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ABSTRACT

| marshal the literature relating to the
historiography of marketing and use this as a
platform for an examination of the embryonic
area of corporate-level marketing. | introduce a
simplified version of my corporate marketing mix
that was first introduced in 1998. My use of the
simplified management framework in executive
MBA courses (and in executive programmes
generally) suggests that this meets the practical
needs of executives and is likely to meet, in
addition, the pedagogical requirements of faculty
members. The six dimensions of the corporate
marketing mix are: Character (distinctive
organisational characteristics), Culture (the values,
beliefs and assumptions about the organisation
by employees), Constituencies (the key customer
and stakeholder groups upon which the
organisational is reliant), Communications
(corporate communications aimed at key customer
and stakeholder groups), Conceptualisations (the
reputations held of the organisation) and
Covenant (the nature of the covenant/promise
underpinning the corporate brand).
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INTRODUCTION

| introduce a simplified version of my corporate
marketing mix that was first introduced in 1998.
My use of the simplified management framework
in executive MBA courses (and in executive
programmes generally) suggests that this meets
the practical needs of executives and is likely to
meet, in addition, the pedagogical requirements
of marketing faculty.

Corporate marketing (CM) represents a field of
inquiry that is in its adolescence. However, the
canon of work on the area is slight. | am of the
view that CM will emerge as a progressively vital
area within marketing and within management
studies generally. It is hoped that my observations
will engender interest in the area.

From the outset, | acknowledge that any
discussion of marketing is beset by a number of
difficulties including the lack of consensus as to
its nature and | note that Crosier (1975) found no
less that fifty definitions within the literature
which broadly envisioned marketing in terms of a
process, philosophy and, in terms of a business
orientation.

REFLECTIONS ON THE PAST

Although there is unlikely to be unanimity among
marketing scholars | have argued that corporate
marketing constitutes a logical stage in the
development or marketing (Balmer 1998, 2001).
Along similar lines, Greyser (1997) in his
retrospective on marketing noted that the area
has metamorphosed from a (i) production and
manufacturing orientation, (ii) sales orientation
(1ii) marketing orientation and, more recently, to a
(iv) relationship marketing orientation. Following
this schema, corporate marketing represents a
fifth evolutionary stage of development.

It would appear that marketing is undergoing a
paradigm shift and is increasingly characterised
by having an institutional wide focus. Evidence of
this can be found in the ascendancy of concepts
such as corporate identity, corporate reputation,
corporate branding, corporate reputation and
corporate communications.

Some marketers will inevitably argue that
corporate marketing is nothing more than a
surrogate for services marketing. Certainly, there
are similarities but, on reflection, it soon becomes
apparent that not all organisations are services
and, for this reason, there are critical differences
between them. This can be seen in relation to
brands. Consider the British Airways brand and

that its Club and World Traveller brands. All are
indubitably service brands but the critical
difference is that the British Airways brand relates
to the Corporation in its totality and, as such, is
best regarded as a corporate brand.

Moreover, corporate-level marketing goes beyond
organisations having a services orientation so as
to include those engaged in production or those
in business-to-business categories at the corporate
level. Consider Rolls Royce Motors, Sony, Heinz
and Nestle for instance. Corporate marketing also
accommodates the marketing concept as applied
to business alliances, franchise arrangements and
supra brands such as the One World, Star and
Qualifier airline alliances and, in other categories,
the MasterCard and Visa supra brands.

A key attribute of corporate-level marketing (in
itself another differentiator from services
marketing) is its concern with multiple
stakeholder groups and networks, with partner
organisations. (It may also include groups of
organisations such as industrial partnerships and
alliances). Another aspect of corporate marketing
is that it goes beyond a concern with present
organisational relationships and is, in addition,
concerned with those of the future and of the
past (consider mutual organisations such as the
Coop and Building Societies in this regard.)

A NEW MARKETING EPOCH? THE EPIPHANY OF
CORPORATE-LEVEL MARKETING

My comprehension of corporate-level marketing is
informed by my research (conceptual and
literature-based, and empirical) and teaching,
especially at executive level both at Bradford
School of Management and at the University of
Strathclyde as well as at the business schools in
Aarhus, Loyola (Los Angeles), Stockholm,
Rotterdam, and Stockholm and so on.

