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Objective of the Study

The objective of this study was to investigate awpk perceptions of a non-profit
organisation’s identity in order to provide guidels for developing a communication strategy.
The case organisation, Crisis Management Initigi@idl), is a Finnish non-profit organisation,
which operates globally in the fields of crisis rmagament, conflict resolution and peace
mediation. This study investigated the perceptioh$CMI's employees in order to provide
answers to the following three research questidéhdiow do CMI's employees perceive the
features of CMI's organisational identity? 2) How &€MI's employees perceive CMI's
organisational reputation? and 3) How do CMI's ewgpks perceive the practises and
challenges for CMI's internal and external commatian?

Methodology and Data

This research used a qualitative single-case ddedign and the empirical data consisted of 17
semi-structured interviews, which were conductedmrgrall CMI's employees in Helsinki and
Brussels. Themes for the semi-structured interviemsse from the theoretical framework,
which highlighted the importance of employees’ ustending of organisational identity as a
starting point for developing a communication sggt Data collection and analysis
concentrated on three themes: features of CMI'suasgtional identity, CMI's organisational
reputation and the challenges and practises formaancation.

Findings and Conclusions

As a result of the interviews, several positivetieas were attached to CMI's identity and
reputation but also some uncertain areas of identéire identified. The interviewees pointed
out that CMI is a highly appreciated expert infiedd, an innovative and flexible organisation,
known for its high-quality work and wide networkStill, there was uncertainty about some
areas of CMI's identity, particularly related to €M vision and future direction, core
competence areas and the level of the networkscdjalescribing CMI's operations and future
direction for external stakeholders in an expligdy can be sometimes difficult. In addition,
time for internal communication is limited which kes it hard to stay aware of internal matters
and processes. A shared view among the employeeshaaCMI has a good reputation but it
differs to some extent between stakeholder grolipese who work in the same field know
CMI and appreciate its work but those who do naivkithe field are confused about CMI. Even
though CMI's reputation was seen positive, the oigtion’s internal processes are somewhat
inconsistent with its reputation. As organisatioitkntity forms the core of a communication
strategy, the positive areas of the identity cantiesed when developing the communication
strategy. Also, the uncertainties related to theniily need to be paid attention to when
planning communication. As a result, recommendatiom how CMI could, in the future, start
developing a communication strategy based on garosational identity were given for CMI's
management.

Key words: international business communication, communicasitositegy, organisational
identity, non-profit organisation, organisation@putation, employee perceptions, strategic
planning, Crisis Management Initiative
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Pia Virta

Tyotekijoiden nakemys voittoa tavoittelemattoman oganisaation identiteetista
viestintastrategian perustana — case: Crisis Manageent Initiative

Tutkimuksen tavoitteet

Tutkimuksen tavoitteena oli selvittdd voittoa tatglemattoman jarjeston tyontekijdiden
nakemyksia heidén organisaationsa identiteetistdhjaistaa organisaatiota viestintastrategian
kehittamisessa. Tutkimuksen kohteena oli suomataiv@ittoa tavoittelematon organisaatio
Crisis Management Initiative (CMI), joka toimii ksainvalisesti kriisinhallinnan,
konfliktinratkaisun ja rauhanvalityksen aloilla. fKimus selvitti CMIl:n ty6tekijoiden
nakemyksia tarkoituksenaan loytaa vastaus kolma#dimuskysymykseen: 1) mita piirteita
CMI:n tyotekijat yhdistavat CMI:n identiteettiin2) millaisena tyontekijat néakevat CMIl:n
maineen? ja 3) millaisina tyontekijat ndkevat CMllkoisen ja siséisen viestinnan kaytannot ja
haasteet?

Tutkimusmenetelmat ja aineisto

Taman laadullisen case-tutkimuksen aineisto kodsfuteemahaastattelusta, jotka suoritettiin
CMI:n tyotekijoiden keskuudessa Helsingissd ja Belissa. Haastatteluteemat nousivat
teoreettisesta viitekehyksesta, joka korostaavikdintastrategian tulisi perustua tyotekijéiden
ymmarrykseen organisaation identiteetistéd. Aineidtoonti ja analyysi rakentuivat seuraavien
kolmeen teeman ympaérille: CMI:n identiteetin omgpairteet, tyontekijoiden ndkemys CMI:n
maineesta ja CMI:n ulkoisen seka sisdisen viestimaasteet ja kaytannot.

Tutkimuksen tulokset ja johtopaatokset

Haastattelujen tuloksena nousi esille, ettd CMHentiteettiin ja maineeseen liittyy seka
positiivisia piirteitd etta piirteita, jotka aiheavat epavarmuutta tyotekijoille. Kuvaillessaan
CMI:n identiteettid haastateltavat kertoivat, e@d1l on alallaan arvostettu asiantuntija,
innovatiivinen ja joustava organisaatio, jolla oniikki keulakuva. Lisdksi CMI on tunnettu
laadukkaasta tydstaéan ja laajoista verkostoistaisaalta epavarmuutta aiheutti CMI:n visio,
tulevaisuuden suunta, ydinosaaminen seké verkostags. Taman liséksi CMI:n kuvaileminen
eksplisiittisesti ulkoisille sidosryhmille on monutkaista. Sisdiseen viestintddn on rajoitetusti
aikaa, joka aiheuttaa sen, etta joskus on hankagdpperilla sisaisista asioista. Tyontekijat
nakivat, ettd CMI:n maine on positiivinen, muttaveghtelee jossain méaarin eri sidosryhmien
kesken. Asiantuntijapiireissé ja omalla alallaani@i tunnettu ja arvostettu, mutta suuri yleiso
ei ehkd ymmarra CMI:n ty6ta. Vaikka CMI:n maine paositiivinen, organisaation sisaiset
prosessit eivat valttdmattd vastaa positiivista neidd. Koska organisaation identiteetti
muodostaa viestintstrategian ytimen, identiteetliittyvid positiivisia piirteitd voidaan
hyddyntéaa viestintastrategiaa kehittdessa. Kuitenkiestintdd suunnitellessa tulee johdon
kiinnittdd huomiota myo6s piirteisiin, jotka aihdu#tt epavarmuutta. Lopuksi CMI:n johdolle
annettiin suosituksia siitd, kuinka CMI voisi tuggsuudessa alkaa rakentaa viestintastrategiaa,
joka pohjautuu organisaation identiteettiin.

Avainsanat: kansainvalinen yritysviestint&jestintastrategia, organisaation identiteetti ttoai
tavoittelematon organisaatio, organisaation maityéntekijoiden nakemykset, strateginen
suunnittelu, Crisis Management Initiative
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1 Introduction

During the 2% century, there has been a growing academic irtérethe corporate
identity and corporate communication and the rbkythave in shaping stakeholders’
perceptions of a firm. It is commonly agreed that stakeholders’ perceptions of the
company are formed from all the messages the agton sends out about its identity,
i.e. about its performance, abilities, future dil@e and ways of working. In addition,
the majority of the researchers (e.g. Aula & Hemmn 2008; Dowling, 2001;
Cornelissen, 2004; Szukala, 2003) agree that ierdl create a consistent reputation,
the company needs to build a strong and coheremtitg, which is understood and
shared internally among its employees. In otherdaioa strong organisational identity

forms the basis for all communication efforts.

Business communication literature (e.g. Markkari®99; van Riel & Forbrum, 2007,

Hamalainen & Maula, 2008) considers organisatiadahtity a significant source of

competitive advantage for companies in global ntsrk&he researchers argue that
organisational identity is the factor, which magtémn the competition, something that
differentiates the companies from each other. Rercorporations, identity refers to the
characteristics through which they can be known raedgnised. Ideally, all members
of the organisation understand and share the yealitd uniqueness, strengths,
weaknesses and values of the company. These fedhae guide the decision making
process of the internal stakeholders when dealiitg the external world. Hence, a
good corporate identity, according to Aula & Maetef2008), is defined in the

company’s practises internally in interaction bedwé¢he organisation and its members.

As many business communication researchers (egemir& Forman, 2002; Marvick
& Fill, 1997; Dowling, 2001; Aberg, 2000 and 20a#)derline, all organisations consist
of networks of people who communicate constantlhveiach other. Communication
flows vertically and horizontally, internally ancaternally, formally and informally and
it links employees to each other, to management@edternal stakeholders. Typically,

communication serves the purpose of creating andtaiaing interactive relationships



with the stakeholders. These relationships aretedethrough communication which

serves different stakeholders simultaneously amthect the external stakeholders to
the organisation. Consequently, communication esrésponsibility of each member of
the organisation because each contact with therrettestakeholders influences the
perceptions the stakeholders have of the compahmgtefore, in order to utilise these
“moments of truth”, the organisation and its inErmembers need to share a similar
reality, i.e. a coherent corporate identity, of wktiee company and its operations are
about. In other words, the challenge of commuracaties in working with multiple

audiences in a diverse environment where everyasdheir own demands.

If each member of the organisation is responsimie€dmmunication, then the challenge
to shape external perceptions of a company stasild the organisation. Several
researchers, (e.g. Pitt & Papania, 2004; DortoR620an Riel & Forbrum, 2007) point

out that employees rank high as factors that impaqiorate reputation and they can be
considered one of the most trusted sources ofnmdton about the company. This is
especially true for the service oriented expertanisgtions where the employees are

regularly the contact point between the companyi@nekternal audiences.

Several researchers, such as Chong (2006), Hann@@@4) and Marvick & Fill
(1997), claim that employees can be a source @flable competitive advantage. The
employees influence external stakeholders’ peroepti as they communicate
organisational identity to potential customersafiniers and other stakeholders daily in
different encounters. It is crucial that the empley understand and are committed to
the organisation’s identity, i.e. that they trustit company, its communication systems
and their own opportunities to contribute to théufa direction and decisions. As a
result, the companies need to include their emgleym a discussion about their
identity and what it means to the employees. Olerany researchers (e.g. Hannegan,
2004; Dowling, 2001; Argenti & Foreman, 2002; andiokko, 2004) claim that
effective communication about the elements of oigional identity and, as a result,
the employees who understand and are committedheéootganisation’s goals is a

strategic advantage for the company.



Business communication researchers also arguedinabrate identity forms the basis
for all the company’'s communication efforts. Fostance, as O’Neil (2003), Aula &
Mantere (2008), Kitchen & Shultz (2003) claim, tlde of communication is to clarify
the company’s goals internally and then transnetrthio external stakeholders. Yet, to
be able to reflect corporate identity to the exdérstakeholders, it is essential that
communication is designed to support the overedtatjic choices of the company.

Business communication, management and marketisgarehers (e.g. Argenti &
Foreman 2003; Markkanen, 1999; Vuokko, 2004; Biemve& Timm, 2002;
Hamaélainen & Maula, 2004; Clukow, 2005) seem taeagwn the connection between
corporate identity and reputation. There are alsaraber of studies and a large amount
of literature presenting communication as a toolréputation management. Yet, many
of those studies (e.g. Melewar, 2003; lllia & Luyra2006) do not underline the
connection between corporate identity and commtinitgplanning, particularly in a
concrete level. Also, several studies (e.g. Man&clill, 1997; Balmer & Greyser,
2006; Aula & Mantere, 2008) point out the role ohamunication for corporate identity
and describe the role of communication in reputatimanagement but the topics of
strategic communication and organisational iderarg not often discussed in the same

context.

The connection between identity and communicatsonat crucial only for businesses
but at least equally important, if not more, forrdhsector non-profit organisations.
Recent research (e.g. Courtney, 2002; Salamon, ;2Matedo & Pinho, 2006;

Weerawardena & Mort, 2008) has highlighted the ifitance of the non-profit sector

and how it has become a major player in the econding non-profit sector covers all
the aspects of the society today and is far fromnaaginal aspect of life in most

countries. The number of the non-profit organisajooften dependent on external
funding, has grown over the last decade, genefailynore than the number of funders
of these organisations. Competition among the rrofitp arises from the fact that there
are simply not enough resources, particularly fogdifor every organisation to do

everything it would like to do in order to followsimission.



Due to increased competition, the managers of trepmofit organisations have also
had to start paying attention to the perceptiorifergint stakeholders have about the
organisation. Dennis (2001) points out that the-pfit organisations must know who
they are and be able to express what they stan fmake successful strategic choices
in their relationships with stakeholders (see dluvlls, 2005 and Schuler, 2004).
Especially, an expert organisation, which reliessanvice and know-how, needs to
develop its identity to empower the employees tdivee what the organisation
promises and to support the performance with veelidted communication to the
relevant stakeholders. Vuokko (2004) argues thahasstakeholders’ perceptions are
formed through all communication, the non-profigamisations need to plan their
communication based on a deep understanding ofabds of the stakeholders because

of the limited resources available for communiaatio

If there is a small number of business relatedistugthich connect corporate identity to
communication planning, the number of the studibgcivtake these concepts into the
world of a non-profit organisation is even smallércould be argued that due to the
limited resources that the non-profits have for oamication, the need to communicate
about their identity effectively to well-targetethlseholders is even greater than for the
businesses. In other words, it is crucial for a-poofit to have a specific plan, a

communication strategy, to communicate its goatsams to the stakeholders.

As a result, the objective of this thesis is toeistgate the organisational identity of a
non-profit expert organisation in order to guidee thrganisation in developing a
communication strategy. The leading principle a$ tinesis is based on an assumption
that communication strategy is based on organisati@entity, i.e. on the internally
shared beliefs about the organisation which defifat the organisation wants to
communicate about itself. In addition, the empleyeka non-profit expert organisation
are daily in contact with external stakeholders laade a key role in communicating the
organisation’s identity to them. Therefore, the &wpes’ commitment to their
organisation’s identity has to be the first pripnthen developing the communication
strategy.



1.1 Crisis Management Initiative - Building Bridges to Sustainable
Security
This section introduces the case organisation Lh&nagement Initiative (CMI) and

briefly describes the overall settings for thissiBe The information presented in this
section is partly based on four preliminary intewws with CMI's staff: with the
Executive Director, Kalle Liesinen, on 27 May 2088d 3 September 2008 and with
the Helsinki Office Manager, Mikko Autti, on 14 18008 and 3 September 2008.

Crisis Management Initiative (CMI) is an independeron-profit organisation of
Finnish citizens that innovatively promotes and kgofor sustainable security. CMI is
an international player, whose work is conductegrothrough projects in different
areas around the world. The work is built on widaksholder networks and the
objective of the organisation is to bring togethédferent parties and actors seeking
solutions for security challenges. As Liesinen gpeal communication 27 May 2008
and 3 September 2008) points out, “CMI operatea badge between different parties
in the field”. CMI works to increase the internatab capacity in crisis management and
conflict resolution combining analysis, action aadvocacy in its operation. CMI's

mission statement defines the organisation’s goatise following way:

“The aim of Crisis Management Initiative is to stgthen the capacity and
professionalism of international actors in confligsolution and management and to

mount private diplomacy operation§CMI, 2009, p. 3)

The organisation was founded in 2000 by its Chammdobel Peace Prize Laureate
President Martti Ahtisaari. The goal was to estdblian organisation which is
independent from governments and which could asisésinternational community in
crisis management activities. CMI's headquarteeslacated in Helsinki, with most of
the administration, and it has another office ingsels, whose task is to take care of the
European relationships. In addition, President gddri’'s office is located in CMI’s
premises in Helsinki, where the Nobel Laureatessisted by CMI's personnel in his
activities. (CMI, Frequently Asked Questions, 2009n 16" October 2008, CMI
employed 17 people of whom four worked in Brussels.



Since CMI is a non-profit organisation, it does nohduct business and its operations
are dependent on external funding. Most of the ifuspdomes from the governments of
the European Union member countries and governnedaited organisations but also
from different American and European foundationgjanaisations and companies (for
more on CMI's funding, see Kaustinen, 2008). Asnpad out in CMI's 2007 Annual
Report (CMI, 2009, p.25), a large part of incomeamposed of project related funding
with some general support. Thus, the efforts teerdhe level of untied funding were
highlighted both in the 2007 Annual Report and ligsinen (personal communication,
2008).

During 2008, CMI’'s Chairman, President Ahtisaagieived two major recognitions for
his lifetime work towards peace building. First, Wwas awarded the UNESCO 2007
Houphouét-Boigny Peace Prize “for his lifetime cdnition to world peace”
(UNESCO, 2008). Second, in October 2008, he wasdeglaagain, this time with the
Nobel Peace Prize for 2008 for “his important éfpion several continents and over
more than three decades, to resolve internatiooaflicts” (Nobel Committee, 10
October 2008). In addition, CMI as an organisati@s mentioned in the reasoning for
both of these awards as facilitating the Laureataisk. Therefore, since fall 2008, the

media, particularly in Finland, has been constafailpwing CMI and its work.

According to Liesinen and Autti (personal commutima 2008), CMI has had no
specific strategy for communication. Particuladgmmunication for the general public
has not been considered actively. As a resultgteeral public does not necessarily
understand CMI's work but might associate the oigion strongly as “President
Ahtisaari’s office”. Particularly, now after all ¢hattention due to the Nobel Prize, there
Is a need to organise communication function aneld@ a communication strategy in
order to attract and secure additional funding ddab to create a clear and concrete

messages of CMI and its aims.



1.2 Research Objectives and Questions

As stated in the first section, the main objectofethis thesis is to guide CMI in a
process of developing a communication strategys fieans that the aim is to develop
guidelines for CMI's communication through an invgation of CMI’'s organisational
identity based on the perceptions of CMI's emplayeee. its internal stakeholders.
This thesis makes use of the results of Kausting20€8) study, presented in section
6.1.1, which was conducted recently for the sanse caganisation to investigate CMI’s
reputation among its funders. Based on the invatstig of CMI’s identity, this thesis
gives recommendations on how to start developimgpramunication strategy for the
future. The following three research questions gulek research process:

1. How do CMI's employees perceive the features of GMirganisational

identity?

The aim of the first research question is to idgrhie leading features and uncertainties
attached to CMI's organisational identity by its mayees. On the one hand, the
positive areas of CMI's identity could be utilis&a developing the communication
strategy. On the other hand, the areas of CMI'sitide which are not clear for the

employees should be paid attention to.

2. How do CMI's employees perceive CMI’s external rghion?

The second research question focuses on the enagloyeerceptions of CMI's
reputation among its multiple external stakehold&he objective is to find out how the
employees interpret the perceptions of CMI’'s exdestakeholders based on their own

experiences and contacts with the external stademsl

3. How do CMI's employees perceive the practises ahdllenges for CMI's

internal and external communication?



The third research question focuses on the empsoyperceptions of CMI's
communication practises both internally and extéyn&he objective is to find out how
communication is organised currently and what emgles the employees face in the

context of communication.

The objective of this thesis is to assist CMI iveleping a communication strategy by
combining the answers of the above three reseamastign about CMI’s identity,
reputation and communication. On the one handaitineis to locate the strong areas of
CMTI's identity, which could be fostered and higlhigd in its communication. On the
other hand, the aim is to find out if there areeinally unclear areas of identity which
could be improved through better (internal) comroation or features which are

considered especially challenging in the contex@érnal communication.

1.3 Structure of the Thesis

This thesis is divided into 7 chapters. The firBagter introduced the topic, case
organisation, research objectives and questionapt€h 2 reviews the literature about
three topics: non-profit organisations, organis@loidentity and communication
strategy. Section 2.1 offers a brief introductiatoithe world and challenges of a non-
profit organisation. Section 2.2 reviews the presiditerature related to organisational
identity and section 2.3 summarises guidelines ftoenliterature regarding developing
a communication strategy. Chapter 3 combines tfmnration from Chapter 2 to a
theoretical framework for this thesis. Chapter dadibes and justifies the methodology
for the empirical part and Chapter 5 presentsitidirfgs from the empirical part of this
thesis. Chapter 6 discusses the findings and offecommendations for CMI's
management for developing a communication stratémally, Chapter 7 returns to the
aims of the thesis, presents the theoretical antagexial implications of the findings,

reviews some of the limitations of this thesis andgests ideas for the future research.



2 Literature Review

This chapter reviews the literature about threeoirtgmt areas of this research: non-
profit organisations, organisational identity ammimenunication strategy. The aim of
this chapter is to present the theoretical backgptowhich justifies the aim of this
study: to investigate employee perceptions of a-profit's identity as a basis for
developing a communication strategy. As the cagarosation for this study is a non-
profit organisation, section 2.1 describes the pafits, their role in the society and the
challenges in their operating environment. The abje of the section is to briefly
create a view of the operating environment ancctiadlenges also the case organisation
faces. As this study describes the perceptionsgd the organisation’s identity, section
2.2 reviews the literature about organisationahii. The objective of that section is
to show the link between organisational identitg anganisational reputation but also
to highlight that the employees’ perceptions ofirtleeganisation impact the external
stakeholders’ views. Thus, it is important to explthe employees’ perceptions of their
organisation. This study aims at assisting the aagmnisation in developing a
communication strategy and, therefore, sectionréW@ews the researchers’ views of
developing the communication strategy. The object¥ the section is to present the
theoretical background for developing a communicatstrategy, which can then be

applied in the empirical part of this study.

2.1 Non-Profit Organisations and their Challenges

This section provides a brief introduction to therld of a non-profit organisation, such
as the case organisation CMI. According to Court(302), the field is large and
different depending on the country, continent ahd nature of the non-profit's
operations. Also, the organisations, their striectand ways of working diverge in a
large scale depending on the cause the non-psofibrking for. As a result, there is no
exhaustive definition of a non-profit organisatidn.addition, the boundaries between
the sectors in the society, as Vernis, Iglesias &-Sarranza (2006) highlight, are
increasingly blurring and overlapping which makies field complex (for more on non-

profits, see Kaustinen, 2008). Therefore, subseclid.l defines what is generally



meant by a non-profit organisation and discusses tble in the society. Subsection
2.1.2 presents some global challenges, which aéscetevant for the case organisation.

2.1.1 The Role of Non-Profit Organisations in Society

The researchers of the non-profit organisatiorditicanally divide the society into three
or four sectors according to different roles, atitg and goals of the organisations. For
instance, Vernis et al (2006) categorise the osgdinns into three classes: businesses,
public administration and non-profit organisationsiokko (2004, p. 4) points out that
the Finnish society, in particular, has four sext@rivate, public, third and fourth
sector. The private sector consists of companieshmbonduct business. The public
sector includes state and other public organisatvamch are managed by the state. The
third sector is formed of organisations and assioecia which do not conduct business
and whose decision-making processes are more iafotinan in the public sector,
organisations such as the case organisation ferstiidy. The fourth sector includes
groups, such as households, families and frientsse ultimate aim is to satisfy some
social need. Salamon (2004) explains that the teator, variously also called as the
non-profit, the civil society or the non-governmean(NGO) sector, includes a wide
array of entities such as hospitals, universitiregnan rights organisations, homeless

shelters, organisations working for security pugsognd many more.

