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ABSTRAC T

A growing use of mergers and acquisitions as a growth strategy has led to what is often 
referred to as “brand accumulation”, describing a situation in which a parent firm finds 
itself having acquired firms to the extent that the number of brands under management 
exceeds the capability of the firm. This, coupled with a generational shift in the workforce 
that has increased the demands on brand equity amongst potential employees, has 
increased the need for successful firm rebrandings.

Today, many rebranding efforts fail, and this paper attempts to highlight the most 
important factors affecting a rebranding initiative, in order to better understand why some 
of them fail and why some succeed. The study is based on  a framework of success and 
failure factors, extracted from historical as well as contemporary research into the field of 
firm rebranding These factors are then evaluated through case studies.

The research goes beyond looking at a rebrand as just the replacement of a firm logotype 
or graphical guidelines, and puts added focus on the larger brand visions that are often 
implemented as part of a rebranding. The case studies were performed at four firms from 
different industries who has gone through a rebranding with varying degrees of success. 
The interviewees had different roles at their respective firms.

The entire paper is structured around the frame of reference constructed during the 
literature review, a summary of which can be found in section 2.3 on pages 27-29. These 
factors are the underlying basis for answering the research questions.
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SAMMANFAT TNING

Ett ökat användande av mergers & acquisitions som tillväxtstrategi har lett till att 
företag riskerar att börja “samla på sig varumärken”, vilket beskriver en situation där 
antalet varumärken som bolaget behöver ta om hand överstiger dess kapacitet. Detta, 
i kombination med ett tydligt generationsskifte på arbetskraftsmarknaden har satt allt 
ökande krav på ett företags varumärkeskapital bland potentiella anställda. Detta har skapat 
ett ökat behöv för framgångsrika varumärkesförändringar.

Idag misslyckas många varumärkesförändringar, och denna uppsats syftar till att 
belysa de viktigaste faktorerna under ett sådant arbete, för att bättre förstå varför vissa 
lyckas och andra misslyckas. Uppsatsen är baserad på ett ramverk av framgångs- och 
misslyckandefaktorer, som har extraherat ur såväl historisk som samtida forskning inom 
varumärkesförändringar. Dessa faktorer har sedan utvärderas genom fallstudier.

Forskningen har fokuserats inte enbart på varumärkesförändringar i termer av logotyp-
byten och grafiska riktlinjer, utan värdesätter även varumärkesvisionerna som ofta 
introduceras jämte ett nytt varumärke. Fallstudierna utfördes på fyra bolag från olika 
industrier, som alla gått igenom någon form av varumärkesförändring, med olika grad av 
framgång. Intervjupersonerna har olika roller på sina respektive bolag.

Uppsatsen är strukturerad kring den referensram som konstruerats under literaturstudien 
och finns sammanfattad i sektion 2.3 på sidorna 27-29. Dessa faktorer utgör underlaget för 
att sedan besvara de vetenskapliga frågorna som presenteras i kapitel 1.
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1 INTRODUC TION

This chapters outlines the background of the research area. Two main drivers 
for an increased need for the utilization of tools related to firm rebranding 
has been identified and are discussed. Following this, the identified problem 
with the research area is detailed and an overview of the existing research is 
briefly presented. A more detailed description of the research is presented in the 
next chapter. Then, the purpose of the paper is explained, accompanied by the 
research questions that this paper will aim to answer. Finally, delimitations are 
presented as well as where the research fits in terms of sustainability.

1.1 BACKGROUND

1.1.1 GROWING INTEREST IN MERGERS & ACQUISITIONS

Inorganic firm growth, often just referred to as mergers and acquisitions 
(M&A’s), has been increasing in popularity in the last decades (Ettenson & 
Knowles, 2006; Martynova et al., 2007; Hijzen et al., 2008; Davidsson et 
al., 2010; IMAA, 2018). The increased use of this growth strategy can also be 
observed in terms of valuation, where the market for acquiring firms grew 
from a total value of $1.4T to $4.4T between 2003 to and 2018 (Statista, 
2018). The likely explanation for this growth is that market maneuvers 
encompassed in M&A strategies allow a firm to expand at a higher pace than 
what organic growth typically allows for (Locket et al., 2011).

Looking past growth, there are many underlying reasons for engaging in 
M&A activities (see Trautwein, 2013 ). For some firms, the objective is to 
integrate itself up- or downstream, leading to cut costs in the long-term 
by, for example, acquiring its supplier (Harrigan, 1985; Harvard Business 
Review, 2017). Other firms engage in acquisitions only to procure talent, 
often referred to as an “acquihire” (Makinen et al., 2012), examples of which 
can be seen in consumer tech companies such as Apple and Google (Wired, 
2017; CrunchBase, 2018).

No matter the underlying reasons, an inescapable result of these strategies 
are that firm engagement in M&A activities leads to an “accumulation” of 
brands (Lambkin & Muzellec, 2010). Accumulation in this sense refers to the 
way in which a parent company acquires multiple subsidiaries, all of which 
come with their own brand. In the longer term, this means that if the firms 
don’t take specific action to merge or combine brands during the post merger 
integration (PMI) phase, they will end up with a number of brands that 
needs managing. Depending on the kind of business, these brands will be 
either consumer brands, corporate brands, or both (Andrade et al., 2001).

If these brands are not managed, accumulation can lead to multiple 
problems. One common problem area is a fragmented marketing messages, 
where the same firm targets its customers via multiple channels, since 
branding of the parent company and subsidiary do not align, although 
they represent the same firm on the bottom line (Rosson & Brooks, 2004; 
Sonenshein, 2010; Miller et al., 2014).

A second set of issues are those related to internal communication. 
Stemming from a lack of clear direction to employees who where previously 
part of two separate entities, and that must now start working as one. The 
result of this can be hazardous, since the promise of a merger often is to find 
synergies between the firms (Balmer & Dinnie, 1999; Krishnan et al., 2007).

A third and final example of problems that arise from the fragmentation 
of brands resulting from multiple M&As is a general distrust and 
disgruntlement amongst employees. These problems can stem from the 
multitude of changes that an acquired company goes through after being 
acquired, but specifically from a branding perspective, Lambkin & Muzellec 
(2010) argue that the lack of a solid brand platform increases the risk for a 
mismanaged integration.

Taking these problems into account, it is obvious that rebranding as a part 
of the PMI serves a purpose, as the lack thereof risks leading to a decrease 
in firm performance (Harris & de Chernatony, 2001). This is further 
corroborated by adjacent research into the positive effects of successful 
rebranding activities, showing that successful rebrandings result in increased 
firm performance (Knudsen et al., 1997; Lambkin & Muzellec, 2006).

1.1.2 A CHANGING WORKFORCE

The second driver that is increasing the need for rebranding related activities 
is the current and expected changes to the workforce. Having good employer 
branding is important for many reasons and historically these reasons have 
been related mainly to the use of the corporate brand as an advertisement 
tool for targeting potential employees (Balmer & Gray, 2003). But what 
happens when the pool of potential employees change? With millennials in 
the US slated to overtake baby boomers in numbers by 2019 (Pew Research 
Center, 2018), changes to the employer brand perception and its importance 
is taking an increasing focus in the research community, as well as the 
requirement for different strategies in accordance with generational shifts 
(Fishman, 2016). As a consequence of aging generations, millennials in 
the global workforce are steadily increasing in number (Kaifi et al., 2012; 
Cunningham, 2016).
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On the basis of a quantitative study of 148 millennials born in 1980 or 
later (Howe & Strauss, 2000), Kaifi et al. argue that the latest generation 
of workers are exhibiting less commitment to their employer than what 
past generations have, and that the degree to which they demand high job 
satisfaction is substantially larger. In other words, employer retention and 
employer attraction are problematic issues for firms. Furthermore, these 
issues are expected to grow, as the percentage of millennials in the workforce 
is expected to increase to 46% by 2020 (UNC, 2016).

Through an empirical study of the top 100 US firms in 2003, Fulmer 
et al. found a positive correlation between allocating resources for 
employer branding, and improvements in employer morale as well as firm 
performance. Although not a recent study, it has been corroborated by 
several studies since its publication in 2003 (Neuert & Brenninger, 2014; 
Bakanauskiene et al., 2017; Tomic et al, 2018), and gives solid arguments for 
how rebranding is being used for increases in firm performance.

1.1.3 DRIVERS SUMMARY

Looking at these drivers, it becomes apparent that rebranding activities have 
a place in today’s firm. Despite this few firms engage in them, and when 
they do engage, they do it half-heartedly. Looking at mergers specifically, 
research shows that rebranding of an acquired firm gets little to no attention 
during M&As (Hise, 1991; Kumar & Blomqvist, 2004; Homburg & Bucerius, 
2005). Despite the amount of evidence to the advantages of rebranding 
as a part of the PMI for acquired firms, many firms exude a high degree of 
passivity when the time for action comes. Not only does this passivity show 
post-merger, but little to no attention is given neither before nor during an 
acquisition, taking into question whether the issue has a systemic root in 
the planning processes preceding an M&A (Hise, 1991; Kumar & Blomqvist, 
2004; Homburg & Bucerius, 2005).

1.2 PROBLEM FORMULATION

The lack of firm engagement in rebrandings could be a result of the fact 
that so many rebranding activities fail, which would have a deterring effect 
on firms exploring it (Knudsen et al., 1997; Ettenson & Knowles, 2006; 
Tarnovskaya & Biedenbach, 2018). This would also explain why so much 
of the actual rebranding work is seen as an afterthought to a finalized 
merger, and not a strategically planned activity as part of the M&A from the 
beginning (Ettenson & Knowles, 2006).

Looking at the research into failure and success factors for rebranding 
activities, the seminal paper Corporate rebranding: An integrative review 
of major enablers and barriers to the rebranding process by Miller et al. 
(2014) stands out as a  coherent analysis of the incumbent frameworks for 
working with rebranding. The extensive literature review performed as part 
of their paper warrants a mention, and is referenced heavily throughout this 
thesis. This study shares similar goals, but aims to evaluate the theoretical 
framework based on first-hand empirical data.

1.3 PURPOSE

The purpose of this paper is to look at the main factors affecting the success 
or failure of rebranding initiatives. These factors will be extracted through an 
analysis of the existing research into the field, which will then be empirically 
tested.

1.4 RESEARCH QUESTION

 » RQ1: What are the main success factors for a rebranding?

 » RQ2: What are the main failure factors for a rebranding?

1.5 DELIMITATIONS

Multiple factors delimit the research in this paper. First off, the focus is 
mainly on the rebranding of corporations and not on products. Although 
product branding is mentioned and discussed in the literature review, it 
is not the main focus of the research. This results in an increased focus on 
factors internal to the firm. Furthermore, only success and failure aspects 
of a rebranding that are able to be influenced by the firm itself is examined. 
What this means is that external factors, such as a sudden shift in ‘brand 
fashion’ and the affects of such a shift, are left unexamined. Furthermore, 
the influence of a firm rebranding on the industry in which it acts, is not 
examined, although it could have an impact on the firm itself given enough 
time.
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1.6 SUSTAINABILIT Y ASPEC T 

Sustainability, or more specifically, corporate sustainability  is typically 
divided into three interrelated parts: environmental, social, and financial 
sustainability  (Elkington, 1994). The environmental part is perhaps the 
one that springs to mind when discussing sustainability. In corporate terms, 
this often refers to acts aiming to limit a firms effect on the environment, 
be it via their carbon footprint, the use of natural resources in production, 
or general waste management. The social part is less clearly defined, but 
refers to the way in which a firm takes a social responsibility with regard 
to their employees and customers, as well as towards other stakeholders of 
their business. A common incentive is customer and government pressure 
for social responsibility in relation to supply chain management, in which 
firms are asked to accept responsibility for worker conditions outside their 
own firm (Mota et al., 2015). The third and final part of Elkington’s (1994 ) 
definition of sustainability refers to financial sustainability, in which firms 
seek to maintain profits in a way that doesn’t put the firm at unnecessary 
risk, while at the same time taking note environmental and social concerns 
into account when making decisions.

The choice to conduct a firm rebranding has an affect on all of the mentioned 
aspects of sustainability. In the short term, there will be effects on the 
environmental and financial aspects, as the choice to conduct a rebranding 
often incorporates plans to get rid of all physical things that carries the 
old brand. As an example, this could be the replacement of signs, business 
cards, apparel, etc. In the grand scheme of things, this might not seem 
like something with a significant impact on the environment, but when 
considering the rebranding of a larger firm with thousands of employees, 
who might all have to completely replace their work attire, it could have a 
larger impact.

On the other hand, it is also important to note that many rebrandings include 
a significant change to the brand vision. Included in this brand vision could 
be the aim to become a more sustainable firm, both in terms of employee 
wellness and care, but also environmentally in how the firm operates. This 
is sometimes referred to as the green wave, which in the setting of a firm 
rebranding could be expressed through revised sustainability goals (Checker, 
2011).

There is also a case to be made for internal corporate sustainability, 
which could incorporate some or all of the previously mentioned parts 
of sustainability. In order for a firm to become sustainable, however, 
sustainability needs to be a part of the decision making process at all levels of 
the firm aiming to achieve it (Lozano,2013).

1.7 OUTLINE OF THESIS

 » Introduction – The first chapter outlines the background of the research 
area and presents the identified problem in the research area. Then, 
the purpose of the paper is explained, accompanied by the research 
questions, the research delimitations and the sustainability aspect of the 
research.

 » Theory and Literature review – The next chapter examines the research 
related to firm rebranding from the perspective of ten identified factors 
for the success and failure of a firm rebranding. At the end of the chapter, 
the frame of reference for the study is presented as a table of success and 
failure factors from the research that has been examined.

 » Methodology – This chapter describes the methodological approach 
employed in order to answer the posed research questions and fulfill 
the purpose of the paper. A short, general description of the research 
design is presented, followed by detailed accounts of the different parts 
of the research, including the method by which the literature review was 
conducted, as well as the gathering of empirical data. Finally, the validity 
and reliability of the research is discussed.

 » Findings – This chapter details the empirical results of the semi-
structured interviews in a within-case setting. Each case firm is 
presented with an introduction of the interviewees’ roles at the firm, as 
well as the background for the firm rebranding.

 » Discussion – This chapter presents a discussion of the findings thorugh a 
cross-case analysis. Comparisons between cases and to prior research is 
presented, giving empirical support to the conclusions.

 » Conclusion – The conclusion gives a concise presentation of the 
empirical findings for the factors identified as most important. These 
factors are highlighted and presented along with their respective 
research question. Finally, implications of this research is presented 
together with limitations and suggestions for further research.

 » Appendix – The appendix holds a summary of each of the most 
influential papers discussed in chapter 2.
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2 THEORY AND LITERATURE REVIEW

This chapter examines the research related to firm rebranding from the 
perspective of ten identified factors for the success and failure of a firm 
rebranding, based on incumbent frameworks and models for rebranding. 
In addition, papers examining rebrandings from an empirical point of view 
has been included despite not necessarily being based on, or resulting in the 
suggestion of, specific frameworks. This, in order to find relevant factors that 
has not been included in a framework. At the end of the chapter, the frame of 
reference for the study is presented as a table of success and failure factors from 
the research that has been examined.

2.1 REVIEW STRUC TURE

As many of the papers included in this literature review discuss multiple 
factors related to the field of rebranding, some have been referenced multiple 
times. The structure is based around the ten factors for rebranding success 
and failure that was identified during the review of the research, and is 
presented in a way that makes it obvious what specific effects each factor has 
in successful and failed rebranding cases. Each factor is also presented in 
way that makes it obvious how the research has developed over time, as well 
as what empirical data underlies the different conclusions and statements.

2.2 BRANDING FAC TORS

2.2.1 NAMING STRATEGY

When considering the feasibility of a rebranding, a major consideration is the 
naming of the resulting venture, no matter if the rebranding is a result of a 
merger, a simpler brand rejuvenation, or even a strategy for limiting negative 
branding, as is often the case with airlines performing rebrands after major 
accidents (Berry, 2000). Apart from the name of a brand, naming in this 
context can also refer to other part of a visual brand (i.e. logos and mascots).

Based on 23 case studies of firms having performed a rebrand, Knudsen et 
al. (1997) argues that a solid naming strategy is of importance when planning 
and implementing a rebranding, and that a successful implementation 
of such a strategy can lead to an increase in both customer recognition 
and employee retention. The need for a sound naming strategy is further 
corroborated by Daly & Moloney (2005), who through an extensive case 
study of the rebranding of Irish Eircell to Vodafone in 2001, found that the 
renaming strategy not only affected the resulting brand name, but also the 
way in which the entire rebranding was performed.

The rebranding of Eircell into Vodafone was not done overnight, but was 
instead a slow transition spread out over a nine month long period. During 
this time an interim brand, Vodafone-Eircell, was used in order to make 
the transition easier for both employees of the merging firms, as well as 
letting its existing customers know that Eircell was in good hands still. This 
is an example of a strategy mentioned by Knudsen et al. (1997) in which an 
interim brand is used during a transition period in order to maintain the 
recognizability of the old brand in an attempt to transfer it to the new brand. 
Alongside this strategy, the authors also suggest that a firm can choose 
to either phase out a brand slowly or quickly switch from one brand to 
another.

The authors suggestions are all based on what a fitting naming strategy 
can bring in terms of successful aspects to a rebranding. However, it is also 
important to note the research into what negative aspects a poorly chosen 
strategy can have. Through a cross-sectional sample of 166 firm who had 
previously performed rebrandings, Muzellec & Lambkin (2006) found 
support for the argument that a solid naming strategy is important during 
a rebranding, and that choosing the wrong strategy can result in both a 
loss of trust from customers, as well as a loss of brand loyalty amongst its 
employees. Similar arguments by Gotsi & Andriopoulos (2007), supported by 
interviews with 14 senior executives at a recently rebranded firm, proposes 
that a poorly chosen naming strategy risks resulting in a lack of unity in the 
firm, in turn resulting in a decreased interest in internal cooperation.