Corporate marketing may be seen to be a natural
development of my advocacy of a multidisciplinary
perspective to be adopted in relation to the
concepts of corporate identity and corporate
branding (Balmer 1991, 1995, 2001). The ACID
test framework (in its various permutations) is
indicative of this multidisciplinary perspective (see
Balmer and Greyser 2002, Balmer and Stuart
2004). | have argued that corporate-level concepts
of corporate identity, image, reputation, branding
and communications represents a new gestalt of
the corporation and provides the platform for
corporate marketing. This view informs the
integrative approaches that are discussed in
“Revealing the Corporation,” (Balmer and Greyser
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2003). Such an approach can be seen to be well
within the mainstream of marketing scholarship
which has diverse origins and draws on a number
of disciplines such as economics, law, and the
behavioural and mathematical sciences as
observed by Baker and O'Brien (1997).

Of course, others have adopted a broadly similar
stance vis a vis the need for integration (Van Riel
1995; Knox and Bickerton 2003; and Hatch and
Shultz 2003). However such perspectives are
discussed within the confines of corporate
communications and corporate branding. In
addition, such concepts are more limited in scope
that the concept of corporate marketing which is
a more apposite umbrella title (as will be argued
latter on).

CORPORATE LEVEL MARKETING: TOWARDS A NEW
GESTALT OF THE CORPORATION

My examination of the literature (Balmer 1998)
reveals that various concepts has attracted the
attention of scholars and practitioners alike
during different periods and, may in part, reflects
the zeitgeist of a particular epoch.

Whereas, during the 1950s and 1960s the
corporate image concept was in the ascendant
(Boulding 1956), the 1970s witnessed increased
attention being accorded to corporate identity
(Olins 1978) and the 1980s saw a growth of
interest in the area of corporate communications
(Bernstein 1984) as well as in corporate
reputation (Fombrun and Shanley 1990). In the
1990s, attention began to be focussed on the
corporate brand (Balmer 1995 and 1999) and, in
business parlance it still appears to hold
considerable hegemony. Various special editions
of the European Journal of Marketing that have
appeared since 1997 relating to corporate level
concepts such as corporate identity and corporate
brand management have provided a forum for
different ontological and epistemological issues to
be aired. The emergence of degree courses
relating to corporate communications, corporate
brand and corporate identity management and
the appearance of new journals on the area may
also be viewed as symptomatic of the area's
increased importance.

However, when the broad topography of the area
is contemplated | hold that the richness of
corporate-level concepts such as corporate
identity, reputation and corporate
communications provides a critical breakthrough
in the conceptualisation of organisations by
marketing scholars which explains the need to
raise the umbrella of corporate-level marketing.
Corporate level marketing provides a new vortex.
A vortex that is both powerful and practical. A
vortex that synthesises the myriad of corporate
level perspectives, and concepts, that have
emerged from the 1950s onwards Balmer (1998).
| have argued (in Balmer and Greyser 2003) that
the concepts of corporate identity, corporate
image, corporate reputation, corporate branding
and corporate communications and so on, provide
the building block of a new marketing gestalt (as
applied to corporate and organisational entities).
The orchestration of these concepts provides the
cornerstone of my simplified corporate marketing
mix. | call this the 6Cs of corporate marketing.

SO...WHAT IS AND WHAT OF CORPORATE LEVEL
MARKETING?