The highest goal of a non-profit organisation, a-poofit, is not to create profit for its
owners but to work for some other cause. The mis$sobuilt around of “doing
something good”, a service which has some sociedake. As Macedo & Pinho (2006)
explain, one of the distinctive features of the 4poofits is that they exist primarily to
share and distribute social, philosophical, moraktigious values of their founders and
supporters. Katsioloudes (2006) concludes thatafriee features that differentiate the
non-profit organisations from businesses is thatrttconsumers” do not pay for the

services.
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2.1.2 Challenges for Non-Profit Organisations

This subsection argues that the biggest challen§élse non-profit organisations are
related to the nature of their operations and tperating environment. The ever
changing operating environment for the non-profigamisations is characterised by
competition of scarce resources. Thus, researclierg. Vernis et al, 2006;

Katsioloudes, 2006; Pakroo, 2007) argue that tloeess of a non-profit organisation
mainly depends on its capacity to attract resourBeKey (2001) claims, the greatest
concerns of the non-profit managers are connectéldet organisations’ dependency on
external funding. In other words, the ability taseaand attract funding is crucial to any
non-profit organisation who wishes to maintainaits$ivities. Thornton (2006) points out
that fund-raising remains the primary mechanism dompetition between the non-
profits. Weerawardena & Mort (2008) add that nowadde non-profits are facing an
environment that is characterised by, on the omal hancreasing needs in their target

communities but, on the other hand, generally éghinding environment.

Managing a non-profit organisation is at least hsallenging a task as running a
business, particularly due to the diversity of stalders the non-profit needs to
address. According to Bryce (1987) and Pakroo (ROi& non-profit organisations
have to satisfy the needs of multiple stakeholdeush as different funders, partners,
trustees, staff, media and local community, whagerésts are often in conflict with
each other. As Oster (1995) notes, in some cdsestakeholders have their own
priorities and concerns which may or may not fithwthe priorities of the non-profit.
The scarcity of the resources and the need to fhayti@n to a wide audience, according
to Wirtenberg, Backer, Chang, Lannan, Applegatenvzxyy, Abrams and Slepian
(2007), forces the non-profit to focus only on inthate matters. This may prevent the
non-profit for investing in the long-term prioriigsuch as people and communication.
In addition, Katsioloudes (2006) states that comipatfor resources drives non-profits

to seek partners and form coalitions with eachraihghare resources.

Non-profit leaders have recently come to believat tin order to meet today’s
challenges in their operating environment the oiggdions have to become more

effective, efficient and innovative. These are dea$ which, according to Phills (2005),
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are actually generally expected from the third @eotganisations. Therefore, Vernis et
al. (2006) point out that the largest organisafiobarriers, which complicate the
operations of the non-profit organisations areteeldo the following issues:
* Prioritising programmes which have the biggestidetampacts and neglecting
initiatives which strengthen internal competencies.
» Shortage of knowledge on capacity building, forragée, on fund-raising or
communication.
» Operating environment which is not favourable fapacity building, for
example funding, is provided only to certain prtgedut not to overall

organisational expenses.

As a conclusion, this section introduced the sonawlague concept of a non-profit
organisation and described the two major challenigasalso the case organisation of
this study has to face: scarcity of resources apndency of external funding. As one
of the objectives of this study is to explore tHernitity of a non-profit organisation, this
section provided information regarding the nature the operating field of a non-profit
organisation. The nature of the non-profits’ opera causes that there are multiple
stakeholders with differing interests the orgamsathas to address with its limited
resources. This has to be kept in mind when devgog communication strategy for a

non-profit.
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2.2 Towards an Internally Shared Understanding of Organmsational
Identity

This section discusses organisational identity sinows why an organisation should
aim at developing an internally shared understandints identity. As the objective of
this study is to investigate the case organisadiahentity, this section shows why it is
important to explore the employees’ perceptionghefir organisation and how they
impact the external reputation of the organisatiSBnbsection 2.1.1 highlights the
connection between organisational identity, image aeputation. Subsection 2.1.2
discusses how the employees impact the reputafidheoorganisation and why it is
important to build an internally coherent organmaal identity. The last subsection
2.1.3 presents different approaches for managiggnisational identity.

2.2.1 ldentity, Image and Reputation

This subsection defines the concepts of organisaltiaentity, image and reputation
and suggests that in order to modify one of themgrganisation has to consider all of
them. As this study investigates the case orgaarsatidentity, this subsection shows
what the identity consist of. The organisationantity can be defined as an internal
understanding of features attached to the orgamisatimage forms from the

communicated identity which the stakeholders inttrn their own ways. Reputation
builds up as a long-term sum of the images, th&ebt@ders’ experiences and
perceptions of the organisation’s performance. Thigsection, first, discusses
organisational identity and, second, emphasisesdhaection between identity, image

and reputation.

Each organisation has a distinct identity whichasafes the organisation from the
others and gives reasons for stakeholders to watk the organisation. Aula &
Mantere (2008, p. 56) propose that identity is shimg that makes “us” precisely “us”,
something that distinguishes “us” from “others” ackates a feeling of continuity.
Vuokko (2004, p. 190) suggests that organisatiaaltity is a way for the organisation
to reflect its reality, for instance, its visual pgarance, number of employees,

organisational behaviour and communication to tkttereal stakeholders. Fox, Balmer
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& Wilson (2001) note that the organisational idgnis, to a great extent, a result of the
behaviour and actions of management and persoandl,is influenced by corporate
culture, management processes, strategies and aoigatian. In addition, Markkanen
(1999) explains that the strategic importance o tbentity lies in an internal
interpretation of the strategic core of the orgato. In other words, the organisation
has to internally understand its strategic planforkeit can communicate them
successfully to the external stakeholders. Theeefdarkkanen (1999, pp. 95-125)
argues that a shared understanding of the followinge areas is particularly important
when building the organisational identity:
* Visiondirects the organisation and the employees téutiuee and builds trust
towards the organisation and continuity of its apiens.
» Core competence aredsferentiate the organisation from its compestor
enable continuity of the operations and define wgyorganisation is valuable
to it stakeholders.

* Valuesdefine the ways the employees act in everydagtsis.

Organisational identity emerges from the sevements inside the organisation such
as communication, organisational culture and tlgamsation’s long-term goals. Aula
& Mantere (2008) propose that a clear identity mexpuwell-defined internal goals,

organisational culture and tools for communicatiobm.addition, Van den Bosch, de
Jong and Elving (2006; see also Szukala, 2001 ardRiel & Forbrum, 2007) claim

that the three most significant parts of the orgatimnal identity are organisational
behaviour, communication and symbolism (visual tdgnsuch as name, logo and

slogan). These all influence the views that thkedtalders have of the organisation.

Melewar (2003, p.197) points out that the orgarosal identity builds up from the
physical, operational and human characteristicghef organisation. He developed
Organisational Identity Taxonomy (see Figure 1)d&scribe the multiple elements
which together form the identity. As Figure 1 showlse main determinants of the

model are communication, organisational designamiggtional culture, organisational
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behaviour, organisational structure, strategy awistry identity. They together form
the organisational identity.

| Communicatio |

| Organisation: Desigr

Organisational Culture

Organisational Behaviou

Organisational
Identity

Organisational Structure

| Straeq) |

| Industry identit |

Figure 1. Organisational Identity Taxonomy (Melevar, 2003, p. 168)

As can be seen from Figure 1, Melewar (2003) prepdbat organisational identity
consists of seven elemen@ommunicatiorrefers to a combination of messages from
both official and informal sources through a varietf media through which the
company conveys its identity to its multiple stabdelers.Organisational desigms the
graphic design at the core of the organisationantitly, such as logos and slogans
which the audience can directly recogniSeganisational culturg(i.e. history, founder,
shared values, behaviour and country of origin)stsxias a consequence of the
organisational identityOrganisational behavioyithe particular way of acting, is rooted
in employees’ and management’s ways of doing thi@gganisational structureelates

to reporting lines and communication through which messages and information are
shared within the organisatio8trategyincludes overall objectives for the organisation
to compete in chosen markets and industry. inkdestry the organisation operates in
has its own specific characteristics which formtaierguidelines for the organisation’s
identity. Melewar (2003) explains that the identitgxonomy presents different

elements, which together form the organisationahiy.

As already mentioned in Melewar's (2003) model, theld, industry and the
organisation’s home country have an effect on tlgamisation’s identity. Van Riel &

Forbrum (2007, p. 45) point out that country-ofgami effects, the characteristics
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attached to the organisation’s home country, ardicp@arly important for the
organisations with international operations. As Dog/ (2001) explains, when people
think about the organisation, they do that in @waht context. The identity that the
organisation communicates helps the stakeholdersleotify the organisation as a
member of certain category, for instance a couatr@n industry. As a result, Pitt &
Papania (2007) claim that the organisation can npeiey benefit from the
characteristics attached to its home country ousihg. Still, for an organisation to
benefit from the country-of-origin effects, thelstholders must be aware of the linkage
between the organisation and the country and hb&l dssociated characteristics

favourable.

A coherent organisational identity is based on dinganisation’s members’ shared
beliefs about what differentiates the organisafimm others, the strong areas of the
organisational identity. In order to locate thekared beliefs, as van Riel and Forbrum
(2007, p. 69) propose, the organisation shouldstigate the views of its employees
and reflect them against the following three criter

» Centrality: what characteristics are widely shatedughout the organisation?

« Continuity: what characteristics of the organisatiare most often said to

differentiate the organisation from the other sanrganisations?
* Uniqueness: what characteristics of the organisaiippear most unique in

terms of differentiating the organisation from atkenilar organisations?

In sum, organisational identity emerges from sdvaements of the organisation, such
as communication, vision, strategy and industryniite which help stakeholders to
differentiate the organisation from the others. Té¢lements of the organisational
identity define how the organisation would likeeifsto be perceived. Thus, the identity
also identifies the main signals and messagefé&otganisation’s communication.

Organisational image is formed in the minds of éxternal stakeholders from the

signals and messages the organisation communitatatss external stakeholders.
Kitchen and Shultz (2003) describe communicationaaprocess which translates
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organisational identity into image. According to Mak & Fill (1997, p. 397; see also
Melewar, 2003) the organisational image is a réfdec of what the organisation
communicates about itself. Aberg (2000, p.114) atids organisational image can be
seen as a positive or negative attitude which ctfldifferent stakeholders’ knowledge

or thoughts.

Organisational image differs between the stakems)dsince it is likely that the
stakeholders interpret the communicated identitgiifferent ways. The differences can
be related to the organisation itself (organisatiomage), to the representatives of the
organisation, such as the leader (leader’'s imaged @roducts and services. Schuler
(2004) notes that since the organisations haveaeddferent stakeholders with variety
of backgrounds, it is not reasonable to assumethiea¢ can be a single and consistent
image. Several researchers agree that the imageadf individual stakeholder is
influenced by:

* The organisation’s identity and actions

» Stakeholders’ own short-term experiences and egjstiformation about the

organisation

e Others’ experiences

* Image provided by the media

* Other random variables
(Aberg, 2000, p. 114; Schuler, 2004, pp. 38-39;Kkanen, 1999, pp. 27-28)

Thus, the organisational image can be viewed astiesholders’ interpretation of the
communicated organisational identity. The imagesfeapidly as a result of the signals
or messages the organisation sends out and amgenct#d by, for instance, the
stakeholders’ attitudes. As a result, the imagethefstakeholders are formed in the

relatively short-term and can be modified by adaptiommunication.

The third concept for this subsection, organisaiaeputation, builds up in the long-
term as a sum of the images and the stakeholdgp®riences. The organisation’s
values, goals, targets and ways of working formmpugh communication, the core of

the organisational reputation. Dowling (2001) anda®& Mantere (2008) point out that
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the organisation has a good reputation in the @fess stakeholders if its image
matches the organisation’s behaviour and the stdétets’ values. Dowling (2001, p.
22) claims that the way to a good reputation ghesugh building a clear identity and a
favourable image, which is linked to the values amant to the stakeholders. Aberg
(2000, p. 121) notes that reputation is influenbgdeverything the organisation does
and all the signals it sends out. Dowling (20012p3) claims that a good reputation
helps the stakeholders to develop trust and comfielén the organisation. Thus, Argenti
and Forman (2002, pp. 68-69) argue that three mamtributors to the organisation’s
reputation are:

* Organisational identity

» Coherence of the images of stakeholders

» Alignment of identity to images held by stakehokler

(see also Aberg 2000, p. 121; Omar & Williams, 2q0&70)

As argued in the beginning of this section, orgatnimal identity, image and reputation
all affect each other and one cannot be alteredowitimpacting the others. The link
between organisational identity, image and repoais clearly presented by Argenti &
Forman (2002). As depicted in Figure 2, their moslebws the connection between

identity, image and reputation.

Corporate Identity

]

Customer Image | [ Community Employee Image| | Investor
Image Imaae

Sum of their perceptions equals. .
\ 4
Corporate Reputation

Figure 2. Link between Identity, Image and Reputaton (Argenti & Forman, 2002, p. 69)

As can be seen from Figure 2, identity, image apditation are all connected to each
other. Thus, they build up from the stakeholdeex’cpptions of the organisation. The
organisation communicates its identity to the stak#ers, who perceive the identity in
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different ways. For instance, the customers’ pdroap of the organisation may be
different than those of investors or employees. fidmitation builds up, in the long-

term, as a sum of the stakeholders’ perceptions.

To summarise, the subsection showed that commionchitks organisational identity
to image and reputation and that the organisataomat alter one without influencing
the others. Organisational identity, the internalidis about the organisation, is
communicated to the organisation’s external stakksne who form their perceptions of
the organisation, i.e. organisational image. Orggtronal reputation, the long-term sum
of the images and the stakeholders’ experiencksstame to develop. As a result, if
the organisation wishes its reputation to devetopetrtain direction, it has to first make
sure that the communicated identity is clear andepent. For the purposes of this
study, which investigates organisational identihg subsection defined the concept of
organisational identity and described what it csinef. In other words, the subsection
showed which elements of the organisation need d@ophid attention to when
conducting an identity study. Next section will shdn more detail how the

organisation’s internal stakeholders, employeepahthe organisational reputation.

2.2.2 Employees’ Importance in Building Reputation

This subsection underlines that for an organisatisho wants a good reputation,
employees are an important stakeholder group. @rotte hand, the employees are a
significant group among the stakeholders who imftigethe organisation’s reputation
and they play a key role in the organisation’s genance. On the other hand, the
employees are affected by the organisation’s réjputas better reputation can lead to
more motivated employees. As a result, this sulmse&xplains that the organisation
can foster its reputation by investing in the stamternal understanding of the

organisational identity.

The employees can be a valuable competitive adganfar their organisation since
they influence the stakeholders they work with wht#rey communicate the
organisational identity to external stakeholders. Portok (2006) and Chong (2007)
explain, the views of the other stakeholder groares affected by the perceptions the
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employees have about their own organisation. Assalt, Hannegan (2004) claims that
the employees who fully absorb the organisatiodahiity can also change the views
and behaviour of the other stakeholders. The paorepthe employees have of the
organisation determine how they handle their daibyk. Therefore, it is crucial that the

employees understand and are committed to the isegaom’s identity.

In a survey conducted by Wirthlin Worldwide Reséaras Dortok (2006) reports, the
employees were among the most influential factbist timpact the organisation’s
reputation. The employees who identify themselvesngly within the organisation
support sustaining a positive reputation by actisgambassadors of the organisation
and its values. Chong (2007) and Hannegan (2004 pot that the employees are
considered to be one of the most trusted informasiources about an organisation.
Particularly for the service oriented organisatjottee employees are regularly the
contact point between the organisation and itsreatestakeholders. These contacts can

help enhancing the organisation’s reputation,aéfémployees behave appropriately

In order to prepare the employees to promote tgaresation’s reputation, Hannegan
(2004) suggests two points that the organisatioedseto consider. First, the
organisation’s identity, particularly mission, si and values, have to be clearly
communicated to the employees. This enables thdogegs to communicate the clear
identity further to external stakeholders. Secanternal and external communication
need to be aligned to create unified messages aotllk employees and the other
sources tell a consistent story. Chong (2007) aawl Riel & Forbrum (2007) underline
that a clear organisational identity creates aiemhipurpose between the leaders and the
employees which can be considered as a strong fbase solid reputation. In other
words, the employees who are committed and engsémedeir organisation and its

goals can help in creating a more positive imagkraputation.

It is the task of the top management to provideetmployees the instructions to create
an organisation, which is meaningful for its extdratakeholders. In other words, as
Dowling (2001) explains, the management’s taskoiggtablish a vision and strategy

and make sure that also the employees find themakbd. As a result, this strong
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internal foundation can be communicated to theraatestakeholders. According to van
Riel & Forbrum (2007), the employees of every orgaton have to regularly think
answers to questions such as “who are we?”, “wbate stand for?”, “what is the core
purpose of our organisation?”, and “what does iam# be involved with us?”. The
answers to these questions reveal how closely wvedothe employees are with the
organisation. Argenti & Foreman (2002) propose #raguring that all the employees
understand and are committed to the organisatisien helps to foster a sense of an
attachment to the organisation, which also showsider Thus, the employees need to
be able to trust their own organisation but alst®dawe a chance to contribute to the
future decisions. Therefore, Chong (2007; seeMiavick & Fill, 1997 and van Riel &
Forbrum, 2007) claims that the organisation musgjage its employees in a dialogue
about the organisation’s identity and the strat@ians, especially about vision, mission

and values, and how they are perceived by the grapio

As competition increases, the organisation’s abiit express who it is and what it
stands for becomes increasingly important. Chol@@72 points out that especially an
expert organisation, which relies on service anohkhow, needs to develop its internal
communication to empower its employees to deliveatithe organisation promises. If
the employees understand the organisation’s goagheeir own role in reaching them,
they will more likely want to support these goaistlie interactions with the external
stakeholders. He continues that the organisatidmshapay more attention to internal
communication have higher levels of employee enggé¢, more positive image and
better reputation. As a result, internal commumcaheeds to be executed strategically
in order to encourage the employees to enhancergfaisation’s future goals. Dortok
(2006) emphasises that internal communication shoalign the employees’

expectations with the organisation’s goals.

To summarise, this subsection discussed the emgdbdyenportance in building
organisational reputation. The employees can havseigaificant impact on the
perceptions of the external stakeholders they areantact with. Therefore, the
organisation has to pay attention to communicadioout its goals, values and targets to

the employees. Internal communication about thamsgtion’s strategic decisions has

21



to reach the internal stakeholders to build a ckad shared understanding of the
organisational identity. The coherent identity Isefprming a positive reputation. For

the purposes of this study, the subsection shohetdsince the employees can influence
the organisation’s reputation, the organisationuthanake sure they understand the
organisation’s goals. Therefore, this study ingzges the employees’ perceptions to
explore their understanding of and commitment & dase organisation’s identity. The
next subsection discusses the identity management,the ways in which the

organisation can utilise its identity in order tster its reputation.

2.2.3 Managing Organisational Identity

This subsection describes the process of managgansational identity which aims at
combining the internal strengths of an organisadon implementing them into the
behaviour of employees. The objective is to createrganisation which is valuable for
all its stakeholders. This subsection, first, lbyiehtroduces identity management and
its benefits for the organisation and, second, a@rpl three different approaches for
managing organisational identity.

Melevar (2003, p. 196) explains that there are fadwantages for an organisation to
manage its identity. First, identity can becomes@ati@l force for motivating employees.
If the employees understand the organisation’s geegpdirection and strengths, they
will be more committed to their work. Second, thigamisation’s external stakeholders
become more aware of the organisation’s poss#sliticapabilities and position
compared to its competitors. Third, a clear idgnghables formation of a strong
organisational brand which can increase stakehsldieyalty. Fourth, through a well-

managed identity, the financial community can beftederstand the organisation and
its operations. Managing organisational identity, NMarkkanen (1999) proposes, is a
process of reflecting the organisation’s perfornganc the external stakeholders to

create an image that differentiates the organisdt@m others.

The identity management research (e.g. Markkan®9;1Vuokko, 2004; Marvick &

Fill, 1997) shows three different approaches toanrgptional identity management.

22



According to the first approach by Markkanen (1989157), the objective of identity
management is to create a clear and easily unddedtée view of the organisation. The
organisation’s identity has to be internally defirend communicated unambiguously
so that it is seen in the same way in all partheforganisation. Therefore, she presents
identity management as a continuous process with $tages, as can be seen from
Figure 3. The first stage, identity strategy, shdoles strategic plans of the organisation
that all its activities, including communicatiorged to support. The significance of an
identity strategy lies on internal understandinghedf organisation’s vision and values.
The second stage, internal communication, deliaes explains the strategic plans to
employees. The aim is to secure the employees’ ratadling of the organisation’s
goals but also to clarify internal responsibiliteasd processes. Once the internal view is
clear, the third stage, external communication Wttused messages, can be successful.

Last part of the process is the follow-up to make= ghe identity stays clear.

Follow-up Identity
Strategy
Internal
External Communication and
Communication Interpretation

Figure 3. Identity Management Process (Markkanen, 999, p.157)

The second approach to identity management conniegiising and managing
organisational identity to the development of ofgational image. Vuokko (2004)
proposes that communication about organisatioraitity needs to be clear internally
and then the organisation can use communicatiompact its image. Vuokko (2004,
pp. 205-208) introduces five steps for managingdfganisational identity. First, the
organisation needs to analyse and evaluate thertusituation with its image. This
should be done to see if the external stakeholdezsis of the organisation differ from
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the internal views. Second, the organisation shoaltsider how it would like itself to
be seen. Finding out the desired image is impodate that way the organisation can
understand which areas of the identity to be deesloor highlighted in external
communication. Aberg (2000, p. 127) agrees with kkeoand suggests that, in the
ideal situation, the internal and external stakééid would answer similarly to the
following three questions:

« Where is the organisation going and why (visiorssin, goals, targets)?

* Where is the organisation coming from (culturaditions)?

* Where is the organisation now?

The third phase of Vuokko’'s (2004) model is to,otigh internal communication,
engage the employees into developing the orgaorsdtimage in order to reach the
desired image. The fourth phase is to develop comation, identity as a starting
point, to enhance desired image. Vuokko’s (2004Qdeiis fifth phase is related to
assessing the results of the identity building pssc As a result, her model approaches

identity management through organisational image.

The third approach to identity management linksnidly management to image and
reputation through strategic planning and commuimna Marvick & Fill's (1997)
model for corporate identity management procesB) as depicted in Figure 4,
contains five building blocks: strategic managemerdrporate identity, corporate
image, corporate reputation and corporate perdgnaln the CIMP model,
communication connects the building blocks togetsa transmits information from

research to strategic management.
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Figure 4. Corporate Identity Management Process (Miavick & Fill, 1997, p. 5)

As Figure 4 shows, all the building blocks of théM®@ model are affected by
environmental influences, directly or indirectlyrabigh some other building block.
Strategic management, corporate personality andocate identity are connected by
management communication and linked to corporaigénand corporate reputation

through planned communication.