The naming strategies suggested by Knudsen et al. (1997) and Daly & 
Moloney (2005) have been further developed by Ettenson & Knowles (2006) 
in Merging the brands and branding the merger, in which 10 distinct 
naming strategies are presented. These strategies, which are based on 
interviews with senior management at 207 firms having performed one or 
several rebrandings, have been divided into four sub-categories.

The strategies encompassed in the first category suggest a replacement of the 
acquired firms brand with that of the bidding firm. Cited benefits from an 
employer perspective is the way in which the new employees (those working 
at the acquired firm) gets to start a new career at the bidding company. 
However, the challenges associated with this benefit is what the authors have 
dubbed the “winner/loser”-situation, in which the bidding firms employees 
are seen as winners, and more destructively, the acquired employees see 
themselves as the losers.
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This category includes the strategy observed by Daly & Moloney (2005) with 
the Vodafone and Eircell merger, in which an interim brand is used during 
transition period.

The second set of categories are all based on a merge of the brands of 
some kind. This can be either through a complete merge, akin to how 
PriceWaterhouseCooper was constructed as a merge between Price 
Waterhouse and Cooper & Lybrand in 1998, or through a more subtle 
approach in which the acquiring firm takes the role of a silent partner, using 
their brand to endorse the acquired brand.

General benefits of these strategies from an employee perspective is that 
it eliminates the idea of having a winner and a loser in the merger, as all 
employees are somehow represented by their old brand. It also retains some 
of the brand value acquired before the rebranding, as both of the preexisting 
brands are kept alive. The challenges that follow are related mostly to the 
nature of the rebranding itself. Since no brand disappears, and no brand is 
changed in a meaningful way, what are the employees to expect from the 
organizational changes? A possible reaction is that employees feel uncertain 
of which culture should be the dominant force in the new entity, and might 
start to question if there was any value in the rebranding at all.

From the viewpoint of the investor community, these strategies could signal 
a one plus one equals three kind of relationship, as the best of both brands 
are preserved in a new brand. However, doubt might be cast on these 
benefits if the solution is instead seen as indecisive. 

The third category only contains one strategy, which is one where the new 
entity is rebranded with a completely new brand and name, replacing both 
of the preceding brands. The potential benefits of this strategy is that a new 
brand signals a break from the past to the investor community as well as to 
the employees, and the beginning of something new. It also gives the firm 
an opportunity to leave negative brand equity (Berry, 2000) behind, as in 
previously mentioned cases of airline rebrandings after accidents. 

The main challenges for firms undertaking a rebranding based on this 
strategy is that all of the previously acquired brand equity is lost. For 
employees, this might induce a fear of not having any notions of how the 
culture of this new entity will be expressed. The same is true for the investor 
community, where a sense of uncertainty might prevail.

The fourth and final category also only consists of one strategy, defined as 
the minimum amount of intervention possible in the workings and branding 
of the two merging firms. Benefits of this is that employees will see little 
to no change in their day-to-day business, and likely little changes in the 
long-term either. The same goes for the investment community, where the 
decision could be seen as a sound one if the merger is of a company acting 
in a market different from the bidding firm, which gives a sense of the firm 
rounding out the firms portfolio. However, question from both employees 
and investors might arise as to if there was any need for the M&A in the first 
place. Employees risk feeling as if they are now cogs in the wheel of a large 
conglomerate, where the investors might question if the firm can handle 
managing multiple brands, and if the merger gives any value or just spreads 
the attention of the bidding firm too thin.

2.2.2 BRAND CONTINUIT Y

As a concept, brand continuity can be seen as the way in which the old brand 
lives on in the new. This does not necessarily have to be in name or logo 
mark, but can be in the color choice for the new brand, the choice of tag line, 
or some other attribute that makes it recognizable to someone familiar with 
the old brand (Jaju et al., 2006).

Gotsi & Andriopoulos (2007) dubbed the notion of not ensuring the 
continuation of a brand as Disconnecting with the core of the firm. Their 
research builds an extensive case study at a firm that had recently gone 
through a rebranding, which in the eyes of the firm was seen as a failure. The 
perceived result of disconnecting with the core, according to the interviews 
held with the firm, is that the lack of brand continuity spurred resistance 
towards the new brand within the firm, making the entire initiative a larger 
undertaking than what was originally thought. Hence, a lack of (or even lack 
of consideration for) brand continuity puts the firm at risk of a much more 
costly rebranding process than planned.

Brand continuity is not only interesting when looking at the one-off event 
that is a rebranding, but can also be of interest when looking at the long-term 
development of a firm. Through an extensive literature review and a case 
study of a Canadian leather retailer, Merrilees & Miller (2008) argues that 
brand continuity is an essential tool for innovative firms, giving them the 
opportunity to communicate innovation through changes to the brand, while 
not replacing it altogether. Empirically, the suggestion that brand continuity 
has positive effects on the outcome of a rebranding has been tested by 
Miller et al, (2014) through an analysis of 76 case studies spanning 18 years 
between 1995-2003.
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2.2.3 REBRAND PLANNING

In order to successfully perform a firm rebrand, the initiative must be well 
planned. During the planning phase, Knudsen et al. (1997) suggests a fact-
based analysis of the brand positioning, in order to ascertain which opinions 
need to be taken into account when preparing the new brand. The planning 
process in preparation for a firm rebrand is crucial also when looking at 
related stakeholders, and the lack of a coherent rebrand plan often leads to 
low internal commitment, the results of which are discussed in section 2.2.4 
(Daly & Moloney, 2005; Lozano, 2013).

Daly & Moloney (2005), suggests a model that differs in a significant way 
from the outline by Knudsen et al. (1997). Based on their review of the 
research as well as the empirical anchoring in an extensive case study, they 
suggest that the rebranding process be divided instead into three distinct 
phases: analysis, planning, and evaluation. The fact-based analysis of the 
current situation is integrated into the analysis phase, while the choosing 
of naming strategy and general plans for implementation are drafted and 
selected during the planning phase.

Furthermore, the research shows that once a brand is ready to be presented 
to a larger group, whether internal or external, the presentation must be 
made in a way that makes the roll-out of the new brand efficient (Merrilees, 
2005). Since a slow roll-out risks presenting the firm as undecided or 
unconvinced (Lambkin & Muzellec, 2010; Ettenson & Knowles, 2006).

There are multiple reasons for why a lack of planning ensues during the 
preparations for a rebranding. Gotsi & Andriopoulos (2007) has dubbed one 
of the main factors Stakeholder myopia, describing a setting in which major 
stakeholders don’t give the organization enough time and resources to plan 
and prepare for the rebranding. This is further built on in the sub-chapter on 
the value of stakeholder alignment in rebranding initiatives.

2.2.4 INTERNAL COMMITMENT

Internal commitment refers the degree to which the employees of a firm is 
committed to the rebranding initiative. Since rebrand projects often require 
a widespread adoption of new brand elements and the discontinuation of 
old elements, internal commitment is a key factor when implementing a 
new brand (Rosson & Brooks, 2004; Daly & Moloney, 2005). Practically 
speaking, this can be anything from tossing old business cards to activities 
withe the aim of making sure that all employees feel represented by the 
new brand. In summation, all activities related to removing displays and 
references of the old brand in lieu of the new brand are considered.

A lack of commitment often results in internal friction when making changes 
to a brand (Gotsi & Andriopoulos, 2007 ). This is likely explained by the fact 
that the brand in many cases represents an embodiment of the firm culture 
(Bolman & Deal, 2014). Building on the research by Gotsi & Andriopoulos 
(2007), an analysis of 76 case studies in multiple sectors by Miller et al. 
(2014) suggests that the majority of firms having been successful in their 
respective rebrandings have engaged in internal branding activities in order 
to strengthen the internal commitment to the rebrand.

Furthermore, Lozano (2013) identifies several potential failure factors 
related to the rebrand of a firm. The main one being internal commitment 
to change. Suggested reasons for lack thereof is that prior change initiatives 
has eroded the employee morale towards change, resulting in a disbelief 
towards all or most change activities. It is suggested that this in combination 
with lacking management commitment, as well as oversights in regards to 
internal communication surrounding the change work is the most prominent 
failure factors.

2.2.5 INTERNAL BRAND UNDERSTANDING

In order to anchor the new brand as well as the changes it suggests for 
the internal culture, it is important that internal stakeholders gain a solid 
understanding of what the new brand represents (Harris & de Chernatony, 
2001). When looking at the branding of a consumer product for example, 
it is important to make sure that all instances that are potentially going to 
interact with a costumer understands the new brand, and can deliver an 
experience in line with what is expected based on the brand (Merrilees, 
2005; Merrilees & Miller, 2008).

As observed by Gotsi & Andriopoulos (2007), a lack of brand understanding 
makes the rebranding process more time-consuming, as the level of 
knowledge surrounding the new brand can vary widely within the firm. 
The authors dubbed the utopian situation in which all employees have a 
solid understanding of the new brand One company, one voice, meaning 
that a potential customer or other interested party could interact with 
anyone within the firm and still receive a similar experience of the brand, 
equal to that intended by the firm. As was the case in relation to internal 
commitment, Miller et al. (2014) also found a positive correlation between 
brand understanding and internal brand activities.
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2.2.6 INTERNAL PROCESS UNDERSTANDING

A second layer of understanding that is necessary for a successful rebranding 
is the internal understanding of the rebranding process. This refers to the 
internal understanding of the different steps required in order to perform the 
rebranding, as well as in which order to perform the steps, what pitfalls to 
avoid, and how to prioritize between them (Daly & Moloney, 2005).

Harris & de Chernatony (2001) goes even further, and suggests that the 
rebranding process can be viewed not only as an implementation of a set 
brand, but as a brand building process, in which the employees are integral. 
They suggest that in order to successfully change the brand of a firm, the 
employees must understand the processes needed, as well as be able to 
influence them. Furthermore, Rosson & Brooks (2004) found that a lack of 
process understanding was a tell-tale sign of a rebranding failure.

Through three in-depth case studies on publicly traded firms from varying 
sectors, Lozano (2013) presents findings in the more general field of change 
management. While the paper never mentions rebrandings explicitly, prior 
studies on change management make the case that rebranding can be viewed 
as interchangeable with other change initiatives in firms (Hatch & Schultz, 
2003; Finney et al., 2010). As was confirmed during these case studies, 
internal process understanding is positively correlated to successful projects 
affecting change in a firm.

2.2.7 GOOD REBRANDING LEADERSHIP

By definition, good leadership is integral to the success of all  kinds of 
projects within a firm, no less so when dealing with something as all-
encompassing and widespread as the firm brand, which also tends to have 
some more ambiguous appendages, such as the general culture that grows 
around a brand (Bolman & Deal, 2014). Muzellec & Lambkin (2006) found 
that a signature for successful rebrandings was the fact that the managers 
were able to convince internal stakeholders of the values of the new brand. 
This argument is based on the analysis of 166 prior rebrandings, and 
empirically tested in three case studies. 

It should be noted however, that Miller et al. (2014) argues that this strategy 
of leaders convincing stakeholders must be done carefully. What is termed 
an ‘autocratic rebranding process’, in which leaders ‘impose’ the new brand 
on the stakeholders without regard for their opinions, should be avoided. 
Instead, they suggest that:

a top-led approach that informs, motivates and possibly inspires 
subordinates in the rebranding process is [what signifies] ‘strong 
rebranding leadership’

Building on previous arguments for internal commitment, it also worth 
noting that good brand leadership has a positive impact on employee 
commitment to the new brand (Burmann & Zeplin, 2005), and as is 
suggested by Saleem & Iglesias (2016), is best supported by giving leaders 
the rights tools to spread brand understanding in the firm. Among these 
tools, the authors suggest a clear branding ideology and vision, as well as 
being able to utilize previously discussed branding activities.

In the specific case of a rebranding resulting from an M&A, Ettenson & 
Knowles (2006) argues that strong rebrand leadership is important not 
only when implementing a new brand, but also during the process of the 
M&A. A lack of preparation and consideration during these phases and the 
relationships between the different stakeholders involved, puts unnecessary 
strain and risk on the relationships and can potentially evolve into a situation 
in which one or many stakeholders feel like the rebranding is ill-fitting. 
Lambkin & Muzellec (2010) build on the same arguments and suggests 
that a lack of attention towards ‘soft’ issues during an M&A and subsequent 
rebranding can have dire consequences.

2.2.8 INTERNAL COMMUNICATIONS

In order to support internal commitment, brand understanding as well 
as process understanding when dealing with a rebranding initiative, it is 
important to communicate clearly with everyone involved. Most importantly, 
clear communication of a new brand’s purpose to employees lead to an 
understanding of how the employee fits into the project and what is expected 
of them in order for the project to succeed (Harris & de Chernatony, 2001; 
Saleem & Iglesias, 2016). This is further supported by Merrilees & Miller 
(2008), who identified six guiding principles for a successful rebrand based 
on a thorough review of related research which was then empirically tested 
in an extensive case study. Among these principles, one in particular focuses 
solely on internal communication related to brand orientation in a firm going 
through a rebrand. They found that firms that put focus on communication 
during a rebrand are more likely to perform a successful rebranding.

22
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Furthermore, a study of 279 employees at different managerial levels of 
the same firm by De Vries et al. (2010) showed that knowledge sharing 
and support in the form of communication from managers to subordinates 
increased the rate of success for a project. This is further supported by the 
increased interested in internal transparency in modern firms (Street & 
Meister, 2004), as well as by more general research into organizational 
change work in which a lack of communication is a key failure factor 
(Lozano, 2009; Lozano, 2013).

2.2.9 STAKEHOLDER ALIGNMENT

Stakeholder alignment in the setting of a corporate rebranding refers 
the degree to which stakeholders are kept informed and understands the 
rebranding. Unlike internal understanding of process and brand, this 
also refers to external stakeholders, such as consumers, members of the 
investment community, and others whose actions in relation to the firm 
has an effect. As a practice, a corporate rebranding sends a clear signal 
to stakeholders that something about the firm has changed, and since 
changes have the ability to spur reactions, these signals need to be managed 
(Muzellec & Lambkin, 2006).

Merrilees & Miller (2008) uses the term stakeholder buy-in to refer to how 
much support the stakeholders show towards the rebranding. A total buy-
in in this context would mean that all stakeholders are convinced that the 
rebranding is a sound strategy and that the plan of execution fits with their 
expectation. They authors also discuss the difference in brand meaning that 
can be observed by different stakeholders. As an example, an investor might 
look at the utilization of a strategy like Back the strongest horse, in which 
one brand is completely replaced by another and consider it to be a waste of 
acquired brand equity, while from the perspective of a potential customer it 
could be observed as a clearer representation of the new entity (Ettenson & 
Knowles, 2006).

Furthermore, Merrilees & Miller (2008) proposes the use of promotion as 
one of their six principle for a successful rebranding initiative. Promotion in 
this setting refers to the propagation of information related to the creation 
of awareness around a new brand for all involved stakeholders. What the 
authors found when looking at cases of successful rebrandings was that most 
firms utilized alternative methods of marketing the revised brand. Instead 
of always opting for the typical alternatives, such as mass-media marketing, 
they choose more unconventional means of distributing the information. 
One such example is the use of branding activities involving employees 
(which is noted as the most important stakeholder by the authors) such as 
those mentioned previously by Miller et al. (2014). Another example, where 

the main aim is to affect a change in the attitude towards the brand, is the 
use of social campaigns involving potential consumers. As exemplified by 
brands such as Apple, whose lavish retail establishments invite customers 
to engage in workshops and courses on the use of companies products 
without charge . The authors found that the main reason for using these less 
conventional methods of advertisement was budgetary concerns, as mass-
media advertisement often comes at a high price.

As mentioned in section 2.2.3, Gotsi & Andriopoulos (2007) argues that 
Stakeholder myopia is one of the four key pitfalls facing any firm engaging 
in a corporate rebranding. The main issue that the authors observed during 
their research was that many rebranding initiatives are too  centered 
around the managerial group of internal stakeholders and that they, in 
turn, focus too much on how the revised brand will be received by external 
stakeholders such as investors, and not enough on the firm employees. Due 
to this misdirected attention, firms failing in their rebrandings often find 
themselves in situations where external stakeholders have been kept well 
informed, but where the employees that are actually expected to realize 
the rebrand get too little time to prepare and plan for the initiative, to the 
point where the outcome of the project fails to live up to the expectations set 
towards the external stakeholders.

2.2.10 CLEAR BRAND VISION

The focus of a rebranding initiative may appear to be only the practical 
aspects, such as the replacement of the logotype or logo mark in branding 
materials and on physical artifacts. While these are indeed important, 
there is in fact another dimension to a rebranding that should be taken 
into account – the brand vision (Bolman & Deal, 2014; Urde, 1994). 
As first described by Urde (1994) the brand vision is the essence of the 
brand-oriented company’s strategy. In practice, the brand vision is often 
intertwined with the overall vision for the firm, which is often a description 
of a desired future version of the firm (Ritchie, 1993). In order to reach 
this desired state, Ritchie (1993) argues that the vision must be sufficiently 
communicated to the firm employees, enabling them to work in a way 
that realizes the vision in the long-term. The pure brand vision is similar, 
although instead focusing on a future version of the firm, the focus is on a 
future version of the brand. More specifically, a future in which the brand 
lives up to some specified promise. For example, one such promise could be 
that a specific brand should signal a specific feeling to a potential customer, 
or that common consensus around the brand is that it is the leader in its 
field.