As | have observed elsewhere, the corporate-level
concepts of corporate identity, corporate image,
corporate communications, corporate reputation
and corporate branding have (in their totality)
many facets. Some have distinct intellectual roots
and practice based adherents. Although individual
corporate-level concepts provide a powerful, and
radical, lens through which to comprehend
organisations, individual perspectives are
necessarily limited. While issues relating to
corporate identity and identification, corporate
communication, image and reputation, along with
corporate brand management have generated
interest from scholars from disciplines beyond
marketing the marketing discipline (albeit at the
product and service levels) has drawn on such
concepts for some time. Moreover, in their totality
it seems natural that marketing has strong claims
on this nascent area.

| cite my justifications here:

In (Balmer and Greyser 2003 p.349-350) | argued
that there are four advantages that marketing can
offer this nascent area, namely its:

(a) Inheritance,

(b) Prescience,

(c) Expedience, and
(d) Assemblance
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Inheritance

Of all the disciplines that have made a
contribution to this the corporate level constructs
detailed earlier marketing has been the most
conspicuous when the full range is considered. To
illustrate my point consider communication,
image, reputation, and branding. These are key
concepts within the marketing domain while
marketing scholars and practitioners frequently
marshal others, such as identity. To date, the
above concepts have tended to be narrowly
conceived by marketers in terms of products or
services rather than corporations. To my mind
these concepts can be orchestrated at the
organisational level in order to underpin the new
gestalt of Corporate-Level Marketing just as
product, price, place, and promotion have been
assembled in creating the marketing mix.
However, their comprehension, purpose, and
management are likely to distinct in several or
more crucially important regards within the
paradigm of corporate-level marketing.

Prescience

The notion that the marketing should concern
itself with corporate-level concerns is far from
new. In the 1960s, Kotler and Levy (1969) had
the prescience to articulate that the marketing
concept should be broadened so as to encompass
any entity and that it should be able to be
applied to all areas of business and not just
product dominated organisations.

More recently, Webster (1992) advanced the view
that it was de rigueur for marketing to affect a
paradigm shift away from products and firms to
people and organisations. As such, there was a
requirement for greater scrutiny to be accorded to
phenomena, which traditionally have been the
preserve of psychologists, organisational
behaviourists, political economists, and
sociologists. In terms of corporate-level marketing
the insights gleaned from identity theory as
employed by organisational theorists and
behaviourists can be influential in the
conceptualisations of marketing see Bhattacharya
and Sen (2003)

Marketing's entrée in to the corporate domain
has, already, become a reality. The rise of "new"
areas of marketing interest such as relationship
marketing (Gummesson 1994), the marketing of
services (Booms and Bitner 1992), internal
marketing (Berry 1981), marketing for non-profits
(Kotler and Andreason 1996), green marketing
(Meffert and Kirchgeorg 1993), and in specialised
areas such as corporate brand management

(Balmer and Gray 2003), corporate
communications (Riel van 1995), corporate image
and reputation (Brown and Dacin 1997, Dowling
2001). Kotler's (1986) notion of megamarketing
with its recognition of groups, "beyond customers”
the importance accorded to political power and
public opinion, and the importance attached to
marketing networks in their various guises (Achrol
1991) all resonate with our comprehension of
corporate-level marketing.

Expedience

Marketing has been particularly effective in
demonstrating its utility to managers. Baker
(1999) has observed that marketing is a synthetic
discipline in that it distils insights gained from
other fields (both business and non-business) into
a body of knowledge with an immediate and
practical relevance. In other words, marketing is
adept in operationalising theories.

Assemblance

Marketing is, and always has been, a repository of
insights and theories marshalled from other
disciplines. Traditional marketing draws heavily from
a number of management and non-management
disciplines such as psychology, economics, and
strategy. The assemblance of diverse perspectives to
form a unified whole has been a basic tenet of
marketing. Indeed, Borden (1964) who first devised
the first marketing mix was profoundly influenced
by the work of Culliton (1948) who envisioned the
marketer to be first and foremost a mixer of
ingredients, in other words an orchestrator.