As Figure 4 demonstrates, the CIMP model propdsastihe link between the corporate
personality (the sum total of the organisation’arelateristics from which the identity is
generated) and corporate identity can be explaibgda self-analysis, i.e. the
organisation’s need to understand its own qualdres capabilities. Identity, image and
reputation are brought together by planned comnatioic in general and organisational
and marketing communication in particular. The linktween corporate identity and
corporate image is externally the most visible pathe CIMP and can be seen, among
other things, in visual identity programs which goomicate the organisation’s goals
and targets. Thus, the organisation can condudtnage research and then feed the
information into CMIP to reveal the need to modifipprove, strengthen or maintain
the image. The understanding of the image of relesaternal and internal stakeholders

can be utilised in strategic management.

25



In sum, this subsection described three approathedentity management through
which an organisation can build and manage itstiferOn the one hand, identity
management was seen as a process which aimsgraiintg the organisation’s strategic
core to the work and behaviour of the employeesrder to create a coherent story of
the organisation. This requires effective interrmmunication to explain the
organisation’s core abilities, goals and strengththe employees. On the other hand,
identity management was connected to reputationagement; by researching its
reputation and image, the organisation can devahapimprove parts of its identity in
order to shape the reputation to desired directhmthis study investigates identity
through the employee perceptions, this subsechowed that communication connects
identity to reputation and strategic managemenérdiore, as the identity management
aims at impacting reputation through a solid insétmderstanding of the organisation’s
strategic plans, this study also emphasises therenhinternal perceptions as a basis

for external communication.

As a conclusion, section 2.3 showed that the mbjaative for an organisation, which
wishes to build a positive reputation, is to enlgaashared internal understanding of its
identity. For the purposes of this study, the ainthes section was to expound that the
organisational identity, the internal beliefs abthe organisation, forms the basis for
the organisation’s communication efforts. In othgords, as this study aims at
developing a communication strategy for the casgamsation, the employees’
perceptions of their organisation are a startingtpo

The section demonstrated that communication islittle between the organisational
identity, image and reputation, highlighted the artpnce of the employees in building
the organisational reputation and presented difteapproaches for managing the
organisational identity. It was underlined thatarder for an organisation to build a
clear and coherent identity, the employees havehare a common view of the
organisation and its strategic plans. In other wprdommunication about the
organisation’s strategic decisions has to reachnteenal stakeholders in order to build
a shared understanding of the organisational iyerithus, it was suggested that to

develop or improve its identity, an organisatiom gavestigate the perceptions of its
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internal and external stakeholders. The main pafithis section for this study was that
it is important to start developing the case orgatdn’s communication strategy from
its organisational identity, from the perceptiofish® employees. Communication, both
internal and external, has a key role in identitgnagement and, therefore, the next

section will discuss developing a communicatioatsigy in more detail.

2.3 Developing a Communication Strategy

As the objective of this study was to assist theecarganisation in developing a
communication strategy, this section reviews what riesearchers say an organisation
needs to take into consideration in the process.climmunication strategy, according
to the researchers, can be considered as a lamg{dan to communicate the
organisation’s strategic plans to its stakeholddssa result, the concept of “strategic
planning” needs clarification. Therefore, subsection 2.3iéflyrintroduces the general
concept of strategic planning and section 2.3.2criless the process of strategic
planning for the non-profit organisations, suchtles case organisation. This clarifies
the basis for a communication strategy. Then, suimse2.3.3 discusses the essence of
a communication strategy and subsection 2.3.4 ptes®me models for developing a

communication strategy.

2.3.1 Strategic Planning and Related Concepts

This subsection introduces the general conceptrategic planning and briefly defines
its three key concepts: strategy, vision and miss@verall, as explained by Koteen
(1997), strategic planning can be considered afart to produce long-term decisions,
which clarify the organisation’s future direction ensure all the members of the
organisation are working for the same goals.

Several management researchers (e.g. Porter, Xa@lan & Norton, 2004; Bourne,
2002) argue that the core stfategyis to define how an enterprise can shape thedutur
to its advantage and capture larger economic v&laplan & Norton (2004) and Porter
(1991) claim that strategy is a process in a contim from the organisation’s vision and

mission to daily tasks performed by all the empésyerhey continue that strategy is a
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plan to achieve the organisation’s vision and roisswvhich together set general goals
and direction for the organisation.

Another key concept for strategic plannwigion, according to several researchers (e.g.
Porter, 1991; Kaplan & Norton 2004; Aberg, 2000;t@&ght, 2006), is a goal or
direction where the company wants to head and lomants to be perceived in the
long-term. In addition, Bourne (2002) and Cartwtig2006) explain that vision
presents possibilities and opportunities towardsitare state the company wants to
work for and connects the essence of mission aadthanisation’s values. Dowling
(2001) argues that the value of vision for the oigmtion comes from the general
direction it gives to the employees. In other wolttie organisation’s success requires

capability to communicate a stirring vision tostakeholders.

The third key concept for strategic plannimgssion is widely understood (e.g. Kaplan
& Norton, 2004; Cartwright 2006; Hamalainen & Mau2®04) to explain a company’s
reasons for existence towards which its activides directed. Mission should present
the basic tasks and meaning of the company’s apesadand communicate to the world
what the firm does and why. Allison (2005) concleidleat the companies need to have
a succinct and well-crafted mission statement, iias both a statement of purpose

and a description of what the organisation does.

One of the most important tasks of the managenro isell strategy, vision and
mission to the employees. Dowling (2001) suggektt the best way to create a
motivating mission and vision is to form them slgwogether with as many employees
as practical. As a result, the management can msdg lead the discussion about the
nature of the organisation and its operations,om@dor the organisation’s existence

and the customers to be served.

One of the difficulties about the area of strategianning and management is the
language which is often used inconsistently. Fatance, both Courtney (2002) and
Jones (2008) suggest several interpretations tonttrel strategy. They suggest that

strategy can be seen, for example, as a patteactioins that have consequences, as a
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position or a long-term view, as a choice for d#éfgiation and, in some contexts,
simply to equal something important. For the pugsosf this study, strategy refers to a
plan for something which will create long-term biiseand help the organisation to

differentiate itself from the others.

To summarise, this subsection argued that stratgd@nning focuses on the
fundamental goals and targets of the company andiih is to set direction for the
company in order to allocate the resources in tatife way. The three key concepts
for strategic planning are strategy, vision andsmis. Strategy is a plan to achieve
vision and mission, the general goals of the comp¥ision, a long-term direction for
the future, presents where the organisation wamthead and how it wants to be
perceived. Mission explains the reasons behindotganisation’s activities. All three
elements form a continuum from long-term planniygtte management to daily task
handled by the employees. As the non-profit orgditas’, such the case organisation,
operations differ from the operations of businest&s next subsection will discuss in
more detail how the elements of strategic planmiagslate to the world of a non-profit

organisation.

2.3.2 Strategic Planning for Non-Profit Organisations

Due to the nature of their operations (see se@ithh the emphasis of the key concepts
of strategic planning is slightly different for then-profits than for the businesses. This
subsection discusses what the concepts of stratégjpn and mission mean for the

non-profit organisations.

Non-profit organisations, as businesses, needtdireand goals, i.e. strategy, vision
and mission, to guide their operations. Thus, a&ffiatplanning is as vital process for the
non-profits as it is for the businesses. Around yEars ago, Stone, Bigelow and
Crittenden (1999) suggested that for a non-prafifanisation the motivation to use
strategic and formal planning was mainly relatedthe requirements from funders.
Even though the organisations recognised the chgngind more competitive

environment, the lack of internal consensus of {arg goals and mission hindered the
actual planning process. Yet, Stone et al. (1989 argued that the more formal the
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planning process of a non-profit was, the more tp@siimpact it had in terms of
funding. Nowadays, as Vuokko (2004, p. 154) arguksg, non-profit's strategic
planning is guided by its mission and the orgaiosameeds to carefully consider what
it actually has to offer to its stakeholders. Besianission, an important starting point
for the non-profit organisation’s planning processts resources and goals. The goals
set a direction for the organisation and the resesjrgenerally fairly limited, define the

limitations and opportunities.

For the non-profits, the first concept of strategianning, strategy, is a process linked
to the performance and it defines what the orgéinisadoes and for whom. Phills
(2005) explains that for a non-profit organisatgirategy can be defined in terms of
achieving mission but it also presents economildge also argues that, even though
the non-profit organisations do not conduct busines such, financial considerations
are needed to secure the organisation’s survivélpaasperity, i.e. the availability of
resources. Hence, the notion of prosperity provideseasonable substitute for the
concept of profit. According to Phills (2005, p®-81), a non-profit organisation’s
strategy refers to:

e a way of understanding, predicting and controllinige organisation’s

performance in the long-term
e a coherent and actionable plan through which trgarosation can perform

according to the expectations

Vision, according to Allison (2005), helps the nomofit organisation, its members and
key stakeholders to believe that their efforts anchmitment can turn possibility into
reality. In other words, vision is a state of mimadich is built upon reasonable
assumptions about the future and influenced bythanisation’s own judgments about
what is possible and worthwhile. Kilpatrick & Silwean (2005, p. 2) argue that the
most effective non-profit visions comprise compwjliand easily understandable
description of how the non-profit would like the sibto change in the next few years
and what role the organisation will play in the mpe. In addition, both Allison (2005,
p. 17) and Phills (2005, p. 46) note that for a-paofit organisation, vision answers to

the following question:
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 What does the world look like after the organisativas accomplished its

primary goals?

Mission has a primary role in the non-profit coriterd it captures the essence of the
organisation, defines the significance of the oigmion’s work and motivates the
stakeholders to help the organisation to achievgoagls. Phills (2005) points out that
the non-profit organisations differ from businesges sense that their role is to do
something other than provide profits to their oveneHence, for the non-profit
organisation, mission is the central reason forstexice and it determines the
organisation’s direction and defines what socidu@ahe organisation creates for its
stakeholders. Therefore, mission is the sourceas$ipn for a non-profit organisation,
the reason why people work for the organisation ainy funders support it. As
Drucker (1990, p. 6) emphasises:

* The non-profits exist for the sake of their mission

To summarise, since the non-profit organisatiofferdirom businesses because of their
financial goals, this subsection explained that ¢bacepts of strategic planning also

have different focus. Strategy explains what the-pfit organisation does and how it

plans to achieve its mission and vision. Visionirtes the organisation’s expectations
about the future after it has achieved its pringogls. Mission has a primary role in the

non-profit sector since it offers a reason for stekeholders to support and cooperate
with the organisation. For the purposes of thiglgtuhis subsection provided general

background knowledge of the strategic planningliercase organisation, which can be
utilised when developing the communication stratedgw that the core elements of

strategic planning have been discussed, the nésestion will focus on the essence of
a communication strategy, which supports the elésngfnstrategic planning.

2.3.3 Essence of a Communication Strategy

Majority of the communication researchers seenhtesa similar understanding of the
essence of a communication strategy as they painthat an effective communication
strategy is mainly built on three basic elementgarc objectives, well analysed
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stakeholders and appropriate messages. Thus, coation strategy can be
considered as a long-term plan to organise anch@graommunication in such a way
that it supports the organisation’s long-term godlbis subsection describes the
different characteristics and qualities attachedtie essence of a communication
strategy for both businesses and non-profit orgdiiss. The essence can be related to
supporting the organisation’s overall strategy,lysiag the stakeholders, creating an

organisational story or clarifying the strategians to internal stakeholders.

Different researchers explain the essence of a aonuation slightly differently and
below are examples of the different interpretatiohshe essence of a communication
strategy. Communication strategy, according to @002, p. 174), means forming
the basic communication policies which supportdiganisation’s strategy. Cornelissen
(2004) proposes that communication strategy iselinto the organisation’s vision and
objectives and is based on an analysis of stakeho#dationships. Cornelissen (2004)
points out that a well-planned communication sgygtean decrease the amount of
misunderstandings that might complicate strategyiementation. Van Riel & Forbrum
(2007) suggest that communication also has a rfoiraulating employees to support
the strategic choices of the organisation in teearyday work. Allison (2005) adds that
the aim of a communication strategy is to build odtment among the key
stakeholders to the organisation’s capabilitiesnigeet al. (2006, p. 93) argue that for
the non-profits, communication strategy responds t@ed to communicate transparent
information to the society about their operatiomgptove that they are accountable for

the financial support they receive.

Aberg (2000) suggests that it is essential for amanication strategy that the
organisation has a clear profile, a story whichcdbss the organisation’s strategic
plans. Creating this story is a long-term processclv links organisational roots
(identity) to its future goals (vision and missioA)he objective of developing the
organisational story is to create core messagealf@ommunication which highlight
the organisation’s goals and culture. Munter (208&) Hamalainen & Maula (2004)
argue that a clear profile and core messages helprganisation to present a coherent

identity which is easily understandable for thékstelders.
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As all the stakeholders see organisation and iregetpe communicated messages from
their own points of view, the organisational stageds to be adapted to the needs of the
different stakeholder groups. Kline (2001) poinis that while the organisation’s goals
and objectives are truly the essence of a commtimicatrategy; the actual message is
the key to reaching the target audience. One wayailoto reach organisational
objectives is to ignore that core objective whemupuwnicating messages to different
stakeholders. Argenti (2003, p. 23) notes that camigation is an ongoing process,
which requires interaction between the organisatibe messages it sends out and the
audience who responses to the messages. Munter6)(28@ds that in each
communication situation the audience - its attigydsas and culture - has to be taken
into account when planning communication. O’Neil0@3) point out that when
deciding upon the communication strategy and thesages, the following questions
have to be replied: “who form the audience”, “whatthey know beforehand”, “what
do they feel”, and “how can we persuade them” @dse Munter, 2006). Still, according
to O’Neil (2003), the focus on the audience requitieat the communicators fully
understand the organisation’s identity and theilesoand objectives within the

organisation.

The essence of a communication strategy includesstigating how the stakeholders
currently see the organisation. Cornelissen (2p0%8) suggests that investigating how
the stakeholders view the organisation is essetdia@apture their perceptions of the
organisation and its operating environment. Gibsbal. (2006, p.18) and Croft (2003,
p. 50) emphasise also the importance of stakel®ldeews. They argue that to

understand the stakeholders’ views, it is importanknow who the stakeholders are,
what kind of relationship they have with each otaed what do they expect from the

organisation.

Considering the essence of a non-profit's commuiticastrategy, certain features need
to be paid kept in mind. Gibson et al. (2006, p) aue that ethical strategies and
moral obligations are extremely important elementsch impact the stakeholders’

views, particularly for the non-profit organisatgrnherefore, effective communication

strategy also addresses characteristics and sttbrggl values, such as honesty, loyalty
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and accuracy. In addition, Vernis et al (2006, p4-97) suggest that in order to be
successful and attract funding, the non-profits uthoapply the following three
principles to their operations and highlight thentcommunication:

* Accountability

* Transparency

* Integrity

Vernis et al. (2006) also explain that if a nonfpirs seen to execute above three
principles in its operations and communicate altbei, it can help in building public
trust. Trust is the key when building the relatioips with stakeholders, and particularly
when attracting funding and other resources. Veenial. (2006, p. 98) argue that in
order to build the trust, the non-profit organisatishould address the following four
areas in its communication strategy:

* Financial area: the use of funds and mechanisrhdfiicthe legal obligations

» Operating area: how the projects are carried optdge efforts

* Management area: composition of government, leaatetsvorkers

e Strategic area: the focus of the operations amyaet aspects of mission

The essence of a communication strategy for a mofitprganisation, according to
Vuokko (2004), is to explain what the organisatienand what it has to offer. She
emphasises the importance of internal understaratidg thus, internal communication
when she points out that the external communicat@m not be good and effective
unless internal communication is organised weller€fore, when developing the
communication strategy for the non-profit, it isucil to start from within the

organisation. Vuokko (2004) concludes that ineffecinternal communication has also

an effect on the organisation’s external commurooat

To summarise, this subsection discussed commuaicatrategy and its essence. For
the purposes of this study, which aims at devetpgincommunication strategy, this
subsection showed the essence of a communicatategy in general and pointed few
specific areas for a non-profit organisation, sashthe case organisation. The essence

of a communication strategy includes three key el#s1 clear objectives, analysed
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audience and appropriate messages. In addition,eflsence of a communication
strategy is to support the organisation’s ovetaditegy, which needs to be clarified first
internally to secure the effectiveness of commuiooa Once internal priorities are

clear, core messages about organisation can beedrbased on a clear organisational
story. The organisational story and the core messalprm the basis for all

communication but need to be modified dependingheraudience and communication
objectives. In order to attract resources, the prarfit’'s communication strategy should

focus on clarifying what the organisation is ancesloi.e. its mission and strategy.
Particularly, the non-profit organisation’s commeation strategy has to address and
concentrate on continuity, coherency and transggrenorder to secure the access to
vital resources. Now that this subsection gavereeige presentation of the essence of
the communication strategy, the next subsectiohimiioduce some models which can

be used to developing a communication strategy.

2.3.4 Approaches for Developing a Communication Strategy

As the objective of this study is to develop a camination strategy, this subsection
describes different approaches from the researdberthe process. In particular, the
subsection introduces four models from differersesgchers which can be utilised in
the empirical part of the study. Some of the modetsdeveloping a communication
strategy presented here use concrete step-by-pf@pazh (e.g. Bienvenu & Timm,
2001), whereas some include more strategic planamganalysis in their phases (e.g.
Aberg, 2002; Cornelissen 2004).

According to the first model, developing a commati@n strategy is an ongoing
process in which all the parts interact with eattten According to Szukala (2001, pp.
33-35), the ongoing process includes seven pokitst, the organisation has to have
clearobjectivesfor communication; messages which are conveyethéysenders in a
way that they cause the receivers to behave irsmedemanner. Secondudience the
target group for communication needs to be cangfulalysed. Third, the most optimal
and appropriatechannelshave to be selected considering both the contérthe
message and the target audience. Foddimat for the message should be easily

accessible for the target audience. Fifth, the risgdion needs to clarify thaternal

35



responsibilitiesof each point of the strategy already in the dgielg phase. Sixth, it is
important to continuously ask and search feedbackand adjust communication
accordingly. Lastbudgetand fiscal constraints should be considered ajreadhe
planning phase when it is still relatively easyulgda (2001) notes that the interaction

between the organisation and audience enables atacdndevelopment of the
communication strategy

Second, according to Bienvenu and Timm (2002),diganisation can apply similar
instructions regardless if it is developing a commation strategy or delivering
individual messages. As Figure 5 shows, their &tap Strategic Communication

Model connects detailed steps together which forincke for communication.

Step 1.
Definition
of the
Context

Step 2.
Consideration
of the media

and the timing

Step 5.
Evaluation
of the

feedbac

Step &
Selection of
the

information

Step 4.
Delivery of
the

messag

Figure 5. Strategic Communication Model (Bienvenu &imm, 2002, p. 5)

As can be seen from Figure 5, Bienvenu & Timm’sO@20model is based on linking
five steps to each other and, thus, creating decior development. Step defines the
contextfor communication and refers to three factors Whicrm a foundation also for a
communication strategy: objectives, situation amndlience. Step 2 is ta@onsider
appropriatemediaand the most convenietiming for communication. After the timing
and media have been decided, Step 3 invadeésction of thenformation i.e. content,
for the message. Step 4dslivery of the actuainessagen the most appropriate form
adapted particularly for the target audience. Ideorto improve communication,

continuous feedback and learning is crucial aneretfore, Step 5 includevaluation of
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the feedbackreceived. Bienvenu & Timm’s (2002) model suggestat effective
communication is an ongoing process which needbetadjusted according to the
feedback. Kline (2001) agrees and adds that messagst be continuously evaluated
to determine which parts of communication strategyk and which ones are not
effective. The messages remain relevant and efeedfi the feedback is searched
constantly.

In the third model by Aberg (2000, pp. 225-238; 20p. 179), the organisation needs
to find the internal and external factors which énaan effect on organising the
communication when developing a communication agnat Hence, when planning
communication, the first task is to review the intd processes and check they meet the
requirements of the operating environment. He nttas the organisation’s strategic
plans and identity operate as a starting poinefaommunications strategy. Once they
are clear, the second task is to find out the mateand external factors that support
strategic goals and utilise them in building thenocounication strategy. As can be seen
from Figure 6, Moisala and Aberg (Aberg, 2000) deped a model to analyse external
and internal factors which have to be considereénvtieveloping a communication

strategy.
External factors
Environmental factors
Internal factors
[ |
Structural factors Control factors Individual and group Other resources

factors

Organising communication

Evaluation of communication

Figure 6. Framework for External and Internal Factors Affecting Communication (Aberg, 2000,
p.229; 2002, p. 179)
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As can be seen from Figure 6, the model is basexhamnalysis of internal and external
factors of the organisation and the environmewpgrates inExternal factorsinclude
the environmental factorssuch as the organisation’s operating environméiuie
different parties the organisation cooperates vgitith as customers, suppliers, partners
and government and their attitudes and expectatiomgact the content of the
communication strategy. The organisation can imid@eto some external factors, such
as the customer’s behaviour or selection of pastriart can not alter the others, such as

the laws or the regulations.

As Figure 6 shows, thénternal factorsinclude four factors: structural, control,
individual and group, and other resourcgsuctural factors such as the organisational
structure, number of organisational levels and ggalyc distribution, all influence
communication, for instance, through differencesutiures, expectations and feedback
channelsControl factors such as the management techniques and leadsiglsp are
connected to communication as the effectivenessimpact of the control systems
needs to be followed and reviewed constantigividual and group factorare related
to individuals and their competence, experience @mdmunication skills. All these
factors affect the communication as the organisatieeds to figure out how the
messages are conveyed and interpre@tier resourcessuch as financial, technical
and communications competence, impact the prodedsveloping the communication
strategy. Aberg (2000) argues that in the beginmifigleveloping a communication
strategy, the organisation needs to asses itsrexistsources such as IT systems and

channels.

After the framework analysis regarding the orgaoses environmental and internal
factors has been completed, organisation can movendre operational aspects
regarding organising communication.That includes, for instance, allocating the
resources for communication, such as money andhodofly, and to defining and
analysing the stakeholders. According to Aberg (2@D02), based on the framework
analysis, the organisation can review avdluate communicatiopractises and decide

on allocation of resources for each year.
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In the fourth model, Cornelissen (2004, pp. 102)}108gues that strategic
communication planning means defining guidelineshow to link communication to
the organisation’s strategic goals. As a result,bnét a model for developing a
communication strategy which begins with an evatumabf the organisation and its
objectives and an analysis of the organisationfatesjy, positioning and operating
environment. As can be seen from Figure 7, comnatioic strategy model can be
divided into four phases: strategic analysis, sgiat intent, strategic action, and

tracking and evaluation.

