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Abstract: This article investigates the extent to which vision, mission, and values
(VM&YV) statements play a role in corporate identity management by commercial and
charitable organizations. Impression management (IM) theory was used to analyze
how these statements could influence stakeholders’ impressions of an organization. A
qualitative empirical study was conducted to explore VM &V statements on the
websites of 100 commercial and 100 charitable organizations, using content analysis
to identify IM activity in the statements. The findings have implications for academics
and managers, as there were evidently gaps between theory and practice. Many of the
commercial and charitable organizations under-utilized VM &V statements as
corporate identity cues, and there is subsequently potential for greater use of these
Statements as part of corporate identity management by organizations in both sectors.
Managers should also ensure that the influence of the statements on stakeholders’

impressions of the organization aligns with the desired corporate image.
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Corporate reputation is widely accepted to be a critical concern for both academics
and practitioners. As corporate reputation cannot be controlled directly, however,
corporate identity management is key in building a positive corporate reputation
(Ingenhoff and Fuhrer 2010). Corporate identity cues express corporate personality
and lead to the formation of corporate image, which over time becomes corporate
reputation (Abratt 1989; Cornelissen, Christensen, and Kinuthia 2012; Iglesias and
Bonet 2012; Ingenhoff and Fuhrer 2010; Otubanjo 2012). Research in the area of
corporate identity has predominantly focused on commercial organizations, yet,
corporate reputation and identity are also important for not-for-profit (NFP)
organizations, such as charities (Meijer 2009).

This study focuses on vision, mission, and values (VM&V) statements as
corporate identity cues. Previous studies have found that these statements can express
corporate personality (Chun and Davies 2001; Ingenhoff and Fuhrer 2010). However,
there is a lack of empirical research regarding how they influence an organization’s
stakeholders. This is important, as stakeholders’ impressions of an organization will
lead to the development of corporate image.

Empirical research has also tended to focus on the use of VM&V statements by
commercial companies rather than charitable organizations (Desmidt and Prinzie
2008; Hirota, Kubo, Miyajima, Hong, and Park 2010; Kantabutra and Avery 2010
Palmer and Short 2008; Verma 2009-2010), despite their potential role in corporate
identity management in both sectors. In order to address these gaps in the literature, a
qualitative exploratory study was conducted to investigate the extent to which VM&V
statements play a role in corporate identity management by commercial and charitable
organizations. Specifically, the study sought to answer two questions. First: Are there

differences in the use of VM&V statements as corporate identity cues by commercial



and charitable organizations? And second: How could VM&YV statements influence

stakeholders’ impressions of an organization?

Impression management (IM) theory was used to bring insight into how
VM&YV statements could influence stakeholders’ impression of an organization. The
findings of the study have academic and managerial implications. Although the
literature suggests that an organization’s VM&V are key aspects of corporate
personality and a critical part of an organization’s communication activity (Otubanjo
2012, Otubanjo and Melewar 2007; Suvatjis and de Chernatony 2005), VM&V
statements are generally underutilized by both commercial and charitable
organizations. This indicates a gap between theory and practice, and a need for greater
guidance on how organizations should use these statements as part of corporate
identity management. This study begins to address this issue, by illustrating how IM
strategies/behaviors in VM&V statements can influence stakeholders’ impressions of
an organization. As a result, managers should ensure that the potential influence of
VM&V statements on stakeholders’ impressions of the organization aligns with the

desired corporate image.

Literature review

Corporate reputation

Corporate reputation is defined as “a stakeholder's overall evaluation of an
organization over time” (Abratt and Kleyn 2012, 1049). Corporate reputation can be a
valuable organizational asset (Abratt and Kleyn 2012; Balmer 2009; Cole 2012), for
commercial and charitable organizations. A positive corporate reputation can

differentiate an organization and lead to a competitive advantage when introducing



new products, entering new markets, and expanding internationally (Argenti and
Druckenmiller 2004; Balmer and Gray 2000; Boyd, Bergh, and Ketchen Jr. 2010;
Dowling 2006; Ponzi, Fombrun, and Gardberg 2011). It can also increase customer
loyalty, by making an organization appear trustworthy (Dowling and Moran 2012). In
a NFP context, studies have suggested that a positive corporate reputation can help
charities in attracting donations (Abratt and Kleyn 2012; Bennett and Gabriel 2003;
Meijer 2009).

Despite the importance of a positive reputation though, it is not possible for
organizations to directly control corporate reputation (Ingenhoff and Fuhrer 2010). In
order to understand how organizations can build corporate reputation, it is necessary
to consider the related concepts of corporate personality, identity, and image. There is
a lack of agreement regarding these concepts in the literature and their role in
corporate reputation management. The following section clarifies the approach taken

in this study, based on recent and commonly used definitions of the concepts.

