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Abstract 

In an environment where funds are shrinking and competition is increasing, post-secondary 

institutions would benefit from the unification of administration, service staff, and faculty efforts under a 

single authentic brand promise supported by co-created values-based tactics. Such an approach builds 

brand equity, creates workflow efficiency, and strengthens organizational culture; these are all factors that 

strengthen the institution’s ability to thrive in a competitive market. Contrapuntal Analysis (Baxter, 2011) 

was used to explore the competing discourses at a Canadian college. Findings confirmed the main area 

of friction is the commodification of education. Three basic assumptions define college culture: 1) A 

dedication to fostering relationships in service of individual student success and excellent programming; 

2) A dedication to meeting the learner where they are at; and 3) A recognition that the role of education is 

both social and economic. To thrive within a flat unionized organizational structure, the institution should 

create an environment that balances autonomy and systems. The findings validated a new post-

secondary branding model that combines discursive leadership, cultural auditing, brand architecture, and 

post-secondary branding theory. The evidence-based brand model called Discursive Leadership Brand 

Architecture Model (DLBAM) and research are offered to communications experts serving post-secondary 

institutions. DLBAM celebrates post-secondary sub-cultures and tasks the members of each sub-culture 

to contribute to a co-created marketing effort that will increase brand equity, positively affect enrolment, 

attract new employees, and encourage stakeholder investment. 

 

Keywords: brand architecture, brand equity, branded house, branding, co-creation, culture, 

cultural auditing, discursive leadership, post-secondary  
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Values-based Post-Secondary Brand Architecture Modelling 

This study informed the creation and tested the validity of Discursive Leadership Brand 

Architecture Model (DLBAM), a hybrid model informed by combining theories from organizational studies, 

brand management, and post-secondary literature. DLBAM is an evidence-based post-secondary 

branding model that incorporates the values of faculty, service staff, and administrators while building 

brand equity. The research findings showed that a post-secondary branding model must recognize the 

demands of the institution's culture as well the unionized flat organization structure within which it 

operates. As a communication-based model, DBLAM facilitates brand articulation that aims for 

authenticity via collaboration rather than dictating the brand. DLBAM articulates what is learned during 

existing institutional processes, including: academic planning, strategic planning, and visioning to develop 

institutional brand and a strategy to operationalize brand delivery, all in an effort to build brand equity. 

Problem Statement 

The challenge to post-secondary branding is the friction caused by the varying discourses that 

exist between faculty, staff, and administrators (Muzellec & Lambkin, 2009; Chapleo, 2015; Spry, Foster, 

Pich, & Peart, 2018). This challenge of discursive friction and competing commitments makes it difficult to 

present a brand image that is endorsed by all three groups (Chapleo, 2015; Spry et al., 2018). However, 

the multi-stakeholder endorsement is essential to what the market demands of branding, i.e., a 

harmoniously presented brand image that simultaneously showcases the institution’s positive work and 

accomplishments while illustrating what stakeholders can expect (Mourad, Ennew, & Kortam, 2011; Testa 

& Sipe, 2013). Brand authenticity is compromised if administrator, staff, or faculty behaviour does not 

match the promise the brand makes to stakeholders. When authenticity is compromised, so too is trust, 

and trust is essential for relationships that contribute to positive brand equity (Mourad et al., 2011). 

Research Question 

The research question was: How can communications experts serving small post-secondary 

institutions in Canada operationalize a branding process that builds brand equity while harmoniously 

presenting the values of faculty, service staff and administrators? 
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Hypothesis 

The hypothesis was that a post-secondary marketing and communications model that combines 

discursive leadership’s attentive use of language, cultural auditing, and ascending and holistic branded 

house brand architecture with cross-divisional connection points encourages collaboration and builds 

brand equity. To test the hypothesis, a new branding model called Discursive Leaderships Brand 

Architecture Model (DLBAM) was created via the literature review. The model enables the institution to 

articulate a brand image that presents institutional, program, and service brand attributes because it 

respects the variant discourses at the institution and involves departments in brand development and the 

promotional activities that follow. A brand promise and positioning statements summarize the institution's 

remarkability, values, and socio-economic intent. These statements manage external stakeholder 

expectations and guide employees as they collectively deliver education. 