26 27

While the typical firm vision is a guiding vision for the firm, often 
exemplified by the inclusion of a 10-30 year BHAG (Big, Hairy, Audacious 
Goal) (Collins & Porras, 1996 ), the brand vision is solely focused on the 
vision for the brand itself. A brand vision is put in place in order to act as a 
guiding description for how internal stakeholder should act in regards to the 
brand, in order to give external stakeholders the desired view of the brand. 
Collins & Porras (1996 ) defined it as

the brand’s core purpose – its reason for being – and its core values, 
which provide a system of guiding principles

Having a solid brand vision in place is essential in order to successfully 
rebrand a firm (Knudsen et al, 1997; Harris & de Chernatony, 2001;). 
Building on the definition given by Collins & Porras (1996 ), the brand vision 
can be seen as the guiding principles not only for the brand itself, but also 
for the implementation of it. The changing of brand vision to coincide with 
the changing of a brand was dubbed brand revision by Merrilees & Miller 
(2008). Their research resulted in the construction of six principles for a 
successful rebranding, of which a suitable brand vision is the first.

A lack of brand vision can be detrimental to a firm rebranding, which is 
clearly indicated by the fact that a lack of brand revision was the most cited 
reason for the failure to rebrand a firm in the research of Miller et al. (2014), 
who looked at 76 different case studies in multiple areas. This is further 
corroborated by previously mentioned challenges with managers not tending 
to ‘soft’ issues, of which the brand vision is considered a part (Lambkin & 
Muzellec, 2010).

Lastly, Ettenson & Knowles (2006) argues that the choosing of naming 
strategy is a major part of the brand vision, and that the brand vision should 
a part of the discussion when making the choice of strategy.

2.3 FRAME OF REFERENCE

Based on a structure similar to that used in comparable studies by Muller-
Seitz (2012), Phelps et al. (2012), and Miller et al. (2014), the identified 
factors are presented below along with the publications from which they 
have been gathered.

The frame of reference constitutes the basis for the research, and is based 
on the most influential and exhaustive studies into corporate rebranding. 
As this research aims to evaluate which factors are most likely to have a 
deciding influence on the outcome of such an endeavor, it is used as the 
reference for the case studies forming the empirical foundation of the paper, 
the discussion of which will attempt to answer the posed research questions.
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2.3.1 SUCCESS FAC TORS

Name Summary Citations

Suitable naming strategy Choosing a name that fits with the firm. 
Can be done using multiple different 
strategies.

Knudsen et al, (1997)
Daly & Moloney (2005)
Ettenson & Knowles (2006)

Brand continuity The way in which the new brands uses 
elements from the old brand.

Merrilees & Miller (2008)
Miller et al, (2014)

Rebrand planning The degree to which the initiative to 
rebrand a firm is planned ahead.

Knudsen et al, (1997)
Merrilees (2005)
Daly & Moloney (2005)
Lozano (2013)

Internal commitment Gianing the commitment of the firm 
when attempting a rebranding.

Harris & de Chernatony (2001)
Merrilees (2005)
Daly & Moloney (2005)
Muzellec & Lambkin (2006)
Lozano (2013)

Internal brand 
understanding

The degree to which employees of the 
firm understand the reasoning behind 
the new brand.

Harris & de Chernatony (2001)
Merrilees (2005)
Merrilees & Miller (2008)
Miller et al, (2014)

Internal process 
understanding

The degree to which firm employees 
understand the processes needed to 
implement the new brand.

Harris & de Chernatony (2001)
Merrilees (2005)
Daly & Moloney (2005)

Good rebranding 
leadership

The level of leadership directly related 
to the rebranding.

Harris & de Chernatony (2001)
Muzellec & Lambkin (2006)
Miller et al, (2014)
Saleem & Iglesias (2016)

Internal communications The amount of surrounding 
communication when attempting a firm 
rebrand.

Harris & de Chernatony (2001)
Daly & Moloney (2005)
Muzellec & Lambkin (2006)
Merrilees & Miller (2008)
Saleem & Iglesias (2016)

Stakeholder alignment The degree to which stakeholders, 
external and internal, are kept informed 
and are allowed to affect the rebranding 
initiative.

Muzellec & Lambkin (2006)
Merrilees & Miller (2008)
Miller et al, (2014)

Clear brand vision Having a vision of how the brand 
will develop over time, as well as its 
implications for internal culture.

Knudsen et al, (1997),
Harris & de Chernatony (2001)
Merrilees (2005)
Merrilees & Miller (2008)
Lambkin & Muzellec (2010)
Saleem & Iglesias (2016)

2.3.2 FAILURE FAC TORS

Name Summary Citations

Inappropriate naming strategy Choosing a strategy that does 
not fit with the firm.

Muzellec & Lambkin (2006)
Gotsi & Andriopoulos (2007)

Lacking brand continuity Few or no elements are used 
from the old brand.

Gotsi & Andriopoulos (2007)

Bad rebrand planning Not enough time or resources 
are put into the planning of 
the rebranding. Or, they are 
severely misdirected.

Knudsen et al, (1997)
Daly & Moloney (2005)
Ettenson & Knowles (2006)
Lambkin & Muzellec (2010)
Miller et al, (2014)

No internal commitment The initiative lacks the 
necessary commitment from 
firm employees.

Rosson & Brooks (2004)
Daly & Moloney (2005)
Gotsi & Andriopoulos (2007)
Lambkin & Muzellec (2010)
Lozano (2013)
Miller et al, (2014)

No brand understanding The employees of the firm 
don’t understand the new 
brand.

Gotsi & Andriopoulos (2007)

No brand process understanding The employees of the firm 
don’t understand how the new 
brand should be implemented.

Rosson & Brooks (2004)

Bad leadership The leadership directly related 
to the rebranding is lacking.

Rosson & Brooks (2004)
Ettenson & Knowles (2006)
Lambkin & Muzellec (2010)

Lack of internal communication The communication related to 
the rebranding is substandard.

Lozano (2013)

Stakeholder misalignment Not enough focus is put on 
aligning external and internal 
stakeholders.

Gotsi & Andriopoulos (2007)
Miller et al, (2014)

Unclear brand vision The brand vision fails to 
communicate the future plans 
for the brand, as well as how it 
affects the firm today.

Rosson & Brooks (2004)
Ettenson & Knowles (2006)
Lambkin & Muzellec (2010)
Miller et al, (2014)
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3 ME THODOLOGY

This chapter describes the methodological approach employed in order to 
answer the posed research questions and fulfill the purpose of the paper. A 
short, general description of the research design is presented, followed by 
detailed accounts of the different parts of the research, including the method by 
which the literature review was conducted, as well as the gathering of empirical 
data. Finally, the validity and reliability of the research is discussed.

3.1 ME THOD STRUC TURE

First off, a review of existing literature is conducted with the aim of gathering 
a collection of factors that has been of interest to the research community 
historically. In the case of this paper, the focus is on success and failure 
factors for firm rebrandings. Based on the gathered factors, a frame of 
reference is constructed which serves as the basis for the multiple case 
studies. This follows the general structure suggested in similar studies by 
Muller-Seitz (2012), Phelps et al. (2012), and Miller et al. (2014).

With the basic structure in place, a case study protocol is created that in 
broad strokes outlines the planned interviews. After constructing a protocol 
for the interviews, they are validated in conjunction with an industry expert.

With a validated protocol containing guidelines for questions, semi-
structured interviews are held in a manner that allows the interviewee to 
express opinions and detail experiences that are not necessarily the answer 
to the stated question, but a discussion resulting thereof.

After the completion of the interviews, the gathered data is combined in 
a coherent structure that allows it to be analyzed. During the analysis, the 
frame of reference defined during the literature review is used in order to 
determine which factors defined therein has been empirically observed, and 
to what degree. This then allows for the forming of a conclusion, and finally, 
answering of the research question.

The essence of a case study, the central tendency among all types of 
case study, is that it tries to illuminate a decision or set of decisions: 
why they were taken, how they were implemented, and with what 
result

Schramm, 1971

3.2 LITERATURE REVIEW STRUC TURE

Apart from the more general goal of providing a familiarity with the research 
area and prior investigations, the main aim of the literature review is to 
catalogue the existing research in a way that enables the extraction of key 
elements that have either a positive or negative effect on a rebranding 
initiative. The design of the literature review is based on an inductive 
approach in which the chosen papers are seen as a rather complete set 
of observations, while at the same time deviating from typical inductive 
research in the sense that not a single conclusion is drawn. Rather, a 
collection of potential conclusions, all containing at least a portion of the 
general explanation for firm rebranding success and failure respectively, is 
presented.

The review started by looking at the most cited articles on Google Scholar 
and KTHB Primo, using search terms related to corporate rebranding1, which 
yielded the seminal paper on rebranding Corporate rebranding: destroying, 
transferring or creating brand equity? by Muzellec & Lambkin (2006). 
Based on citations in this paper, the search for older (based on citations in 
the paper) and newer (based on citations of the paper in question) research 
was found. Not all articles discussed in the literature review were a part of 
this “web”, but were included due to the fact that they discussed a concept, 
idea, or model that was mentioned in another paper but not necessarily 
cited. The limitation for what research to include was fairly artless, but 
followed the general guidelines suggested by Hair Jr. et al. (2006) in the 
sense that they were excluded only if the same topics were covered in another 
paper, as well as focused on contemporary research with the inclusion of 
historically important research were needed.

The review followed the structure of an integrative review as suggested by 
Whitehead (2013), Souza et al.(2010), and Beyea & Nicoll (1998). As defined 
by Souza et al.(2010), the integrative review is 

the methodology that provides synthesis of knowledge and 
applicability of results of significant studies into practice

In the case of this paper, the synthesis of knowledge would refer to the 
gathering of prior research and extraction of key factors therefrom. The same 
is true for the significant studies, which was used to gather evidence for 
which factors are most important. In order to find the specific factors around 
which to focus the research, models defined by prior research were essential. 

1 corporate rebranding, firm rebranding, rebranding, logo change, organizational   
 change focused on branding, firm branding
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3.3 RESEARCH PURPOSE

At its core this paper is of an exploratory nature. The main objective is to 
describe the different factors of corporate rebranding, and how they affect 
the change process either positively or negatively, using case studies as 
the basis for discussion. As described by Shields & Rangarajan (2013), 
exploratory research is intended to establish priorities in a field of research, 
which in the case of this study is the resulting recommendations for further 
research, which are based on the empirical analysis of the identified factors. 

It could also be argued that the evaluation of the factors identified during the 
literature review make the research explanatory, as it aims to explain a casual 
relationship between actions related to firm rebranding and the success 
or failure thereof. However, as a solid argument for causal relationships 
requires a quantification of the underlying activities, this papers does not 
claim to be explanatory.

Many social scientists argue that case studies are only applicable to the 
exploratory phase of a pre-study, which if seen from the perspective of the 
results of this paper being used as a basis for further research could be seen 
as true (Yin, 2003; Shavelson & Townes, 2002).

3.4 RESEARCH APPROACH

As described by Muzellec & Lambkin (2006),  the effects of a rebranding 
initiative is a very complex issue with both qualitative and quantitative 
dimensions, and prior research into the field of corporate rebranding 
attempts to explain the different phenomena from both perspectives. The 
review of existing research follows an integrative approach, in order to 
ascertain which aspects of a corporate rebranding are most important to 
the success or failure of a firm rebranding. The resulting aspects are what 
constitutes the frame of reference, presented in chapter 2.3, which are the 
used as the basis for the multiple interviews.

In order to gain as much insight into the success and failure factors of a 
rebranding as possible, a qualitative approach was employed by utilizing the 
technique of semi-structured interviews. As with similar studies into firm 
rebranding, the qualitative approach also enables the research to stay open-
ended, meaning it refrains from excluding potential answers to questions as 
is often the case with surveys and similar methods (Gotsi & Andriopoulos, 
2007; Merrilees & Miller, 2008; Lozano, 2013).

3.5 RESEARCH STRATEGY

As is common with exploratory and qualitative studies, the case studies 
are based on semi-structured interviews (Yin, 2003; Hair, 2016). This tool 
allows the researcher to follow general guidelines for the interviews, which 
in the case of this paper is represented by the frame of reference, while at the 
same time making sure that potential leads introduced during interviews are 
followed-up on.

Before the interviews, informal interviews were held with representatives 
of all firms in order to build an understanding of the how the different 
rebrandings differed from each other. This could be compared to a pre-study, 
in the sense that it allows the researcher to be more prepared during the 
interviews (Flyvbjerg, 2006).

3.6 UNIT OF ANALYSIS & CASE SELEC TION

In order to study the factors affecting the success or failure of a corporate 
rebranding, firms who have gone through a rebranding were studied. When 
finding and choosing the case firms for the research, multiple factors played 
a part. The choice mainly followed an information-oriented approach, in 
which the expected informational content is measured beforehand, in order 
to choose as information dense targets as possible (Flyvbjerg, 2006).

Focus was also put on the spread of the cases, meaning they way in which 
they differ from each other. In order to get as large spread as possible, 
cases were chosen from multiple different industries, as well as having had 
different reasons for engaging in their respective firm rebranding (Flyvbjerg, 
2006).

Unfortunately, it proved impossible to find a case representing a complete 
failure to perform a rebrand. This was expected, since the likelihood of a firm 
going on record discussing a failed project of such proportions was deemed 
slim from the start. However, two of the four case presented results that 
suggests a failure to some degree.

3.6.1 NUMBER OF CASES

In order to sufficiently gather data in order to answer the research questions, 
the number of case firms under investigation was set to four. Saturation 
during interviews can require anything from two to twelve interviews, 
depending on multiple factors. Following suggestions by Guest et al. 
(2006), these factors range from the complexity of the research area to the 
complexity of the interview structure.
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Looking at the identified case firms and their respective representatives, it 
is clear that they share a solid understanding of the research area, since they 
were all closely involved with the work at their respective firm. In addition, 
the main interviews followed a rigorous case study protocol (see section 
(CITE)), which led to the conclusion that eight main interviews with two 
representatives from each case firm, supported by pre-study interviews 
and follow-up interviews, sufficiently covered the area of research. During 
analysis, however, it became obvious that other avenues of research could 
have been further explored if the number of case firms was increased (see 
section 6.4 on limitations). It also proved difficult to identify multipel 
potential interviewees at each firm, resulting in the lack of a second interview 
target at one of the firms, due to the fact that none were available during the 
time frame of the research.

It should also be noted that other studies on rebranding have been limited to 
as few as one case firm with varying numbers of interviews. The exploration 
of the Eircell-Vodafone rebranding in Ireland in 2001 by Daly & Moloney 
(2002), is focused on a single case of rebranding based entirely on archival 
data in order to reach their conclusions. Similarly, the empiricial evidence 
presented in Muzellec & Lambkin (2006) and Gotsi & Andriopoulos (2007) 
are based on emprical data gathering on two and one case firm respectively.

3.7 SAMPLE SELEC TION

The sample selection on each case was limited by the availability of the 
potential interviewees, as well as their insight into the rebranding project. 
The main guidelines for the sample selection were that the interview subject 
had been an employee at the firm for at least a year before and after the 
rebranding, as well as having been involved in the process. When possible, a 
visit was made to an office of the firm, in order to gather observations of the 
new brand in action, as well as building an understanding of the rebranding 
process during the pre-study interviews.

As it turned out, the representatives from each case firm had almost 
unique perspectives on their respective rebranding, as they held varying 
responsibilities during the rebrandings. This resulted in less comparability, 
but at the same time enabled a more widespread exploration of the different 
aspects of firm rebranding success and failure.

3.7.1 CASE FIRMS

Case firm industry Representatives Firm size during rebrand

Real Estate Investment - Regional Manager
- Retail Manager

~ 350 employees

Media - Marketing Manager
- Sales Assistant

~ 40 employees

Construction - CEO
- Production Site Manager

~ 1 500 employees

Engineering Solutions Firm - Brand Manager ~ 6 employees

3.8 RESEARCH INSTRUMENT

When conducting multiple case studies, a case study protocol is absolutely 
essential (Yin, 2003). The main reason for using a case study protocol, which 
in some ways is comparable to the typical survey questionnaire, is to ensure 
comparability in the gathered data. Since multiple firm representatives will 
be interviewed individually and not in a focus group, the interviews should 
follow a similar structure in order for the resulting information to be as 
comparable as possible (Hair Jr. et al., 2016).

Although the interviews are held in a semi-structured way, the they should 
still follow the same basic structure, as defined in the study protocol. This 
allows the gathered data to be compared on a consistent basis, compared to 
if no structure was in place. The case study protocol for the studies in this 
paper are based largely on the 10 different factors defined in the literature 
review.

This protocol is used during the interviews as a ‘checklist’, in order to make 
sure that all suggested factors for discussion are in fact discussed.

3.9 PROTOCOL VALIDATION

Research into both qualitative and quantitative questioning shows that in 
order to increase the accuracy of the gathered data, it is ideal to examine 
the suggested questions with an industry expert (Lawshe, 1975; Prescott, 
2011; Kvale & Brinkmann, 2007). In the same sense, pilot testing of the 
interview protocol has also been suggested (Turner, 2010). Therefore, prior 
to conducting the semi-structured interviews, the case study protocol was 
examined by and discussed with an industry expert. This expert has multiple 
years of agency experience with firm rebrandings at companies in multiple 
industries.
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Based on the gathered feedback, the main structure stayed the same, 
although industry-specific expressions and phrases were added in order 
to make the questions cater more to someone who has been involved in a 
rebranding. This was especially true for the translations of the different 
phrases used. As this paper and all research in the literature has been written 
and read in English, and the interviews were held in Swedish, the industry 
expert was asked to translate the many terms and phrases in order to fit into 
the semi-structured interview format. Furthermore, multiple questions were 
added to the focus areas that were not necessarily new in the senses that 
they asked for something else, but were instead phrased in a different way, 
opening up the possibility of gathering information that would potentially 
otherwise have been left unexplored.