RETHINKING AND REVISITING MARKETING

One important observation with regard to the
above is that "Corporate-Level” connotes that the
area of concern is with corporate entities in their
totality including corporate-level networks and
partnerships. As such, the title aims to reflect my
view that the area should not be constrained by
rigid disciplinary boundaries or by the fact that
past attitudes that "marketing” may be limiting.
By its very nature, "Corporate-Level" denotes that
the area of concemn is strategic in effect. Its
importance is such that the CEO and board of
directors should be apprised of the area on a
regular basis and should be familiar with its scope
and significance. A further point of note is that
Corporate-Level Marketing, as with marketing
generally, is more about a philosophy than a
function: marketing being the responsibility not so
much of a person or a departure but, importantly,
of everyone within the organisation.
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MARKETING: A CRITICAL AND BORDERLESS IDEA?
With corporate-level marketing comes a realisation
that the traditional internal/external boundary
between the organisation and its environment
have waned. In this regard, | concur with
Badaracco (1991) who questioned the existence
of there being an identifiable Corporate-
Environment boundary. (Others, echoing the work
of Drucker will also remind us about marketing
being first and foremost and philosophy rather
than function.) For these reasons the notion of
profitable exchange relationships will remain an
enduring feature of corporate-level marketing as it
does with traditional marketing but with the key
difference that the emphasis will be on multiple
exchange relationships. As noted by Ford (1990),
corporations are less concerned with the
management or ownership of all aspects of the
supply chain or distribution channels: they see
themselves as part of a network. Consider the
phenomenon of the corporate brand (Balmer
2005) and brand communities in this regard. Such
developments have led O'Malley. and Patterson
(1998) to conclude that an organisation's internal
and external constituencies are not so much
stakeholders or publics but partners.

Such perspectives are not without their
difficulties. This comes with a realisation that
individuals may not belong to a solitary
stakeholder group but rather multiple groups, and
as such may be engaged in diverse corporate-level
partnerships. For instance, an individual can
enjoy a myriad of relationships with a single
corporate entity as a customer, employee, investor,
politician, as well as a member of the local
community.

| also hold that there is a significant time
(temporal) dimension as well. Increasingly, it
would seem that corporations will need to be
sensitive to past, future as well as to current
stakeholder groups: in this regard they will be
more like the catholic church. This is already the
case with mutual organisations such as Building
Societies and the Co-op Bank. Partnerships
represent another category: the John Lewis
Partnership being a prime example of this in a UK
context.

Of course, different organisational types will have
different modus operandi, different types of
stakeholder relationships (not-for-profit compared
to plcs), and will view, as a consequence, view the
temporal dimension in different ways. Regulatory,
and supervisory, characteristics of countries will
also have a bearing (for instance, the importance,

and constraints, of supervisory boards in Germany
as opposed to a more laissez faire attitude that
characterises many corporations within the UK
and US). For these reasons, just as the
orchestration of the marketing mix will differ for
products within the same sector, the corporate
marketing mix will also need to be orchestrated so
as to mutually satisfy the needs of both the
organisation and of stakeholders.

CORPORATE-LEVEL MARKETING MIXES

Two of marketing's enduring characteristics,
namely expedience and assemblance, are at their
most translucent in terms of the marketing mix
originally devised by Borden. McCarthy (1960) in
simplifying the mix (although losing a good deal
of richness in the process) ensured that the 4Ps
had a utility, which, otherwise, might not have
been the case. | also take cognisance of Drucker
(1954) observation that concern and
responsibility for marketing must permeate all
areas of the organisation. In terms of corporate-
level marketing such a perspective take on a
heightened importance and non-marketers are not
exonerated from having responsibility in this
regard.

What are the substantive differences between the
marketing mix and the corporate-level marketing
mix?

| hold there to be three substantive differences.

The first is that: the elements are broader than the
traditional "4Ps" of the marketing mix.

The second is that the elements of the traditional
mix require a radical reconfiguration.

The third is that the mix elements have distinct
disciplinary traditions. They also transcend the
traditional organisational boundaries.

My initial attempt in articulating a corporate
marketing (management) mix Balmer (1998)
resulting in a marketing mix of ten elements.
More recently (as used in classroom situations) an
eleventh element was added so as to take account
of the corporate brand (many organisations, but
by no means all, can be regarded as corporate
brands).