Strategic Analysis

v

Strategic Intent

v

Strategic Action

v

Tracking and Evaluation

Figure 7. Communication Strategy Model (Cornelissen2004, p. 104)

As Figure 7 shows, the four phases of Corneliss€20€4) model are linked to each
other. He develops a communication strategy throtlgh organisation’s internal
competences, abilities, challenges and limitatwhgch connect communication to the
organisation’s strategic planning. According to i@issen (2004; see also Van Riel &
Forbrum, 2007, p. 1l44)strategic analysisis concerned with understanding the
organisation and its strategic position as a whbhe aim is to form a view of the key
influences in the present and future well-beinghef organisation, its opportunities and
competencies, the operating environment, the catiyeeposition and the relationships
the organisation has with its stakeholders. Froenatialysis, the organisation should be
able to identify the key actions which need toddet and the role that communication
has in the strategy of the organisation.

Cornelissen’s (2004) second phaseategic intent,sets general direction (vision) for

the organisation and defines the patterns of astibat need to be taken to achieve the
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objectives. The intent relates to understandingetkternal stakeholders’ expectations
and it influences on organisational identity an@ thrganisation’s position in the
markets. Cornelissen’s (2004) third phaséategic action,translates the chosen
strategy into action and focuses on steps thatimmortant in implementing a
communication strategy. Strategic action includeBorts, such as defining
communication objectives and analysing the stakire| deciding which
communications channels to use and how to struth&enessages. He points out that
not only the main themes of the messages have towmsdered but also the tone and
type of response that the message will seek toeaehiOnce these have been
considered, arrangements, such as budget, intesbnsibilities and key tasks, can be
planned. The final element in developing a commation strategy, according to
Cornelissen (2004), should be effectivacking andevaluationof the results. He also
notes that as a part of a formal evaluation of cbenmunication strategy it is also
important to consider how emergent issues or crisesld be handled through

communication.

To summarise, the aim of this subsection was tavghat developing a communication
strategy starts from the organisation and its ma&keprocesses, i.e. the organisation’s
strategic plans which form the basis for a commation strategy. This principle can be
used when developing the communication strategytHerpurpose of this study. The
subsection introduced four different approachesbfalding a communication strategy
from which some focused more on delivering the mgss and some on the strategic
analysis of the organisation and its environmenter@l, all the models stated that
developing a communication strategy is a continupuscess which evolves and
changes through the feedback received. For theopagpof this study, the subsection
presented models which can be utilised when deiwredogp communication strategy for

the case organisation.

As a conclusion, the goal of section 2.3 was t@ides how an organisation, such as the
case organisation, could start developing its comoation strategy. As the objective
of this study was to assist the case organisatiateveloping a communication strategy,

the aim of this section was to review the reledetature for the process. Section 2.3
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showed that the communication strategy is a long-tplan to communicate the
organisation’s strategic plans to its stakehold&rghsection 2.3.3 particularly argued
that for a non-profit organisation, such as theeaagjanisation, the main objective of a
communication strategy is to explain what the oiggion does and what it has to offer
for its stakeholders, i.e. its strategy, vision andsion. In addition, it was explained
that in order to build the stakeholders trust andttract vital resources, the non-profit’'s
communication strategy needs to emphasise tramsparmtegrity and accountability,
and motivate the employees. It was highlighted ughmut the section that
communication needs to be organised to meet anposughe strategic goals of the

organisation.

Besides the strategic objectives for communicatstekkeholder analysis was considered
to form another crucial part of a non-profit’s connmcation strategy. It was pointed out
that the stakeholders’ responses and interestgeadgtailed investigation because each
group of stakeholders has different reasons to @@d@ with the organisation. It was
considered particularly important that a non-prafiich as the case organisation, knows
its stakeholders well in order to focus its scatoenmunication resources effectively.
Therefore, the effectiveness of the messages, elmnmedia and timing for the
communication depend on the each stakeholder graspa conclusion, the goal of
section 2.3 was to introduce the strategic planaimgsis for a communication strategy
and describe the communication researchers’ vi@wdewveloping a communication

strategy.

To conclude, Chapter 2 reviewed literature aboutn-pifit organisations,

organisational identity and communication stratédye objective of this chapter was to
provide a comprehensive view of the major threené® In the first section, the
concept of a non-profit organisation was defined e most common challenges they
face described. This was done in order to get eaa @ the operating field of the case
organisation. The second section discussed ordemah identity, linked it to

organisational reputation, showed the employeegonance for the reputation and
highlighted that managing organisational identityeams creating a shared

understanding of organisation’s identity, which k®ras a basis for all external

41



communication. As this study investigates the aagmanisation’s identity, section 2.3
justified that the employees’ perceptions of themganisation are a basis for
communication and should be explored. The lasti@gci2.3, highlighted that a
communication strategy is a part of the organisatistrategic plans and provided
instructions from the researchers on how to stawelbping a communication strategy.
As the objective of this study is to develop a camipation strategy, the final section
reviewed the relevant literature which could bel@popin the process of developing a
communication strategy for the case organisatiome Tiext chapter combines the
information presented in this chapter to a thecatéframework.

42



3 Theoretical Framework

This chapter presents the theoretical frameworkhisrstudy and underlines the reasons
for investigating the identity of the case orgatisa as a basis for developing a
communication strategy. The framework is built camry the information from
Chapter 2 to a model, which connects developingrangunication strategy to a study
of the organisational identity. The coherent ingéridentity forms the basis for a
communication strategy. Only after that has beeomaplished, the organisation should
consider the other parts of the communicationegigtsuch as the organisational story,

core messages, stakeholder analysis and commuamicatd feedback channels.

The theoretical framework for this study is modifigom the model of Marvick & Fill
(1997) and was influenced by the models of Corsetig2004) and Aberg (2000). Still,
the models and theories of the other researchesepted throughout Chapter 2 are also
used to illustrate the theoretical framework anppsut the basic ideas by Marvick and
Fill (1997). Marvick & Fill (1997) connected orgaaiional identity, reputation and
strategic management together by the means ohadteand external communication.
They suggested in their corporate identity managenpmocess (CIMP) model,
presented in subsection 2.2.3, that by resear¢himmgnternal and external stakeholders’
perceptions, the organisation can utilise the mgtion in strategic planning which
influenced the theoretical framework for this stu@yill, CIMP model was simplified
and a framework designed for the purposes of thidysand this case organisation
because CIMP model provides a very general appréacimanaging the corporate

identity.

Cornelissen (2004) and Aberg (2002) influenced ttheoretical framework as they
provided instructions for developing a communicatgirategy and emphasised that it
starts from an investigation of the organisatioigientity. In other words, employee
perceptions of the organisation’s internal identite. its abilities and competence,
determine what the organisation has to offer ferstakeholders. As a result, they

described that @ommunication strategy is a plan to communicatediganisation’s
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strategic goals to its stakeholders in order tovigi a clear plan of the organisation’s
actions.

The theoretical framework for this study suggelséd & non-profit organisation, such as
the case organisation, should develop its commtiaitatrategy based on a shared
internal understanding of its organisational idgntifo develop the communication
strategy, the organisation should investigate ¢ag¢uires of its identity, compare them to
the external perceptions, i.e. reputation, abowt tirganisation and adapt the
communication strategy according to the results.cAs be seen from Figure 8, the
theoretical framework consists of five building ¢is: strategic planning,
communication strategy, organisational identity anganisational reputation. Internal
communication connects strategic planning to tlgawisational identity and external
communication links the identity to the reputatidimrough a reputation research, the
organisation can explore the perceptions of iterea stakeholders.

Extemal communication — _

Internal Communication

Reputation Reseach

Strategic Planning

Communication Strategy

Figure 8. Shared Organisational Identity as a Basifor a Communication Strategy

Figure 8 highlights the role of communication, batiternal and external, between
strategic planning, organisational identity andutapon. Strategic planning relates to
the organisation’s long-term goals and targetspanticular, to strategy, vision and
mission. A communication strategy is part of thrategic planning process: a plan to

communicate and clarify the organisation’s stratggansto the stakeholders to create a
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coherent view of its abilities. Internal commurtica connects strategic planning to the
organisational identity. The organisational idgntis formed of the employees’
understanding of what the organisation is and ddkerefore, internal communication
about the strategic plans needs to be clear inrdodereate a shared understanding
among the employees about the organisational igenExternal communication
connects organisational identity to organisatiaeglutation. The reputation builds up
from the stakeholders’ interpretations of the comiated identity and it is influenced

by the stakeholders’ experiences and perceptiotiseadrganisation’s performance.

As Figure 8 demonstrates, organisational identgytransmitted to the external
stakeholders through external communication. THere&l communication consists of
both planned campaigns and the employees’ dailynmamcation with the external

stakeholders. Hence, the employees who understartd aae engaged to the
organisation’s strategic plans communicate thenthm contacts with the external
stakeholders. Thus, a one task of the communicatiategy is to create a coherent
organisational identity to ensure that all the memslof the organisation tell the same
story, which also is consistent with other commatian efforts. In a case of a non-
profit organisation, such as the case organisatiengdaily communication between the
employees and the external stakeholders has a flalgesince the resources for other
communication are limited. In order to enhanceittternal understanding of strategic
goals, as many employees as practical could baidedl into a dialogue about the
identity and the strategic planning process. Tie igito make sure the all the internal
members of the organisation speak the same languiage the organisation and its

activities.

As Figure 8 shows, reputation research connectstagpn to strategic planning. By
researching the views of the external stakehold#rs, organisation can adapt its
communication strategy. The organisation can obtaé most beneficial results by
combining the results of an identity study with tiesults of a reputation research and
identify the gaps in the communication flow. Forstamce, if the employees’
perceptions of the organisational identity are mansistent with the external

stakeholders’ perceptions, the link between thentile and reputation, i.e. external
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communication, needs modification. Thus, the orgmion can explore the
communication flow between the strategic plans, #maployees (organisational
identity) and the external stakeholders (orgarosali reputation), and alter the

communication strategy accordingly

Besides an internal dialogue about the organisalti@®entity, a part of developing a
communication strategy is determining what the oiggion wants to communicate
about its identity to the external stakeholdersotimer words, the organisation needs to
build an organisational story and core messageshwbompress the organisation’s
strategic plans. This story and the core messagesi® as basis for communication
with the external stakeholders. The organisatiamukhalso include the employees in

the process of creating the organisational stogngure the employees’ engagement.

Once the internal foundation (a coherent orgamaeatiidentity and an organisational
story) for the communication strategy is clear, dhganisation can focus on analysing
the stakeholders and delivering the actual mess&gescularly, the non-profits should
carefully analyse their stakeholders’ needs andstlathe stakeholders according to
their priority for the organisation. Once the ongation knows its most important
stakeholders, the messages can be targeted in twdexach the desired outcome
without wasting limited resources. Hence, the comigation strategy for delivering the
messages depends on the knowledge and experienttes dfferent stakeholders. The
other parts of the process of the delivering thesages - such as objectives, content of
the messages, communication channels, timing, nsgpibties and feedback channels -

can be planned according to the stakeholder groups.

As conclusion, this chapter introduced the theocaéframework for this study. The aim

was to highlight that the organisations, also tagecorganisation for this study, should
develop their communication strategy based on eedhaternal understanding of their
organisational identity. Thus, the framework unided the role of communication in

forming a coherent organisational identity.
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A communication strategy is a long-term plan to ommicate the organisations’
strategic goals to the stakeholders. As a resula afolid internal foundation, the
organisation can determine which parts of its idgnto emphasise in external
communication. These parts of the identity can sexlito create an organisational story
and core messages which form the basis for the eonmation strategy. In addition,
analysis of the external stakeholders and theids\@dluence the content, structure and

channels of the messages.

In addition, as this study investigates the empoperceptions of the organisational
identity, the chapter showed that the organisatisheuld explore how they are
perceived by the stakeholders in order to develmp dommunication strategy. The
employees’ understanding of their organisation fothe organisational identity which
is transmitted to the external stakeholders throegternal communication. The
external stakeholders form their perceptions of tbheganisation based on
communication and the organisation’s performanceaAesult, the organisation should
investigate the perceptions of its internal anckedl stakeholders, compare the results

and develop the communication strategy accordingly.
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4 Methodology

This chapter outlines the research methodologythie study, presents the research
design and justifies the use of these particulaeaech methods. Section 4.1 presents
the most suitable research design for this studyuaditative single case study. Section
4.2 introduces the primary method for data coltectisemi-structured interviews, and
explains the interview themes. Next, section 4wkses the data collection process
and section 4.4 describes how the interview data avealysed. The last section, 4.5,

evaluates the trustworthiness of this study.

4.1 Qualitative Single - Case Design

A qualitative single-case study (Yin, 2003) was aunal choice for this study as it
focuses on developing a communication strategyof@ particular case organisation.
Thus, the study aims at understanding and intengretnformation from the

organisation’s employees’ points of view.

The approach in the study is qualitative as it eamspes words rather than
quantification in the collection and analysis otajaas described by Bryman & Bell
(2003). According to Ghauri & Grgnhaug (2005, p2)lla qualitative data collection
method allows the researcher to explore deeply attibudes towards, for example,
trends and behaviour. Auerbach (2003, p.126) ptesbree general characteristics in a
qualitative research which make the approach deitélere. First, the qualitative
approach focuses on the voices of the participamisthe participants are the experts
rather than the researcher. This makes sense imee the aim is to investigate the
organisation’s identity and employees can be cemsttl experts regarding the
organisation they work for. Second, as previougrdiure about non-profits’
communication planning is limited, it can be ackienged that the researcher may not
know enough about the subject to generate a vaimbthesis before conducting the
empirical part of the research. Therefore, theaedsr selecting a qualitative research

method was that the research process itself isthgpis generating.

48



Third, Auerbach (2003, p. 126) explains that callaton and partnership between the
researcher and participants is assumed in quaétagisearch which makes the outcome
more likely to benefit the participants. In additjidowling (2001, p. 217) claims that a
qualitative research is the best method to uncewer understand the characteristics
people use to describe organisation, its identggutation and communication policies.
As a result, it can be stated that the qualitategmarch method is suitable for this study.

For the purposes of this study, the single casgystiesign was a self-evident choice
because the objective is to investigate a singgarosation and to identify certain
factors attached to it. In other words, a singkeecstudy as a research method offers this
study a chance to investigate communication in @profit context, where previous
research is practically lacking. The case studyhotktis also useful because the
phenomenon under investigation is difficult, if notpossible, to study outside its
natural settings. Daymon (2002, p. 108) suggestisaltase design is especially useful
for such communication related studies where the iai to highlight and underline
communication processes. A good case research abomtmunication is a
comprehensive description about communication djchabits and rules researched
and investigated within one unit but are also méld to a specific situation.

To summarise, the aim for this study is to exple@ events in their own context for a
one particular case. Hence, a qualitative caseystmdbles the researcher to collect
detailed information and identify factors governic@mmunication in the case setting.
Single-case study was a natural choice of a relsadasign because this study focuses

on a one particular organisation.

4.2 Semi-Structured Interviews and Interview Themes

Semi-structured interviews were chosen for the anymdata collection method for this
study because they allow a certain interview stmecbut still emphasise a free flow of
conversation between the interviewer and intervesyéccording to Yin (2003, p. 89),
interviews in a qualitative research are more Gkeded conversations than structured

gueries. Hirsjarvi & Hurme (2000, p. 48) explainathinstead of fixed interview
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questions, the semi-structured interviews followtaia themes. In this context, as
Gilham (2005) explains, a semi-structured interviefers to an interview which has a
certain structure and themes but which also alldwesresearcher to ask spontaneous

subquestions.

The semi-structured interviews, as Hirsjarvi & Harg2000, p. 49) point out, at their
best, are a flexible way of receiving answers ttaie themes without a detailed plan of
questions. Thus, the method highlights the intevers’ perspectives and pays attention
to voices of different interviewees. Timm (200574). argues that a semi-structured
interview as a method encourages the intervieweesxpress thoughts important to
them about structured topics. As a result, therwge/ can produce new insights into
the topics which were not even considered by ttervrewer. Still, the structured focus
of the interviews enables the researcher’'s analysiterms of commonalities. As
Hirsjarvi & Hurme (2000, p.104) state, the researcis able to detect the “wrong”
reactions to the themes and direct the intervieth&“right” direction with additional
questions. As this study investigates the casengsgton’s identity and communication
policies, the semi-structured interview, which @l a reasonably free flow of
conversation within a certain structure, is the nsogable data collection method.

The interview themes were selected based on twthefthemes presented in the
literature review in Chapter 2: organisational iitgn and communication. As
subsection 2.2.2 demonstrated, employees are otteeahain stakeholders to impact
organisational reputation and their perceptionsdnigebe investigated. Also, as the
theoretical framework in Chapter 3 suggested, garosation who wants to develop an
effective communication strategy needs to stara$sgessing the current perceptions of
its most important stakeholders. In addition, ié thrganisation wishes to foster its
reputation, the employees have an important roleer@fore, the interviews were
conducted with the employees of the case orgaoisa€MI, and they explored the

employees’ perceptions of the organisation.

Besides the two major themes identity and commtinicathird leading theme for the

interviews was the case organisation’s reputataanperceived by its employees. As
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Marvick & Fill (1997) claim, an organisation willey more valuable results from a
reputation study if it is conducted both internadlgd externally. Hence, Kaustinen’s
(2008) study about the case organisation’s remuigisee sub section 6.1.1) and her
interview themes were reviewed to in order to sedhe possibility to compare her

results to this one.

The selection of the interview themes was stromgflpenced by the studies of O’Neil

(2003) and Marvick & Fill (1997). O’'Neil’'s (2003)tiedy had an impact on the
interview themes for this study as she pointed that the organisations could
understand and sustain their identity better ifythevestigate their employees’
perceptions of the communication practises. Shegesig that the process of
investigating communication can be as simple arvwgwing the employees about the
organisation’s practises and challenges. In additMarvick & Fill's (1997) research

about identity management (see subsection 2.3\&) gseful information for this study
because it connected identity research to strategramunication planning. They
proposed a study to find out if the organisatioidsntity (the employee perceptions)

differs from the external reputation.

As a result of the literature review about the poofit organisations, organisational
identity, which impacts organisational reputati@and communication strategy, the
framework for the interviews (see Appendix 1) wasltbon the following three main
themes:

1) CMI’s organisational identity as perceived by thapboyees (e.g. Argenti &
Forman, 2002; Markkanen,1999; Van Riel & Forbr@®07; Kaustinen, 2008;
see section 2.2)

2) CMI's organisational reputation as perceived by émeployees (e.g. O'Nell,
2003; Marvick & Fill, 1997; Aula & Heinonen, 200&austinen, 2008; see
section 2.2)

3) CMI’'s communication practices and challenges asgeed by the employees
(e.g. Pitt & Papania; Cornelissen, 2004; Chon@62@rgenti & Forman, 2003;

see sections 2.3 and 2.3)
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The first major theme, organisational identity &cpeived by CMI's employees, was
selected in order to investigate the features tin@l@yees connect to CMI, and to
explore CMI's identity. The theme included invesatigg the employees’ perceptions of
CMI's:

o Mission and strategy: what CMI is, aims at and why
Vision and future direction
Core strengths and competence areas

Opportunities and challenges in operating enviramme

O O O O

The Finnish origin

In other words, the objective was to find out hdwe temployees perceive CMI's
identity: its strategy, vision, mission, core corngmee areas and if they interpret them
in the same way. CMI's operating environment, haltenges and opportunities, is also
a part of strategic considerations, and therefae t@uched upon in the interviews. In
addition, the element of CMI's Finnish origin wa®bght up due to two reasons. First,
the question of CMI's Finnishness was includede® i§ the employees felt that it could
be utilised in communication in the future. Secoadg¢ording to Kaustinen (2008),
CMI's Nordic origin and values were seen as a sgfrpositive attribute among its

funders and, therefore, they were brought up withemployees as well.

The second major theme, organisational reputatsopesceived by CMI's employees,
was brought up to investigate the internal peroggtiof CMI's reputation and how they
compare to the external perceptions investigatedKaystinen (2008). This theme
aimed to explore:
o Different external stakeholder groups that CMI'spdogees are in contact with
o The employees’ perceptions of CMI's reputation agothose external

stakeholders
On the one hand, the objective was to find ouhéf €émployees’ perceptions of CMI's

reputation are coherent. On the other hand, thenamto find out how CMI’s internal

views about its external reputation compare tordadity of one external stakeholder
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group investigated by Kaustinen (2008). In otherdspthe objective was to explore if
there was a reputation “gap” between the interndlthe external views of CMI.

The third leading theme, CMI's communication preesi and challenges as perceived
by the employees, was chosen in order to investigatv communication is currently
organised both internally and externally. The ofoyecwas to figure out how CMI’s
employees experience:

o Practises and challenges for external communication

o0 Practises and challenges for internal communication

o Impact of the Nobel Peace Prize on operations andraunication

The objective was to identify the areas for botternal and external communication
which the employees feel are the most challengmgeed to be developed. Although
communication was also present during the first themes, it was also investigated
separately which allowed more issues to be browghdiscussion. One significant
aspect impacting both CMI's identity and communmat practises was that the
Chairman of the Board President Ahtisaari was awedirthe Nobel Peace Prize in
October 2008. Even though it is too early to a#selong-term effects, the employees’

views of the impacts of the Nobel Prize on CMI'tufe direction had to be discussed.

The researcher considered it important that therwrdws included some general
questions to ensure that the interviewees felt oaiaible and had an opportunity to ask
questions. Hirsjarvi & Hurme (2000, p. 107) and Diag (2001, p. 217) point out that
a research interview typically begins with broagsfions that are later on followed by
more specific ones. This makes the interviewee ident that the questions can be
answered based on his/her experiences, abilitidsiraarests. Those guidelines were
followed and each interview began with some gengualstions about CMI’s identity
followed by more specific questions. In the endcheanterviewee was given an

opportunity to ask questions or give comments.

To summarise, this section justified the use ofdémi-structured interviews as a data

collection method and described the themes for ititerviews. The interview
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framework was built based on three major themeschvlarose from the literature
review: CMI's identity, reputation and communicatigractises and challenges as

perceived by the employees.

4.3 Data Collection

For the purposes of this study, the data was delle¢hrough 17 semi-structured
interviews between 290ctober 2008 and 2%2January 2009 among the employees of
CMI. The respondent sample included all the empeyaf the case organisation of'16
of October 2008, including one member on a leavalence. CMI has offices in
Helsinki and Brussels and the interviews were cotetliin the “home” office of each
employee. Therefore, 13 interviews were done irsidki and 4 in Brussels. As can be
seen from Table 1, which summarises the intervisetings, 11 of the interviewees

were female and 6 male.