3.10 UNSTRUC TURED INTERVIEWS

In order to build an understanding of what kind of rebranding that each 
case firm had underwent, as well as gaining some insights into the general 
sense of success or failure of the respective projects, unstructured pre-study 
interviews were held with one case firm representative before and after the 
main interviews. When possible, other employees of the firms were also 
involved in prior discussions in order to gain a wider appreciation for the 
how the respective projects turned out.

As argued by Hair Jr. et al. (2006), unstructured interviews

allows the researcher to elicit information by engaging the interviewee 
in free and open discussion on the topic of interest. A particular 
advantage of this approach is the researcher has the opportunity to 
explore in depth issues raised during the interview.

In the setting of the pre-study interviews, this allowed for open questioning 
of issues raised during the discussions on the success and failure of the case 
firms respective rebranding initiatives. It also aided in gaining a deeper 
understanding of the answers given during the main interviews through 
follow-up interviews, which gave the respective interviewees the ability to 
further develop a view expressed during the main interview.

3.11 SEMI-STRUC TURED INTERVIEWS

In order to ascertain which of the defined success and failure factors 
where most critical to the case firms for this paper, interviews where held 
with employees who were in some way involved with the respective firms 
rebranding. Semi-structured interviews are suitable in qualitative studies 
and exploratory research, since they allow for open-ended questions and 
less restrained questioning than structured interviews (Merton et al., 1990; 
Merton et al., 1946). As defined by Kvale & Brinkmann (2008) interviews 
serve

the purpose of obtaining descriptions of the life world of the 
interviewee in order to interpret the meaning of the described 
phenomena

Where in the case of this paper, the interviewee is the case firm 
representative and the phenomena is the firms rebranding initiative, as 
well as the experiences that the interviewee gathered during the project. In 
order to be able to extract the necessary information during the interviews, 
the right questions needed to be asked. As recommended by Becker (1998), 
the basis for each question was the how instead of the why or what. So, for 
example, instead of asking

Was stakeholder alignment important to the firm rebranding in your 
opinion?

The interviewee was instead asked:

How would you say that stakeholder alignment affected the outcome of 
the firm rebranding?

These questions were then used in interviews with representatives from 4 
different firms, who all have experience of a corporate rebranding, although 
not from the same perspective.
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3.11.2 CASE FIRM INTERAC TIONS

3.11.1 PRE-STUDY INTERVIEWS

Case firm Representatives

Real Estate Investment Regional Manager and Retail Manager

Media Marketing Manager

Construction CEO and former industry employee

Engineering Solutions Firm Brand Manager

Case firm Representative Interactions Main interview date

Real Estate Investment Regional Manager - Pre-study interview
- Office visits
- Main interview
- Follow-up interview

7 December 2018

Real Estate Investment Retail Manager - Main interview 17 January 2019

Media Marketing Manager - Pre-study interview
- Main interview
- Follow-up interview

7 December 2018

Media Sales Assistant - Main interview 15 January 2019

Construction CEO - Pre-study interview
- Main interview
- Follow-up interview
- Archival data

6 December 2018

Construction Production Site Manager - Main interview 23 January 2019

Engineering Solutions Firm Brand Manager - Pre-study interview
- Office visit
- Main interview
- Follow-up interview

11 December 2018

3.11.3 CASE FIRM REPRESENTATIVES

Real Estate Investment

On of the representatives from the real estate investment firm is a regional 
manager with 30+ years of experience in the real estate industry. His role as 
regional manager during the merger and subsequent rebranding, required 
taking responsibility of the rebranding at a local level, assuring a successful 
implementation through the tailoring of the change management to fit the segment 
of the firm under his responsibility.

The second representative worked as the regional retail manager during the 
rebranding, and focused the majority of his attention during the rebranding 
towards making sure that firm customers understood the process of the rebrand, as 
well as how they would be affected by it.

Media

The first media firm representative worked as the marketing manager during 
the rebranding of the firm. She oversaw the majority of the changes that were 
implemented, and was involved in many of the decisions that were required in 
order to successfully create and implement a new brand.

The second representative worked as a sales assistant, and was not directly 
involved in the rebranding work. However, she observed many of the core changes 
that were implemented as part of the rebranding, while at the same time changing 
her own routines to better adhere to the new brand and restructured firm.

Construction

The first construction firm representative is was the CEO of the firm during their 
rebranding. His role required him to continually communicate both with the 
company’s parent firm  before, during, and after the rebrand, as well as with all 
levels of management during and after the rebranding.

The second representative from the construction firm worked as a production 
site manager during the rebranding. His role during the rebranding was two-fold. 
During the planning and implementation of the project he was involved in the 
decision making in the sense that he represented a large number of employees in 
the firm. During the implementation and work following the rebranding, he was 
responsible for making sure that his production site followed the new rules and 
guidelines implemented as part of the rebranding.
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Engineering Solutions Firm

The representative from the engineering solutions firm worked as the 
brand manager during the rebranding. As the firm at the time only had six 
employees, brand management was not his primary focus, which in his own 
words limited the amount of focus and energy that was given to the creation 
and subsequent implementation of the new brand. Instead, a lot of the focus 
during the rebrand, which coincided with the listing of the firm’s preferential 
stock, was put into marketing the stock to potential investors.

3.12 DATA ANALYSIS

As the research is of a qualitative nature, the analysis is a constant part 
of both the literature review and the empirical data gathering. (Collis & 
Hussey, 2009). During the semi-structured interviews, initial analysis 
consisted of follow-up questions that allowed the interviewee to further 
explain something of interest. Notes were also of great importance during 
the interviews, since they allowed a structure to form around mentioned 
experiences that in many cases were unexpected.

After finishing an interview, the most important notes were written down in 
a summary, which was later used as a reminder of what was deemed most 
important during the interviews. Following this, the interview recordings 
were transcribed, in order to have a solid foundation from which to extract 
data during the analysis. The interviews were held in Swedish, and were 
consequently translated during the subsequent summary and analysis.

During the first period of analysis, the cases where analyzed within-case 
(Yin, 2003). This means that they were analyzed based on the gathered 
data and how it relates to the findings that were made during the literature 
review. Later on, in order to strengthen the findings of the multiple cases, 
cross-case analysis was used as a means of comparing the results of the cases 
to each other (Yin, 2003). Since the nature of the cases were very different, 
the comparisons were not all-inclusive, but where applicable comparable 
cases were analyzed with regards to each other in order to build a deeper 
understanding.

3.13 VALIDIT Y AND RELIABILIT Y

The examination of validity and reliability is based on Yin’s Case Study 
Tactics (2003). The validity is evaluated based on the number of sources of 
evidence, which in the supporting pre-study work consisted of an extensive 
literature review. During the case studies the validity is weaker, since the 
number of cases and interviewees within those cases are too few. The validity 
is strengthened, however, by the feedback from the research supervisor who 
regularly gave input on the most recent drafts of the thesis.

The reliability of the case studies is strengthened by the use of a case study 
protocol, which ensures that all interviews are held in a similar structure, 
in order to get reliable results. This protocol and the interview structure it 
dictates was also altered based on suggestions from an industry expert.
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4 FINDINGS AND WITHIN CASE ANALYSIS

The empirical results of the pre-study, semi-structured interviews, and 
subsequent follow-up interviews have been divided by case firm, in order to 
deliver a coherent description of each. The descriptions are further divided 
into sections based on the frame of reference defined in chapter 2.4 which were 
used during the interviews, however, an additional section has been added for 
statements unrelated to the specified areas where needed, as well as for the 
pre-study. Each presetudy interviewee is also presented with an introduction 
of the employee’s role at the firm, as well as the background for the firm 
rebranding. Where available, observations from office visits and archival data 
are presented.

4.1 CASE FIRM 1

4.1.1 PRE-STUDY DESCRIP TION

The first case firm is a Swedish construction company, which is among 
the largest construction companies in the world with customers globally. 
The firm representative interviewed during the pre-study worked as the 
CEO of a subsidiary during multiple rebrands of both the parent firm 
and its subsidiaries. During the pre-study interview, a clear description 
of this period of rebrands was presented, along with physical artifacts 
such as advertising gadgets, as well as archival data in the form of printed 
communiques that were used to promote the rebranding. The process of 
the rebranding started when the parent company of the firm replaced its 
existing brand with one that was deemed more viable for international 
business. After successfully rebranding the parent company, the subsidiary 
underwent a similar rebranding, using the new parent name as a prefix to 
their new firm name. While the focus of the rebranding for the parent firm 
was international expansion, the subsidiary rebranding instead involved 
the consolidation of multiple acquisitions. These acquisitions had kept their 
previous names during the preceding acquisitions, but now had their brands 
merged to one central brand. According to statements by a former employee 
in the same industry, who had dealings with the firm in question, this uniting 
of the firm was apparent from the perspective of a customer as well.

4.1.1 NAMING STRATEGY

Following the rebrand of the parent company, it quickly became obvious to 
management and employees in other parts of the firm that a similar initiative 
could be proposed for the subsidiary, which now carried an “old” brand. 
The strategy for the parent firm was to adopt a new brand which would be 
a better fit for a growing international market, however, the subsidiary had 
no international dealings (except for smaller deals with Danish firms) and 
there were no plans to expand its operations beyond the markets in which 

they were operating. Hence, the initial suggestion was met with criticism. 
The parent brand wanted to tighten up the brand portfolio, and evade the 
growing sense of brand accumulation, while the subsidiary relied on their 
existing brand equity to maintain a steady flow of business. According to 
the production site manager that was interviewed, the consensus amongst 
plant employees was that there really was no need for a rebrand from their 
perspective.

Nevertheless, the subsidiary firm adopted the new parent name as a 
prefix, and added a suffix based on their specific market niche in order to 
differentiate itself from its parent firm. This decision was received both 
well and badly in different parts of the firm. The subsidiary made 60% of 
their business with firms in direct competition with their parent firm, which 
resulted in specific measures tailored to “hide” the parent brand when 
selling to customers who were deemed especially sensitive to having the 
brand of a competitor visible at their construction sites. The production site 
representative explained this situation as complex. His specific subsidiary 
performed the rebrand, although not all did, and had to spend more 
resources on customer relations than what they had planned for, as a result 
of them adopting the new brand name, which in the eyes of their customers 
represented a competitor.

4.1.2 BRAND CONTINUIT Y

In terms of brand continuity, the original plan was for the subsidiary firm 
to entirely get rid of their existing brand and replace all components of it. 
However, after much discussion, they were allowed to keep their original 
colors, while still adopting the brand mark of the parent firm. According to 
the CEO, this decision made the process of implementing the new brand a lot 
easier, as the firm employees felt they still had some of their old brand left.

It should be noted, however, that the colors were replaced after 
approximately 5 years. During the follow-up interview, it was suggested 
that this still helped in convincing the firm employees of the new brand 
direction, as they were able to gradually transition into the new brand, which 
was further corroborated by the plant manager, although he maintained the 
opinion that the rebranding maybe should have been done differently.

4.1.3 REBRAND PLANNING

According to the CEO, the planning process of the rebrand was long and the 
management team were given years of preparatory time before the actual 
implementation. It was also made easier by the fact that the parent company 
finalized its rebranding beforehand, which gave the subsidiary time to learn 
from challenges identified during the parent firm rebranding.



44 45

This differs slightly from the views expressed by the plant manager, who 
stated that although they were given advance notice of the rebranding, the 
implementation plan was not sufficiently anchored amongst plant employees 
and their customers. This, he argued, was one of the main reasons for the 
subsequent downward trend in incoming business volume.

4.1.4 INTERNAL COMMITMENT

As the subsidiary consisted of multiple firms with their own factories and 
brands, internal commitment was paramount in order for the rebranding 
initiative to be successful. Therefore, discussions were held prior to the 
announcement of the rebrand with all regional managers in the firm. Some 
of the these managers represented acquisitions which to this day never 
implemented the new brand, as they had too much dealings with competing 
firms to be able to continue their existing business.

4.1.5 INTERNAL BRAND UNDERSTANDING

When introducing the new brand to the parts of the firm that were to adopt 
it, firm communiques were sent out that explained why, how, and when 
the implementation was to take place. These were presented during one of 
the interviews, and shows how the communication was voiced in a manner 
that was more directive than suggestive. According to the CEO, they were 
generally received well, as prior discussions had already removed the major 
opposing factories from the project. The plant manager agreed, but noted 
that the fact that they were more directive than suggestive made it harder for 
employees to give their full support to the project, since they saw no way of 
voicing their respective opinions on it.

In order to communicate the new brand as clearly as possible, the reasoning 
behind the name change was explained, based largely on the reasoning that 
had already been used when rebranding the parent firm.

4.1.6 INTERNAL PROCESS UNDERSTANDING

The rebranding of the subsidiary firm involved the restructuring of several 
factories, an amalgamation of accounting practices across the different 
acquired firms, not to mention the replacement of printed materials on 
apparel, vehicles, signs, and products. Due to the size of this project, the 
parent firm financed most of these changes, which made the process of 
implementing the new brand a lot easier.

The CEO specifically mentioned that once the financial aspects of the 
rebrand were taken care of, creating an internal understanding of the 
processes leading to the replacement of the brand were well received 
and never required any special workaround or actions. This was further 
corroborated by the plant manager, who stated that if not for the fact that the 
parent firm accepted the majority of the costs related to the rebranding, the 
projects would have been met with much more resistance.

4.1.7 REBRANDING LEADERSHIP

As mentioned, the regional managers of the firm were involved from an early 
stage. Some of these voiced their concerns about rebranding a factory which 
had large dealings with competitors of the parent firm, which led to them 
not being included in the final rebrand. After having allowed these managers 
to express their opinions, and reaching a decision which they could all back, 
it was decided that these same managers should be the ones leading the 
project in their respective region. According to the CEO, this was a key aspect 
in the success of the rebrand, as it allowed each manager to introduce and 
implement the new brand to a branch of the organization that they knew 
very well. The plant manager, who was not a part of this group of regional 
managers, but who was a key manager in the implementation at his plant, 
cited the early introduction as a key factor for the success of the project. 
However, he did argue that an even earlier introduction would have given 
him the opportunity to structure his leadership in a better way.

4.1.8 INTERNAL COMMUNICATIONS

Before announcing the final brand to the firm, very little was communicated 
to its employees. Apart from the regional managers who were all involved as 
soon as the rebranding was suggested, very few employees were informed. 
According to the CEO, this was intentional, as they didn’t want to invite too 
many people into the discussions around the new name, which they saw as 
a daunting task even when only the twenty or so regional managers were 
involved. Therefore, all communications were upheld until the new brand 
was finalized.

The communication following the finalizing of the brand instead focused on 
what possibilities the new brand brought, and was presented almost as if it 
was the introduction of a completely new company.

During one of the interviews, access was given to written communiques and 
correspondence surrounding the rebranding and the naming choice, which 
corroborated the descriptions of how the communication was handled.
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4.1.9 STAKEHOLDER ALIGNMENT

Building on the previous section, the introduction of the firm as a completely 
new business also followed into external communications. When presenting 
the new firm to businesses with which they had had previous dealings, they 
were clear in positioning themselves as a revamped version of the old firm – 
and announcing it as better in every way. This was generally received well, 
however as mentioned before, some firms with which they previously did a 
lot of business showed concern. Their concerns were mainly centered around 
the fact that the parent company of the subsidiary was one of their largest 
competitors, and as the products that bought from the subsidiary was so 
clearly branded, it would risk causing a confusion as to who was responsible 
at their construction sites. The concern of these business eventually led to a 
loss in business for the firm, and is therefore seen as the largest oversight of 
the initiative.

4.1.10 BRAND VISION

While the rebranding was a large undertaking in terms of replacing existing 
branding on physical products such as clothing, trucks, and inventory, 
the rebranding also incorporated a change in company structure. With 
this change in structure, the brand vision played a large part. During the 
interviews it became obvious that this was not necessarily known or even 
planned, but after introducing the new brand to what was previously a 
patchwork of previously acquired firms in the construction business, a sense 
of affinity was born. This newfound sense of belonging allowed the firm to 
act more as a single entity, which made the introduction of company-wide 
routines and changes much easier than what it had been prior to the rebrand. 
This effect was stated a major success for the rebranding, as it increased 
both commitment and engagement in the new brand. The restructuring also 
allowed individual plants to focus more on their core businesses, since they 
were able centralize some functions, such as accounting.

4.2 CASE FIRM 2

4.2.1 PRE-STUDY DESCRIP TION

The second case firm is one of Sweden’s largest real estate firms. The firm 
was acquired by another real estate company, and underwent a large merger 
process in order to completely combine the two. During this process, the 
acquired entity’s brand became the brand for the resulting entity, completely 
replacing the bidding firm’s prior branding. This is akin to the strategy 
Backing the strongest horse, as defined by Ettenson & Knowles (2006).

During the interviews, a regional manager and the retail manager were 
interviewed, and for the main interview on success and failure factors. 
During the pre-study interview, a visit was made to a local office of the firm. 
During this visit, it was obvious from observations that no traces of the old 
branding was left at the firm. It was also clear that branding gets a lot of 
attention at the firm, judging from the pure amount of branding material 
that was observable at the office. During the office visit, it was explained that 
this has a lot to do not only with internal care, but also of external marketing. 
Many of the firms potential and existing customers visit their offices from 
time to time, and they have found that having an office that represents “the 
best in class”, has a positive influence on customers.

4.2.1 NAMING STRATEGY

The choice to rebrand the bidding firm instead of the acquired firm 
was based on a large disparity in brand equity between the two firms’ 
respective brands. The bidding firm had never spent much money or effort 
on increasing their brand equity, while the acquired firm had spent years 
building their brand into a well-recognized and popular brand amongst both 
investors and tenants.