Corporate personality, identity, and image

Corporate reputation is proposed to originate in corporate personality. Corporate
personality is the characteristics of an organization, and has been defined as “the
organizational reality” (Otubanjo and Melewar 2007, 422). These characteristics
include an organization’s vision, mission, values, strategy, goals, culture, and
ownership structure (Otubanjo 2012; Otubanjo and Melewar 2007; Suvatjis and de
Chernatony 2005). Corporate personality is presented through corporate identity
(Bernstein 1984; Otubanjo 2011), which is how an organization expresses itself to

stakeholders (Abratt and Kleyn 2012; Money, Rose, and Hillenbrand 2010).



Corporate identity consists of various cues, both controllable and uncontrollable. The
principal cues are symbolism, communication, and behavior, which are referred to as
the corporate identity mix (originally proposed by Birkigt and Stadler 1986; cited in
Cornelissen 2008).

The symbolism element traditionally includes all the visual elements that
communicate corporate identity (Otubanjo and Melewar 2007). The communication
element encompasses all planned and unplanned communication by an organization
and its members (Hawabhay, Abratt, and Peters 2009). The behavior element includes
corporate behavior as well as the behavior of managers and other organization
members (Karaosmanoglu and Melewar 2006; Otubanjo and Melewar 2007).
Corporate identity cues that are interpreted and assigned meaning by stakeholders
lead to the formation of corporate image (Cornelissen et al. 2012; Iglesias and Bonet
2012).

Corporate image is defined as stakeholders’ overall impressions of an
organization (Abratt 1989; Dowling and Moran 2012; Suvatjis, de Chernatony, and
Halikias 2012). The images held by stakeholders ultimately become corporate
reputation over time (Abratt 1989; Cornelissen et al. 2012; Iglesias and Bonet 2012;
Ingenhoff and Fuhrer 2010; Otubanjo 2012). As a result, corporate identity
management is proposed to be critical for organizations (Abdullah, Nordin, and Aziz
2013; Ingenhoff and Fuhrer 2010; Suvatjis et al. 2012). This study focuses on the use
of VM&V statements, as part of the communication element of the corporate identity

mix.

VM&YV statements as corporate identity cues



The literature suggests that VM&YV statements as corporate identity cues are key
aspects of corporate personality (Otubanjo 2012; Otubanjo and Melewar 2007;
Suvatjis and de Chernatony 2005), core concepts of corporate identity (Schmeltz
2014), and can help build corporate reputation (Dowling and Moran 2012).

Chun and Davies (2001) and Desmidt and Prinzie (2008) suggest that vision
and mission (V&M) statements convey who, or what, an organization is, and what it
represents. Other authors focus on the role of V&M statements in defining and
guiding the purpose and long-term direction of an organization (Davies, Chun, da
Silva, and Roper 2003; Desmidt and Prinzie 2008; Hirota et al. 2010; Kantabutra and
Avery 2010; Verma 2009-2010). Organizational values have been defined as the
distinctive or fundamental beliefs an organization stands for (Quigley 1994).

Communicating an organization’s VM&V is proposed to be important to
motivate employees and guide their behavior, particularly in interacting with
customers (de Chernatony, Cottam, and Segal-Horn 2006; de Chernatony and Segal-
Horn 2003; Dowling and Moran 2012; Hirota et al. 2010; Kantabutra and Avery
2010; Verma 2009-2010). Values are also suggested to influence employee
recruitment and retention (Verschoor 2005). In the NFP sector, values can help a
charity work towards its purpose (Stride and Lee 2007), and consumers that identify
with a charity’s values are more likely to support the organization (Hou, Du, and Tian
2009).

However, there is no agreed definition of VM&V in the literature, and there is
often difficulty in differentiating the concepts from each other, and from related
concepts, such as beliefs, principles, and strategy (Kantabutra and Avery 2010).
Vision and mission statements are sometimes wrapped up together in the literature,

including by Chun and Davies (2001) and Verma (2009-2010). It is generally agreed



that there are links between the two concepts. For example Dowling and Moran
(2012) claimed that VM &V statements must be mutually supportive, and Keller,
Dato-on, and Shaw (2010) suggested that a NFP organization’s values must parallel
its mission. The links and overlaps between the concepts mean that it is useful to
explore VM&V statements together in a study, and investigate differences in how the
statements are used in practice.