In the beginning, all interviewees were told abdbé study and the upcoming
interviews by the Helsinki Office Manager of CMIdathey were later approached by
the researcher to arrange the meetings. An emasl seat to all 12 employees in
Helsinki between October and December 2008 andraal @0 the Office Manager in

Brussels in November 2008. The objective was toh&irintroduce the researcher,
inform about the research objectives and inquikeutib suitable time and place for the
interview. In addition, one interviewee, currently a leave of absence from CMI, was
first approached by the Helsinki Office Manager aheén, after the interviewee’s

consent was received, by the researcher in Dece2008:.

Based on the email to the interviewees, time araceplfor the interview was
individually agreed with each staff member of theldthki office for the period of 29
October 2008 and 22 January 2009. With the Brusdbt®, a period of three days was
agreed in the beginning of December 2008 whenhall staff members were in the
office and had time for an interview. A more degdilschedule was then arranged in
Brussels. In addition, one interview was arrangedng the interviewee’s holiday trip

to Helsinki in the beginning of January 2009. A®sult,12 interviews were conducted

54



in the CMI's premises in Helsinki, one in a CaféHelsinki and 4 in CMI’s office in
Brussels.

When approached via email by the researcher, ttexviawees were told that the
interview will take maximum of one hour and will becorded but the results treated in
such a way that no individual answers could betifled. Recording was brought up
again in the beginning of each interview when tmerviewees were assured
anonymity. As a result, none of the intervieweesstered recording an issue as long
as the interviews as such would not be publishedH#sjarvi & Hurme (2000, p. 92)
point out, recording enabled fluent and continuiotsrview and it was found especially
useful for this research for two reasons. Firsalldwed the researcher to focus on the
interview content, to make relevant subquestiornd ask for clarification instead of
using the time to take notes. Second, recordingeased the reliability of the interview
process and decreased the possibility of misuratetsigs because the researcher could

to go back to the results at any time.

Table 1 shows the interview settings. The majaoitghe interviews, 13 in total, were
conducted in Finnish and the rest four in Engli€MI's Helsinki Office Manager

assisted the researcher in selecting the languagthd interview and advised which
employees could be interviewed in their mother temgrinnish, and which ones in

English.

55



Table 1. The Interview Settinhs

Title Gender Time Place Language
Development Manager Female Oct 2008 Helsink] Fhnnis
Programme Assistant Female Nov 2008  Helsink Fhnnis
Deputy Program Director Female Nov 2008 Helsinki nrigh
Associate Project Officer Male Nov 2008  Helsinki dish
Project Manager Male Nov 2008  Helsinki Finnish
Project Officer Male Nov 2008| Helsinki Finnish
Adviser Female Nov 2008  Helsinki Finnish
Special Assistant to President Ahtisaari Female RB | Helsinki Finnish
Head of Office Female Dec 2004 Brussels English
Senior Adviser Female Dec 2008  Brusselg English
Project Assistant Female Dec 2008  Brussels English
Project Assistant Male Dec 2004 Brusselg Finnish
Office Manager Male Dec 2008  Helsinki Finnish
Project Assistant Male Dec 2004 Helsinki Finnish
Director of Operations Female Jan 2009 Helsinki Finnish
(currently on a leave of absence)

Executive Director Male Jan 2009 Helsinki Finnish
Program Director Female Jan 2009 Helsinki Finnish

The first interview, done in Helsinki in October(8) was originally treated as a pilot
interview, in which the interview framework was texs It was agreed with the case
organisation that this particular interview could bonducted first as it offered the
researcher a chance to evaluate the appropriatehéss interview themes and test the
intelligibility of the interview framework. The mt interview offered valuable
knowledge and ideas for the other interviews, teeligeclarify the interview questions
and, overall, proved the functionality of the inviexv framework.

All the interviews, except one, followed a simifsttern where the interviewee and the
researcher were alone in an office or in a meeatogn without any major interruptions.

One interview was conducted in a Café in Helsinkihe morning by the interviewee’s

! Table 1 presents the situation onQdiober 2008, after which the interviewees’ tigesl roles may
have changed
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request but it was still considered a suitable @léar an interview. According to

Hirsjarvi & Hurme (2000, p. 74) the place for thers-structured interview should be a
place where the interviewee feels comfortable ahathvenables a continuous flow of
communication. Basically, the best place for theerview is a place which is free of

interruptions and other distortions.

As the interviews went on, the researcher followsslthemes discussed in section 4.2
but reflected the matters based on the respondexpgrience on the field and within
the organisation. This means that, for some intersj the questions concerned the
whole organisation and the discussion was on thgarasational level whereas some
other interviews were more about the interviewessh work and tasks. Overall, this
led to similar findings but ensured that the iniewxee felt more comfortable in the
situation. For instance, it was not reasonablessuime that a person who had been with
the organisation for a few months would be as coalide talking about the
organisation’s strategy and vision as a person wad many years of experience.
Therefore, the emphasis of the interview and wayddh the questions were altered

according to the interviewee.

Kaustinen’s (2008) study, presented in more datadlection 6.1.1, about the funders’
views of the case organisation was briefly mentibdering four interviews. During the
interviews with the Head of Office in Brussels, ©éfice Manager in Helsinki, the
Executive Director and the Program Director, Kanestis (2008) study and her results
were touched upon. Even though the interviewees ttoty have not had time to go
through the whole study, they were somewhat famiigh her findings. The impact
this had on their answers and this study will b&cassed more in the limitations in

section 7.2.

After the actual interview, all the results wereetally documented. This means that
the interviews were transcribed by the researchighiwthree days of the actual
interview. Therefore, the researcher was still ableecall the atmosphere and details of
the interview. In the end, the researcher was \Wath 102 pages of transcribed

interviews (font: Times New Roman, single spacdjh addition, those interviews
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conducted in Finnish were translated into Englighhe researcher. As the researcher is
not a translator and did not have sufficient budgetse one, the translations were made

according to the researcher’s best ability.

To summarise, this section describe the data ¢mle@rocess of 17 semi-structured
interviews with CMI's employees in Helsinki and Brussels. This section aimed to

carefully describe how the interview data was @id and documented.

4.4 Data Analysis

The basis for data analysis arose from the thealdtiamework which showed that: a)
organisational identity is a product of internaligderstood principles and policies and
b) the employees of an organisation have a sigmficimpact on the external
stakeholders’ perceptions of the organisation. Tlifusrganisational identity and the
strategic plans, in particular, are clear for thepkyees, the employees can
communicate them daily in encounters with the ewkistakeholders. This section
describes the process for data analysis which vmasdoon the theoretical framework

and the elements of the interview themes.

Hirsjarvi & Hurme (2000, p. 136) came up with thaimfeatures of a qualitative data
analysis of which three are especially useful fa basis of data analysis in this study.
First, the analysis of the data began already dutfie interview situations when the
researcher made notes and then added the notesanszribed interview documents.
Second, the researcher used abductive reasonindataranalysis, where the leading
hunches of the literature review, presented belegre searched for confirmation from
the data. Third, help for the data analysis wascbea from the previous studies, of

which three briefly were mentioned in section 4.2.

The process of data analysis was the followinghkbeginning, there were no ready
made classes for categorising data since the airthefinterviews was to get the
interviewees to describe CMI. Still, the three miew themes: the features of CMI's
organisational identity, reputation and communaratioperated as a guide. After
transcription of the data, it was read through obgethe researcher and loosely
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categorised based on the interview themes. Thethaltranscriptions were reviewed
twice. The first time was done to gain a generawwiof the interview content and
atmosphere. The second time aimed classifyingwadar the elements according to the
each major category, as presented in section 48 don the process, the researcher
was able to identify and highlight major issues ahhiwere present in several
interviews. Then, the topics which arose most oftene categorised according to their
relation to the interview themes, i.e. organisdsondentity, reputation, and
communication. For instance, topics such as ditfycof describing CMI, monthly staff
meetings and internal responsibilities were clessifunder communication, CMI's
future plans or international networks under idgréind perceptions of partners under

reputation.

Data analysis which is based on theory, accordmghauri & Grgnhaug (2005), allows
the researcher to have prior assumptions and hanebeut critical factors and
relationships. As a result, the theoretical framdypresented in Chapter 3, forms the
basis for data analysis for this study. Theorigimg outset offered the researcher some
direction on how to proceed and guide the resedldn, the themes generated for the
interviews functioned as a basic guide for clasatfon for the data.

Based on the theoretical framework, introduced Ivafier 3, some prior assumptions
and hunches about the critical relationships wemméd and were then paid attention to

during the data analysis. These assumptions aseiuex below.

» Effective internal communication policies build @erganisational identity.
Ineffective internal communication about what tlgamisation is and does shows also
in the organisation’s external communication pssdi Internal communication on a
strategic but also on a daily operational levetdosthe employees’ commitment to the
organisation. As a result, internal communicatiatiqgees and practises, and how they

are perceived by the employees, were paid attetgiorhen analysing data.
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* Aclear internal identity forms a basis for an efigee communication strategy.
The organisation’s strategic plans need to be comwated and understood internally
before they can be communicated clearly externdlhe strategic plans operate as a
basis for a communication strategy but are alsegmiein everyday encounters with
external stakeholders. As a result, data was ag@dlynd categorised against the
employees’ perceptions of what CMI is, does andsatrand how those views compare
to each other.

* A communication strategy is based on a clear ideatat the organisation
wants to communicate about itself.
The main objective of a communication strategy assupport the organisation’s
strategic plans. In order to accomplish that, ttgaoisation needs to figure out what it
actually wants to communicate about itself to tkeemnal stakeholders, i.e. what is the
story it wants to cherish. The interview data waalgsed against this background for

developing a communication strategy.

* Developing a communication strategy to foster thrganisation’s desired
features starts from assessing the current situatio
An organisation needs to investigate its reputatimong different stakeholders in order
to develop communication practises to foster theirdd features. Therefore, the
interview data was analysed according to how well'€ employees’ views compared

to the views of the external stakeholders.

Anonymity of the interviewees was considered cdlefand, therefore, secured in the
following ways. As the interview sample includese ttemployees of a small

organisation, it can be assumed that the empldye@s each other reasonably well. As
a result, no direct quotations from the individidérviewees’ opinions were used when
reporting findings. There are two specific reastmrsthat. First, it was not relevant to

point out individuals’ opinions in a small orgartisa such as CMI because it can be
assumed that the particular respondent would begresed from the quotation even
though presented as anonymous. Second, for theogesof this study, larger issues
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which came up in several interviews were more irtgadrthan an individual’s opinions.
Consequently, the quotations found from the findjqgesented in Chapter 5, are edited
and modified from what was said in the actual wtaw situation to secure anonymity.
As Hirsjarvi & Hurme (2000) point out, direct qutitans can be modified as long as the
original meaning remains. Also, when documenting fihdings, square brackets were
used within the quotations to define more closdig ttopic the interviewee is

commenting on.

To summarise, this section described the basiaralysing the data received from the
semi-structured interviews. Data analysis has ntamgnsions from the considerations
of the organisation’s understanding of its identdpd strategic core to internal
communication practises. Yet, the common denominatthat the analysis of the data
aims at developing a communication strategy for CBBfore presenting the actual
findings of this study, the next subchapter adéigske issue of trustworthiness of this
study.

4.5 Trustworthiness of the Study

Trustworthiness in qualitative research means ttiatresearcher has to document and
prove how and why the decision to investigate the research objedts!, CMI's
employees’, world in this particular way was madee results are the researcher’s
interpretations to which the research objects viewnes reflected to. As Hirsjarvi &
Hurme (2003) state, the researcher inevitably ingotte research information already
during the collection phase. Therefore, justificatof the research method and design
are a key for building trustworthiness for thisdstuThis section discusses the concept
of trustworthiness for a qualitative study andandiices and applies Marshall's (1990)

criteria to evaluate the trustworthiness of thiglgt

In a qualitative study, as Hirsjarvi & Hurme (2003)int out, the original concepts
related to the trustworthiness of the researclabiity and validity, could be rejected
since they are based on an assumption of compgéetvity. For instance, it can be

seen that for a research interview, which is a dyoaituation creating new meanings,
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different criteria should be applied. It is notseaable to assume that the answers given
in one interview situation would repeat the resolt@another interview because all the

interviews occur in unique circumstances.

In a qualitative research, trustworthiness is lthkeore to the researcher’s actions than
the research objectives’ responses. It is sigmfita notice that the findings reflect the
views of the respondents but are still always ailtesf an interaction between the
researcher and the interviewee. In addition, YirD0O@ emphasises that the
trustworthiness of qualitative research could bt loyp by carefully documenting the
each phase of the research process in a way tb#tearresearcher could conduct the
samecase study and receive similar results. Therefreording to Hirsjarvi & Hurme
(2000), trustworthiness of the research data campeoved by developing an accurate
interview framework, in this study presented intsec 4.2, and transcribing the
interview data as soon as possible, for this stutlyin 3 days.

The trustworthiness of a study such as this, camnbestigated with the criteria of
Marshal (1990), introduced by Miles & Huberman, 4&2 Miles & Huberman (1996,
pp. 278-279) recommend the criteria to be utilisd@n considering how trustworthy a
certain qualitative study is. The criteria emphesifur features:
« Objectivity: Do conclusions of the research dependhe subjects and
conditions of the research subject itself or treeaecher?
« Dependability: Is the research process consistahteasonably stable in
order to minimise errors and bias?
* Authenticity: Do the findings of the study make sernand are they
credible for both people under study and the resder
» Transferability: Do the conclusions of the studydany larger import

and are they transferable to other contexts?
For this studypbjectivitywas acquired through a careful and detailed doatetien of

the research methods and procedures. As Brymanl&(E®3, p. 289) point out, this

should be done to ensure that the researchersmmryalues have not diluted the
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findings, i.e. the researcher has acted in godt.fa@herefore, Chapter 1 introduced the
case organisation and the research objectives aagt€r 2 provided a comprehensive
view of the previous literature related to non-grofganisations, organisational identity
and developing a communication strategy. Also,i@aer attention was given in order

to fully describe the data collection process (seetion 4.3). In addition, the final

Chapter 7 also describes the limitations of thislgt As a result, it can be argued that
objectivity applies for this study since the comsoiuns are mainly dependent on the

conditions of the research.

Dependabilitycan be received, as Yin (2003, p. 38-38) and Bry&aBell (2003, p.
289) emphasise, with a thorough documentationldhalphases in research process in
order to gain consistency. For this study that d@ase in the following way. The data
collection process followed the research objectigdgen in section 1.3, to investigate
CMI's employees’ perceptions. The aim was to areaagtable interview situation for
all the interviewees, which for this study meaneéthings. First, all interviews were
conducted according to the interviewees’ schedubexond, all the interviews took
place after the Chairman of CMI was awarded thea\élize and, therefore, that did
not have an impact on the interview results. Thilng, interviews took place during the
office hours, mostly in the CMI's premises, whicivg all respondents an equal starting
point for the interview. Still, during the interwieprocess the researcher paid special
attention to the knowledge and experience of tspardents when asking the interview
questions. The reason for that was to ensure thigonelents’ understanding of the
research themes and questions and to make surantdrgiewees felt comfortable

talking about the themes. Therefore, it can beeddhbat this study has dependability.

Authenticity for this study, means following two principlesn @e one hand, the data
received from the interviews was closely linkedptaor theories and literature. The
concepts defined during the research process wsd as coherently as possible. In
addition, the points of uncertainty for the consgmee Chapter 2, but also for the
research results, see section 7.3, were identifedthe other hand, authenticity means
that, due to a large interview sample, differeraws of the employees of the case

organisation were paid attention to. Since thigslso suggests areas for development
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for the case organisation, it means that it dogsomy show the bright side of the
matters. As a result, this increases the authgnb€ithis study.

Transferability was acquired through a description of the intewgample, places,
locations and timing in order to enable comparismmther samples and evaluate the
transferability to other cases. As Bryman & BelD@3, p. 289) explain, in order to
increase the possible transferability of the rasujtialitative researchers should produce
“rich accounts of the details of the culture”. Rbis study this means that the research
process itself was documented in such a way tleedaimecase study could be repeated
by another researcher. In addition, some of thalte®f this study can be directly
compared to and developed further with the hel@ gdrevious study by Kaustinen
(2008). As a result, it can be argued that traasiéty applies for this study.

To conclude, this chapter described and justiffezl mhethodology used for this study.
The chapter introduced a single-case study aseands method, described the main
method for data collection, semi-structured intews, and the process of collecting the
research data. In addition, the chapter preseimedasis for analysing the interview
data. Also, the last section, 4.5, justified thestworthiness of this study. The next

chapter will present what was discovered in therinews with CMI's employees.
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5 Findings

This chapter presents the findings from the emglirart of this study, the semi-
structured interviews with CMI's employees. Overtike results are based on the issues
which were mentioned most often during the intexgieThe findings are classified into
three sections in order to provide answers tolireetresearch questions of this study:

1. How do CMI’'s employees perceive the features of SMiganisational

identity?
2. How do CMI's employees perceive CMI’s external regpion?
3. How do CMI's employees perceive the practises ahdllenges for CMI's

internal and external communication?

According to the research questions, section 5d4crdees the features of CMI's
organisational identity and section 5.2 discuskeseimployees’ perceptions of CMI’s
reputation. Section 5.3 presents the employeestepéipns of the challenges and
practices for CMI's internal and external commutima During the interviews, the
challenges for external communication were disalisséot, whereas the practises for
external communication were not touched upon tHtgno Therefore, section 5.3
presents only challenges for external communicabianboth challenges and practises
for internal communication. As the objective of sthstudy was to assist CMI in
developing a communication strategy, these allkethihemes, CMI’s identity, reputation

and communication, are needed to develop a so$id fua a communication strategy.

5.1 CMI’'s Organisational Identity

This section provides an answer to the first redeguestion and describes the features
that the employees attached to CMI's organisatiateitity. On the one hand, the aim
was to identify the common features, i.e. the gjrareas, of CMI's identity, which
could be utilised when developing a communicatitbategy. On the other hand, the
aim was to explore if there are areas of identibyclw are not clear for the employees.
This section includes five subsections: generaltufea attached to CMI, core

competence and unigueness, vision and future gireahd operating environment.
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5.1.1 General Features Attached to CMI

Seven general features were often attached to @kihglthe interviews. These include
a NGO or a non-profit status, the founder and @hair President Ahtisaari, CMI' s
work and expertise in a large field of crisis magragnt, conflict resolution and peace

mediation, wide networks and current projects.

Typically, the interviewees described CMI as a gonernmental organisation (NGO),
founded by President Ahtisaari, which works on tiwa-profit basis independently
from the government. CMI is an expert organisatihjch operates in international
level building sustainable security through crigsianagement, conflict resolution and
peace mediation. The organisation is also knowntfoprivate diplomacy operations
such as the Aceh negotiations or the Iraq semir@k#’s work is done in different

projects often in cooperation with internationalrtpars. The quotations below are

example$ of the features attached to CMI.

“CMl is a Finnish NGO, which carries out internatial projects related to crisis
management and conflict resolution often with exdepartners.”

“CMI offers independently ideas for internationalramunity and also assists
President Ahtisaari in his activities”

“CMl is a young organisation which has accomplisteelbt.”

“Our comprehensive approach to crisis managemeramaeave have something to
offer for all phases of conflict.”

“CMl is a policy level organisation, which operatbstween the actual field and the
political levels”

As can be expected, CMI was strongly connectedstéounder. Still, the projects are
often independent of the Nobel Laureate’s role,damonstrated by the following

quotations.

2 All the quotations that were originally in Finnisfere translated into English by the present resear
Consequently, the researcher is responsible ofrextguracies or mistakes presented here.
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“CMI's operations have been developed according Reesident Ahtisaari’s
principles but today most of the projects are irefegent on him.”

“CMI was founded to support President Ahtisaari’stgaresidential activities but it
IS now an independent organisation which has Peggid\htisaari as the Chairman
of the Board.”

The interviewees frequently pointed out that CMs lherge networks and a wide group
of partners. CMI's work brings different actors rrodifferent sectors together and
enhances a dialogue between parties, who woulchextssarily otherwise meet. The

following quotations describe these views.

“CMI brings different actors in different areas tetiper through its comprehensive
approach.”

“CMI builds bridges between different entities suah the governments, the civil
society and the private sector.”

To summarise, the most typical features that thpl@yees used to describe CMI were
related to CMI's non-profit or NGO status, founderd the Chairman of the Board

President Ahtisaari, different projects and widegeaof networks and partners.

5.1.2 Core Competence and Uniqueness

The perceptions of CMI's uniqueness and core coemget areas were divided into five
leading categories: large networks, credibility dngh quality work, innovativeness,

flexibility and visible figurehead. In addition, @ uncertainty and questions regarding
CMI's core competence are presented in the entdi®&ubsection. In general, CMI has

unique role in Finland as the only NGO which woirkshis field.

Wide Networks

One of CMI's strengths is the ability to formulaed create strong, wide and diverse
networks. Partners for projects come from differeattors of the economy which

makes CMI unique. CMI’'s partners include actorshsas international organisations,

other NGOs and companies. CMI builds bridges batwbk#erent sectors, which prove
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that CMI is good at coordinating matters. The orgaion crosses traditional sector
borders, which is a unique feature for an NGO athot be done by many private or

public actors. The quotations below present theleyeps’ views of CMI's networks
and partners.

“CMI's role is to bring different actors togetherhich is not that typical for an
NGO.”

“CMIl is a unique NGO because it has been able anltingy to work with various
partners from public and private sectors. “

“CMI crosses borders and enters into areas, whitieos do not and that creates
opportunities for unique partnerships.”

While CMI interacts with its networks, it promotas open sharing of information and
ideas. That attitude does not seem common in tmepnafit world, where everyone
wants to be on the “good” side. CMI's ability taryy actors together is important work,

which does not always receive much attention.

Credibility and High Quality Work

All the interviewees pointed out that CMI is a dlaé actor: it does what it promises,
appreciates agreements and delivers high qualierdll, CMI's core competence is
related to high quality work with conflicts: futyrengoing or past. CMI is a credible
expert in statebuilding, crisis management and @@aediation. The quotations below

give examples of how the employees perceive CMEslibility.

“We keep our deadlines and, particularly the furglappreciate that.”

“Overall, CMI does good work in its field and mastportantly, it does what it
promises.”

“We deliver what we promise: good results.”

“The funders are impressed that an organisatios gmall can achieve so much.”
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Innovativeness

Most of the interviewees mentioned that CMI is mnavative pioneer in its field. This
means that innovative ways of working together vagien-mindedness to work with
different actors bring CMI a competence, which rEque. The projects are often
something that others have not thought about onarevilling to do which gives CMI
an opportunity to be a pioneer in its field. In gda, CMI's work on specific issues
rather than on global ones that others are workimgs an advantage for CMI. The

quotations below explain the interviewees’ peraapiof CMI's innovativeness.