The decision to give the bidding firm a new brand was met mainly with 
positive reactions, and during the interviews it became clear that it gave 
the acquired firm’s employees a sense of belonging, since they were allowed 
to keep using their old brand. This, in turn, was balanced by the fact that 
the bidding firm supplied the resulting entity with its entire staff of top-
level leadership. The decision to keep this brand was widely accepted by 
employees who had regular interactions with customers and tenants, which 
might have been exposed to unnecessary entanglements if a new brand 
would have been introduced.

4.2.2 BRAND CONTINUIT Y

As the acquired firm’s brand was used for the resulting entity after the 
merger, the employees of that firm had no reason to see any loss in 
continuity from their old brand. However, it was decided that less effort be 
put into brand equity growth after the merger which, fortunately, had very 
little effect on the employees of the firm. The employees of the acquiring 
firm, however, had to completely give up their existing brand. All interaction 
with firm representatives was with employees who were originally hired 
at the firm that got to keep its brand, which meant that they could not 
give a first-hand account of how it felt to give up their own brand. The two 
representatives did state, however, that based on their experiences with the 
employees of the acquiring firm, the majority were happy to adopt what they 
identified as a better brand with more brand equity.
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4.2.3 REBRAND PLANNING

The merger of the two firms was a result of changes to the political 
landscape, which meant that most employees were well aware that they 
would be merging with another firm. This was further increased by the fact 
that a lot of work went into presenting the firm to potential buyers, since a 
sale of a large real estate firm requires a lot of due diligence beforehand.

When the deal was finalized, the acquiring firm presented their plans for how 
the new firm would operate, and under what brand. This was in turn used as 
a road map for the different regional offices.

4.2.4 INTERNAL COMMITMENT

As the two merging firms had offices in the same cities and both had their 
own departments for marketing, accounting, and management, many 
positions had two candidates for the same role at the resulting entity. 
As a consequence, multiple employees left their respective firm after the 
acquisition was finalized, either willingly or after being replaced. This created 
a lack of commitment in some areas of the firm, but according to the regional 
manager, it was not as critical as it may seem. All regional managers were in 
place before implementing the larger merger project, which allowed them 
to communicate the plans in a way that increased commitment. The retail 
managers role was also never contested, which resulted in a feeling of safety 
according to the interviewee.

4.2.5 INTERNAL BRAND UNDERSTANDING

Amongst the employees of the acquired brand, who were able to keep their 
brand, the brand understanding stayed mostly intact. However, the fact that 
all parts of the merged firm had employees who were already familiar with 
the brand, allowed the employees of the acquiring firm to quickly gain a 
deeper understanding of the brand from their new colleagues.

4.2.6 INTERNAL PROCESS UNDERSTANDING

During the process of rebranding the bidding firm, the main issue of process 
understanding was not directly related to the replacement of the existing 
brand, but on the division of responsibility in the new entity. The process of 
replacing the brand was, according to the regional manager, a fairly straight-
forward process, and was introduced by the regional managers respectively. 
This was further corroborated by the retail manager, who argued that the 
localization of the project was a key aspect for the process understanding 
amongst the employees.

However, a number of positions had multiple candidates in the resulting 
merger, which exposed the employees to a fear of being replaced. This was 
described as the hardest part of the process understanding, since it took a lot 
of time to decide which employees would have to be let go as their bidding 
firm counterpart took on their job. The retail manager’s role was never 
contested, although he did recollect speaking with colleagues whose roles 
were, and saw the uncertainty that it garnered.

4.2.7 REBRANDING LEADERSHIP

As mentioned in section 4.2.4, the regional management team was already 
in place when conducting the rebranding of the acquiring firm. This enabled 
them to be very transparent with the changes that were to be implemented 
at their respective offices, as well as the changes that were to be applied to 
the firm as a whole. During this process, many internal routines changed 
as a result, since leaders from two firms were able to combine their 
prior knowledge and experience. The fact that these leaders were able to 
implement the changes in their own way at their respective office, was a key 
aspect of what made the rebranding a success according to both the regional 
manager and the retail manager.

4.2.8 INTERNAL COMMUNICATIONS

During the months after the merger was finalized, the firm held meetings, 
dinners, and parties in order to communicate the new brand and firm 
structure in a more relaxed way. While many of the decisions around the 
changes were made before the merger by the acquiring firm’s leadership 
team, they were communicated in a way that allowed all employees to 
express their opinions on the changes.

The top-level leadership team also made the decision to let the regional 
managers introduce many of the changes in a way that they saw suitable to 
their specific region. This was a key decision, since the regional managers 
knew their own regions very well, and were able to introduce the changes in 
a way that fit with the employees of their region.

4.2.9 STAKEHOLDER ALIGNMENT

The firm is owned by multiple investment firms. As it was their decision to 
merger the two firms, as well as how the resulting entity should be branded, 
they were in complete alignment during the process. The most important 
stakeholder apart from the investors are the tenants of the firms real estate 
investments. In order to improve alignment with those, it was clearly 
communicated that changes were made to the real estate firm, and that the 
firm with which they were merger would introduce better IT-systems and 
administration tools for the them.
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This was generally met with positive reactions, even though it required 
some down time when implementing the “new” systems. According to the 
retail manager, who had regular contact with tenants and customers, this 
alignment required a surprising amount of work. His role never required 
him to introduce a new brand to a customer, but it did ask that he explained 
what changes were to be expected, as well as delivering on those promises. 
He argued that the fact that resources were earmarked for these initiatives 
played a key role in their success.

4.2.10 BRAND VISION

As the rebranding was part of a larger merger, the brand vision was mainly 
new to the employees of the acquiring firm. It should be noted, however, 
that during the merger several changes were introduced that changed the 
way in which the resulting firm would operate compared to its original 
state. As an example, the acquired firm excelled at customer care and real 
estate development prior to the merger, but was unskilled at developing 
and choosing IT-systems. During the merger, it became apparent that the 
acquiring firm was well versed in IT-systems, but lacked knowledge in 
customer care. Therefore, new routines and processes were introduces to 
allow these synergies to be extracted into the resulting firm which in turn, 
became a part of what defined the brand vision to both employees and 
customers.

4.3 CASE FIRM 3

4.3.1 PRE-STUDY DESCRIP TION

The third case firm is a media corporation working with media for children 
and young adults, mainly as books. During the pre-study interview, it was 
explained that the firm is a subsidiary of a larger multi-purpose media firm, 
consisting of multiple subsidiaries working with everything from books and 
newspapers to TV and app development. The firm where the interviewees 
work is a result of a merger between two Nordic media firms, and is named 
in accordance with the Best of both strategy, combing both of the merging 
firms names into one (Ettenson & Knowles, 2006). Around 12 years after this 
merge, the brand hired a new CEO, and implemented a large organizational 
restructuring project, which also included a modernization of the brand. The 
name did not change, but the logotype was redesigned to be more modern, 
according to the pre-study interview. The modernization of the brand also 
extended past the logo, and encompassed a complete redesign of all graphic 
materials representing the firm. 

4.3.1 NAMING STRATEGY

As mentioned, the name did not change during the rebranding. This decision 
was not made lightly, but after weighing the existing brand equity against 
the possibilities of a new brand, it was decided to keep the old name. This 
was done mainly because the name was held in high esteem by the industry, 
and that existing customer relations relied heavily on informality and 
relationships, which the firm did not want to risk squandering. 

4.3.2 BRAND CONTINUIT Y

In terms of continuity, the marketing manager argued that to her, the 
important parts of the brand, i.e. the name, were left intact. The changes that 
were introduced felt fitting, and the general opinion was that the changes 
were in a good direction. From the perspective of the sales assistant, who 
had regular contact with customers, the fact that the name was kept was 
important, although she did find it more challenging to make sure that the 
old brand materials weren’t used in her work.

4.3.3 REBRAND PLANNING

Both interviewees agreed that seeing as the rebranding was part of a larger 
organizational change project, it felt as if it was as well planned as the rest 
of the project. It was presented to the firm employees as a large structural 
change, in which departments that generally never communicated would 
now work closely together, in order to shorten lead times and increase the 
efficiency of the whole firm.

The planning of the rebranding itself was made mainly by managers at 
a higher level than the interviewees, but involved a larger number of 
employees when reaching that later stages of the project planning. For 
example, a large number of employees got the ability to weigh in on multiple 
alternatives for the new logo, which the marketing manager stated as a 
contributing factor to the inclusiveness of the project.

4.3.4 INTERNAL COMMITMENT

In general, the attitude towards the rebranding was very positive. The 
marketing manager suggested that this was mainly due to the fact that 
the reasoning behind the changes were communicated clearly to the 
employees. As is discussed in section 4.3.7, good leadership also had a heavy 
influence on the amount of internal commitment that was expressed by firm 
employees. The sales assistant also mentioned that all employees received 
training regarding the new brand, helping them understand and commit to 
the new brand.
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The only challenges that the marketing manager identified during the 
rebranding initiative was amongst employees who had worked at the firm 
from the start. Some of them seemed to share the opinion that there was no 
need to change anything, and that a change in brand only meant that they 
would have to make complicated changes to the different printing processes 
used for their books, which they argued was a waste of both money and 
effort. Unfortunately, none of the interviewees were employed from the start, 
but the sales assistant did see similar challenges in her work, since she had 
to change her routines in a way that didn’t necessarily make any positive 
changes to her work routines.

4.3.5 INTERNAL BRAND UNDERSTANDING

The new brand was meant to communicate a more modern feel which, 
according to the interviewees, was well communicated as part of the larger 
change initiative at the firm. The new CEO was much younger than his 
predecessor, and had a background in another industry, which the marketing 
manager argued helped him win the trust of the firm while at the same time 
introducing a major change project. 

4.3.6 INTERNAL PROCESS UNDERSTANDING

The two interviewees worked mainly in sales during the rebranding, and was 
not directly affected by the change of the brand, as they both mainly met with 
existing retailers and worked out which books they would sell. However, the 
marketing manager did note that the rebranding was a much more complex 
project for the firm employees working with print and layout, as they had 
to completely redesign both their existing templates as well as some of their 
processes to fit the new brand. According to her, this was one of the largest 
hurdles for the rebranding initiative, and had to be given extra time and 
financial means in order to succeed.

4.3.7 REBRANDING LEADERSHIP

As mentioned, the rebranding initiative coincided with the appointment of a 
new CEO, as well as a larger change project headed by the same. According 
to the marketing manager, the new CEO headed the project with such 
enthusiasm that an overwhelming majority of the firm employees became 
committed to the project. She argued that this was the single most important 
aspect of the entire project, not specifically the rebranding, but the whole 
change project, which was further corroborated by the sales assistant, who 
stated that she herself didn’t understand the reasoning for the initiative at 
first, but that the top-level engagement gave her less reason to doubt it.

The same leader was in charge of both the planning and the implementation 
of the new brand, and gave managers the ability to restructure parts of 
the firm that they, together with employees, found could work better if 
restructured. This further added to the feel of the new brand as more 
modern, since the inner workings and routines of the firm were also 
modernized at the same time.

4.3.8 INTERNAL COMMUNICATIONS

Seeing as the firm was fairly small in terms of the number of employees it 
had, communication around the rebranding was almost exclusively verbal. 
The communication was also clear as soon as the decision to initiate a 
rebranding project was made. This, according to the two interviewees, 
allowed all employees to feel included in the project right from the 
beginning.

4.3.9 STAKEHOLDER ALIGNMENT

The most important stakeholder, apart from the firm employees, are their 
retailers. They are the companies responsible for actually selling the books 
produced by the firm. Therefore, it was very important that they were in 
alignment with the new brand, so that no damage was done to the sales of 
the firm. According to the marketing manager, a majority of the retailers had 
no negative opinions towards the new brand, but instead felt that it was nice 
with a more modern one. It was also apparent that the other modernizations 
that were implemented at the firm allowed it to deliver with shorter notices 
to their retailers, which was appreciated. The sales assistant was mostly in 
agreement with these opinions, although she did express some concerns 
regarding the changes to the marketing materials that were used. In her 
work, she had to distribute a lot of printed materials, and the rebranding 
introduced a hurdle in her regular routines, since it was important that no 
old materials were used.

4.3.10 BRAND VISION

The new brand came to represent a complete change in how the firm 
employees saw the firm. While it still had the same name, it felt like a 
more modern company which, after other change projects, also had much 
more modern practices for how to conduct their business. Looking back 
at the rebranding after a couple of years, both interviewees voiced similar 
arguments surrounding the project, and that it was likely the most important 
part of the firm restructuring, since it gave a “face” to the new and modern 
firm.
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4.4 CASE FIRM 4

4.4.1 PRE-STUDY DESCRIP TION

The fourth case firm is an engineering solutions firm based in Stockholm. 
The firm is an independent subsidiary of a larger firm, working with 
innovation in multiple industries. During a slight repositioning of the 
firm on the market, coinciding with the listing of its preferential stock, 
the firm underwent a rebranding. The quotes in these interviewees are 
direct translations from Swedish to English. The pre-study interview 
gave an understanding of the extent of the rebranding initiative, which in 
comparison with the prior cases, was rather small.

4.4.1 NAMING STRATEGY

During its rebranding the company changed its name. The main goal with 
this was to differentiate itself from its parent company, towards which it 
slowly decreased its dependence. The new name is still similar to the old 
name, and would best fit in the category Best of both (Ettenson & Knowles, 
2006). The new name also had a better fit with what the form works with, 
replacing innovation as a suffix with tech, which largely represents the shift 
the firm was making on an operational level. The employees of the firm were 
very few at the time of rebranding, and according to the interviewee, little 
time or energy went into the choice of naming strategy.

4.4.2 BRAND CONTINUIT Y

As mentioned, the new brand name had some influences from the old, but 
apart from that the entire brand was new. The firm did not keep any old 
materials or branding choices, but instead opted to completely replace their 
old brand with a new. As a consequence customer, investors, and especially 
the media took upwards of a year to completely adjust to the new brand 
when talking about the firm. Due to the lack of continuity there were very few 
signs of the old brand, which made it hard for these stakeholders to connect 
the old firm with the new brand.

4.4.3 REBRAND PLANNING

During the planning phase of the rebranding, the focus was almost 
exclusively on how the firm would look in time for the listing of their stock. 
Due to this unilateral focus, little attention was given to how the brand would 
be implemented. According to the interviewee, this resulted in many ad-hoc 
solutions, that today (five years after the original rebrand) has created a need 
for yet another rebrand.

4.4.4 INTERNAL COMMITMENT

As this rebranding concerns a very small firm, which at the time of the 
rebranding initiative only had six employees, the internal commitment came 
cheaper than at a larger firm. According to the interviewee, the process of 
presenting and explaining the brand to the employees took less than a day, 
and if questions arose in the weeks following it, the one responsible for the 
rebrand was available at the office for answers. However, it should be noted 
that the firms business model involves acquiring companies delivering 
engineering solutions. The business model has never included any plans for 
rebranding these acquisitions, but it should still be noted that they were not 
a part of the rebranding strategy in any regard.

4.4.5 INTERNAL BRAND UNDERSTANDING

In terms of brand understanding, the size of the firm made it easy to give 
a clear picture of what the brand represented. As the rebranding was such 
a major part of the listing of the stock, and subsequent addition of new 
investors, the focus was on making the brand suit those stakeholders. 
According to the interviewee, the rebranding project was mainly seen as a 
marketing move by the firm, and had very little to do with the inner workings 
of the business.

4.4.6 INTERNAL PROCESS UNDERSTANDING

The interviewee made it poignantly clear that the rebranding initiative was 
a simple project. The main changes, as seen from the employee perspective, 
was the redesigned website and the new business cards. Apart from this, 
nothing really changed.

4.4.7 GOOD REBRANDING LEADERSHIP

The same person held the responsibility for both the planning and 
implementation of the rebranding. According to the interviewee, this made it 
easier for the other employees to focus on their respective tasks, which at the 
time were more energy- and time-consuming. The interviewee’s view on this 
is well captured in a quote:

I saw it as if we walked into a house everyday and did stuff related to 
our business. To us, it didn’t really matter if someone painted the walls 
in a new color.
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4.4.8 INTERNAL COMMUNICATIONS

As mentioned in section 4.5.4, communicating the different stages of the 
rebranding initiative, as well as the background for it, was a facile matter. 
The size of the firm enabled the employees to quickly get a grasp on the 
project and gain an understanding as to what it was important. However, 
as noted by the interviewee, the focus at the time was so much on seeking 
additional investments and the work it required, that little attention was paid 
to the rebranding.

4.4.9 STAKEHOLDER ALIGNMENT

The stakeholder interest in the rebranding, especially regarding institutional 
investors and savers, was the most important reason for the implementation 
of the rebranding project. As the firm was seeking additional investments 
and listing their preferential stock, they saw a need for designed a brand 
specifically suited to those stakeholders.

During this process, more focus was put on the institutional investors 
than on the savers, which later led to some perceived miscommunication 
from the savers. In the long run, this led to the firm having to revise their 
communication strategy in order to better target all interested parties, while 
at the same time maintaining their position towards their institutional 
investors.

4.4.10 BRAND VISION

According to the interviewee, there was no brand vision as part of the 
rebranding. On could argue that the focus on investor relations is a guiding 
part of the brand vision, but in the words of the interviewee, it was not 
presented as such during the project. The brand vision is, according to 
the interviewee, the most gaping hole in the rebranding strategy that was 
employed, and he argues that the firm’s brand is the weakest part of the 
business today. Expressing it as:

The way I see it, we are a successful company despite our brand, not 
because of it.