Previous research has suggested that organizations are not using V&M
statements effectively as corporate identity cues. This includes the studies by
Ingenhoff and Fuhrer (2010) and Abdullah et al. (2013), which used the brand
personality dimensions proposed by Aaker (1997) to investigate how companies use
V&M statements. Ingenhoff and Fuhrer (2010) examined V&M statements on
websites of companies in Switzerland, and found that most companies sampled in the
study positioned themselves using the same attributes, specifically emphasizing
competence and success. This echoed the findings of an older study by Chun and
Davies (2001), which investigated V&M statements on the websites of Fortune 500
companies. The study found that companies emphasized aspects of corporate
personality within their V&M statements. However, the companies that used these
statements often did not differentiate themselves, and in particular appeared to be
positioning themselves against competence (Chun and Davies 2001).

Similarly, Abdullah et al. (2013) examined V&M statements on corporate
websites of Malaysian and Singaporean companies. They found that most of the
companies did not use corporate personality dimensions in their V&M statements.
Abdullah et al. (2013) suggested that this may adversely affect companies’

positioning in the market, and the companies’ use of corporate identity to gain a



competitive advantage. This study indicates differences in the use of V&M statements
depending on the cultural context.

Although studies have established that VM&V statements can express
corporate personality, there is a lack of research on how these statements influence
audiences’ impressions of an organization. This is important, as the interpretation of
corporate identity cues by audiences leads to the formation of corporate image
(Otubanjo 2012). The following section discusses the potential for IM theory to bring

insight into this area.

Impression management theory

IM theory originates in the work of Goffman (1959), who argued that individuals can
manage their expressions to influence how audiences will respond to them (Smith
2006). IM has been defined as “the attempts to control the impressions that others
form” (Rosenfeld, Giacalone, and Riordan 1995, 17). IM activity can create a positive
impression of an organization, which can enhance corporate image and help build a
good reputation (Dubrin 2011; Schniederjans, Cao, and Schniederjans 2013). IM
theory has been used to explore corporate reputation formation (including by Mishina,
Block, and Mannor 2012; Srivoravilai, Melewar, Liu, and Yannopoulou 2011).
Mishina et al. (2012) proposed that companies often use IM to manage stakeholder
perceptions and evaluations. Studies have also investigated IM activity in forms of
corporate communication, including annual reports (Merkl-Davies and Brennan 2011;
Rahman 2012; Schleicher 2012), press releases (Brennan, Guillamon-Saorin, and
Pierce 2009) and corporate stories (Spear and Roper 2013). The study by Spear and
Roper (2013) found links between story elements and IM strategies/behaviors, which

indicated that corporate stories could influence audiences and build a corporate brand.



This study followed from Spear and Roper (2013) by analyzing IM
strategies/behaviors in VM&V statements. Specifically, the study analyzes the
statements for ingratiation, self-promotion, exemplification, supplication, and
intimidation behaviors (part of the assertive strategy), excuses, apologies, and
justifications behaviors (part of the defensive strategy), and the demonstrative and
illustrative strategies. These strategies/behaviors have been identified by various
authors (Schlenker and Weigold 1992; Young, Gardner, and Gilbert 1994; Rosenfeld
et al. 1995; Bolino and Turnley 2003; Jones and Pittman 1982, cited in Bolino and
Turnley 2003; Ogden and Clarke 2005; Connolly-Ahern and Broadway 2007; Bolino,
Kacmar, Turnley, and Gilstrap 2008). Investigating IM activity in VM&V statements
is a valuable way to bring insight into how these statements can influence
stakeholders’ impressions of an organization, and, subsequently, affect corporate
image. The rest of this article discusses the empirical study undertaken to explore the

VM&V statements presented by commercial and charitable organizations.

Methods

Sampling

In order to address the research questions posed in this study, two research
populations were selected, one of commercial organizations and another of charitable
organizations. The sampling strategy followed from the study by Spear and Roper
(2013). The commercial population was the FTSE 100 Index, which has been used as
a population in previous studies investigating corporate communication, such as
Walmsley and Bond (2003) and Cummins and Bawden (2010). The FTSE 100 Index
was a suitable population because it included companies from a range of industries,

which enabled the study to gain a broader understanding of the use of VM&V



statements by commercial companies. A list of the FTSE 100 constituents was
obtained from the London Stock Exchange website and was used as the sampling
frame. A census was conducted of the FTSE 100 Index, in order to gather data from a
sufficient range of organizations.

The charitable population was determined with reference to the Charity
Commission website (a UK government website), which holds details of all the
charitable organizations recognized in The Register of Charities in England and
Wales. The selected 398 charities were in the highest income category (£10,000,001
and over) searchable on the Charity Commission website. The study focused on
charities in the highest income category in order for the selection of the charitable
population to match that of the commercial population as closely as possible, as the
FTSE 100 Index is comprised of the companies with the highest market capitalization
listed on the London Stock Exchange, and facilitate comparison between the
populations. The charities with the highest incomes were also the most likely to have
the resources to engage in corporate identity management via an official website,
which was required for the study.