However, as with Borden's mix it had the difficulty
of being difficult to recall. As such I have simplified
the mix so that it comprises six elements: character,
culture, constituencies, conceptualisations,
communications and covenant. See Exhibit 1.
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EXHIBIT TWO: COMPARING THE 6Cs OF CORPORATE MARKETING

The 6Cs of Corporate Marketing
(Balmer 2006)

The 11 Ps of Corporate Marketing
(Balmer 1998) Adapted

Explanation

CHARACTER

Philosophy and Ethos

How the organisation is constituted.
What the organisation stands for, the
way it undertakes its work and activities.

Product

What the organisation makes and does.

Price

The emotion and capital assets of the
organisation. The valuation its brands
(corporate, services and product). What
it charges for its products and services.
The share price. Staff salaries.

Place

Distribution and organisational
relationships in terms of the selling and
distribution of products and services.
(Franchising, outsourcing, licensing).

Performance

Quality of products and services.
Standards vis a vis issues of governance,
ethics and social responsibility.

Positioning

The organisation's position relative to its
competitors (size, geographical coverage,
product and service range).

CULTURE Personality

The critical role of personnel vis a vis
corporate marketing activities. The
shared (as well as differentiated)
meanings accorded to the organisation
by personnel *including strength of
identification with the organisation).

COMMUNICATION Promotion

Co-ordinated corporate communications
(corporate advertising, corporate PR,
visual identification etc.)

CONSTITUENCIES People

In addition to customers: the
organisation’s internal and external
constituencies and communities (the
latter boundary spans constituencies).

CONCEPTION Perception

The reputations held of the organisation
by groups, communities and by
individuals.

COVENANT Promise

The expectations associated with the
corporate brand (stakeholder perspective)
and the promise underpinning the
corporate brand (organisational
perspective).

It is hoped that nothing of the richness that was
contained in the original 11 Ps of the corporate
marketing mix. Exhibit Two compares the 6Cs of
the Corporate Marketing Mix with the (expanded)
mix of 1998 (the 11Ps).

THE SIX DIMENSIONS OF THE REVISED
CORPORATE MARKETING MIX “THE 6CS"

The following section provides a brief description
of each of the elements forming the corporate
marketing mix. In illustrating each dimension |
posit a question, which articulates the critical
nature of each of the components of the mix, and

also articulate the concept underpinning the area.

The six elements of my corporate marketing mix
are shown below in the form of six-sided star: see
Exhibit Two.

CHARACTER

Question: “What are the distinctive and defining
characteristics of our organisation?”

Concept/s: Corporate Identity

Those factors that, in their totality, make one
entity distinct from another. These include key
tangible and intangible assets of the organisation
as well as organisational activities markets served,
corporate ownership and structure, organisational
type, corporate philosophy and corporate history.
In academic parlance this is often called the
corporate identity (not to be confused with
corporate identity as it relates to systems of visual
identification).
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EXHIBIT TWO: THE 6Cs OF CORPORATE MARKETING (BALMER 2006)

CHARACTER
(Corporate Identity)

CULTURE
(Organisational identity)
“What we feel we are”

CONCEPTUALISATIONS
(Corporate reputation)
“What we are seen to be”

“What we indubitably are”

COMMUNICATION
(Corporate communications)
“What we say we are”

CONSTITUENCIES
(Marketing and stakeholder management)
“Whom we seek to serve”

COVENANT
(Corporate brand management)
“What is promised and expected”

CULTURE

Questions: “What are the collective feeling of
employees regarding the organisation where they
work?"

Concept/s: Corporate Culture/Organisational
Identity

This refers to the collective feeling of employees
as to what they feel they are in the setting of the
entity (their work place entity). These beliefs are
derived from the values, beliefs, and assumptions
about the organisation and its historical roots and
heritage. Individuals many, in part, define
themselves in terms of organisational members
and may, in turn, feel that they, as individuals,
share common values with the organisation.
Culture is important since it provides the context
in which staff engage with each other and with
other groups such as customers: employees
represent the “front-line” of the organisation.

CONSTITUENCIES

Question: “Which stakeholders are of critical
importance and why?"

Concept/s: Stakeholder Theory and Corporate
Governance

Corporate-marketing takes cognoscente that many
customers also belong to one or other
organisational constituencies (employees,
investors, local community etc) and also comes
with a realisation that the success of an
organisation (and in some cases a "license” to
operate) is dependant on meeting the wants and
needs of such groups. Stakeholder management
being a corollary area of concern to the above.