4.4.11 ADDITIONAL STATEMENTS

The interviewee added that the shortcomings of the rebranding project that 
was implemented five years ago, has led the firm to again considering a 
rebranding. This new rebranding would learn from the first, and put focus 
on areas that was left out during the first try. Among these, he specifically 
mentioned a coherent communication strategy, that would guide the firm’s 
interactions with all their stakeholders. This could be implemented as part of 
the brand vision, where employees and stakeholder alike could get a renewed 
sense of the firm’s priorities, its structure, as well as its short- and long-term 
goals.

This was further corroborated by observations during an office visit, during 
which it became clear that the branding that was used towards stakeholders 
held very little representation in the firm’s physical space. Despite having 
grown in the number of employees since the rebranding, and as a result 
moving to a new office, very little effort has been put into the branding of 
the physical spaces that the firm occupies. This stands in stark contrast to 
the extensively branded spaces of the real estate firm, for whom the physical 
branding, internal as well as external, has been given a lot of attention.
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5 DISCUSSION AND CROSS-CASE ANALYSIS

5.1 FAC TOR SPECIFIC DISCUSSIONS 

5.1.1 NAMING STRATEGY

Choosing a sound naming strategy can be done in multiple ways, and there 
is no single solution to the naming dilemma (Extension & Knowles, 2006). 
Instead, each constellation requires its own tailored solution in order to 
successfully perform a rebranding (Knudsen et al., 1997). This became very 
apparent, as the case companies all had chosen a unique strategy to the 
naming of the firm post-rebranding.

The success of the real estate firm rebranding was largely to thank for the 
naming strategy, as they were able to replace their brand with one with a 
larger amount of previously acquired brand equity. It also helped during the 
merger, as the “underdog” of the two was allowed to keep its brand, which 
was very important for the employee commitment for the acquired firm. It 
should be noted however, that the fact that structural changes were made to 
the firm without introducing a new brand, did require resources to be put 
towards creating a larger understanding amongst customers.

On the other hand, the construction firm’s choice of name eventually caused 
the firm in its then form to fail. As was found by Muzellec & Lambkin 
(2006), the choice of naming strategy can result in the loss of brand loyalty 
amongst a firm’s customers, which was the case with the construction firm. 
Their customers were all in competition with their parent firm, and after 
implementing the parent firm brand as part of their own, many customers 
chose other suppliers in order to not have to have a competitors brand 
represented on their construction sites.

5.1.2 BRAND CONTINUIT Y

In analyzing the results of the interviews, it became apparent that brand 
continuity could be the key to success, but also a failure factor if not handled 
with caution. If not considered an important factor during the rebranding, 
a firm risks Disconnecting with the core (Gotsi & Andriopoulos, 2007), 
which was a guiding principle for the rebrandings for both the construction 
company and the media firm. The construction company choose to keep their 
original colors, in order to not “change too much” during the rebranding. 
Initially, they had issues with convincing the firm employees of the new 
brand direction, but after being able to keep their colors, the majority of 
employees were on board. 

A similar situation prevailed at the media firm, where the name was kept 
intact. Many employees had a very strong connection to this name, and the 
choice to let it remain was a deciding factor in the success of the rebranding.

Largely unmentioned by the examined literature, a new phenomenon was 
observed during the case studies. The engineering solutions firm found 
that a complete disconnect from the old brand left stakeholders such as 
newspapers and investors completely dumbfounded with regards to the new 
name. During the interviews, it was specifically stated that it took the firm 
over a year to regain its recognition among these stakeholders, and cites it 
as a large issue for the firm. This focus on media and marketing actors as 
stakeholders was not a part of the preparations for the interviews, and wasn’t 
mentioned in discussions with the industry experts. Seeing the effects it had 
on the outcome in this particular case however, one could argue it should 
have been.

5.1.3 REBRAND PLANNING

In general, the successful rebrandings of the media firm and the real estate 
company garnered very little comments during the interviews. A reason for 
this could be the focus of the interview, but it could also be a result of a bias 
towards not explaining things that to an interviewee seems obvious (Collier 
& Mahoney, 1996). A successful plan, however important, could go unnoticed 
since the result of the project never gives a reason to doubt it.

In the case of the engineering solutions firm however, the lack of planning 
was noticeable. During its rebranding, the focus of the planning was the 
roll-out of the new brand to the firm’s most important stakeholders – the 
institutional investors. As a result of this, no planning went into how the 
brand should be implemented internally, and how it would affect other parts 
of the firm. This was cited as the most fatal factor to the rebranding of the 
firm, and the main reason for the firm having to consider another rebrand 
today, five years later.

5.1.4 INTERNAL COMMITMENT

The research into rebranding makes frequent mention of the use of 
rebranding activities in order to increase internal commitment to the project 
(Gotsi & Andriopoulos, 2007; Miller et al., 2014). During the empirical data 
gathering however, this was only mentioned in interviews with the real estate 
and construction firms. During their rebrandings, regional managers held 
small events in order to increase the commitment not only to the rebranding 
but, in the case of the real estate firm, to the entire merger.
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It should be noted that the real estate firm was the only case firm that had 
to let go of people as part of their rebranding, which in terms of internal 
commitment tends to cause issues.

A discovery related to internal commitment that was not mentioned in 
the research was found during the study of the engineering solutions firm. 
Since their firm only had six employees at the time of the rebranding, 
communications were so quick that commitment to the project came 
naturally. The same cannot be said for the construction firm, which had 
to hold extensive discussions with their subsidiaries in order to reach 
agreements surrounding the rebranding. These agreements included some 
that allowed subsidiaries to not be included in the project, which in the long-
term gave them the brand equity to succeed despite a failing parent firm.

Observations of the media firm made it clear that structured communication 
around the rebranding leads to increased commitment, as was suggested 
by Daly & Moloney (2005). In addition, the media firm also experienced an 
increase in commitment resulting from top-level management commitment.

5.1.5 INTERNAL BRAND UNDERSTANDING

An interesting finding of the empirical analysis was the situation that the 
construction company found itself in. Since their parent firm had just 
recently gone through a rebranding in order to better suit an international 
market, the subsidiary firm and its employees already had a grasp of what 
the new brand encapsulated. This made the subsequent understanding of 
their own rebrand much easier, as they used the parent firm brand as a prefix 
to their own brand.

Observations of the rebranding of the real estate firm gave a more typical 
example of a rebranding situation in which two firms merge, and one of 
the two brands are used going forward. In general, as well as in the specific 
case of the real estate firm, this allows employees to informally conduct a 
knowledge transfer with their new colleagues. This process was cited as a 
reason not only for the success of the rebrand, but for the speed at which it 
could be moved forward.

The media firm on the other hand made its rebranding a part of the larger 
structural change project of the firm. The goal of both the rebranding and 
the restructure was to make the firm more modern, which according to the 
interviews was very well received by a majority of the employees.

Finally, the data gathered from the engineering solutions firm shows that no 
attention was given to the brand understanding, which likely has its root in 
the fact that the brand made no claims on changing anything but the public 
image of the firm. By a majority of the employees, it was seen as nothing 
more than a marketing project, which resulted in it having no affects on 
the internal culture. This corroborates the ideas presented by Harris & de 
Chernatony (2001), and is a factor in the growing need for another rebrand.

5.1.6 INTERNAL PROCESS UNDERSTANDING

The act of creating understanding surrounding the process of a rebranding 
can be divided into two division based on the gathered data. One group 
consists of the engineering solutions firm, whose rebranding was an isolated 
marketing project, and had no real affects on the firm and its employees. The 
other group consist of the media firm, the construction company, and the 
real estate firm, whose rebrandings were all a part of a larger restructuring of 
the firm, as well as the result either of a merger or changing demands from 
the market.

What becomes apparent when analyzing the gathered data is that a change 
project such as a rebranding has a greater chance of success if it is a part 
of larger change project. This could be due to the fact that it then receives 
more attention and financial support, which support the idea that firm 
commitment is important for the success of a rebranding as mentioned in 
chapter 1 (Hise, 1991; Kumar & Blomqvist, 2004; Homburg & Bucerius, 
2005).

5.1.7 REBRANDING LEADERSHIP

A trend that was identified during the data gathering and subsequent 
analysis was that of regional or divisional management during a change 
project. Both the construction firm and the real estate company cited this as 
a major factor in the success of their respective rebrands, since it gave their 
firms the opportunity to tailor the message to each individual segment of 
the firm, by someone that was already familiar with the respective segment’s 
specific needs and concerns.

Furthermore, a leadership continuum from planning to implementation 
was mentioned as having a positive effect on the rebranding initiatives by all 
interviewees.

Data from the media firm also suggested that leadership had a strong 
influence on the outcome of the rebranding. The newly appointed CEO made 
sure to involve many of the employees in discussions around the project, in 
order to tailor it to the different departments.
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5.1.8 INTERNAL COMMUNICATIONS

The analysis of internal communication can be divided based on the size 
of the case firm. The smaller firms (media and engineering solutions) used 
mainly verbal communications and meeting in order to communicate the 
proposed changes and hold the discussions around them, while the larger 
firms (construction and real estate) allowed regional managers to utilize the 
methods that they saw fitting for their specific segment of the respective firm. 
This led to some discrepancy, especially at the construction firm, since some 
segments had received much more communication than others. This, among 
other things, was helped by the fact that the larger firms invited employees 
to events surrounding their larger change project, which gave them the 
opportunity to communicate from a centralized perspective around the 
rebrandings as well.

5.1.9 STAKEHOLDER ALIGNMENT

The real estate and media firm had no major issues with their stakeholder 
relations, which could have to do with the fact that neither of them changed 
their name. It should be mentioned however, that increased efforts towards 
customer alignment were put in place at both firms, suggesting that they did 
in fact see potential issues arising from the respective projects.

On the other end of the spectrum, however, both the construction company 
and the engineering solutions firm had large issues with their stakeholder 
alignment, and the interviewees from each firm cited this as the most 
troublesome area of their entire rebrand. This could build on the fact that 
they were both very singular in their focus for the rebrand. The construction 
company wanted to be seen as an international firm, and the engineering 
solutions firm wanted the interest of institutional investors.

Looking at these choices, it is obvious that the focus on some segments were 
left largely outside the scope of the rebranding initiative. The construction 
firm failed to see the downsides of branding themselves with the same 
brand as one of their customers’ largest competitors, while the engineering 
solutions firm failed to target savers in their communication. 

5.1.10 BRAND VISION

According to the CEO at the construction firm, the brand vision presenting 
the firm as a single unit was completely new to the firm. As it consisted 
of upwards of 30 factories that had either been the result of expansion or 
acquisitions, they had never worked as a unified firm until the rebranding. 
This can be compared to what occurred at the media firm, where business 
units that had previously had nothing to do with each other were structured 
in a way that allowed them to increase their efficiency by working together. 
These suggestions were part of each firm’s respective brand vision, and was 
one of the main reasons for their rebranding success.

A similar kind of restructuring took place at the real estate firm. The 
difference here was that the existing brand vision was changed as part of 
the merger. The firm had previously been rather “edgy”, but under new 
management they toned that part of their brand down.

According to the interviews with the engineering solutions firm, no brand 
vision was ever discussed or put in place as part of the rebranding. And as it 
was put during one of the interviews:

The way I see it, we are a successful company despite our brand, not 
because of it.
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6 CONCLUSIONS

As is obvious from the empirical data that has been gathered, the frame of 
reference incorporated factors that had a definite impact on the explored 
rebranding initiatives. Due to the qualitative nature of the data, however, 
it is impossible to give a definitive answer as to which factors are the most 
important for a general firm. However, during the data gathering and 
subsequent analysis, clear candidates for the more and less important factors 
were identified for these cases, which could be used as suggestions for similar 
firms.

6.1 MA JOR SUCCESS FAC TORS

This section describes the most important factors for firm success, based on 
which of them received the most attention during the case studies, and that 
in some cases were explicitly described as the most important.

6.1.1 GOOD REBRANDING LEADERSHIP

The construction company found that good leadership, which they achieved 
through regional managers getting a lot of local responsibility for the rebrand 
and consequently being able to tailor the project to fit their employees, was 
important to the success of their rebrand. The same was true for the real 
estate firm, which shared a similar structure as that of the construction 
company. This corroborates findings by Harris & de Chernatony (2001), who 
found that

Corporate branding necessitates a different management approach. 
It requires greater emphasis on factors internal to the organisation, 
paying greater attention to the role of employees in the brand 
building process.

This is also in line with what has been further explored by Miller et al. 
(2014), who not only found that good leadership in a rebranding project has 
a direct influence on the success of it, but that

Strong rebranding leadership heads the major enablers

suggesting that other success factors, such as internal commitment and 
brand understanding are positively influenced by good leadership, which 
was true for both of these firms, as the commitment of the regional managers 
increased the commitment amongst the employees of that region. It was 
also a mentioned factor for the media firm, in which short distance between 
leadership and employees allowed many of the firms employees to be a part 
of discussions during the rebranding.

Lastly, it should be mentioned that research into explicitly internal branding 
by Saleem & Iglesias (2016), notes brand leadership as one of the five key 
components of a successful rebranding, especially in the way that it has an 
effect on internal brand communication, which was found to be true at the 
media firm, the real estate firm and the construction company. This also 
goes hand in hand with the arguments for internal change champions by 
Lozano (2013), which in the case of these two latter firms could be seen as 
the regional managers and the plant managers.

6.1.2 SUITABLE NAMING STRATEGY

The naming of the firm had a positive impact on the outcome of the 
rebranding initiatives for the real estate firm and the media company. The 
strategy that they chose was to keep an existing brand, since it already had 
acquired brand equity prior to the rebrand. The valuation of the brand equity 
was the main reasoning behind the brand choice for the real estate firm, 
which had two brands to choose from. This is in line with what Knudsen et 
al. (1997), and later Ettenson & Knowles (2006) describes as the strategies 
Backing the Stronger Horse and Business as Usual. The first strategy is 
presented as when

The lead company adopts the visual identity of the target firm

which is a clear description of what transpired during the merger of the two 
real estate firms. The authors mention benefits which are in line with what 
was observed at the real estate firm, namely that

Neither side feels like it lost. Target employees feel empowered by the 
strong connection to their brand.

However, the outcome for the real estate firm rebranding differed from what 
the authors suggested in one major way. They suggested that

The lead company adopts the target’s name but retains its culture.

Which is not an accurate description of the real estate firm merger. This 
could potentially be explained by the fact that the firms in this specific case 
where closely matched in terms of the number of employees, but would 
require further research in order to ascertain.

For the media firm, the decision to not change their name, and the results 
thereof are in line with what Ettenson & Knowles (2006) explains as

Customers are comforted by the familiar, as they experience no change 
with the company with which they do business.



66 67

It should be noted, however, that the authors standpoint here is based on 
the results of rebrandings of mergers, which was not the case with the media 
firm. This would explain the suggestion that no changes were made to the 
company, which in the case of the media firm is false, since they conducted 
a thorough restructuring of the firm as part of their rebranding initiative.  
Using this as a background for a rebranding, is described more poignantly 
by Daly & Moloney (2005), who argue that this kind of revitalization is 
common when a brand starts to feel dated, which goes hand in hand with the 
need to rebrand the media firm as more modern.

Finally, it should also be noted that although the lack of name change made 
the rebranding easier for the real estate in many ways, more attention had 
to be directed towards customer care, in order to keep them informed of 
the changes that were a part of the rebranding. Although the brand didn’t 
change, other things did, which required a lot of work for the retail manager 
and his team specifically. This warrants attention when performing any 
kind of restructuring or merger, even though no brand name changes are 
suggested.

6.1.3 CLEAR BRAND VISION

The brand vision was most important to the media firm and the construction 
company, who along with the rebranding also made significant changes to 
their organizational structure. The brand vision allowed them to incorporate 
a sense of where the firm was going as part of their brand, which had a 
positive influence on the success of their respective rebranding. This is in line 
with findings by Merrilees & Miller (2008), who argue that

All units need to be moved from one mindset/culture to another.

In the case of the media firm, this was especially clear as the entire 
rebranding and restructuring project was centered around the vision of a 
more modern firm. The end result was a firm with a more modern structure, 
where the new brand was supported by a brand vision representing a more 
modern version of their old brand. This is in line with what Harris & de 
Chernatony (2001)  found to be a clear description of a brand vision.

[The] vision encompasses the brand’s core purpose – its reason for 
being – and its core values [...]

Collins & Porras, 1996

6.1.4 SUMMARY OF SUCCESS FAC TORS

RQ1: What are the main success factors for a rebranding?

 » Good leadership before, during, and after the rebranding. This was 
found to be especially true for larger firms, where regional management 
can be utilized in order to better tailor the process to each segment of 
the firm. Good leadership also has a positive influence on other factors 
mentioned.

 » A fitting naming strategy that either fits with the firms new 
orientation structure, or one that confirms the existing ones.

 » A brand vision that gives the employees of the firm a vision of what the 
brand is and what it will be in the future. This is especially valuable when 
implementing other change initiatives as part of the rebranding.
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6.2 FAILURE FAC TORS

During the data gathering, it was apparent that two of the four case 
firms had been less successful in their attempts to rebrand their firms. 
The construction firm implemented a successful rebranding, which in 
conjunction with a larger restructuring of the firm increased the internal 
efficiency, according to the data gathered during the interviews. The 
explanation for this is suggested as the firm working more as a single unit 
than what it did prior to the rebranding. However, due to the implications 
of a poorly chosen naming strategy and a lack of stakeholder alignment, it 
eventually resulted in a loss of customers. Similar experiences were told 
from the engineering solutions firm, where the naming strategy, stakeholder 
misalignment, as well as the unclear brand vision has forced them to 
consider another rebranding, five years after the first.