“We are innovative and ambitious, CMI is a bravganisation and therefore
unique.”

“CMI picks projects which have not been done beford aims at being a pioneer.”
“CMI crosses borders and enters areas which otluersiot.”
“CMI’s projects are unique and respond to a niche.

Flexibility

Flexibility, particularly in structure and decisiomaking, is one of the key strengths of
CMLI. The light structure and small size enable G¥be flexible which offsets the fact
that the organisation is small compared to somerstim the field. Thus, CMI is able to
react fast and allocate resources according to esudeeds. The quotations below
present two examples of the views to CMI’s flextlil

“Due to its small size, CMI can react fast, whicleans that the structure is
flexible.”

“CMI is a small, flexible organisation without a &ey structure and decision-
making chain”.

Visible Figurehead
CMTI's visible figurehead, the Nobel Laureate Ahéigais a natural part of CMI's
uniqueness. President Ahtisaari, with his contaot$ reputation, opens doors for CMI

and helps in creating networks and gaining accesthe¢ “right” parties. Currently,
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President Ahtisaari is the factor, which differatés CMI from its competitors. The
following quotations bring out the interviewees’ asbd opinions of President

Ahtisaari’s role for CMI.

“President Ahtisaari, his reputation and strengtmsake a strong part of CMI’s
competence.”

“President Ahtisaari opens doors around the wodd €MI.”

“Because of President Ahtisaari, CMI can operatetlie field but also has an
access to the “right” parties and people.”

Uncertainties related to CMI's uniqueness
There was some uncertainty related to CMI's uniggsneven though many features
which make CMI unique were presented. Although iBegg Ahtisaari’'s role is strong,

otherwise it was not completely clear how CMI disfiédrom its competitors.

Some interviewees suggested that maybe there iged for internal discussion
regarding CMI’'s strengths. President Ahtisaari'ters important and unique but the
question is if the organisation has an actualeggsabn how to transfer his expertise and
legacy to CMI. In the Finnish context, CMI is trulypique because there are no other
organisations which do similar work but internatihy that is not the case. On the
international level, maybe, CMI should focus on theeas where it already has
credibility and competence. The quotation below destrates the uncertainty related to

CMI’s core competence.

“Maybe we need to stop and think where we are distgmod at and how we could
utilise that.”

In addition, some were worried if it is CMI as amganisation that has the networks and
connections or if they are based on individual eygés’ relationships. If the

relationships are on the individual rather thartt@norganisational level, there is a great
risk of losing them if the personnel change joblse juotation below underlines the

uncertainty attached to CMI's networks.
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“I'm not sure if the networks are actually CMI's tmrks or are they individual
employees’ networks, which might be a bit risky.”

To sum up, CMI's core competence and uniquenessiased to wide networks, high
quality work, innovativeness, flexibility and Présnt Ahtisaari. Still, there was some
uncertainty regarding what, besides President Aatis makes CMI unique and

concerns arose related to the level of CMI's neksor

5.1.3 Vision and Future Direction

There was no one and clear view of CMI's vision &mdre direction. Thus, there was
uncertainty about CMI's vision, growth plans, focoé the operations and future

direction after President Ahtisaari.

CMTI’s vision was a complex issue for the employé#s.the one hand, it was clear that
in the future, CMI will be an organisation whichntimues to carry out important
projects independently, also after President Ahtisaetires. In addition, CMI will
strengthen its expertise and become even more mesay among the experts and
decision-makers. But, on the other hand, for so@/'s vision was not clear. The

quotations below present examples of the intervesiveerceptions of CMI’s vision.

“CMI’s vision is to be an independent organisatitime legacy of President
Ahtisaari.”

“CMI will become a household name in this field, aganisation which has
contacts around the world.”

“I have to admit that | don’t know CMI’s long-termision or who is responsible for
creating one.”

“I'm not aware of CMI's long-term vision.”

In the future, according to the interviewees, itdobe important for CMI to focus its
operations on certain areas and not on severareifft ones. Recently, CMI has been
involved in many different fields, which has taketot of energy. The quotation below

summarises the feelings of several intervieweesitabe focus of CMI’'s operations.
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“In the near future, CMI will hopefully decide wieeit is and where it wants to go.”

CMI's growth plans were another question mark. @itfelCMI should become more

international, i.e. have operations and conta¢tsvar the world and more international
staff. Yet, CMI should not grow in a large scald bufocus on certain operations in
order to remain flexible. Still, widening the netks and relationships is crucial in the
future. Also, it would be natural development fdvlito have more people in different

locations. But, for some of the interviewees, ih&d to see CMI as a field operator in
the future.

One the areas of uncertainty related to CMI's faitdirection had to do with President
Ahtisaari’s role and upcoming retirement. The fatarm is clear: CMI’'s objective is to
be an independent organisation also after the @laairretires and to become a
household name in generating ideas and tools frirternational community. Also,
CMI will continue to work with different partnersdm all the sectors of society. Yet,
even though the matter of utilising the legacyhef Nobel Laureate had been discussed
internally, it was not clear if CMI actually haspéan for it. The following quotation

illustrates several views to uncertainty about GMiiture direction.

“In the future, the biggest change relates to Pdesit Ahtisaari’s role and to the
challenge to raise new experts from Finland, bdoih’t know if we have a plan for
actually doing that.”

To sum up, CMI's vision and future plans seeme@raewhat controversial issue for
the interviewees. Their hopes and expectationstabbll’s future direction seem to be
somewhat differing. For instance, on the one h@dl, should grow and be involved in
different things. But, on the other hand, CMI skibuémain small and flexible and

become more international by expanding its networks

5.1.4 Operating environment

CMI’'s operating environment, its opportunities atttallenges, influence its identity
and particular strategic planning. The challenges GMI are related to constant
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uncertainty and change. The opportunities are eadbeit they are limited by lack of
resources, mainly funding. CMI's wide networks lriropportunities but also

challenges.

Opportunities

The world changes constantly and there will alwagonflicts and crises in the world.
Thus, there are an endless amount of opporturidresn actor such as CMI. Nowadays
the work and role of organisations who work for geasuch as CMI, is more

recognised and appreciated which creates improweedittons for carrying out the

work.

CMTI's large networks, as discussed earlier, aref@ortunity to create synergies and to
combine competence from different sectors in otderonduct pioneering projects. As
presented in subsection 5.1.1, CMI's projects amedacted very often with partners
and CMI has large networks which makes it possibtea small organisation to be
heard. Cooperation with different partners, who faeused on a different niche, is
always an opportunity. The quotation below is a erample of the opportunities in

CMI’s operating environment.

“In CMI's operating environment many others are dised only on certain areas
which is an opportunity for CMI because of our coef@nsive approach.”

Challenges

The challenges of CMI's operating environment aetéated to constant change,
dependency on external funding and communicatioin different partners. CMI's

operating environment in general is quite scatteespecially when it comes for
acquiring resources. The operating environment gdsirconstantly which challenges

the organisation to adapt to its environment.

The biggest challenges in CMI's operating environtrage related to the nature of the
operations, limitation of resources and dependemtyexternal funding. There are
endless amount of opportunities, which are mosthitéd by availability of funding.

Therefore, acquiring adequate funding and secuhiagontinuity of the operations are
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challenges also for CMI. Competition for fundinghdae fierce since the projects are
handed in through an open contest and only thecapioin process takes much energy
and resources. Besides competition from funding,l @&kds to choose the “right”

projects, as opposed to just taking what is offematt select the most appropriate
partners for them. Still, competition might alsovéa positive impact on CMI since is
forces the organisation to improve it processes.

The need to operate using large networks is atdwmbenge for the organisation. Due to
its small size, CMI cannot execute projects onoitsr and sometimes working with
other organisations is demanding. CMI’s role assirey borders and building bridges,
ideally, reduces prejudices between the differesdtags in societies but can be
challenging due to cultural differences. Therefdre,order to be successful in this
environment, as the employees see it, regular canwation is both the key and the
challenge. The quotation below presents severabsvitor the challenges related to

CMTI’s large networks.

“CMI works together with many different parties whican be challenging because
everyone does not see, for example, the work ddathetlve private sector equally
beneficial.”

To summarise, the first section of the findingsvled an answer to the first research
guestion since it described the employees’ peroeptof the features of CMI’s identity.
The features most often attached to CMI were the-profit status, the Chairman
President Ahtisaari, different projects done inp&ration in a variety of partners and
large networks. The uniqueness of CMI was linkedldwibility, innovativeness, high
quality work and visible figurehead. Still, somecartainty existed regarding CMI’s
vision and future direction as well as the core petance areas.

5.2 CMI’'s Reputation

This section provides an answer to the second n&@dsemestion and describes CMI's
reputation, as perceived by the employees. Theisita find out how the employees
perceive CMI's reputation and how they would depeib Based on the experiences
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that the employees have with the external staken®ldCMI’s reputation is positive.
CMI is well-known among the experts in its fieldechuse of its quality work. For
instance, within the European Union, CMI is knowor fit own work and
accomplishments. Still, the reputation tends téedibetween stakeholder groups. Those
who know CMTI’s field think positively about CMI buhose who are not familiar with
the field might be somewhat confused. In Finlan®I @night still be connected to
President Ahtisaari and to his reputation by theegal public. CMI has a positive
reputation but in reality that reputation may berebetter than the organisation and its
processes internally. Therefore, the greatest reeddevelopment is not on the
attributes or dimensions of CMI’s reputation but iaternal processes which do not

meet the external reputation.

This section is divided into three subsections. Tinst subsection describes the
employees’ perceptions of CMI's reputation amorggatvn field and the experts: its
partners and the other non-profits. The secondestibs discusses CMI's reputation
among the general public, who are necessarily modren of the field of crisis

management. The third subsection presents the gegdbsuggestions for developing

CMTI’s reputation.

5.2.1 Reputation among the Field and the Experts

CMI's reputation among its primary stakeholderg, field and the experts is good: they
see CMI as an effective and efficient expert orgatmon who delivers what it promises.
This positive reputation might have to do with CMbBood and “right” contacts, past

participation in pioneering projects and high oiyalvork.

Compared to its small size, CMI and its employeeskvhard and achieve much. CMI
has a reputation of being a realistic and honegarosation where quality replaces
guantity. Partners appreciate CMI and its commitnber also see CMI as a competitor.
Other NGO’s know CMI reasonably well but sometincesisider that CMI has some
special status, particularly now after Presidentigdari's Nobel Peace Prize. The
following quotations highlight the views of the emviewees about CMI's reputation

among the experts and its field.
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“Basically, CMI has a positive reputation as beieffective.”
“Overall, | think partners are quite impressed abb@MI and its commitment.”

“Some[NGO’s] know CMI and our work surprisingly well, often dluigh personal
contacts.”

“Some [other non-profitsjmight feel that CMI has as bit special position &s
NGO, especially now due to the President Ahtisaaibbel Prize.”

5.2.2 Reputation among the General Public

Among the general public, CMI's reputation is hirete by the stakeholders’ low level
of knowledge of the field of crisis management. Gleaeral public and, overall, people
who know less about the field are more critical &wade difficulties in understanding

CMI's operations.

CMI and its work are difficult to understand foretlyeneral public, who has little
understanding of the field of crisis managements Has caused CMI a reputation of a
somewhat mysterious organisation. In other worde general public might be
confused about what CMI actually does. People kRogsident Ahtisaari and might be
aware that CMI is dealing with mediation and pelag#ding but do not understand the

work on a concrete level, which is highlighted bg following quotation.

“The general public might see CMI as a mysteriotgaaisation, which uses
state money for whatever they do.”

Generally, in Finland people who are not awareheffield often see CMI through its
work with President Ahtisaari and still connect Ciry strongly to its Chairman. This

view is also often supported by the Finnish media.

To summarise two previous sections, among its feld the experts, CMI is known and
appreciated for its work and, therefore, has a gepdtation. Yet, the general public,
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who is not aware of the field, may perceive CMI asmysterious organisation,
“President Ahtisaari’s Office”, and is confusedvdiat CMI actually does.

5.2.3 Development of Reputation

Even though CMI’s reputation, particularly among field, is relatively positive, there
seem to be inconsistencies between the good ektexpatation and CMI’s internal

processes.

There might be a gap between the external staketsdledxpectations of CMI and what
the organisation can actually accomplish. CMI d@edot of work for a small
organisation and its projects are ambitious aref@sting, which creates expectations of
a large organisation with huge resources. Peofdle@dused and surprised when the
reality does meet their expectations, for exampleen they browse the Internet site. In
addition, there are situations when CMI might beretoo brave with projects that are
ambitious and go into areas where it does not l@apeevious track record. In other
words, there might be gap between the ideas and thkaorganisation can actually

achieve. The quotations below demonstrate the cosceelated to the possible

expectations-reality gap.

“Some partners might think we have more power akierprojects and their goals
than we actually do.”

“CMI’s reputation is fine, maybe better than thealigy. This does not mean that
CMI does not do something well but that the intepracesses are not sometimes

up-to-date.”

“CMI is seen as very effective, which is sometiamessult of the employees’ large

workloads.”
“Sometimes our ideas can be a bit too ambitiousbsee we can not actually show

we can manage such issues. “

As mentioned in section 5.1, CMI has a good remrats a networker but the
interviewees were concerned about the level of GIvilationships. If the networks are
dependent on individual people and are not on tigarssational level, it might be
dangerous in the long-term. Thus, there might Ioslkaof expectation-reality gap also
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with some of the connections and networks. Theovalg quotation provides one
example of the views related to the level of tHatienships.

“It is a bit dangerous that CMI is occasionally amected only to one person. What
happens to those contacts if that person leaves?”

Even though the reputation among the field andetkggerts is positive, the reputation
among the public needs to be more based on fadst &MI's operations. If the
general public sees CMI now as a mysterious org#ars, the future reputation should

be based on more concrete results, as explainbe iquotation below.

“We should be able to offer facts for the media #melgeneral public so that they
could base their perceptions about CMI on facts.”

To summarise, this section provided an answer @ostétcond research question as it
discussed the reputation that CMI, according teeitgployees’ perceptions, has among
its external stakeholders. Generally, CMI has atpesreputation in its own field and
among the experts, i.e. its primary stakeholdemst, Yhe stakeholders who are not
familiar with the field might be confused about wi@MI does. Even though CMI’s
reputation is good, the organisation and its irgkeprocesses might need improvement

in order to live up to the external reputation.

5.3 CMI’s Practises and Challenges for Communication

This section provides an answer to the third reteguestion and describes CMI's

practises and challenges for internal and extezoaimunication, as perceived by the
employees. As explained in the beginning of thigptar, the challenges for the external
communication were discussed a lot during the wers, whereas the practises for
external communication were not paid much attentamnTherefore, this section only

presents the challenges for CMI’'s external commatioa. On the one hand, the aim of
this section is to find out the challenges the aygés experience when communicating
with external stakeholders. On the other hand,aihe is to explore the practises and

challenges for internal communication. As the otoyecof this study was to assist CMI
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in developing a communication strategy, investwatof the current communication
practises is part of the process. The first subseallescribes the challenges the
employees experience in external communication thedsecond subsection presents

practises and challenges for CMI's internal comroation.

5.3.1 External Communication

This subsection describes CMI's challenges for reglecommunication, particularly
the challenges the interviewees face when commumgceith external stakeholders. In
general, CMI needs a communication strategy inramexplain its operations better to
external stakeholders. The number of stakeholdeupgg CMI has to address is large
and they all have different levels of knowledgeGMI’s field, which complicates the
communication planning. After President Ahtisaaridobel Peace Prize, it is
increasingly important that CMI's communicationaeté underline transparency and

responsibility because of the huge media attention.

This subsection is divided into three parts. Thet flescribes the challenges for external
communication in general and describes why it ipartant for CMI to develop a
communication strategy. The second discusses coioatiom to a large group of
different stakeholders with different knowledge ©MI. The third focuses on the
challenges of communicating the role of Nobel LateePresident Ahtisaari in CMI’s

operations.

Communication in General

In general, CMI needs a communication strategy wkigpports securing the long-term
continuity of the operations. The major challengéscommunication with external

stakeholders relate to describing CMI explicitlydaproviding a clear picture of the

organisation.

Due to the lack of resources, CMI has not previphsld a long-term communication
strategy. Now the increased publicity and mediangitbn after the President Ahtisaari
was awarded the Nobel Peace Prize highlighteddkd o have a strategy for handling

and organising communication. A communication etggf for the interviewees, means
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the basic instructions, which clarify what to commoate, how and with whom. These
instructions, then, could be applied to all extec@mmunication efforts, such as the
website and the annual reports. The most urgenemiiat a communication strategy
needs to address is developing of a coherent amctete picture of CMI and bringing
that to all CMI's external communication effortshd five quotations below highlight
the need for a communication strategy.

“In external matters, CMI has to have a clear megsahat is easy to
remember and understand to different stakeholders.”

“The challenge for communication for me is how &sctibe what CMI is, does and
aims at in an understandable way.”

“In external matters, we need to clarify our messalge able to tell openly what we
do and, overall, think about the content of thesages we sent out. “

“It all [communication planning$tarts from the organisation’s strategy: clarifgin
what we concretely do and then defining which paofsthat we want to
communicate externally.”

“Creating a communication strategy requires a Idtveork from us internally and
the greatest challenge is to figure out our coressage and how do we want to be
described externally. “

“l think one of the challenges for communicatiorthat we do not really have the
competence to approach and work with the media.”

In sum, the major challenge for CMI for developmgommunication strategy relates to
providing a coherent picture of CMI and its operas to external stakeholders. The
communication strategy is needed to form explicitdglines and core messages for
external communication. Due to the limited resosyammunication has not been

separately planned previously but there is a needdrdinate it in more detail.

Communication with a Large Group of Stakeholders
CMI has to address a large and diverse group kéktdders in its communication. The
stakeholders have different interests, expectatamtslevels of knowledge about CMI

and its field. In addition, CMI’'s current communiicen practises have been planned for
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the field and the experts, who understand CMI'srafpens. As a result, some
stakeholders, such as the general public, migltbbh&used about CMI.

In CMI's external communication efforts, the conteare related to communication to
and with the stakeholders who are not familiar wi@MI’'s field and struggle at
understanding CMI’'s operations. One of the mainsoea for CMI to develop a
communication strategy relates to increasing avem®of CMI's work and clarifying to
the different stakeholders, especially to the ganeublic, what CMI is and does. For
the future, it would be important that CMI would lble to develop and deliver
messages which are consistent and clear, alschéogeneral public. The quotations
below present the views of the several interviewde$e challenges related to CMI's

communication to a large group of stakeholders.

“It is important that everyone has enough underdiie facts to form their own
opinion.”

“As the general public seems to be very confusedia@MI and what we do and it
is difficult to describe CMI for those who do nodrw in this field, our messages
should be clear and understandable.”

The Role of President Ahtisaari and the Impact oflie Nobel Prize

The role and status of President Ahtisaari, pddityinow after the Nobel Peace Prize,
is both a great opportunity but also a challenge @Ml when it comes to
communication. The general public still strongls@sates CMI to its founder, even
though President Ahtisaari’s role in projects ias@ably small. Obviously, the Nobel
Laureate is a tremendously valuable figureheadCidt. Since President Ahtisaari was
awarded the Nobel Prize, CMI has received visipiithich has created opportunities
for funding. Yet, it has also increased the extem@ectations towards CMI. As a
result, not only does CMI need to perform accordimghe expectations, but it needs

also to pay attention to responsible and transpa@nmunication.

After the President Ahtisaari was awarded the Nébvede, CMI received visibility in

the media which increased the general awarenesleobrganisation and raised the
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expectations of its external stakeholders. Theeeees considered that CMI was not
ready for all the publicity and the media attentigkfter the Chairman President
Ahtisaari was awarded the Nobel Prize, the attimideedia towards CMI has slightly
changed and the organisation now needs to be naefut with journalists. Even

though the Nobel Prize did not have a direct eftecthe projects, it had a significant
impact on CMI on the organisational level. For Chiie events of fall 2008 brought a
lot of opportunities for widening the funder baselaoverall, a possibility to raise
CMTI's profile among all its stakeholders. Increasasibility and awareness can raise
the expectations of the external stakeholders @nailefore, CMI must continue to act
responsibly and live up to those expectations. Nbere is an increasing need to

communicate clearly about CMI's work and goals.

The Nobel Prize brought CMI more visibility, raistee organisation’s profile and will
open doors also in the future. This momentum arabtoreated a lot of opportunities
for CMI, which have to be utilised in, for examplendraising. Visibility can help CMI

to raise its profile, get more access to high I@eziple and promote the organisation in
its competitive field. Also, increased credibiliyas considered as one of the advantage
of the visibility boost. The quotations below pneiseiews about the opportunities

brought by the Chairman’s Nobel Prize.

“In the current economic situation, the visibilitgceived due to the Nobel Prize
helps us to differentiate ourselves from the others

“This is the moment when CMI can profile itself aaxtomplish matters especially
related to funding.”

“There is a lot of boost internally and externatty our work.”

“The Nobel Prize lifted CMI from an organisation dmn by the experts to an
organisation whose expertise is acknowledged at tive world.”

“This visibility and publicity has changed and mibeli CMI's priorities and our
ways of working.”
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Yet, although the increased media attention wasimaiositive, it could have been
utilised better with coordination of communicatiand incoming requests. For instance,
there was a little competence to handle the suddedia attention. The quotations

below present some views about huge media attention

“I hope we have the ability to take all this in atgdn to positive but it is still too
early to think how this might influence our futdre.

“CMI has never got that much attention and was reddy for it, our ways of
communication were not clear for a large group takeholders.”

The majority of the interviewees mentioned thatréased visibility and awareness
require more accountability and responsibility I6MI's operations, performance,
behaviour and communication. The quotations bel@flect the views of many

interviewees.

“Visibility works also the other way so we neediv@ up to our reputation, leave a
consistent track record and make sure we deliveatwie promise.”

“CMI has to continue to work in a professional wayd make no mistakes since if
something is not done properly, it will be lookédnea very critical way.”

“From now on, we need to be even more careful wsedacting the projects and
partners.”

CMI is now more closely followed by its externahlstholders, particularly by the
Finnish media. This has increased the need to rategsionally and plan everything
carefully. The Nobel Prize might also further irase the expectations towards CMI
and its work. The following quotations demonstrhtav the interviewees felt about

increased attention.

“There are now more responsibilities and expectagidgowards CMI and is has to
impact the quality and content of our work.”