Theoretical Framework 

The theories guiding this study include discursive leadership (Fairhurst, 2007), cultural auditing 

(Schein, 1992, Testa & Sipe, 2013), brand architecture (Chapleo, 2015; Spry et al., 2018; Muzellec & 

Lambkin, 2009; Leijerholt, Chapleo, & O’Sullivan, 2018), corporate identity taxonomy (Melewar, Foroudi, 

Dinnie, & Nguyen, 2018), brand equity (Mourad, 2011), and co-creation (Romero & Molina, 2011). In the 

literature review, the first phase of this work, these theories are explored and integrated to produce a 

theoretical model (DLBAM) that was tested with the research participants. 

The main theory guiding this research is Gail Fairhurst’s Discursive Leadership (2007). When the 

question of leadership is brought into conversation with communication and branding theories, it creates a 

new way of looking at the branding opportunity for post-secondary education. Fairhurst (2007) positioned 

leadership as an organizational process grounded in task accomplishment. Discursive leaders consider 

the dynamics and values that motivate internal stakeholder groups, acknowledging that there will be 

common and conflicting discourse amongst the groups. Leaders can use their knowledge of the culture 

that drives the discourse to articulate institutional values and clarify roles and responsibilities that 

motivate employees to complete tasks in support of strategic directives. 

The concept of discursive leadership is then brought into conversation with Leijerholt et al.’s 

(2018) brand management theory, which provides a model for connecting institutional and sub-brands 
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that supports sector-relevant brand values. The Leijerholt et al. (2018) model is an important plank in the 

DLBAM, because attending to brand alignment enables departments to take responsibility of the brand in 

line with the pride and clarity they have in their roles during existing processes. 

Research Design 

The methodology for this study was contrapuntal analysis, which was developed by Baxter 

(2011). Contrapuntal analysis supported tracking of the competing discourses of faculty, service staff, and 

administrators in aid of better understanding how meaning that substantiates branding is made. Data 

collection gathered narratives that illustrated participants’ values and how they align with the attributes of 

DLBAM to support contrapuntal analysis of the interplay of discourse evidenced among the narratives. 

Interviews collected values-based narratives in four themes including, defining brand proposition, portfolio 

alignment factors, corporate strategy, and corporate identity taxonomy. These themes were included to 

test the practical value of the theories that have been combined in DLBAM. Contrapuntal analysis was 

used to find the competing values in the discourse of the three types of participants (faculty, service staff, 

and administrator), each of whom are considered a typical member of their sub-culture. The goal in the 

analysis was to look for ways to transform the interplay of the participant discourses so they are no longer 

competing. 

Significance of the Study 

This research offers a new evidence-based branding model (DLBAM) with potential for practical 

application. Colleges and universities can apply DLBAM as part of their existing academic planning 

processes. The findings and literature (Baxter, 2011; Fairhurst, 2007; Leijerholt et al., 2018; Mitchel et al., 

1997; Muzellec & Lambkin, 2009; Testa & Sipe, 2013) are generalizable and support DLBAM’s 

application to other public sector institutions, as well as not-for-profit organizations.  

This research addresses several gaps in the extant literature to address in this research. First, 

while the friction between faculty and administrators is often cited as a barrier to post-secondary branding 

efforts (Spry et al., 2018; Chapleo, 2015), there appears little evidence of post-secondary branding 

research that explores collaborative program, service, and institutional branding. This research considers 

friction and collaboration as essential sources for branding. Second, while much effort has been applied 

to brand architecture modeling it remains an under-researched topic for post-secondary (Muzellec & 
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Lambkin, 2009; Chapleo, 2015; Leijerholt et al., 2018). This research adds to the existing post-secondary 

literature by considering brand architecture as a critical part of the new model that supports both portfolio 

brand management and operations through database-driven workflows. 

Background—The Need for Investment in Post-Secondary Brand Equity 

There are several environmental factors encouraging post-secondary institutions to improve 

brand equity, including increased student mobility, changing funding models, and increasing competition. 

First, provincial-wide efforts to increase student mobility between institutions have resulted in 

standardization of learning outcomes and credits earned (BC Transfer Guide, 2021). This standardization 

is calculated to guarantee quality of curriculum and helps build confidence for prospective students (BC 

Transfer Guide, 2021). However, standardization also challenges the institution’s ability to present their 

programming as unique in relation to institutions offering similar curriculum. Therefore, in addition to 

promoting approved curriculum, post-secondary institutions must find other points of differentiation to 

encourage applications. 