A systematic sampling method was used to obtain a random sample of
charities. Each charity selected was checked to determine whether it had a website,
and if the charity did not meet this requirement then the next charity on the list was
selected, and so on until a charity that met this requirement was identified. This
continued until 100 charities with a website were selected, so that the sample size was

comparable to that of the commercial organization sample.

Data collection
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Previous studies have found that VM&V statements are commonly presented on
organizations’ websites (Abdullah et al. 2013; Dowling and Moran 2012; Ingenhoff
and Fuhrer 2010; Schmeltz 2014). The Internet is also claimed to be of key
importance in corporate communication (Suvatjis et al. 2012), and a critical IM and
image-building tool for organizations (Connolly-Ahern and Broadway 2007). Based
on this, the study identified VM&YV statements from the official websites of the
organizations in the samples.

As there are overlapping definitions of these concepts in the literature, the
statements were identified based on whether they were explicitly referred to on a

99 ¢

website as “vision,” “mission,” or “values” in either the heading or the main body of
the text. This enabled the study to investigate organizations’ use of these statements,
rather than forcing statements to fit prescribed definitions.

A pilot study was conducted to determine the procedures for identifying
VM&V statements on organizations’ websites, discussed below. The statements

identified were copied into a word document, along with details of where and how

they were found on each organization’s website.

Content analysis of statements

A deductive approach was taken in the study, using manual content analysis to
identify IM strategies/behaviors and themes in the VM&V statements, based on the
IM literature. This followed the studies by Brennan et al. (2009), Abdullah et al.
(2013), and Spear and Roper (2013). The content analysis involved a qualitative
approach, which was appropriate for an exploratory study. It has been proposed that
all manual coding is qualitative, as the coder has to interpret the data, based on a

coding manual (Krippendorff 2004). Manual coding enables more detailed analysis of
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texts, and has been suggested to be appropriate for exploring IM, due to the subtlety
and complexity of IM activity (Brennan et al. 2009). The researcher developed a
coding manual to provide instructions for coding the statements. A statement could be
assigned multiple codes, to allow for multiple IM activity and themes in the
statements. The reliability of the coding manual was tested in a pilot study and again

in the final study, discussed below.

Pilot study and reliability tests
A pilot study was conducted to test the data collection and content analysis
procedures. In order to use a similar population and sample in the pilot study to that of
the final study, the population selected was the FTSE 250 Index. The FTSE 250 list,
obtained from the London Stock Exchange website, was used as the sampling frame,
and 20 organizations (10% of the combined populations in the final study) were
selected using simple random sampling. VM&V statements were identified from the
websites of the sampled cases.

The pilot study found that the statements were often in the “About Us” (or
similar) section of a website, or could be found by using a website’s search engine to

29 ¢c

search for “vision,” “mission,” or “values.” If a statement could not be found
following these procedures then it was deemed to be missing from the organization’s
website.

The pilot study found that a statement could appear more than once on an
organization’s website. If the statements were similar (or the same) then the most

comprehensively phrased statement was used. If the statements were different then

both were included in the analysis.
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The pilot study also tested the reliability of the coding manual, following
similar procedures to the studies by Brennan et al. (2009) and Spear and Roper
(2013). The researcher and another coder (who had prior content analysis experience
but was unfamiliar with the topic) both coded the statements separately, using the
coding manual. The inter-coder reliability levels were then measured and discussed.
Reliability coefficients of .80 or greater were deemed as acceptable, based on
Neuendorf (2002), and the coding manual met this requirement. Any discrepancies in
the coding of the pilot study were discussed between the coders, and the coding
manual revised.

The inter-coder reliability levels were also tested during the final study. The
two coders again independently coded data from a randomly selected sub-sample of
10% of the sample in the final study, and the inter-coder reliability levels were
measured. This also resulted in scores of above .80. This confirmed that the coding
manual enabled content to be coded reliably, and could be used by other researchers

to replicate the study.

Findings

The websites of all the FTSE 100 Index companies and 100 charities were searched
for VM&YV statements. Some organizations presented more than one statement per
variable on their website (for example, two different statements both identified as an
organization’s mission). Statements could also be coded for multiple IM
strategies/behaviors. The number of statements and number of codings are

summarized in Table 1.
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Table 1: Vision, mission, and values statements identified and coded

Statement No. of statements No. of coding of
identified statements

Vision (FTSE 100 46 72
companies)

Vision (charities) 45 51

Mission (FTSE 100 23 36
companies)

Mission (charities) 58 66

Values (FTSE 100 64 96
companies)

Values (charities) 35 46

Vision statements were identified on 46% of the FTSE 100 companies’ websites,
and 45% of the charities’ websites. Mission statements were identified less frequently
on the FTSE 100 companies’ websites (23%), compared to the charities’ (58%).
However, values statements were identified on nearly twice as many FTSE 100
companies’ websites than charities” websites (64% compared to 35%). Thirty-two
percent of charities in the study had both a vision and mission statement on their
website, compared to only nine percent of the FTSE 100 companies. A surprisingly
low number of organizations had all three statements on their websites, with only 9%
of FTSE 100 companies and 18% of charities, including BT Group, TUI Travel,

Samaritans, and The Prince’s Trust.