6.2.1 INAPPROPRIATE NAMING STRATEGY

As a result of the introduction of the new name at the construction firm, 
many customers left them for competitors due to the fact that they didn’t 
want to advertise the new brand at their respective construction sites. 
The reason for this, ties in with what Gotsi & Andriopoulos (2007) calls 
stakeholder myopia, describing a situation where the rebranding fails to 
account for major stakeholders in their decisions. In this specific case, they 
failed to account for the importance of choosing a name that had no negative 
influence on their customers.

A similar situation became present at the engineering solutions firm after 
their rebrand. After some time, the realized that the decision to replace their 
name completely resulted in the media no longer recognizing them as the 
same firm. As a consequence they lost valuable brand equity, confirming 
what Ettenson & Knowles (2006) states as one of the biggest challenges 
towards external stakeholders after replacing a brand:

The new entity has not leveraged any of the value present in the lead 
and target companies.

6.2.2 STAKEHOLDER MISALIGNMENT

As a result of choosing an inappropriate name, both firms failed to align key 
stakeholders to their rebranding. For the construction firm, it resulted in the 
loss of important customers, whereas in the case of the engineering solutions 
firm it resulted in a key group of investors – the savers – losing interest in 
the firm. Too much focus was put on potential institutional investors, and too 
little on savers as well as the firm employees. This is in line with the research 
into barriers for firm rebrandings by Miller et al. (2014), who found that a 
lack of stakeholder alignment

can occur as an outcome of inadequate internal branding.

However, the lack of internal branding was not the only reason for 
stakeholder misalignment, which as mentioned was also the result of a 
lacking naming decision, since it failed to communicate to stakeholders that 
the new name represented the same firm and was a result of a rebrand. This 
had the unintended effect that stakeholder myopia (Gotsi & Andriopoulos, 
2007) was established.

6.2.3 UNCLEAR BRAND VISION

The same firm also reported issues with a lack of brand vision, which was 
potentially responsible for the ad-hoc nature of solutions following the 
rebrand, since no direct plan for the development of the brand had been set 
or communicated. This confirms the arguments by Saleem & Iglesias (2016), 
where ideology carries the same meaning as vision, arguing that

A consistent and clear ideology provides focus for employees and 
structure when making decisions congruent with the brand’s values

and that

strong shared values and knowledge only emerge and become 
consolidated when the positioning of the brand and the role of the 
employees are clearly inspired by a common brand ideology

which in the case of the engineering solutions firm is an accurate description 
of the shortcomings that were prevalent in their rebranding initiative.
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6.2.4 SUMMARY OF FAILURE FAC TORS

RQ2: What are the main failure factors for a rebranding?

 » The lack of a sound naming strategy, based on an exploration of 
firm stakeholders, internal as well as external, risks putting the firm in a 
position where the rebrand has negative consequences for the firm.

 » Not receiving support from stakeholders before introducing a new 
brand could result in a serious mis-match between firm branding and 
stakeholder expectations, resulting in weakened confidence amongst 
stakeholders.

 » Lacking a solid brand vision for the future development of the 
brand, as well its present position, increases the risk for failure by not 
implementing a guide for how employees should relate to the brand and 
act to accommodate its development towards its vision.

6.3 IMPLICATIONS

When discussing the potential of performing a firm rebranding, firms should 
pay special attention to stakeholder alignment during the planning process. 
This will allow them to make a sound choice of naming strategy, as well as 
providing valuable insights for when creating a brand vision.

During the rebranding, it is important to emphasize the value of good 
leadership, and when possible, achieve continuity from rebrand planning 
to rebrand implementation. It is also important to gain the commitment 
of the firm, which is an extension of the stakeholder alignment work in the 
pre-rebrand activities, which should be given extra attention during its 
implementation.

Following a successful rebrand, it is important to keep referencing the brand 
vision as a guiding compass for the brand development, and to make sure to 
always use it as reference when making brand affecting decisions. This, of 
course, requires a brand vision to exist in the first place.

6.4 LIMITATIONS

The research is limited mainly by the number of interviewees per case, 
which are too few to give a complete description of all aspects of the different 
rebranding activities. It is also limited by the number of cases that were 
found, and the nature of those available, since no firms willing to go on 
record citing a complete failure to rebrand were found.

Furthermore, the research is limited by its qualitative nature, where no 
generalizations can be made with any accuracy. In order to reach such 
conclusions, a similar study with a quantitative approach to the gathering of 
empirical data would be needed.

The research is also limited by the fact that all interviews were held in 
Swedish, whereas the underlying study and accompanying supervision, 
including the frame of reference, the conclusion, and discussions around the 
same, were based on research in English.

6.5 FURTHER RESEARCH

 » Exploring the relationship between the changing of a firm name and its 
implications for external and internal stakeholder relations.

 » Looking at how smaller firms neglect the necessary communication when 
attempting a rebranding. This could be explored by looking at smaller 
start-ups.

 » Exploring the relationship between management commitment and 
employee commitment during a rebranding.

 » Examining the affects of a solid brand vision on the internal views on a 
brand in firms who have had their brand for some time, and how these 
views have changed over time.

 » A quantitative measure of customer loyalty pre- and post-rebranding, 
and how it changes over time.

 » A quantitative study based on the same frame of reference, but evaluated 
on the bases of  a data set that enables more generalization.

 » Research into how rebranding success is influenced by the attention 
and resources given to creating customer awareness and understanding 
during the project.
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7 APPENDIX

7.1 CASE STUDY PROTOCOL

7.1.1 SUITABLE NAMING STRATEGY

English

 » Did the firm change its name during its rebranding?

 » What were the main reasons for the name change?

 » How would you say that the name change affected the succeeding 
rebrand work?

 » How would you say that the change in firm name affected the 
organization long-term?

Swedish

 » Bytte företaget namn under rebrandingen?

 » Vad var huvudanledning till namnbytet?

 » Hur skulle du säga att namnbytet påverkade det efterföljande 
rebranding-arbetet?

 » Hur tycker du att namnbytet påverkade organisationen på lång sikt?

7.1.2 BRAND CONTINUIT Y

English

 » How much of the old brand survived through the rebranding?

 » How would you say that it affected you? How did it affect the employees 
around you? How did it affect the organization?

Swedish

 » Hur mycket av det tidigare varumärket “överlevde” genom 
rebrandingingen? (Förklara tydligt vad “överleva” innebär i denna 
situation, använd exempel från andra rebrandings)

 » Hur skulle du säga att det påverkade din inställning till det nya 
varumärket? Hur påverkade det dina kollegor? Hur påverkade det 
organisationen i stort?

7.1.3 REBRAND PLANNING

English

 » How did the process leading up to the rebranding look?

 » What were the differences between what was originally planned and 
what actually happened? (If applicable)

 » Did you feel like the rebranding was sufficiently planned? If so, how? If 
not, how?

Swedish

 » Hur såg processen ut som ledde fram till varumärkesförändringen?

 » Hur såg diskrepansen ut mellan vad som planerats och vad som faktiskt 
hände? (Detta kommer inte alla kunna svara på)

 » Tyckte du att rebrandingen var tillräckligt välplanerad? Utveckla.

7.1.4 INTERNAL COMMITMENT

English

 » Were you and your colleagues committed to the rebranding? Why/why 
not?

 » How would you say that the commitment affected the change work?

 » In what ways did you notice commitment/lack of commitment?

Swedish

 » Var du och dina kollegor engagerade i arbetet? Var ni övertygade?

 » Hur skulle du säga att övertygelsen påverkade arbetet?

 » På vilka sätt kunde du märka av engagemang/övertygelse kring arbetet?
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7.1.5 INTERNAL BRAND UNDERSTANDING

On this point, a summary of what brand understanding means in this 
context is given.

English

 » What would you say were the more overarching goals of the rebranding?

 » Apart from the more obvious changes, such as the logo printed on 
business cards, what else did you think changed after the rebranding?

 » Do you think employees in the organization knew that these things 
would change?

 » How were these changes communicated before/during/after the 
rebranding?

Swedish

 » Vad skulle du säga var de mer övergripande målen med 
förändringsarbetet?

 » Om vi bortser från de mer uppenbara förändringarna, så som att loggan 
byttes ut på visitkorten/kaffekopparna/etc., vad skulle du annars säga 
förändrades efter varumärkesförädningen?

 » Visste ni att dessa sakerna skulle komma att förändras?

 » Hur kommunicerades dessa förändringar innan/under/efter 
rebrandingen?

7.1.6 INTERNAL PROCESS UNDERSTANDING

English

 » How well would you say that the you and your colleagues understood the 
process for changing the brand?

 » How would you say that the process understanding affected the outcome 
of the rebranding?

Swedish

 » Hur väl skulle du säga att du och dina kollegor förstås processen för att 
förändra varumärket?

 » Hur skulle du säga att denna förståelse påverkade utfallet av arbetet?

7.1.7 GOOD REBRANDING LEADERSHIP

English

 » How would you say that the leadership surrounding the rebranding 
affected the outcome of the proejct?

 » Was the same leaders a part of the work leading up to the rebranding? 
(Mainly interesting in M&A-cases)

Swedish

 » Hur skulle du säga att ledarskapet kring rebrandingen på verkade 
resultatet?

 » Var samma ledare en del av arbetet som ledde fram till 
verumärkesförändingen? (Bara intressant på M&A-case)

7.1.8 INTERNAL COMMUNICATIONS

English

 » Before/during/after the rebranding, how were the changes 
communicated?

 » How would you say that this communication affected the work?

 » If not sufficient, what would you were the main challenges related to 
communication?

Swedish

 » Hur kommunicerades de föreslagna förändringarna? Före/under/efter?

 » Hur skulle du säga att flödet av information påverkade utfallet av 
arbetet?

 » Var det tillräckligt? Vad var de huvudsakliga utmaningar, i din mening, 
relaterade till kommunikation?
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7.1.9 STAKEHOLDER ALIGNMENT

English

 » How would you say that other stakeholders saw the change? (Give 
examples of stakeholders: investors, customers, employees, etc.)

 » How do you think their views informed the work?

 » Did challenges arise surrounding this communication?

Swedish

 » Hur skulle du säga att andra intressenter såg på förändringsarbetet? 
(Här är det en bra idé att ge lite exempel på potentiella intressenter, 
exempelvis investerare, kunder, anställda, B2B/B2C-kunder, partners, 
etc. etc.)

 » Hur tror du att deras åsikter påverkade arbetet?

 » Fanns det några utmaningar som dök upp kring dessa intressenter under 
arbetets gång?

7.1.10 CLEAR BRAND VISION

On this point, a summary of what brand vision means in this context is 
given.

English

 » How would you say that the brand vision was communicated?

 » How would you say that you could “see where thing were headed” during 
the rebrand?

 » How would you say that the brand vision affected the work during the 
rebranding?

 » How would you say that the brand vision actually materialized? (Only 
applicable to older rebrands 3/5)

Swedish

 » Hur skulle du säga att visionen kring varumärket kommunicerades?

 » Kunde du “se vart saker var på väg” under arbetet?

 » Hur skulle du säga att visionen för varumärket påverkade arbetet med 
att förändra det?

 » Hur skulle du säga att visionen för varumärket “slog in”? Dvs. hur 
mycket varumärket idag faktiskt överensstämmer med visionen?
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7.2 SUMMARY OF MOST INFLUENTIAL RESEARCH

7.2.1 BRAND CONSOLIDATION MAKES A LOT OF ECONOMIC SENSE,  KNUDSEN 
E T AL.  (1997)

Brand consolidation makes a lot of economic sense by Knudsen et al. (1997) 
does not present a solid framework for rebranding per se, but presents 
several small case studies on rebranding efforts describing varying degrees of 
success.

Instead of a framework for the whole rebranding, the paper provides a tool 
for determining the feasibility of a brand consolidation and discusses the 
degree to which a firms preparedness for a rebranding affects the outcome. 
Based on this, a structured system of possible preparatory actions to take 
based on the nature of the merging firms is  presented.

Amongst these actions, the first one that is presented is the need for choosing 
and committing to a brand strategy before starting the process of rebranding 
a firm. This is discussed at length by Ettenson & Knowles (2006) which is 
presented further along but put simply, Knudsen et al. (1997) argue that 
there are three different approaches when changing a brand:

 » Phase out a brand

 » Quickly change to one brand name

 » Combine brands via co-branding or under one umbrella brand

These are less exhaustive than those presented later by Ettenson and 
Knowles (2006), but gives an indication that the subject of rebranding 
strategies has been of interest to the research community for a long time.

The second factor that the paper looks at is more practical in its nature. 
Preparations for a rebranding are presented as very important, and included 
amongst these preparation are fact-based analyses of positioning and 
product category. The authors are clear in pointing out that the latter is only 
applicable for the rebranding of a consumer good, but poses that the first 
should be of interest both internally and externally. In conjunction with 
these recommendations, they also state that a large factor in the success of 
a rebranding lies in preparing it a long time ahead of the actual rebranding. 
Potential failure factors following from neglecting to do so are bad 
management of the rebrand, as well as a lack of action due to the deemed 
complexity and risk of the project.

Finally, the paper mentions the value of having a clear vision of the end-
game of the project. Included in this recommendation is harmonized 
communication surrounding the rebrand – internally as well as externally.

The study is based on 23 case studies, conducted at firms who have recently 
gone through a merger and attempted a rebranding of one or multiple 
brands. However, as an article from the McKinsey Quarterly, it is fairly short 
in terms of the subjects it covers, and only serves as an appetizer for the 
factors mentioned.

Key success factors mentioned: Suitable naming strategy, Rebrand 
planning, Clear brand vision

Key failure factors mentioned: Bad rebrand planning

7.2.2 CORPORATE BRANDING AND CORPORATE BRAND PERFORMANCE, HARRIS 
& DE CHERNATONY (2001)

Harris & de Chernatony (2001) provides a model for presenting a clear 
brand identity and brand vision to a firms stakeholders. The brand vision 
encompasses the core ideology represented by the brand, including the 
core values and core purpose of the firm. It could even include a vision 
of the future – sometimes presented as a 10-30 year BHAG (Big, Hairy, 
Audacious Goal) (Collins & Porras, 1996 ). Based on a review of the research, 
the authors found that good management is a necessary component when 
attempting to infuse an organization with a new brand vision. They also 
suggest that a new brand vision in congruence with an increased amount of 
brand-related internal communication will be key in a rebranding, as well as 
in generating internal commitment to a new brand.

While the authors base their model purely on prior research, it has been 
somewhat empirically supported by Bravo et al. (2017), using data collected 
from 297 employees in the UK financial services sector. They found that an 
increased focus on brand management inside a firm increased the employee 
commitment to the brand vision. The authors do however mention that in 
order for their results to be generalizable, similar studies in other sectors and 
geographical areas are necessary.

Key success factors mentioned: Internal commitment, Internal 
brand understanding, Internal process understanding, Good rebranding 
leadership, Internal communications, Clear brand vision
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7.2.3 M&AS AND CORPORATE VISUAL IDENTIT Y:  AN EXPLORATORY STUDY, 
ROSSON & BROOKS (200 4)

By analyzing the case studies from 90 M&As from over 6 years, M&As 
and corporate visual identity: An exploratory study by Rosson & Brooks 
(2004) presents multiple strategies for renaming, building somewhat on 
previously mentioned strategies by Knudsen et al. (1997). As mentioned, 
naming strategies are discussed in detail by Ettenson & Knowles (2006), but 
it is apparent that the research into these strategies have been built upon by 
multiple researchers.

Apart from analyzing earlier case studies, the authors also performed an 
exploratory case study in order to go deeper into the different strategies used 
to maintain and improve corporate visual identities (CVIs) at firms. From the 
analysis and case study, they were able to present three major contributions:

 » 80% of M&A’s aiming to perform a rebranding of the acquired firm, 
takes the strategy of renaming the acquired firm to the bidding firm 
name

 » Rebrandings fail due to not focusing enough on soft issues within the 
company, as well as communicating them

 » Rebrandings also fail because they lack a necessary brand vision

The latter in some ways confirm Harris & de Chernatony’s (2001) focus on 
brand vision, which has also been developed further by Merrilees (2005), 
Merrilees & Miller (2008), Lambkin & Muzellec (2010), Miller et al. (2014), 
and Saleem & Iglesias (2016).

Key failure factors mentioned: No internal commitment, No brand 
process understanding, Bad leadership, Unclear brand vision

7.2.4 RADICAL BRAND EVOLUTION: A CASE-BASED FRAMEWORK, MERRILEES 
(2005)

By conducting a thorough review of the available research, as well as an 
exploratory study of the firm Canadian Tire, Merrilees (2005) presents a 
case-based framework for implementing a rebranding. The framework, 
aptly named Vision-Orientation-Strategy, builds on previous frameworks 
by Goodyear (1996) and McEnally & de Chernatony (1999), and suggests a 
division of focus into three distinct phases:

 » Brand Vision – During this phase, the author suggests actions such 
as previously mentioned fact-based analyses (Knudsen et al., 1997), in 
order to create a vision that not only works for the transition period, but 
that will gain employee commitment in the long-term.

 » Brand orientation process – The orientation process involves 
the infusion of the vision into the company. Suggested actions 
for a successful implementation include early involvement of key 
stakeholders, as well as internal activities directed towards employee 
process understanding and commitment, supported by informed rebrand 
leaders.

 » Strategic brand implementation – This phase focuses on the 
practical way in which a brand can be introduced to customers, ie 
through website advertisement, TV advertisement, or print ads.

While these recommendations have only been empirically tested in one 
case study, they give and indication as to what factors are important for a 
rebranding. Subsequent research in the field also supports these arguments, 
and validates them further.