“The Nobel Prize can also create expectations fdl@hat are not possible for us
to meet, for example, peace in the Middle Eastan.T
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In order to meet the expectations and live up $oréputation, the focus of CMI's
operations should be clear and more attention rbaspaid to communication. The
communication planning needs to include how CMI pagsent itself clearly and how
the Nobel Prize could be exploited without drawthg attention from the fact that it
was awarded to President Ahtisaari for his lifetimerk. The following quotations

highlight the interviewees’ views related to thepnmvements for communication in the

future.

“In the future, CMI has to be able to communicatere more clearly our messages:
what we are, what is our future vision and whatwat to foster in our work.”

“Now it is just necessary to start putting effort communication.”

“A more consistent way of communicating would miéet CMI would not have to
use Ahtisaari’s brand so much but could rely maneGdI’s own perspective.”

The Nobel Prize does not change the fact that Gdbs to raise the profile of its other
projects and other experts besides President Antis@he interviewees considered
important that CMI learns from the events of fall08 and continues to raise its own
reputation together with highlighting the role ofeBident Ahtisaari for CMI. The
ongoing problem is that the other experts or ptsje€ CMI do not easily get attention.

To summarise, the challenges regarding CMI's eslecommunication were related to
describing CMI explicitly to external stakeholdetbe need to communicate with
multiple different stakeholder groups and commuimica the role and impact of
President Ahtisaari and the Nobel Peace Prize MFCoperations. A communication
strategy should form the guidelines for creatirgpherent and clear reputation for CMI
in all stakeholder groups, including the generalbligpu Until now, CMI's
communication has been planned for the field anel eéperts. As a result, the
stakeholders who do not know the field might be fgsed. In addition, the
communication practises need careful attention dae to the increased visibility and
awareness which resulted from President Ahtisa&obel Prize. Increased visibility
created opportunities but also raised expectatioatsCMI now needs to meet.
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5.3.2 Internal Communication

This subsection describes the practises and clgaldenfor CMI's internal
communication. Overall, majority of the interviewekelt that internal communication
is still a slightly fragmented process in CMI, eviough there has been improvement.
Informal communication between the colleagues wavk and necessary tools and
channels for communication exist. Yet, the chalemeelate to resources: there might
not be enough time for internal communication imeyal, which makes it difficult to
stay aware of what happens internally with the gutg and processes. In addition, the
employees’ responsibilities and tasks are not cfeareveryone which complicates

information sharing.

Practises for Internal Communication

Internal communication practises include a lotrdbimal communication in the form
of emails, meetings and discussions between thkeagples and the offices. The
atmosphere for internal information sharing is, general, good and the tools for

communication exist. The language depends on e iand the communicator.

The majority of internal communication takes plabeough emails, meetings and
personal face-to-face encounters depending ondbpl@ and situation. The atmosphere
for communication between the colleagues is goatl the tools for communication
sufficient. There is a lot of unofficial but opersclussion between different people in
the offices. There are sufficient tools and chasffiet internal communication and the
rules are somewhat pragmatic. Since CMI is a sorglhnisation, it is easy to contact
any other member of the staff. Also, if someoneaestsomething interesting or useful,
it can be communicated to others. The followingtgtions illustrate many views about

internal communication practises.

“Overall, there is a lot of informal interaction begeen co-workers in a form of
meetings, emails and telephone which work well.”

““The number CMI's employees is not too large ahdsieasy to be a member of
staff here. If help is needed, you just go andsaskeone. ”
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15 of the interviewees mentioned that, previousig, most important tool for getting
information of organisational matters was an inamewsletter, which had been used
until summer 2008. The newsletter, published ewexy weeks, was a good source of
information of what happened within the organisatiStill, even though the newsletter
was good, it was too much work for everyone ank teamluable time away from the
projects and other work. The quotations below preseo examples of the views of the

interviewees towards the newsletter.

“The internal newsletter we had was a good waydelivering information and it
helped to understand what others do.”

“The internal newsletter turned out not to be thest way to share information
because people found it a burden to write the etobesides their all other tasks.”

Monthly staff meetings, as a channel for interr@anmunication, divided opinions of
the interviewees. On the one hand, the staff mgetame currently the formal channel
for internal communication and help in providingamnmation about what happens
inside the organisation. Still, on the other hasdme other formal channels for
communication could be tried out. The quotationeweoresent the views to the staff

meetings.

“Monthly meetings take place in a good and opencsjphere, and provide general
information of what is going on.”

“A staff meeting once a month is not much and otbels for communication would
be appreciated. More official ways for communicaticould be beneficial in the
future.”

The official language for communication, also intdr within CMI is English but due
to a large number of the Finnish speakers, Finissiised a lot. The use of language
depends on the person and on the issue. For irstamme would further accentuate the
use of English in internal communication. The qtiotes below explain the different

views of the interviewees to the language of imkoommunication.
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“The language of internal communicatiqaften Finnish]is not an issue because
everyone speaks English when it is needed.”

“The language has to be English since there arepfeavho don’t speak Finnish
and that is forgotten every now and then. *

To summarise, the atmosphere for internal commtinitas good, open and informal.
The official language is English but Finnish is diseften. The main channels for
internal communication - emails, meetings and mfalr discussions - are adequate but
other formal channels for communication, besidestinyg staff meetings, would be

appreciated.

Challenges of Internal Communication

The challenges for internal communication relatéatk of time and coordination. Due
to limited time to inform others, it is sometime#fidult to be aware of what happens
internally. In addition, communication about int@rmesponsibilities is not clear: who
should be contacted in which matters? The inteyvadbetween the two offices could
also be better. Overall, there is a need to be mam@re of what happens inside the

organisation but there is limited time to searahttf@at information.

Internal communication and its coordination haverbéssues within CMI to which

solutions have been searched on a multiple of amtssand which are recognised by
the organisation. The practises for internal comicatiron might not be on an ideal
level and, therefore, could be developed but i& imatter of resources. In addition,
people responsible for communication have changeithgl recent years. Currently, the
aim is that everyone keeps the others informedeif fprojects and tasks, which takes
valuable time from the projects. The quotation®Wehre examples of the views about

internal communication.

“Internal communication has not been organised my garticular way, mainly due
to the lack of resources.”

“Even though there is commitment towards commuigoaand the information is
there, sometimes the communication is not.”
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“Basically, the rule is that the busier we get, tless we communicate with each
other and that has been noticed by the extern&iestalders as well.”

“Internal communication takes resources but it is enportant topic since now
some employees might feel they are struggling wingng to find time for
communication with others.”

Internally, everyone is not necessarily aware ocdt¥dMI actually does and why. Since
CMI's work consists of projects and people are tamt$y busy doing their own work,
there is sometimes not enough time to inform tHeeagues about the daily matters. As
a result, everyone is not necessarily aware of wiebthers do and in what phase the
projects are. There is a common desire to be meereaof what happens inside the
organisation but there is also a limited time ta@rsk for that information. The

following three quotations summarise three viewsudlthe matter.

“More efforts could be directed at communicatingpabwho, in the end, makes the
decisions here and what it is that we actually do.”

“I'd like to know more of what happens inside CMllang as that is not away from
the time for my own tasks.”

“There might be discrepancies between how much Ipewpuld like to know and
how much they are willing to spend energy searckanghe information. “

One reason for the fragmentation of the internahrmainication practises might be that
there is no one person who coordinates them. Heiniseyp to everyone to inform the
others. Currently, it is not always clear who candontacted about what and through
which channels. As a result, more consistent ialecommunication and practical
instructions regarding to what everyone does amatifni¢o be aware of could improve

the situation. The quotations below illustrate ¢levs of many interviewees.

“It is difficult to keep up what happens here anternal communication regarding,
for example, new employees has not been adequate.ofear instructions of who
handles and what would clarify the matter. ”
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“This all [need to coordinate internal communicatiomjas to do with
communicating a coherent picture of CMI to exterstakeholders because internal
communication is directly related to how we spegjether about CMI. “

“Sometimes we have had issues related to interaaingunication where different
employees have been talking to same external pewponsecutive days without
knowing of each other or that the same person mes@ther organisation is in
contact with different people from our end withastrealising it That happens in
every organisation but it could be relatively e&sget rid of it internally.”

It would also be important to increase and imprthee communication between CMI's
two offices. Even though everyone is not daily ontact with the other office, both
offices should be constantly aware of the workhef other office. Thus, the interaction
between the offices is not in a sufficient levetillSthere is always a danger of
“information overload” as busy people would not dawe time to register a large
amount of data from the other office. The quotatitselow illustrate the views about

the communication between the two offices.

“There should be one coherent CMI and thereforgauld be important to increase
contact between the offices.”

“Some people might not be that informed of whatgess in the other office. Still, it
also has to do with the fact that people are hardetach.”

To summarise, the interviewees felt that interrhmunication has improved during
the past years. The informal communication betwbercolleagues works well and the
atmosphere for internal communication is open aighdly. Still, the time for internal
communication is limited, which makes if difficuid inform others and be aware of
what happens internally. Also, some confusion akiotdrnal responsibilities exists
regarding who needs to be contacted in which ngtter

As conclusion, this chapter presented the findofgke empirical part of this study and

provided an answer to each of the following redeaygestions. The summary of the
findings is provided after each research question.
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1. How do CMI’'s employees perceive the features of SMiganisational
identity?
The features most often connected to CMI were thair@an President Ahtisaari,
different projects done in cooperation with variefypartners and large networks. CMI
was considered a flexible and innovative orgarosativhich is known for its high
quality work and figurehead. Still, there was asemne uncertainty about CMI's vision

and future development as well as core competeames and the level of the networks.

2. How do CMI's employees perceive CMI’s external regpion?
Among its primary stakeholders, the field and theests, CMI has a positive
reputation. CMI is a credible actor, an expert vidige networks. Yet, the stakeholders
who are not familiar with CMI's work and the fielthight not understand the
organisation and its operations. In order to lipagaits external reputation and meet the
expectations of its external stakeholders, CMl'serimal processes might need

development.

3. How do CMI's employees perceive the practises ahdllenges for CMI's
internal and external communication?

The employees felt the greatest challenge for raterommunication is describing CMI
to external stakeholders in an explicit way. Themme guidelines and core messages
for external communication could be useful. AlsdMIG communication efforts are
now planned for the stakeholders who know CMI'ddfievhich may confuse those
stakeholders who do not know CMI and its operatioims addition, the external
communication practises need careful planning nae t the increased visibility and
awareness, which resulted from the President AdniisaNobel Prize. Increased
visibility brought opportunities but also raisedetlexpectations of the external
stakeholders that CMI needs to continue to meet. ift@rnal communication, the
challenge is limited time which makes it difficedt inform the others and stay aware of
the projects and internal processes. Thus, thaaeneed for coordination of the internal
communication regarding employees’ tasks and resbibties. In addition, the

interaction with CMI's two offices should be inceeal. Still, internally there is a lot of
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informal discussion, the atmosphere is good anddbks for internal communication

are sufficient.
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6 Discussion and Recommendations

This chapter combines and discusses the main fisdpresented in Chapter 5 and
utilises them for developing CMI's communicatiomaségy. The main findings are

discussed according to the two building blocks lné theoretical framework (see

Chapter 3): CMI's organisational reputation andamigational identity. Section 6.1

describes the features of CMI's reputation as egpeed by the employees and
compares them to the findings of Kaustinen (20@&ction 6.2 investigates the main
positive features and uncertainties attached to’'€hMlentity. The positive features

could be utilised in developing a communicatioratglgy and the uncertainties need to
be paid attention to. Finally, section 6.3 givesoramendations for CMI's management
for developing a communication strategy with emphas a coherent organisational
identity.

To recap the theoretical framework in Chapter 3ilevtihe role of strategic planning is
to create long-term plans for the organisation’srapons, communication strategy is a
plan to communicate those goals to internal andreat stakeholders. The mechanisms
of internal communication transmit the strategiansl to the internal stakeholders,
employees, which forms the organisational identi@Qrganisational identity is
communicated to the external stakeholders throlghned efforts and the employees’
daily contacts. Image and reputation build up frimese contacts. Hence, this study
about the features of the organisational identyeals how internal communication
operates as a link between the strategic managelmuaht the employees. Also,
Kaustinen’s (2008) study about the organisatiogpltation shows how the features of
CMI's organisational identity have been communidate and interpreted by its
external stakeholders. As a result, comparisorneffindings of the identity study and
the reputation study produces information abouerme and internal communication

practises.
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6.1 The Features Attached to CMI's Reputation

This section discusses the features attached tdsGbfutation in the light of this study
and that of Kaustinen (2008), which investigated ISMeputation among its funders.
Thus, the first subsection briefly summarises tlénnfindings of Kaustinen (2008) and

the second subsection compares her findings welinidings of this study.

6.1.1 Funder Perceptions of the Dimensions of CMI's Repuattion

The main objective of Kaustinen’s (2008) study wasdentify how CMI's funders
perceive CMI and its reputation. Her study conslisi€19 semi-structured interviews,
which were conducted among CMI's Finnish and iraéomal funders. Kaustinen’s
study (2008) revealed that the funders considerdtl’sSCreputation positive, i.e.
attached positive features to CMI's reputation. 8lse discovered a few dimensions of
CMTI’s reputation which seemed to cause some comifiugir the funders.

Kaustinen identified eight dimensions of CMI's région: visible figurehead, vision,
public profile, innovativeness, performance, wodqgd, transparency and Nordic origin.
Her results showed that, among its funders, CMtassidered to be a forerunner, a
professional organisation, known in its field amdaag the experts but rather unknown
to the general public. President Ahtisaari’'s stattas said to bring credibility into
CMI's work but the need to highlight the role of CMother experts was recognised. In
addition, CMI's Nordic origin, the values and wagt working attached to it, was
considered a positive feature. However, some offuhéders had paid attention to the
somewhat contradictory practices in communicatiod project planning and also felt
that they are unaware of CMI’'s long-term plans argion. In addition, the funders
considered that some of CMI's relationships wetetha time, on the personal rather
than on the organisational level. This was considlex risk for the future, particularly

due to a relatively large personnel turnover CVH bBaperienced during recent years.

6.1.2 Discussion of CMI’s reputation

This subsection discusses CMI's reputation from é¢meployees’ and the funders’

perspectives, i.e. compares the findings of thiglysto those of Kaustinen (2008). The
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subsection shows that the findings of the two ssidire consistent and describes the
implications of that consistency. As presented ma@er 5.2, the features of CMI's
reputation were divided between two groups of dtalders: the field and the experts
(CMI's primary stakeholders), and the general pulverall, among the field and the
experts, CMI's reputation is positive, as suggestisd by Kaustinen (2008). There is a
need to develop the organisation’s internal procedber than the attributes of
reputation. Still, according to both the employeesl the funders, the general public

might be confused about CMI and its operations.

The findings of this study showed that CMI's em@ey seem realistic about the
organisation’s reputation and are aware of thegmiens of the external stakeholders
they work with. The positive features that the emgpks attached to CMI’s reputation
included, for instance, expertise, large networksovativeness and high quality.
According to Kaustinen (2008) these features wise lasighlighted by the funders. This
may indicate that the external communication betwtbe employees and the external
stakeholders seems to be working and the emplayaesmit the positive features of

CMI's organisational identity to the external sta&klers.

The uncertainties, such as the level of the netsyotthe future direction and vision,
which the employees attached to CMI's identity, evelearly seen in the funders’ views
as well. CMI's reputation might be, in some casgsched to individual people and the
networks might be built on the individual ratheanhon the organisational level. This
concern was also pointed out by the funders, whpmessed that this might be a risk in
the future, particularly due to CMI’s recently rilaly large staff turnover. In addition,

the employees were not sure about CMI's future gland vision. According to

Kaustinen, this was addressed also by the fun@¥H's Nordic origin was seen as a
benefit by the funders but the employees saw that more complex issue, particularly

regarding to the future growth plans.

Overall, it could be argued that the uncertaintedated to CMI’s identity identified in
this study were similar to those the funders brough in Kaustinen’s (2008) study.

This could imply that if the internal stakeholdare unsure of some features of CMI's
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organisational identity, possibly caused by disamgies in internal processes, the
uncertainties become visible also to the exterteteholders. Also, it seems that the
employees transmit the uncertainties of the orgaioisal identity to the external

stakeholders through communication in daily corstact

The employees pointed out that instead of devetpfhe features of CMI’s reputation,
it would be important to improve CMI’s internal gesses in order for them to become
consistent with the positive reputation. There rhigldn a gap between what the external
stakeholders expect from CMI and what the orgaioisatan actually accomplish. Part
of the development of the processes could be celat¢he coordination of practises of
internal communication both in daily matters and strategic matters. Also, as
Kaustinen’s (2008) study showed, even though theldts found CMI's reputation
good, they also had noticed some discrepanciesMtis@Communication policies and
sometimes excessive workloads of CMI's personnikréfore, the internal need for
improvement seems to have been noticed also bgxteenal stakeholders, although it
has not yet impacted the reputation. A part of tguag the internal processes could be

related to coordination of internal communicatiarboth daily and strategic matters.

Although CMI is well-known and appreciated in iisldl, its work might not be clear for
the general public. Kaustinen (2008) reported thatfunders hoped that CMI would be
more actively involved in the general discussiam,ihstance, in the media. Also in this
study, the need for CMI to develop its communiaaiio a way that the general public
would be better able to understand its work wasllggted. Still, as CMI's primary
stakeholders are the field and the experts, tochnefiche limited resources should not

be directed at communication to the general public.

To summarise, CMI's employees seem realistic akiMt's reputation and are aware
of the perceptions of the external stakeholderg Wherk with. Overall, the findings of
this study attached similar features to CMI’'s rgpion as Kaustinen’s (2008) study.
Both the employees and the funders considered CMpsitation positive. Still, the
uncertainties linked to CMI’s identity in this sjud/ere also mentioned by the funders.

This seems to suggest that the employees commaniChtl’'s identity, both the
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strengths and the uncertainties, to the exterasiebblders they work with. On the one
hand, the employees seem to communicate the cdhanehclear areas of CMI's

identity clearly also to the external stakeholdd@tsis builds up the positive reputation.
On the other hand, the unclear areas of CMI's itdefdr the employees were unclear
also for the external stakeholders. The findingshaf study highlighted that instead of
developing the attributes of the reputation, therea need to develop the internal
processes of CMI. This could decrease the amouninoértainty related to CMI's

identity and also clarify the uncertain dimensiafighe external reputation. Both the
employees and the funders pointed out that the rgemablic might not know or

understand CMI’s work, which could be improved lmyrenunicating more concretely
about CMI. Still, as the field and the experts @MI's primary stakeholders, too much

of the limited resources should not be directecbatmunication to the general public.

6.2 Main Features and Uncertainties Attached to CMI’s dentity

This section combines the findings, presented ati@e 5.1, about the main features
and uncertainties that the employees attached tBsGdéntity. The section shows how
some of the main features could be utilised in bgreg CMI's communication

strategy. In addition, this section highlights tlla® uncertainties need to be clarified
internally. Overall, several positive features eted to CMI's identity, such as

expertise, innovativeness, high quality and largevorks show that CMI has been able
to internally build a common understanding of thditees of the organisation. These
features could be utilised in developing a commatibn strategy. Still, some

uncertainty about CMI’s vision and future directi@ore competence, level of networks
and confusion about internal responsibilities anchimunication practises exist. This

could indicate that internal communication may néedelopment.

The employees attached several positive featur€Mtbs identity, described in more
detail in section 5.1, which could be considered anilised when developing a
communication strategy for CMI. These include,if@mtance:

* Wide expertise in the large field

* Credibility and high quality of work
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» Unique figurehead and talented employees
* Innovative and pioneering projects
» Large networks, ability and willingness to work vdifferent actors

* Flexible structure and possibility to react fast

CMI's communication strategy could foster the abteatures and concretely highlight
why these features make CMI unique. Especiallyntieesages which reach the general
public are the most effective when they are as metacas possible. For instance, it
could be clearly explained which CMI's projects preneering and why, what it means
that CMI has a comprehensive approach to crisisagement and what makes CMI's
large networks unique. Still, it seems that therenir means of communication seem
adequate for the experts and the field. Not sungig, most of the above features were
also mentioned by the funders in Kaustinen’s (208t8dy. This could indicate that
some of the features are already used in commumncaln addition, as they were
mentioned by the funders, it could imply that tleattires describe CMI’'s overall

organisational performance and behaviour.

The unclear areas of CMI’s identity, described iarendetail in section 5.1, included
the following areas. They all need to be clarifigdough more effective internal
communication and information sharing.

» The focus of the operations

* The future direction and vision

» The core competence areas

* The level of the networks

* Internal communication about the organisation’'scpsses and the employees’

responsibilities.

There may be a need for internal discussion reggritie focus of CMI’ operations, the
future direction and vision, core competence aseakthe level of the networks. The
employees said that it is hard to describe CMI,operations and future plans to

external stakeholders. In other words, there wasesancertainty among the employees
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regarding to what CMI actually does and why, wtailCiMI good at, and to which
direction is CMI going in the future. In additiothe uncertainty was linked to CMI’s
networks and their level. If the wide networks anethe personal level instead of on the

organisational level, there is a risk of losingnthie case of staff turnover.

The last area of uncertainty mentioned above iatedl to challenges for internal
communication about CMI’s internal processes amrdetnployees’ responsibilities. The
time for informing the other members of the orgatia is limited. Thus, it is difficult
to stay updated on what happens internally. Noerdfte Chairman was awarded the
Nobel Peace Prize, the uncertainty has increaseal r@sult of the media attention.
Contacts with the media are stressful themselveselyen more so because the
employees felt that they were not sure they ifiafermed of what happens internally.
Also, there might be a gap between what the extstakeholders expect from CMI and
what the organisation can actually accomplish.

Since the uncertain areas of CMI's identity weraaans also for the funders, it seems
to indicate that if the employees are not sure alsome areas of the organisational
identity, the external stakeholders cannot undedstaem either. In other words, when
developing its communication strategy, CMI need®xplain its strategic plans to its

internal stakeholders, employees, and engage thethei strategic plans. Once the

internal identity is solid, it can be communicatéelarly to the external stakeholders.

Above areas of uncertainty attached to CMI's idgnsieem mainly to be related to
internal communication either on a strategic oaataily level and could be reduced by
improving internal communication. As many emplay@s possible could be included
into considerations of CMI's strategic plans, swh vision, future direction, core
competence areas and focus of the operationsder ¢o increase their commitment to
the organisation. In addition, the employees’ ustderding of CMI's long-term goals
should be emphasised as a part of a communicdtiaegy. Internal communication in
daily matters is an important part of communicastrategy and could be enhanced, for

instance, with explicit guidelines of responsil.
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To summarise, this section discussed the findietted to main positive features and
uncertainties attached to CMI's identity. First thesitive features, which could be
utilised when developing a communication strateggre identified. Second, the areas
of identity which need to be clarified were highiigd. Overall, several positive features
attached to CMI’s identity, such as expertise, rativeness, high quality and large
networks show that CMI has been able to internaliyd a common understanding of
the abilities of the organisation. These featuraslct be utilised in developing CMI’s

communication strategy. Still, some uncertainty WWb&MI's vision and future

direction, core competence, level of the networksl aonfusion about internal

responsibilities and communication practises exi$tese could be reduced by the

means of internal communication.