IM activity in statements

The VM&V statements were coded for IM strategies/behaviors. The defensive
strategy behaviors (apologies, excuses, and justifications) were not evident in the
statements, and neither were intimidation or supplication. Ingratiation (self-
enhancement and other-enhancement), self-promotion, and exemplification (assertive
strategy behaviors), and demonstrative and illustrative strategies, were evident in the

statements. These were defined as follows: Ingratiation (self-enhancement) —

14




expressing the organization’s best characteristics (Bolino et al. 2008); Ingratiation

(other-enhancement) — expressing the benefits offered to others (Ogden and Clarke

2005); Self-promotion — expressing the organization’s abilities and accomplishments

(Bolino et al. 2008; Jones and Pittman 1982, cited in Bolino and Turnley 2003;

Rosenfeld et al. 1995; Schniederjans et al. 2013); Exemplification behavior —

expressing how the organization engages in corporate social responsibility (Bolino et

al. 2008; Connolly-Ahern and Broadway 2007; Perks, Farache, Shukla, and Berry

2013; Schniederjans et al. 2013; Young et al. 1994); Demonstrative strategy —

providing facts or details about the organization’s specific activities (Bolino et al.

2008); Illustrative strategy — making broad generalizations (Bolino et al. 2008),

beyond the organization itself. The IM strategies/behaviors identified are summarized

in Table 2.

Table 2: Impression management activity in statements

Statement | Ingratiatio | Ingratiatio | Self- Exemplific | Demonstra | Illustrative

n (other- n (self- promotion | ation tive

enhance- enhanceme

ment) nt)
Vision 28.26% 2.17% 73.91% 13.04% 30.43% 8.70%
(FTSE 100 | (13) (1) (34) (6) (14) 4)
companies)
Vision 22.22% 0% 6.67% 2.22% 8.89% 73.33%
(charities) (10) (0) (3) (1) (4) (33)
Mission 60.87% 0% 39.13% 8.7% 47.83% 0%
(FTSE 100 | (14) (0) 9) (2) (11) (0)
companies)
Mission 59.09% 3.45% 6.90% 1.72% 19.70% 12.07%
(charities) (39) (2) 4) (1) (13) (7)
Values 40.63% 96.88% 1.56% 10.94% 0% 0%
(FTSE 100 | (26) (62) (1) (7 (0) 0)
companies)
Values 28.57% 97.14% 2.86% 2.86% 0% 0%
(charities) (10) (34) (1) (1) (0) (0)

* Percentages are based on the IM activity in the number of statements identified rather than the

number of coding, therefore do not equal 100% due to multiple coding of statements; Numbers in
brackets refer to the total number of identifications of IM activity in multiple coding of statements.
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IM activity in vision statements

The FTSE 100 companies’ vision statements mostly frequently used self-promotion
(in 73.91% of the statements). For example, InterContinental Hotels Group; “Our
Vision is to become one of the world’s great companies.” In contrast, the charities’
vision statements most frequently used an illustrative strategy (in 73.33% of the
statements). For example, “Concern's vision is a world where no one lives in poverty,
fear or oppression.”

A demonstrative strategy and ingratiation (other-enhancement) were used to a
lesser extent in the FTSE 100 companies’ vision statements (30.43% and 28.26%
respectively) and in the charities’ vision statements (8.89% and 22.22%). For
example, a demonstrative strategy was used in ICAP’s vision statement as follows:
“We want to be...The main infrastructure provider to the world’s wholesale financial
markets.” Ingratiation (other-enhancement) was used in The Extracare Charitable
Trust’s vision statement as follows: “To create better lives for older people.”

There was some limited use of exemplification in the FTSE 100 companies’
vision statements (13.04%). For example, the National Grid’s vision statement was
phrased as follows: “"We are committed to being an innovative leader in energy
management and to safeguarding our global environment for future generations."
There was minimal use of a demonstrative strategy and self-promotion in the

charities’ vision statements (only 8.89% and 6.67%).