Key success factors mentioned: Rebrand planning, Internal 
commitment, Internal brand understanding, Internal process 
understanding, Clear brand vision

7.2.5 MANAGING CORPORATE REBRANDING, DALY & MOLONEY (2005)

Through a thorough review of the existing research into rebranding, Daly 
& Moloney (2005) presents a framework specifically tailored for firms 
engaging in a rebranding after a merger, in which the end goal is to unify 
the two entities under on brand name. In the extensive case study used to 
validate the framework, the authors looked at the acquisition and subsequent 
rebranding of Irish telecom firm Eircell, which was acquired by Vodafone 
in 2001. During 9 months in 2001, the combined entity was marketed as 
Eircell-Vodafone, which was then replaced only by Vodafone.

The strategy proposed by the authors was divided into five phases:

 » Analysis – Building on both Knudsen et al. (1997) and Rosson & Brooks 
(2004), this phase should prepare the firm for a rebranding, by gathering 
as much facts as possible about the different brands, as well as gauging 
both internal and external stakeholder views on them.

 » Internal communication – The main aim of this phase is to seek 
commitment amongst the firm employees, as well as engaging in training 
activities related to the rebranding and merging of the firms.
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 » Renaming strategy – Echoing previously mentioned papers, the 
choice of renaming strategy is presented as critical. In the scope of this 
paper however, only four different strategies are suggested, of which only 
one is empirically tested.

 » Marketing plan – based on observations from the case study, the 
authors suggest that the planning of the brand introduction, whether 
to external customers or to employees or stakeholders, is of great 
importance. This is a pre-cursor to what Lozano (2013) discusses in 
Are companies planning their organisational changes for corporate 
sustainability? which further evaluates the importance of the planning 
components of a rebranding.

 » Evaluation – Findings point to the evaluation phase not necessarily 
being a part of the rebranding project if seen as a one-off event. 
Hence, the authors suggest to rather observe it as a continuation of 
the rebranding activities, that aims to embed the brand in all parts of 
the firm as well as establishing it as a solid brand with respect to the 
customer base.

Key success factors mentioned: Suitable naming strategy, Rebrand 
planning, Internal commitment, Internal process understanding, Internal 
communications

Key failure factors mentioned: Bad rebrand planning, No internal 
commitment

7.2.6 MERGING THE BRANDS AND BRANDING THE MERGER, E T TENSON & 

KNOWLES (2006)

As indicated, Merging the brands and branding the merger (Ettenson 
& Knowles, 2006) presents more solid examples of the different ways in 
which a specific kind of rebranding can see successes and failures compared 
to preceding research. These strategies, which are based on interviews 
with senior management at 207 firms having performed one or several 
rebrandings, have been divided into four sub-categories.

A - Backing the strongest horse

The strategies encompassed in the first category suggest a replacement of the 
acquired firms brand with that of the bidding firm. Cited benefits from an 
employer perspective is the way in which the new employees (those working 
at the acquired firm) gets to “start a new career” at the bidding company. 
However, the challenges associated with this benefit is what the authors have 
dubbed the “winner/loser”-situation, in which the bidding firms employees 

are seen as winners, and more destructively, the acquired employees see 
themselves as the losers.

This category also include the strategy observed by Daly & Moloney (2005) 
with the Vodafone and Eircell merger, in which an interim brand is used 
during transition period.

B - Best of both

The strategies present in the category Best of both are all based on a merge 
of the brands of some kind. This can be either through a complete merge, 
akin to how PriceWaterhouseCooper was constructed as a merge between 
Price Waterhouse and Cooper & Lybrand in 1998, or through a more subtle 
approach in which the acquiring firm takes the role of a silent partner, using 
their brand to endorse the acquired brand.

General benefits of these strategies from an employee perspective is that 
it eliminates the idea of having a winner and a loser in the merger, as all 
employees are somehow represented by their old brand. It also retains some 
of the brand value acquired before the rebranding, as both of the pre-existing 
brands are kept alive. The challenges that follow are related mostly to the 
nature of the rebranding itself. Since no brand disappears, and no brand is 
changed in a meaningful way, what are the employees to expect from the 
organizational changes? A possible reaction is that employees feel uncertain 
of which culture should be the dominant force in the new entity, and might 
start to question if there was any value in the rebranding at all.

From the viewpoint of the investor community, these strategies could signal 
a one plus one equals three kind of relationship, as the best of both brands 
are preserved in a new brand. However, doubt might be cast on these 
benefits if the solution is instead seen as indecisive. 

C - Different in kind

This category only contains one strategy, which is one where the new entity 
is rebranded with a completely new brand and name, replacing both of the 
preceding brands. The potential benefits of this strategy is that a new brand 
signals a break from the past to the investor community as well as to the 
employees, and the beginning of something new. It also gives the firm an 
opportunity to leave negative brand equity (Berry, 2000) behind, as in many 
cases of airline rebrandings after accidents. 



84 85

The main challenges for firms undertaking a rebranding based on this 
strategy is that all of the previously acquired brand equity is lost. For 
employees, this might induce a fear of not having any notions of how the 
culture of this new entity will be expressed. The same is true for the investor 
community, where a sense of uncertainty might prevail.

D - Business as usual

The final category also only consists of one strategy, defined as the minimum 
amount of intervention possible in the workings and branding of the two 
merging firms. Benefits of this is that employees will see little to no change 
in their day-to-day business, and likely little changes in the long-term either. 
The same goes for the investment community, where the decision could be 
seen as a sound one if the merger is of a company acting in a market different 
from the bidding firm, which gives a sense of the firm “rounding out” the 
firms portfolio. However, question from both employees and investors might 
arise as to if there was any need for the M&A in the first place. Employees 
risk feeling as if they are now “cogs in the wheel of a large conglomerate”, 
where the investors might question if the firm can handle managing multiple 
brands, and if the merger gives any value or just spreads the attention of the 
bidding firm too thin.

As is obvious, the main success factor present in this paper is the value 
of picking the correct strategy when it comes to a rebranding, especially 
when talking about mergers. However, multiple failure factors related to 
preparations, planing and platform are also present.

Key success factors mentioned: Suitable naming strategy

Key failure factors mentioned: Bad rebrand planning, Bad leadership, 
Unclear brand vision

7.2.7 CORPORATE REBRANDING: DESTROYING, TRANSFERRING OR CREATING 
BRAND EQUIT Y?,  MUZELLEC & LAMBKIN (2006)

Corporate rebranding: destroying, transferring or creating brand equity? 
by Muzellec & Lambkin (2006) was described as the most cited paper on 
rebranding by Miller et al. (2014). The purpose of the paper is to analyze 
what was up until then a fairly unexplored research territory, namely what 
is driving rebranding activities, as well as the affects they have on corporate 
brand equity. In order to shed light on the area, a cross-sectional sample 
of 166 rebranding firms was analyzed. Based on this analysis, several 
conclusions could be drawn about the importance of rebranding activities 
following M&As, building on the research by Knudsen et al. (1997), Daly & 
Moloney (2005), as well as Extension & Knowles (2006).

Testing the conceptual model based on this data was done through two 
case studies of B2C companies on the telecom market. In these studies, the 
authors found that the wrong choice in terms of naming strategy could prove 
fatal to a rebranding, and that the involved stakeholders, especially internal 
change leaders, are great indicators of how well a rebranding will work.

The resulting model of this paper has only been validated in these two cases, 
which are fairly narrow in terms of only being two, as well as being from 
the same industry. Hence, the model would have to be validated further in 
order to be used as a stringent tool for modeling rebranding. However, it 
gives good indications on which factors are important when working with a 
rebranding.

Key success factors mentioned: Internal commitment, Good 
rebranding leadership, Internal communications, Clear brand vision

Key failure factors mentioned: Bad rebrand planning

7.2.8 UNDERSTANDING THE PITFALLS IN THE CORPORATE REBRANDING 
PROCESS, GOTSI  & ANDRIOPOULOS (2007)

During 14 semi-structured interviews with executives from a leading telecom 
firm, who were all involved in the recent rebranding of their firm, Gotsi & 
Andriopoulos (2007) identified four major pitfalls for corporate rebranding 
activities:

 » Disconnecting with the core – The different reactions to a rebranding, 
based on how it related to the brand it replaces

 » Stakeholder myopia – Stakeholder not giving the organization enough 
time to plane and prepare for the rebranding

 » Emphasis on labels, not meaning – Effort and resources are put towards 
creating the new brand (logo, word mark, etc.) and too little resources 
are allocated for translating the new brand into values for the firm 
employees

 » One company, one voice – Not being able to unite the firm under the 
new brand



86 87

While these are only based on qualitative data from employees of a single 
firm in the same industry as the preceding paper by Muzellec & Lambkin 
(2006), it still gives an indication as to which pitfalls should be observed 
before, during and after a major rebranding.

Key failure factors mentioned: Bad rebrand planning, Bad rebrand 
planning, No internal commitment, No brand process understanding, 
Stakeholder misalignment

7.2.9 PRINCIPLES OF CORPORATE REBRANDING, MERRILEES & MILLER (2008)

Through an analysis of four major case studies on rebranding (Ewing et 
al. on Mazda, 1995; Schultz & Hatch on LEGO, 2003; Daly & Moloney on 
Eircell-Vodafone, 2005; Merrilees on Canadian Tire, 2005), as well as a 
larger case study performed by the authors on a Canadian leather goods 
retailer, Merrilees & Miller present 6 principles for successful branding:

 » Brand vision - In order to secure  successful rebrand, the brand vision 
must be strong and clear.

 » Brand continuity - Multiple stakeholder will inevitably compare the new 
brand to the old. Hence, some kind of continuation from the old brand to 
the new is preferable.

 » Market segment extension - The new brand might target new segments, 
and should be shaped accordingly.

 » Internal communication and training - Anchoring the rebranding 
internally is very important if the rebrand is going to be successful. 
Therefore, internal training in the new brand as well as clear 
communication surrounding the change work should be sought.

 » Strategic implementation - In order for the rebranding project to be 
successful, the project should follow a clear and strategic plan

 » External stakeholder promotion - As important as internal 
communication, external stakeholder should be made aware of 
significant changes beforehand, as well as continually informed during 
the change work

Key success factors mentioned: Brand continuity, Internal brand 
understanding, Internal communications, Clear brand vision, Clear brand 
vision

7.2.10 LEVERAGING BRAND EQUIT Y IN BUSINESS-TO-BUSINESS MERGERS AND 
ACQUISITIONS, LAMBKIN & MUZELLEC (2010)

In Leveraging brand equity in business-to-business mergers and 
acquisitions, Lambkin & Muzellec (2010) examines the degree to which 
a plan to reband a firm is typically part of an M&A. Based on a review of 
the existing research as well as an exploratory study of the process at an 
existing firm, they found that the rebranding plays a very small part in the 
decision to acquire a firm, as well as in the PMI. In their research, the found 
that both prior research and empirical evidence from the case company 
pointed to the fact that a clear and strong corporate identity is a substantial 
success factor for rebranding. However, since the case study was performed 
at a company that has, to a large extent, failed in their rebranding activity, 
more failure factors were identified and supported with empirical evidence. 
Amongst these, the most prominent ones are those related to the planning 
and preparations of the rebranding. The case study clearly showed that the 
rebranding of the acquired firm was discussed for the first time after the 
acquisitions, which in turn led to the rebranding project lacking in terms of 
brand vision, leadership as well as communication.

Key success factors mentioned: Clear brand vision

Key failure factors mentioned: Bad rebrand planning, No internal 
commitment, Bad leadership, Unclear brand vision

7.2.11 ARE COMPANIES PLANNING THEIR ORGANISATIONAL CHANGES FOR 
CORPORATE SUSTAINABILIT Y?,  LOZANO (2013)

Through three in-depth case studies on publicly traded firms from varying 
sectors, Lozano (2013) present findings in the more general field of change 
management. While the paper never mentions rebrandings explicitly, prior 
studies on change management make the case that rebranding can be viewed 
as interchangeable with other change initiatives in firms (Hatch & Schultz, 
2003; Finney et al., 2010).

Based on the three case studies as well as a review of change management 
literature, the author identifies two main success factors for change 
management. First off, it is suggested that rigorous planning of the initiative 
is imperative for success. Secondly, the finding and utilization of change 
champions is of importance. These are described as employees from all parts 
of the organization that can act as proponents for the initiative and thereby 
make it easier for it to gain a widespread foothold in the firm.
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Furthermore, Lozano identifies several potential failure factors related to 
change management. The main factor is internal commitment to change. 
Suggested reasons for lack thereof is that prior change initiatives has eroded 
the employee morale towards change, resulting in a disbelief towards all or 
most change activities. It is suggested that this in combination with lacking 
management commitment, as well as oversights in regards to internal 
communication surrounding the change work is the most prominent failure 
factors.

Key success factors mentioned: Rebrand planning, Internal 
commitment

Key failure factors mentioned: No internal commitment, Lack of 
internal communication

7.2.12 CORPORATE REBRANDING: AN INTEGRATIVE REVIEW OF MA JOR 
ENABLERS AND BARRIERS TO THE REBRANDING PROCESS, MILLER E T  AL. 
(2014)

Corporate rebranding: An integrative review of major enablers and 
barriers to the rebranding process by Miller et al. (2014) analyzes 76 case 
studies from 61 papers on corporate rebranding, and suggests a framework 
consisting of 6 key enablers and 4 key barriers for a rebranding. The case 
studies range from a wide variety of sectors, and  were conducted over a time 
period spanning 18 years from 1995 to 2013.

Identified enablers / success factors

 » Strong rebranding leadership – Building on arguments by (among 
others) previously mentioned Merrilees (2005), the authors found that 
a common factor for successful rebrandings is good leadership. In this 
setting, good leadership is often defined as having previous experience 
with similar undertakings, as well as a good understanding of inner firm 
workings and common employee opinions.

 » Developing brand understanding – Beginning with research, as 
discussed previously in relation to research by Knudsen et al. (1997) 
and Merrilees (2005), the authors suggest that successful development 
of brand understanding starts with thorough research into the different 
segments in which the brand is supposed to work – internally as well as 
externally. Following this, management is typically tasked with ensuring 
that the brand understanding spreads throughout the firm, tying into 
Lozano’s (2013) proposition for “change champions”.

 » Internal branding activities – Following a process of creating brand 
understanding, Miller et al. found that successful rebranding projects 
tend to also engage in internal branding activities in order to strengthen 
the brand understanding and increase internal commitment to the 
rebranding, echoing arguments by Harris & de Chernatony (2001), Daly 
& Moloney (2003), Merrilees (2005), and Lozano (2013).

 » Continuity of brand attributes – A common success factor among the 
analyzed case studies was that in the case of a rebrand, the old brand 
remains relevant in some way in the new brand. As suggested by 
Extension & Knowles (2006), this can be achieved through the use of 
strategies such as Backing there strongest horse, as in the case with 
Vodafone-Eircell observed by Daly & Moloney (2005), or Best of both, 
in which the interim brand becomes the de facto brand going forward. 
No matter which strategy is employed, the research clearly indicates 
that some kind of continuation of an established brand can be a factor of 
success.

 » Stakeholder coordination – Building on research mainly by Merrilees & 
Miller (2008) and Muzellec & Lambkin (2006), the authors found that 
a common factor among success cases was that adequate attention had 
been paid to external stakeholder coordination no matter if they are 
represented by investors, institutions, or community groups.

 » Integrated marketing programme – As was also found by Merrilees 
(2005) and Daly & Moloney (2005), an early and solid introduction 
of a new brand is an important factor for the success of the rebrand. A 
common way of doing this is through marketing, especially if planned as 
an integrated programme throughout the firm.

Identified barriers / failure factors

 » Autocratic rebranding approach – As an opposite to what the authors 
found to be important in terms of leadership and internal commitment, 
a common issue amongst the case firms was a lack of good leadership 
surrounding the rebranding initiatives, leading to lacking commitment 
from firm employees. This echoes previous research by Rosson & Brooks 
(2004), Ettenson & Knowles (2006), and Lambkin & Muzellec (2010).
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 » Stakeholder tension – No matter if the rebranding projects is for a small 
firm with few stakeholders, or in regards to the renaming of a place, 
involving citizens, community groups, politicians, etc., a common failure 
factor is tension between stakeholders. The authors found this to be 
especially true when changing the brand vision radically, creating an 
imbalance between stakeholders with varying degrees of conviction in 
relation to the new vision.

 » Narrow brand re-vision – A common issue found during rebrandings 
is related to a narrow re-vision of the brand. What the authors found 
was that firms tend to focus too much on a few goals for conducting 
the rebranding, and failing to see the larger picture of stakeholders. 
The resulting vision will then be too tailored to a specific sub-group of 
stakeholders, while not necessarily appealing to the larger group.

 » Inadequate research – As has been found by nearly all previous papers 
discussed, a major issue plaguing rebranding projects is the lack of 
research in preparation for the rebrand. The authors found that this lack 
of research severely hinders the project from gaining stakeholder buy-
in, as well as limiting the degree to which a fitting brand vision can be 
developed.

Key success factors mentioned: Brand continuity, Internal brand 
understanding, Good rebranding leadership, Clear brand vision

Key failure factors mentioned: Bad rebrand planning, No internal 
commitment, Stakeholder misalignment, Unclear brand vision

7.2.13 MAPPING THE DOMAIN OF THE FRAGMENTED FIELD OF INTERNAL 
BRANDING, SALEEM & IGLESIAS (2016)

Based solely on a review of previous research, Salem & Iglesias (2016) found 
three factors relevant to the success of a firms brand. Their research was 
not focused solely on rebranding activities, but instead looked at branding 
as a whole. With this in mind, their findings point out three key take-aways 
in terms of making sure that a brand survives at a firm. The first two are 
good brand leadership as well as clear communications surrounding the 
brand. While these often go in hand in hand, it is important to differentiate 
between communication going top-down or bottom-up, and intra-firm 
communications. The third success factor identified is the need for a clear 
brand vision, which has been discussed by the preceding research at length.

Key success factors mentioned: Good rebranding leadership, Internal 
communications, Clear brand vision
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