A second environmental factor is that post-secondary institutions in Canada traditionally rely on 

provincial government funding as their primary revenue stream and bidding for government funding has 

become more competitive. This is evident when comparing the last ten years’ operating grants at BC 

public post-secondary institutions (British Columbia Data Catalogue, 2021) with the annual rate of 

inflation (Statista.com, 2021). Those reports show that the total grant funding has not kept pace with 

inflation, resulting in BC post-secondary institutions having to compete for their part of a budget that is 

showing a net decrease over the last ten years.  

The third factor is competition within the sector, which has increased because of trends in 

technology and globalization. Traditional post-secondary institutions now serve broader audiences 

through MOOCs and non-educational companies such as Google Career Certificates and Linked-In 

Learning are becoming major players in the market. In this increasingly crowded environment, brand 

equity can provide a competitive edge because it establishes trust with prospective students. Trust is a 

risk-reliever (Mourad et al., 2011) for prospective students; in the education sector, students make the 

decision to attend based on the institution’s past performance. 
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Literature Review 

This literature review informed the creation of the Discursive Leadership Brand Architecture 

Model (DLBAM). As a communication-based model, DBLAM facilitates brand articulation that aims for 

authenticity via collaboration rather than dictating the brand. DLBAM articulates what is learned during 

existing institutional processes, including: academic planning, strategic planning, and visioning to 

establish the brand and marketing and communications strategy, which builds brand equity. DLBAM is a 

hybrid model informed by combined theories from organizational studies, brand management, post-

secondary, and public-sector literature. The literature is presented in eight sections (see figure 1), each 

section is titled for its corresponding step within the DLBAM process. 

Figure 1: The Steps and Literature of DLBAM 

 

Step 1: Acknowledging Relationships 

DLBAM starts by understanding the environment in which the institution operates because the 

goal is to build relationships that in turn build brand equity. Mitchell, Agle, and Wood (1997) provide the 

Stakeholder Identification and Salience model to support this work. Stakeholder Identification and 

Salience is a dynamic model that categorizes stakeholders for power, legitimacy, and urgency. The model 

recognizes that stakeholders have varying degrees, and changing levels of power, legitimacy, and 

urgency depending on what is occurring in the operating environment. The model highlights the value of 

social listening and two-way communication to ensure awareness of the social environment and changing 
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opinion. The model supports the institution to make communications decisions that strengthen 

relationships.  

DLBAM recommends that the three main categories of stakeholders post-secondary institutions 

should research are students, competitors, and collaborators. The goal of student research is to 

understand student behaviour and gain an understanding of student expectations. Student awareness 

becomes imperative in DLBAM Step 3, “Discursive Leadership—Articulating Brand Promise and 

Positioning Statements”. The goal of competitor research is to identify sector norms for brand architecture 

and key branding components. Industry awareness becomes imperative in DLBAM Step 5, “Managing the 

Brand Portfolio within Post-Secondary”. The goal of collaborator research is to understand who the 

institution can partner with to achieve their socio-economic goals. Collaborators may include industry 

partners, community partners, and funders, and these might exist at a federal, provincial, and municipal 

level. These relationships will exist both at the institution and department level. These relationships and 

the salience of each become imperative in DLBAM 5 Step 5, “Managing the Brand Portfolio within Post-

Secondary”. 

The next section considers organizational studies and brand strategy literature. Organization 

studies theories including Schein’s (1992) organizational culture model, Testa and Sipe’s (2013) cultural 

audit model, and Fairhurst’s (2007) discursive leadership together inform DLBAM’s use of cultural 

auditing as a requirement to understand the institution, how it works, how to work within it, and its 

competitive advantage. This understanding informs the development of brand promise, positioning 

statements, and brand strategy, noting the importance of actions and use of language, which must 

respect the variant discourses at the institution. Brand strategy literature (Melewar et al., 2018) informed 

DLBAM’s strategic focus on ethics, socio-economic impact, and remarkability. Ethics is why the institution 

does what it does, socio-economic impact is what the institution does, and remarkability is the unique way 

in which the institution does what it does. These theories inform DLBAM Steps 2 and 3. 