CONCEPTUALISATION

Question: "How are we seen by are key
stakeholders?"

Concept/s: Corporate Image and Corporate
Reputation

This refers to perceptions (conceptualisations)
held of the corporate brand by customers and
other key stakeholder groups. The latent
perception of the organisation held by the above
will affect their view of and their behaviour
towards the organisation. Such conceptualisations
of the organisation will, of course, differ between
different groups and account needs to be taken of
this. Corporate image and corporate reputation
scholarship inform this dimension of the corporate
marketing mix.

COMMUNICATION

Question: "Who do we say we are and to whom
do we say this?"

Concept/s: Corporate Communications

Corporate communications relates to the various
communications channels deployed by
organisations to communicate with customers and
other constituencies. At its most comprehensive it
also takes into account the communications
effects of management, employee and product
behaviour and of word-of mouth and
media/competitor commentary. Balmer's total
corporate communication mix (Balmer and Gray
1999) and Van Riel's (1995) Corporate
Communication mix (and corporate
communications studies generally) underpin this
dimension.
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COVENANT

Question: "What are the distinct components that
underpin our corporate brand covenant (corporate
brand promise)

Concept/s: Corporate Brand

This specifically relates to the corporate brand. |
have argues that a corporate brand is
underpinned by a powerful (albeit informal)
contract, which can be compared to a covenant in
that customers and other stakeholder groups
often have a religious-like loyalty to the corporate
brand. Whereas (I hold) legal ownership of a
corporate brand is vested in an entity its'
emotional ownership (and therein its substantial
value) resides with those who have a close
association with the brand. (see Balmer 2001,
2001a, and 2005 and Balmer and Gray 2003).

CONCLUSION

In bringing this short overview relating to
corporate marketing to a close | am mindful that
for the last fifty years, or more, marketing
scholars, and practitioners, have realised the
crucial importance of corporate-level concepts
beginning with the concept of the corporate
image and the pioneering work of the English
economist Kenneth Boulding whose 50th
anniversary of the publication of his book, "The
Image" we celebrate this year (Boulding 1956).
Whereas, the marketing concept as applied to
products, and, services has achieved wide
acceptance the same cannot, alas, be said in
relation to the application of the marketing
concept to organisations in their totality:
especially with regard to entities that are
traditionally not seen to be within the service
sector such as automotive manufactures, oil and
pharmaceutical corporations, to name but a few.
While scholarship relating to individual constructs
such as corporate reputation and corporate
communication is developing apace-integrative
perspectives still remain the exception rather the
rule. However, it would appear to be difficult for
scholars to examine, for instance, corporate
communications without recourse to an
examination of other concepts such as corporate
identity, reputation, branding and the same is,
surely true, for those charged with the
management for the same. From my perspective
the epiphany of corporate level marketing is
exciting for another reason and this is because
marketing becomes very much a strategic, and
board-level concern.

What of the future? Well, I acknowledge that for
some the very notion of corporate level marketing
is likely to be egregious but there should be no

surprise in relation to this. This is because the
current respectability in which marketing is held
both as an area of practice and scholarship has
not been without its difficulties and, as we
observed earlier, marketing departments do not
necessarily equate with a marketing orientation.

A key point underpinning the notion of corporate
marketing is that it should be primarily
understood in terms of a philosophy rather than a
function. As such, the notion that it is the
responsibility of all employees to meet the wants
and needs of present and future customer and
other stakeholder groups and communities in the
context of the organisation’s business purpose
and philosophy is of critical importance. (In many
instances, of course, coniscence needs to be
accorded to the legacy of the past in terms of the
organisation and its communities: universities,
partnership and mutuals are cases in point).
Corporate Marketing, inevitably, marks
marketing's entrée into the board room and
although it is logical to assume that corporate
marketing is extrinsically a boardroom and CEO
concern, responsibility for corporate marketing
should be institutional-wide. In short, we are all
corporate marketers.
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