IM activity in mission statements
Both the FTSE 100 companies’ and charities’ mission statements most frequently
used ingratiation (other-enhancement), specifically 60.87% of the FTSE 100

companies’ statements and 59.09% of the charities’ statements. This was followed by
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a demonstrative strategy, which was used by 47.83% of the FTSE 100 companies’
statements and 19.7% of the charities’ statements. For example, BAE Systems’
mission statement used ingratiation (other-enhancement) as follows: “to deliver
sustainable growth in shareholder value through our commitment to Total
Performance.” Amnesty International’s mission statement used a demonstrative
strategy and was phrased as follows: “our mission is to undertake research and action
focused on preventing and ending grave abuses of these rights.”

The FTSE 100 companies’ mission statements also used self-promotion
(39.13%), and to a lesser extent exemplification (8.7%). For example Vedanta
Resources used the following self-promotion: “Our mission is to be a world-class
metals and mining group and generate superior financial return.” A small percentage
of the charities’ mission statements used an illustrative strategy and self-promotion

(12.07% and 6.9%).

IM activity in values statements

Nearly all (96.88% of the FTSE 100 companies’ and 97.14% of the charities’) values
statements used ingratiation (self-enhancement), followed by ingratiation (other-
enhancement) (40.63% of the FTSE 100 companies’ statements and 28.57% of the
charities’ statements). For example, The Salvation Army’s values statement used
ingratiation (self-enhancement) as follows: “integrity, justice, compassion, respect
and commitment.” Tesco’s values statement used ingratiation (other-enhancement)
and was phrased as follows: “no one tries harder for customers” and “we treat people

how they want to be treated.”

Key themes in the statements
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The content analysis also involved coding for key themes in the statements, associated
with the use of IM strategies/behaviors. Self-promotion was most common in the
FTSE 100 companies’ vision statements. This often included references to “leading”
or being a “leader” (in 14 statements, 30.4% of the FTSE 100 companies’ vision
statements), or being “global” (10 statements, 21.7%). Self-promotion in the FTSE
100 companies’ mission statements also included references to leadership, although to
a lesser extent (three statements).

The charities’ vision statements most frequently used an illustrative strategy.
This included references to the “world” (13 statements, 28.9%) and “society” (six
statements, 13.3%). These were also mentioned to a lesser extent in the use of the
illustrative strategy in the charities’ mission statements (two statements and one
statement, respectively).

Ingratiation (other-enhancement) in the statements involved references to an
organization’s stakeholders. The FTSE 100 companies’ vision and mission statements
most frequently included references to “customers” (14 statements, 20.3% of the
FTSE 100 companies’ vision and mission statements) and “shareholders” (eight
statements, 12%). There were fewer references to “employees” (five statements,
5.7%). The charities’ statements included references to a more diverse range of
stakeholder groups than the FTSE 100 companies’ statements. These ranged from
specific groups that the charity aimed to provide benefits for, such as “dogs,” “ex-
Service men and women,” and the “community sector,” to broad references to
“everyone” and “humanity.”

There were several themes that were identified frequently in the use of
ingratiation (self-enhancement) in the FTSE 100 companies’ values statements,

namely “integrity” (31 statements, 48.4% of the FTSE 100 companies’ values
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statements), “respect” (18 statements, 28.1%), “innovation” and “teamwork” (15
statements each, 23.4%), and “trust” (14 statements, 21.9%). In the charities’ values
statements, ingratiation (self-enhancement) most frequently included reference to
“respect” (11 statements, 31.4% of the charities’ values statements), as well as

b 1Y

“innovate”, “integrity” and “working with others” (seven statements each, 20%).

Discussion

This study used IM theory to investigate the extent to which VM&V statements play a
role in corporate identity management by commercial and charitable organizations.
The findings are discussed in this section in light of the research questions posed at
the start of the study, as follows: First, are there differences in the use of VM&V
statements as corporate identity cues by commercial and charitable organizations?,
and second, how could VM&V statements influence stakeholders’ impressions of an

organization?

Use of VM &V statements by commercial and charitable organizations

Vision statements were presented on the websites of a similar number of the FTSE
100 companies and charities, in both instances by less than half the organizations in
the sample. Mission statements were presented more frequently by the charities than
the FTSE 100 companies, but, again, many organizations in both samples did not
present a mission statement on their website. This is surprising, as the literature
emphasizes the importance of communicating an organization’s V&M to
stakeholders, in order to provide guidance and gain support (Kantabutra and Avery

2010; Peyrefitte and David 2006; Verma 2009-2010).
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Few organizations in each sample presented both V&M statements on their
websites, although a greater number of the charities did so compared to the FTSE 100
companies. This suggests that V&M statements are seen as interchangeable by both
commercial and charity organizations. This supports the findings in the study by
Kantabutra and Avery (2010) that practitioners can have difficulty in differentiating
between V&M statements. This suggests a need for greater guidance for managers in
the role of these statements in corporate identity management.

