perspectives of corporate image, the design and cultural perspectives, suggest a strong link
between corporate image and corporate culture. The cause and effect of design influences

on corporate image have been examined in this chapter.

" Designers pioneered the concept of corporate image. This perspective emphasises the
importance of visual style and consistency as an integral part of an overall organisational
programme of change. In stressing the importance of tangible signs of change to an

organisation's image, for example by changing company names or logos, the designer's view

71




is that their perspective can offer a focus for change or be a catalyst for change. Some

illustrations of such views have been given.

What is apparent is that, to use a further psychological term, designers use 'argots' -
arguably special language or anti-language. Their use of alternative word and expressions,
either new terms, jargon terms, or old terms in a new context, has led to considerable
confusion about the nature of the concepts of corporate identity and corporate image. The
intended benefits of a corporate image from this design perspective offer another layer of

organisational jargon for good management practice.

There is, however, a consistency of view from the design perspective that some form of
'image analysis' must take place prior to an organisation embarking upon a corporate image
programme. Image ‘management' is then viewed as an external marketing function, although

this does include certain internal communication strategies.

The design perspective highlights that corporate image is used by internal and external

audiences as a basis for inference and belief about products, services or organisations.

What has not been firmly established is the effect of corporate culture on corporate image

- or indeed what the nature of the linkage between the two concepts actually is.

This research and thesis will give detailed consideration to the relationship between
corporate image and corporate culture and the next chapter specifically explores the cultural

perspective of corporate image.
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CHAPTER FOUR

Image myopia: another role for culture ?

a) Introduction

The previous chapter covered the components of corporate image which were described
as a 'design perspective' of the subject. This chapter continues by examining the three
components of corporate image which cover a 'cultural perspective’. These elements, or

components, of influence were outlined in the model given in Chapter Two, (p. 20 ante),

as:
> the service provided by the organisation,
> the employees’ own image of the organisation, and
, organisational culture.

The analysis of the cultural perspective begins with a description of culture in the work
environment and its possible effects on the corporate image of the organisation. The
specific relévance of this to Durham Constabulary and in the police context is then
reviewed. A summary provides an interpretation of the possible importance of the

cultural perspective to the body of the thesis.
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b) Culture in the work environment

"....Work may be a mere source of livelihood, or the most significant
part of one's inner life; it may be experienced as expiation, or as an
exuberant expression of self; as a bounden dulty, or as a development of
man's universal nature. Neither love nor hatred of work is inherent in
man, or inherent in any given line of work...."

Mills C.W. (1956) p. 210

Any examination of the meaning of culture in the work environment can be subject to
vastly different interpretations from different theoretical standpoints or perspectives. A
large number of studies have revealed that employees of any organisation hold complex,
variable, contradictory and ambiguous attitudes towards various aspects of work.
Attitudes of individuals to their work do not, however, develop in isolation. They are
powerfully affected by the individual's social environment including the attitudes of other
members of their work group. In day-to-day work situations group attitudes and beliefs

are often overlooked in research. As Argyle (1989) notes:

" ...Classical management theory did not mention working groups, but
research has shown that the composition and inner dynamics of groups

can have a marked effect on productivity and satisfaction...." p. 193

Elsewhere, Argyle emphasises the importance of two aspects of any organisational work

groups; their size and their cohesiveness. If the group members are attracted towards the
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group and are prepared to co-operate with one another they are more likely to be more
effective in attaining the goals of the group (which may, of course, not be the same as the
goals of the organisation within which the group operates). Not only are the attitudes of
group members fowards the group important, but in turn many of the attitudes and

beliefs of group members will be strongly influenced by the group.

Recognising that work is a group activity where behaviour is influenced by the work

environment and the people within it, has been identified for many decades:

" ...Man's desire to be continuously associated in work with his fellows

is a strong, if not the strongest human characteristic...."

Mayo (1945) p. 32

It is not, however, until relatively recently that the term culture has been used to describe
the many factors in the work environment. Moreover, as with corporate image from a
design perspective, are the claims for the effects of culture on organisations justifiable;

and what effect, if any, does culture have on corporate image?

Culture, like corporate image, can be described as a metaphor, a particular perspective
for analysing organisations. It is no more 'right' as a viewpoint than other metaphors, but
it does illuminate certain aspects of organisational functioning which are increasingly
being recognised as significant and related to effectiveness, and which exponents believe

reveals more about organisations than the use of other metaphors.
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In one of the classic texts on this perspective, Morgan (1986), builds on the basic

premise that theories and explanations of organisational life are based on metaphors:

“....Many of our conventional ideas about organisation build on a small
number of taken - for - granted images..... By using different metaphors
to understand the cdmplex and paradoxical character of organisational
life, we are able to manage and design organisations in ways that we

may not have thought possible before ...." p. 87

As has been previously stated in Chapter Two, (pp. 25-26 ante), it is not easy to define
culture. Like the phenomenon itself, individuals are familiar with it, know of its
existence, recognise aspects when they are pointed out and yet find it difficult to say
what it really is. And again, like the design perspective, the theory of culture is

descriptive rather than explanatory.

Each of the many different definitions of culture hints at a different facet of culture as a
phenomenon. Taken separately they are only partially satisfactory. From Morgan's
perspective the power of the concept of culture comes from the ability to reflect the
multiple layers of organisational life and particularly to go below the surface, to
illuminate factors which underpin and shape everyday behaviour. In this sense the claim
is that more can become known about the deep structure of the organisation to balance

understanding of superficial patterns and expressions.
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In order to find a clearer explanation of the term culture, it is necessary to look beyond
the literature of management - to the discipline whose concern is the study of cultures,

namely anthropology.

The anthropologist and classic theorist Clifford Geertz (1973), describes culture in the

following way:

" ...Culture denotes an historically transmitted patfern of meanings
embodied in symbols, a system of inherited conceptions expressed in
symbolic form by means of which men communicate, perpetuate, and

develop their knowledge about and attitudes toward life...." p- 47

Taking each of the elements of this definition individually, a more dynamic understanding

of both culture and corporate image, and the links between the two, can be drawn.

An explanation of the first element regarding 'an historically transmitted pattern’, is that
cultures form, develop and evolve over time. In this sense, a culture represents a living
record of an organisation's past. (The full impact of how this has influenced the police
service is given in Chapter 9 post.) ’fhe way in which things are done now, the
conventions, the rituals and practices, reflect an organisation's learning aﬁd acquired
wisdom. Over time some norms and values may shift or change, but in the main they are
usually very resilient and robust. They are passed on to each new generation of people

who join, perpetuating the organisation's distinctive character.
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Advertisers and public relations communicators often make use of an organisation's
reputation that is built up over time to reinforce the corporate image of the organisation.

This is based on the premise that:

"..An organisation's history substantiates the reputation that

substantiates the image...."” Weindrvch (1993) p. 19

The replication of police culture and its effects on new recruits has been investigated by

Fielding (1988), and this will be referred to later in the chapter.

Geertz's notion of 'patterned meaning/, is one of the ideas at the heart of the concept of
corporate culture. For example, the same word has a different meaning depending on the
culture in which it is set. In a similar way, a closed office door means something different
in a department which has an 'open-door' management policy, than in a department

where the doors are generally shut.

Understanding a culture requires finding out what meanings people attach to objects and
events and looking to discover the wa