6.3 Recommendations for CMI's Management

This section offers some recommendations for Chiftanagement on how to start
developing a communication strategy based on titerfgs of this study (see Chapter 5)
and discussion in previous sections 6.1 and 6.2.filkdings showed that the employees
attached several features to CMI's identity, whaduld be utilised in developing a
communication strategy. In addition, the employepstceptions of the features
attached to CMI's reputation seem consistent whth perceptions of the funders (see
Kaustinen, 2008), which indicates that they havenbeommunicated clearly to this
group of external stakeholders. Still, some ungares related to the features of CMI's
identity emerged which, in order create a coheidentity for CMI, would need
attention from the management. As a result, theormeeendations for CMI's
management, based on the results of this studyhar®llowing.

Start developing the communication strategy onbidss of an internal discussion of
CMI's strategic plans, such as strategy, vision @ungkion.
o Make sure the employees are aware and understaniks Giategic
plans in order to communicate them in daily encermtto external

stakeholders.
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Create a clear organisational story and concrete m@ssages about CMI to be used

in external communication which support CMI's ségt, vision, mission and long-

term goals.

o

Discuss internally about CMI's strategic goals: w@dl does, aims at
and is good at, and talk about the time after Besdi Ahtisaari's
retirement.

Plan CMI's organisational story: decide what to caummicate externally
about CMI's identity and how, ideally, would CMI bdescribed
externally. These are the basis for a communicati@ategy.

Consider and utilise the positive features presemehis study and by
Kaustinen (2008) when planning the story.

Implement the organisational story to all exterw@hmunication efforts,

such as the website and publications.

Involve as many employees as possible in the dssmus about CMI’s strategic plans

and organisational story to make sure the employadsrstand and are committed to

them.

Emphasise CMI’'s concrete results in everyday cdacrianguage in external

communication.

o

More concrete messages about the actual resulesaarer to understand,
particularly for the general public.
Continue to tailor the messages according to thewledge of the

stakeholder group.

Communicate and clarify individual employees’ rasgbilities, tasks and the

situation with the projects continuously and conslyeto the employees. They need to

be aware of the daily matters in order to commugieacoherent story of CMI.

o

To clarify the internal responsibilities, createlist of key tasks and

responsibilities of the employees.
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0 Support the electronic calendars with an email setweekly by the
Office Managers which states the main points of wleekly schedules
(e.g. locations and most important meetings) ofkigye members of the

staff to make sure everyone is updated of eachtiwaereabouts.

 Create a comprehensive database of all the extarmaiacts to safeguard the
continuity of the relationships in case the empésyehange jobs.
o This does not solve the issue of the level of iatships but would

secure a possibility to try to manage the relatigrs

To summarise, this section gave recommendatiorGM@is management in order to
start developing a communication strategy. The msuendations emphasise that
developing a communication strategy should be demed as a process of integrating
the organisation’s strategic core to the behavimuemployees in order to create a
coherent organisational identity, which could beedusin communication. The
recommendations highlighted the role of an intetistussion of CMI’s strategic plans
as a starting point for the communication strate@nce there is an internal
understanding of CMI’s strategic goals, the ne&pst to plan the organisational story
and the core messages. In other words, the manatj@®ed to involve the employees
in a discussion regarding how to communicate CM¥ganisational identity to the
external stakeholders. Once the internal foundasaosolid, the organisation can move
further with developing the communication strateggyd consider matters such as
stakeholders and messages. In addition, the conuatedi messages, particularly for
the general public, have to be concrete and emgdb&MI’'s results and achievements.

As a conclusion, this chapter summarised the mautinfgs from chapter 5 related to
the features of CMI’'s reputation and organisatiodahtity. The features the employees
attached to CMI's reputation were compared to thdirigs of Kaustinen (2008), who
explored CMI's reputation among its funders. It meethat CMI's employees
communicate the strengths of CMI's identity wellthe funders and are aware of their
perceptions of the organisation. The positive fetuof CMI's identity, such as,

expertise, credibility and high quality can be igdd when developing the
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communication strategy. The uncertainty relatedCtdl’'s identity, for instance, to

vision, level of the networks and core competerméddcbe reduced by coordinating the
internal communication. Recommendations for CMI'anagement were given on how
to start developing CMI's communication strategyd athey emphasise an internal
discussion and understanding of the organisatiafeltity as a starting point for a

communication strategy.
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7 Conclusion

This chapter concludes this thesis and sums upeiearch aims, methods and findings.
The chapter goes over the main points of the tileeareview in Chapter 2, about

organisational identity and developing a commuimecastrategy and summarises what
was found in the empirical part of this thesis imapters 4, 5 and 6. This chapter is
divided into four sections. Section 7.1 descrilles purpose, methods and theory for
this thesis. Section 7.2 highlights the main figgirand discusses them in relation to the
previous research. Section 7.3 takes a criticatagmgh to the research process and
presents some limitations for this thesis. Finadlgction 7.4 suggests approaches for

further research.

7.1 Research Summary

The purpose of this thesis was to investigate aprofit organisation’s identity and
assist the organisation in developing a commurunastrategy. The leading principle
was based an assumption that developing a commniiamicsirategy starts from the
organisational identity, which defines what the amiigation wants to communicate
about itself to the external stakeholders. The watibn for the thesis and the
development of the theoretical framework arose frarimited number of previous

studies focusing on communication planning forrtba-profit organisations.

The literature review for the thesis consisted bfeé major topics: non-profit
organisations, organisational identity and develephof a communication strategy.
The first section of the literature review, sectidd, introduced the concept of a non-
profit organisation and discussed challenges tHa tnternational non-profit
organisations, such as the case organisation Gtmsmagement Initiative (CMI), face in
their operations. The major challenges were reladedependency on external funding
and the uncertainty it brings, for instance, fag ttontinuity of the operations. Section
2.2 showed that the objective of the identity mamagnt is to create a shared internal
understanding of the organisational identity, whaam be communicated to external
stakeholders. In other words, the chapter empldhdise importance of exploring

organisational identity, the employees’ perceptionls their organisation, when
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developing the organisation’s internal and extersalmmunication. Section 2.3
discussed strategic planning, the essence of timencmication strategy and presented

four models, which could be applied when develogirgpmmunication strategy.

The theoretical framework for this thesis (see @maB) emphasised the impact of the
employees for the success of the non-profit's edlecommunication. Due to the lack
of the non-profits’ communication resources, thdydaontacts and communication
between the employees and the external stakeholgers considered increasingly
important. Particularly, for a service oriented estporganisation, such as the case
organisation, the employees’ perceptions of andnsibment to the elements of their
organisation’s identity were argued to have a $igant influence on the perceptions of
the external stakeholders, i.e. on the organisatieputation. In other words, in their
contacts with the external stakeholders, the eng@eyxommunicate their understanding
of the organisation’s identity and impact the exétperceptions of the organisation.

As a result, the theoretical framework pointed thiat a key to developing a functional
communication strategy lies in a shared internalesstanding of the organisation’s
identity. Thus, the employees have to be committethe organisation’s long-term
strategic plans in order to tell a coherent stdryhe organisation and its abilities to
external stakeholders. As the objective of the comioation strategy is to support the
organisation’s strategic plans, it should be based the employees’ shared
understanding of the organisation’s strategic plaresticularly strategy, vision and
mission. After that the organisation can start atering the stakeholders, channels and

timing for the communication.

In order to evaluate how communication influencles brganisational identity and

reputation, the organisation should conduct a salshut its identity and compare the
results to those of a reputation study. That way dihganisation can investigate the
communication flow from the management to the maéand the external stakeholders.
Thus, the gaps and similarities between the ext@eraeptions of the organisation, i.e.
its reputation, and the internal views, i.e. itentity, can be traced and used for the

purposes of strategic planning. For the purposéBisthesis, Kaustinen’s (2008) study
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about CMI's reputation among its funders made isginle to conduct such a
comparison between the internal and external vieWw&€MI. This produced useful
information for the case organisation about thewflof internal and external

communication.

The research process of exploring CMI's internahiity was guided by three research
questions, to which answers were searched with-seogtured interviews. The three
research questions that this study set to out twan were: 1) How do CMI's
employees perceive the features of CMI's orgarosali identity? 2) How do CMI's
employees perceive CMI's organisational reputatian@ 3) How do CMI's employees
perceive the practises and challenges for CMI'srivdl and external communication?
In order to find the answers, 17 semi-structuragdrinews were conducted among all

CMI's employees in Helsinki and in Brussels.

7.2 Main Findings

The section highlights the main findings of thiegls, presented in more detail in
Chapter 5, and argues that they are consistentps#¥fious research. Interestingly, the
findings are particularly consistent with the fings of Kaustinen’s (2008) study, which
investigated CMI's reputation among its funderseTimain findings are presented
according to the themes of the research questtbesfeatures of CMI’s identity, the
employees’ perceptions of CMI's reputation and psas and challenges for

communication.

First, the main findings showed that the employstésched several positive features to
CMTI's identity but there were also areas which weod clear. The positive features
included, for instance, expertise, large networggneering projects and unique
figurehead. These features, explained in more ldetaection 5.1, were shared by the
employees and could be utilised when developingcttramunication strategy. There
were also some areas of CMI's identity, which weoé clear for the employees. These
included, for instance, CMI's vision and futureedition, the level of the networks and
core competence areas. These areas, describedren datail section 5.1, could be

reduced by the means of internal communication.
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Second, the main findings pointed out that the eyg®s’ perceptions of CMI's
reputation are positive but the organisation’srima processes might not be consistent
with the reputation. CMI's reputation among itsnpary stakeholders, the field and the
experts, is good. Yet, the stakeholders who arefamotliar with CMI's work and the
field might not understand the organisation anagsrations. There might even exist a
gap between what CMI can accomplish and what thermxl stakeholders expect.
Thus, instead of developing the features of CMé&gutation, it would be important to
develop the organisation and its internal procedsesrder to live up to its reputation
and meet the expectations of the external stakemld€CMI’s internal processes, also

internal communication, seem to need development.

Third, the main findings also showed that for exércommunication, the main
challenge is describing CMI explicitly to exterrsthkeholders. Thus, the employees
said it is difficult to provide a coherent view QiMI to the external stakeholders.
Communication strategy should offer some guideliaed core messages for external
communication. Also, CMI's external communicatios nhow planned for the
stakeholders who know CMTI’s field which may confikese stakeholders who are not
aware of CMI and its operations. In addition, tkéeenal communication practises need
careful attention now due to the increased vigibdnd awareness, which resulted from
the President Ahtisaari’'s Nobel Prize. Increasaibility brought opportunities but also

raised the expectations of the external stakehslithet CMI needs to continue to meet.

For internal communication, even though the atmesplis good and tools sufficient,
the greatest challenge relates to time constraifte limited time for internal
communication makes it difficult to inform the oteend stay updated and aware of the
internal processes. In addition, the internal raspmlities and tasks need clarification.
Still, there is a lot of informal discussion, theenasphere is friendly and open and the

tools for internal communication are sufficient.

The findings of this thesis seem to be consistetit the study conducted by Kaustinen
(2008) about the perceptions of CMI's funders. Tpasitive features that CMI's

employees attached to CMI's reputation were sinitiase of the funders. This shows
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that the employees know the external stakeholdesy tvork with and are realistic
about CMI's reputation. Thus, they also seem tomomcate their understanding of
CMTI's identity to external stakeholders. In additieghe uncertainties that the employees
attached to CMI’s identity were, according to Kanesh (2008), mentioned also by the
funders. The employees’ pointed out the need t@eldpvCMI's internal processes. The
funders, even though considered CMI’'s reputationdgoexpressed that they have
noticed the employees’ large workloads and someonsistencies in CMI's
communication policies. As a result, both the pesitfeatures and uncertainties
attached to CMI in this thesis were very similathie funders’ perceptions presented in
Kaustinen’s (2008) study.

The findings of this thesis and their consistenithe findings of Kaustinen’s (2008)
support the results and theories of several busitesymunication researchers (e.g.
Marvick & Fill, 1997; O’Neil, 2003; Argenti & Fornmg 2003). For instance, Marvick
& Fill (1997) proposed that organisational identity formed through internal
communication and on the basis of the employeesresh understanding of the
organisation. Organisational reputation builds bpugh the external stakeholders’
interpretation of the communicated identity. Thig, instance, if some areas of the
organisation’s identity are not clear for the enyples, those areas cannot be clear for
the external stakeholders either. As explained eptbws is supported by the findings of
this study since the uncertainties presented by’€bthployees were also pointed out
by the funders.

In addition, Argenti & Forman (2002) argued tha¢ #mployees’ perceptions of their
organisation are communicated to the external btallers in daily encounters. As a
result, the positive areas of the organisationenidy become apparent for the external
stakeholders, as comparison of the result of tiesis to those of Kaustinen (2008) also
showed. But, if the employees’ perceptions of tleganisation are fragmented, it will
be noticed by the external stakeholders as weliclhwlvas also visible here. Also,
O’Neil (2003) argued that the role of communicatisnto clarify the organisation’s
goals first internally and then transmit them téeemal stakeholders. She points out that

the employees’ understanding of the organisati@meitity, particularly of the strategic
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plans, need to be clear so that they can to conuatenihe plans explicitly to external
stakeholders.

Findings and recommendations of this thesis supp@tviews of several business
communication researchers (e.g. Dowling, 2001; \kapR004; Aula & Mantere, 2008;

Cornelissen, 2004), who highlight the importancesioared internal understanding of
the organisational identity as a starting point forcommunication strategy. It is
commonly agreed that the communication strategyaisplan to transmit the

organisation’s strategic plans to internal and meestakeholders. Thus, in order to
communicate a coherent identity to the externdtettalders, the organisation has to

clarify it strategic plans to the employees andagiegits employees to them.

The main findings of this thesis suggest that wideveloping a communication
strategy, an organisation should pay attentionh® internal understanding of its
identity and strategic plans. The most valuablérdmution of this kind of a thesis to the
practitioners is that it encourages the manageisitiate and create discussion within
their organisation about the strategic plans, ifle organisation’s goals, targets,
strengths and abilities. As a result, the recomragods of this thesis (see section 6.3)
for CMI's management emphasise that developing @neonication strategy is a
process of integrating the organisation’s strategie to the behaviour of employees in
order to create a coherent organisational storgeQine internal foundation is clear, the
organisation can move further with developing th@mmunication strategy and

consider matters such as stakeholders, messagéseaiihick channels.

7.3 Limitations of the Thesis

This section reviews some of the limitations obtthesis and takes a critical approach
to the research process. There are four particeéeons which need to be kept in mind
when looking at the implications of this thesisrsEi this qualitative study was

conducted for this particular case organisationictvimeans that the results as such
apply to this study only. Still, they could be useiguidelines for the future research.

Second, the method for data collection, semi-streck interviews, has certain
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characteristics which need to be kept in mind winégrpreting the results. Third, even
though the findings of this thesis and those of $€@en (2008) are consistent, it does
not mean that the perceptions of CMI's other stalagr groups would be identical.
Fourth, Kaustinen’s study was published in Decen2®®8 when the interview process
with CMI's employees for this thesis was not firegh which might have had an

influence on the interview results. These four oeasare looked in more detail below.

First of the limitations for this thesis arisesrrahe fact that this qualitative study was
conducted for one particular case organisation. Tase organisation, Crisis

Management Initiative, turned out to be a uniquganisation, which offers expert

services on a non-profit basis. In addition, thedgtwas made right after CMI's

Chairman, President Ahtisaari was awarded the N&ealce Prize. Therefore, these
rather unique case settings should be kept in mimeh interpreting the results of this
thesis.

The second limitation arises from the data colecttnethod semi-structured interviews.
According to Hirsjarvi & Hurme (2000), the methodshthree characteristics which
need to be acknowledged when interpreting the tes#irst, the method requires
experience from the researcher because it prodadasge amount of research data
without specific instructions for analysis. In thisise, the researcher did not have
extensive experience of the method. Still, theaeseer had an opportunity to develop
her skills in a pilot interview, in which she wasl@to test her interview technique and
framework. The semi-structured interviews madeasgible for the interviewees to
show their expertise, which is why the method weleded. Second, the interview
themes related to internal matters of the casentsgton and that might have had an
impact on the interviewees’ answers. The findingsent the views and the perceptions
of the employees’ of a small organisation in a urigituation when CMI's Chairman
had just been awarded the Nobel Prize. For instah@®uld be assumed that some
interviewees were reluctant to discuss any negassaes. This has to be remembered
when evaluating the results. Third, the analysisthed interview results could be

considered problematic because there were no yeadile models for that. Due to this,
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sections 4.2 and 4.3 offer a comprehensive backgrfor the interview framework and
explain the basis for the data analysis.

The third limitation relates to the consistencytlod results of this thesis and those of
Kaustinen (2008). Even though the results seemistens, they present the views of
only two groups of CMI's stakeholders. Thus, theules do not mean that the

perceptions of CMI's other stakeholders would benictal.

The fourth limitation appears because Kaustine2808) study was finalised and
published in fall 2008 when the interview processsthis thesis was still not finished.
Therefore, her results might have had an impad¢herviews of some of the employees.
As her research explored the funders perceptior@Mifs and this thesis investigated
the employees’ perceptions, those employees whe,veg¢rthe time of the interview,
familiar with her findings might have been influedc by them. This was also

mentioned in section 4.3, which described the dali@ction process.

Despite of the limitations discussed here, it ddhlse argued that this thesis produced
trustworthy results. As explained in section 4ds,a qualitative study the results are
the researcher’s interpretations and the trustwoatis arise from thorough
documentation and justification of the researchhwoas and objectives which was
followed in this study in Chapter 4. In additiowea though the research method has its
limitations, for this thesis it produced findingsinh are consistent with each other and
with the ones of Kaustinen (2008).

7.4 Suggestions for further Research

In the future, more research attention could bemito non-profit organisations, their
organisational identity and communication strateQye to the limitations regarding
their resources, businesses could maybe learn tlhlemon-profits which have to know
their stakeholders well and target their commumcatarefully. As highlighted in the

introduction chapter of the present thesis, thera limited amount of research which
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combines organisational identity management andnuaomication strategy and even

less which brings these topics into the world aba-profit organisation.

Based on the results of this study, four specifipraaches for further research are
presented and then elaborated below. First, bas¢ldeorecommendations of this study,
the process of developing CMI's communication sggt could be taken further.
Second, a follow-up study could be completed ateertain period for CMI to see if
the features and uncertainties of CMI's identitwénahanged. Third, a similar study
could be completed to some other non-profit orgeia to test the applicability of the
theories presented here. Fourth, the aspects of 'sChfiternal and external
communication could be studied separately, foramst, as a form of a communication
audit. That way CMI would get more specified resuéind recommendations for

specific areas of communication.

The first approach to the future research sugdkatst would be interesting to develop
CMI's communication strategy further. The next msasould be to finalise, after the
internal discussion, the organisational story amgecmessages and analyse the
stakeholders and their responses. Afterwards, tedgend effective messages, based on
identity, could be created for each important stak#er group and implemented into,
for instance, the internet site, annual report amtlia communication. In addition,

development of a continuous feedback channel woealsnportant.

The second idea for future research is to comm@eséudy similar to this one after a
certain period of time to investigate if the feagiand uncertainties related to CMI's
identity have changed. This thesis offered recontagons for CMI's management on
how to start developing a communication strateggedaon the features of the identity.
Therefore, it could be useful to investigate how thatures of CMI’s identity are seen

in the future, particularly after President Ahtis@aretirement.

Third, a similar study to this one could be conddctfor some other non-profit

organisation to see how the theories presented dmly in other cases. In addition,
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that would enable benchmarking of the communicapoactises between the non-
profits and help in developing the theories fos tparticular field.

The fourth suggestion for further research coulddexplore CMI's communication
efforts in more detail. For instance, an intermad/ar and external communication audit
could be conducted. This thesis offered a genectline CMI’'s organisational identity
and challenges for internal and external commuinicdtut did not make a distinction
between, for instance, the employees, the officaonalities or the effectiveness of the
tools and channels of the internal communicatiar. ikstance, for the area of external
communication, a study about the language, toalschannels used for communication
with CMI's external stakeholders would provide \able information for CMI. A
specified internal or external communication audduld offer CMI more specific

recommendations about communication and give mamerete recommendations.
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Appendix 1. INTERVIEW THEMES FOR SEMI-STRUCTURENTERVIEWS (IN
ENGLISH)

Interview framework for CMI's employees

1. Background information

* Name
o Title
* Position

* Responsibilities
2. CMI's Organisational identity: internal understanding of CMI’'s core

» Strategy and mission: what CMI is, does and aims at
» Strengths, core competence, uniqueness

* Finnish roots and origin

» Vision and future direction

» Operating environment, challenges and opportunities

2. Reputation: how is CMI seen by external stakehdkrs, as interpreted from daily
encounters

» Daily tasks and contacts with internal and extestakeholders
* How is CMI seen externally and why?
* How could reputation be developed?

3. Communication: practises and challenges
» External communication in own work and for CMI iargral

* Internal communication practises, tools, chanralallenges
* Impact of the Nobel Prize on own work and for Ckligeneral

4. Any other matters worth highlighting
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Appendix 1. INTERVIEW THEMES FOR SEMI-STRUCTURENTERVIEWS (IN
FINNISH)

Haastattelukehys CMI: n tydntekijoille

1. Taustatiedot

¢ Nimi
» Titteli
* Asema

* Vastuualueet

2. CML:n identiteetti: sisdinen ymmarrys CMI:sta

« Strategia ja missio: mika CMI on, mita tekee, mjsmihin pyrKii
* Vahvuudet ja ydinosaaminen

e Suomalaisuus, suomalaiset juuret

e Tulevaisuuden suunta ja visio

» Toimintaymparist6: haasteet ja mahdollisuudet

3. Maine: kuinka ulkopuoliset ndkevat CMI:n
« Paivittdinen tyo ja kontaktit sisdisten ja ulkopstan sidosryhmien kanssa
» Ulkoisten sidosryhmien kuva CMI:sta
e Ulkoisen kuvan kehitystarpeet
4. Viestinta: haasteet ja kaytannot
* Ulkoinen viestintd oman tyon kannalta ja yleis€I:n kannalta
« Sisdainen viestinta: kaytannot, kanavat, haastg@iatut

* Presidentti Anhtisaaren Nobel palkinto ja sen vaikaet CMI:hin ja omaan
tyéhon

5. Muut asiat
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