Values statements were identified on nearly twice as many of the FTSE 100
companies’ websites as of the charities’ websites. The lack of values statements on
charities’ websites is unexpected and concerning, as Stride and Lee (2007) propose
that charities depend on values, which drive their activities towards a specific

charitable purpose.

VM&V statements as corporate identity cues
Using IM theory to analyze the VM&V statements indicated that there were
differences in the use of the statements as corporate identity cues by the commercial
organizations and charities. The FTSE 100 companies’ vision statements tended to
focus internally on the organization’s achievements/competences (through self-
promotion). In contrast, the charities’ vision statements tended to have an external
focus on the organization’s wider environment (through an illustrative strategy).
However, there were also similarities between the two populations, as both
the FTSE 100 companies’ and charities’ mission statements most frequently had an
external focus on the benefits offered to an organization’s stakeholders (through
ingratiation (other-enhancement)). Nearly all the values statements had an internal

focus on the characteristics of the organization (through the self-enhancement type of
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ingratiation). Some of the statements, however, also looked externally to the benefits
offered to stakeholders through the other-enhancement type of ingratiation.

An internal focus in VM&V statements can be important to express who or
what an organization is (as suggested by Chun and Davies 2001; Desmidt and Prinzie
2008). However, Stride and Lee (2007) claim that charities need to shift from
focusing internally to considering the needs of external stakeholder groups, and this is
arguably also true for commercial organizations. This indicates that organizations
should balance the internal and external focus of their statements in order to

effectively use them as a corporate identity cue.

Influence of VM &V statements on stakeholders’ impressions of an organization
The variations in IM activity in the statements indicated that they can influence
stakeholders’ impressions of an organization in different ways. The FTSE 100
companies focused on promoting their superiority in their vision statements, and, to a
lesser extent, in their mission statements, through self-promotion. This aligns with the
findings in studies by Chun and Davies (2001) and Ingenhoftf and Fuhrer (2010) that
organizations emphasize competence in their V&M statements. This can have a
positive influence on stakeholders’ impressions of an organization, by leading
stakeholders to view an organization as competent (Bolino et al. 2008; Jones and
Pittman 1982, cited in Bolino and Turnley 2003; Rosenfeld et al. 1995; Schniederjans
et al. 2013), and helping the organization to gain respect (Young et al. 1994).

In contrast, the charities’ vision statements had a broader, external focus on
the environment beyond the organization, through an illustrative strategy. As charities
are required to exist for “the public benefit” (Public benefit 2013), the illustrative

strategy can positively influence stakeholders’ impressions of a charitable
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organization by showing how it fulfills this purpose by aiming to impact wider
society.

Mission statements were used more frequently to express the benefits offered
to an organization’s stakeholders than vision statements (through the other-
enhancement type of ingratiation). Even still, less than two thirds of mission
statements from organizations in both samples used this behavior. Merchant, Ford,
and Sargeant (2010) suggested that it is important for charities to communicate how
the organization helps its beneficiaries in order to differentiate itself in the minds of
stakeholders. Similarly, the IM literature claims that communicating benefits can help
an organization to appear attractive and likeable (Connolly-Ahern and Broadway
2007; Jones and Pittman 1982, cited in Bolino and Turnley 2003; Young et al. 1994).
The findings, therefore, indicate that there is greater potential for organizations in
both sectors to use V&M statements to positively influence stakeholders’ impressions
of an organization by expressing the benefits offered to stakeholders.

The stakeholders mentioned in the statements reflected differences in the
nature of organizations in the commercial and charitable sectors. The charities’
statements mentioned a wider range of stakeholders than the FTSE 100 companies’
statements, which makes sense as Keller et al. (2010) noted the diversity of NFP
organizations’ stakeholders. The FTSE 100 companies’ statements most frequently
mentioned “customers,” which supports the findings of the study by Williams (2008)
that companies tended to focus on goodwill to customers in their mission statements.
However, Williams (2008) also proposed that higher-performing companies tended to
show goodwill to employees, shareholders, community, or society in their mission
statements. This indicates that commercial organizations should consider a wider

range of stakeholders in their VM&YV statements. In particular, employees have been
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stressed as a key stakeholder group to consider in VM&YV statements, and Williams
(2008) suggested that focusing on employees in these statements can enhance their
identification with a company.

There were surprising similarities between the characteristics emphasized in
organizations’ values statements across both populations (through the self-
enhancement type of ingratiation), as the four most frequently identified
characteristics were the same for the FTSE 100 companies and charities. This extends
the findings in the studies by Chun and Davies (2001) and Ingenhoff and Fuhrer
(2010), as they found that there is often similarity in V&M statements across
industries, and that subsequently these statements may not differentiate an
organization. It is argued however that stakeholders will expect organizations to claim
some of the same values as competitors (Cornelissen 2008). Therefore expressing
common values could be important to meet stakeholders’ expectations. This indicates
a need for managers to identify the common and unique characteristics of an
organization, and express these characteristics through VM&V statements to both

differentiate an organization and establish its legitimacy in the industry.

IM activity not evident in VM &V statements

The lack of defensive strategy behaviors (apologies, excuses, and justifications) in the
statements, as well as intimidation and supplication, was not surprising. Supplication
involves showing weakness or limitations, and intimidation involves threatening or
bullying others (Bolino et al. 2008). Defensive strategy behaviors are generally used
to repair or improve an organization’s image after problems have occurred (Elsbach,

Sutton, and Principe 1998). It was, therefore, unlikely that these behaviors would be

23



used in VM&V statements, as they could draw attention to problems and cause an
organization to be perceived negatively by stakeholders.

The minimal use of exemplification in the VM&V statements indicated that
organizations generally did not use the statements to express their engagement in CSR
activity. This is understandable for the charities, as they already have a social
purpose. The increasing importance placed on CSR for commercial organizations,
however, indicates a potential opportunity for organizations to differentiate
themselves using their VM&V statements, by including references to their CSR
activity. This can influence stakeholders’ impressions of an organization, by leading
them to perceive it as virtuous and morally worthy (Bolino et al. 2008; Connolly-
Ahern and Broadway 2007; Perks et al. 2013; Schniederjans et al. 2013; Young et al.
1994).

Although the literature suggests that it is important for an organization to
communicate its VM&V, these statements were generally under-utilized by both
commercial and charitable organizations. Some organizations appeared to use V&M
statements interchangeably, and many organizations in the study did not present one
or more of the statements on their website. This indicates a need for greater guidance
on how organizations should use these statements as part of corporate identity
management, and this study began to address this issue by considering how the
statements could influence stakeholders’ impressions of an organization.

The variation in IM strategies/behaviors in the statements indicates that they
are likely to influence stakeholders’ impressions of an organization in different ways.
The potential influence of mission and values statements on stakeholders was broadly
similar for the FTSE 100 companies and charities. However, the likely influence of

vision statements varied between the populations. This brings insight into how
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VM&V statements could play a role in corporate identity management, as the
impressions that stakeholders’ form of an organization are likely to impact the

development of corporate image.

Managerial implications

As many organizations in both the commercial and charity sectors were neglecting to
present VM&V statements on their website, there is potential for managers to increase
the use of these statements as part of corporate identity management. It is
recommended that managers should balance the internal and external focus of VM&V
statements, and also consider which stakeholders an organization prioritizes, and
ensure that these groups are highlighted in the statements. In particular, there was
little concern for employees in the statements, and there is arguably a need for greater
focus on this key stakeholder group.

Managers should be aware of which organizational characteristics expressed
through VM&V statements are unique to an organization or common across
organizations in the same or different industries. Unique characteristics are important
to differentiate an organization, but common aspects may be necessary in order to
meet stakeholder expectations.

Managers also need to ensure that the influence of VM&V statements on
stakeholders’ impressions of the organization aligns with the desired corporate image.
The potential for different uses of IM activity in VM&V statements indicates that
managers should take a holistic approach when developing these statements. For
example, a vision statement could be used to promote an organization’s competence,
whilst a mission statement could express the benefits offered to stakeholders, and a

values statement could express an organization’s desirable characteristics. This has
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the potential to enhance organizations’ use of VM&V statements and increase the
likelihood that these statements will positively influence stakeholders’ impressions of

an organization.

Limitations and further research

As the study was exploratory, there is a need for further research to extend the
findings discussed in this article. The study focused on VM&V statements on
organizations’ official websites. However, these statements are also likely to be
presented in other forms of corporate communication, such as annual reports. Future
research should consider investigating other forms of corporate communication in
order to gain a wider understanding of organizations’ use of VM&V statements. The

99 ¢

study only considered statements that explicitly used the terms “vision,” “mission,” or
“values.” Yet, similar statements may use different terms, such as “principles” or
“beliefs.” Future studies could consider a wider range of statements, in order to
understand how these are also used as part of the corporate identity mix.

A limitation of this study is that it focused on how organizations present
themselves, rather than considering stakeholders’ perspectives. There is a need for
future research to consider stakeholders’ perceptions of these statements, in order to
validate how IM strategies/behaviors influence stakeholders’ impressions of an
organization. In particular, VM&V statements are proposed to have a key role in
guiding employees (Dowling and Moran 2012). Therefore future research could
investigate the influence of IM activity in these statements on employees’ impressions

of an organization, and the extent to which the statements affect their behavior at

work.
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