Step 2: Organizational Cultural Analysis—Identifying Competitive Advantage 

The goal of DLBAM’s second step is to understand the institution’s culture and to identify its 

competitive advantage. The outcomes are used in DLBAM Step 3, “Discursive Leadership—Articulating 

Brand Promise and Positioning Statements” to inform the development of branding goals.  
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Edgar Schein (1992), a leading scholar of organizational cultural change, developed an 

organizational culture analysis model that recognized the complex, multidimensional, and multilevel 

construct of organizational culture. The model outlined three levels of culture, which flow from the 

physical to the more cognitive dimensions, referring to these levels as artefacts, espoused values, and 

basic underlying assumptions. Artefacts include the visible, tangible elements in the organization that are 

expressive of less tangible aspects of culture, such as brand logos, architecture, structure, processes, 

and corporate clothing. Espoused values include standards and rules of conduct. They are illustrated 

when the organization expresses strategies, objectives, policies, and philosophies. Basic underlying 

assumptions create the embedded organizational culture. These are the assumptions the institution 

makes about the world and how it operates within it. Assumptions are unconscious and are so powerful 

that they can overpower espoused values, when this happens it causes misalignment, which leads to 

poor performance (Schein, 1992). 

In post-secondary alignment of basic assumptions with espoused values is made more complex 

because of the varying discourses among the faculty, service, and administration. An example of this is 

how different areas support applied learning in nursing programs. Consider that the nursing department 

might build community leadership into curriculum, providing opportunities for students to support local 

community health and well-being initiatives. The resulting student projects will support basic assumptions 

held by three groups. The Nursing Department (Group 1) hold value in supporting the professional 

development of future nurses as advocates for community health and well-being because care and 

compassion are fundamental to professionals in this industry; projects in community leadership enable 

students to live and learn the benefits of those values. Service staff (Group 2) might support applied 

learning in nursing programs by ensuring a smooth transition into practicum placements that will provide 

community leadership experience. For this group, basic assumptions about students’ success will impact 

the support services they provide because the group is focused on individualized student success, they 

will work to consider the student’s circumstance. For example, if the student has children, they may be 

more successful if their practicum does not require them to leave their home community because it allows 

them to balance school and family responsibilities more easily. The third group, administrators, might 

support applied learning for nursing by focusing on the number of students that will be accepted into the 



VALUES-BASED POST-SECONDARY BRAND ARCHITECTURE MODELLING 16 
 

   
 

program each term. This group's basic assumptions about quality learning experiences will guide a 

decision that balances the maximum revenue with the optimum number of students the institution can 

support to successful completion given the resources available. The three groups’ collective assumptions 

about care and compassion, student success, and quality learning environments each contribute to the 

student’s brand experience. Each assumption strengthens the institution’s reputation and encourages 

future students and other stakeholders to join the college in education.  

In these examples, it is the sub-cultures’ basic assumptions that collectively define the 

institution's unique brand (competitive advantage), because the collective assumptions are the source of 

institutional remarkability. Melewar et al. (2018) defined remarkability as, “a clearly defined position, 

derived from its self-perception, in order to differentiate it from the competition” (p. 234). Therefore it 

becomes imperative for brand leaders to understand the multidimensional and multilevel construction of 

organizational culture.  

Testa and Sipe’s (2013) work created an action-research-based model for cultural assessment. 

Testa and Sipe (2013) explained, “organizational culture continues to be an imperative for organizations 

seeking a competitive advantage” (p.36). Their research links organizational culture to organizational 

performance, effectiveness, and profitability. Testa and Sipe (2013) recognized that leaders in service 

industries have limited control over public perception of quality or employee behaviour because that 

perception is formed when employees, each of whom act on their own basic assumptions, connect with 

the public to deliver the service. Building on the work of Edgar Schein (1992), Testa and Sipe (2013) 

explained their approach uses, “an anthropological approach, the richness of organizational culture is 

identified by shared cognition, shared symbols and unconscious processes” (p. 37). The cultural 

identifiers are Schein’s levels of culture. A cultural audit enables marketing leaders to understand how 

well-positioned the institution is to deliver brand strategy, therefore guiding resource and task allocation 

(Testa & Sipe, 2013). When these statements build on the pride, expertise, and clarity that faculty, service 

staff, and administrators bring to their work it ensures branding is focused on the delivery of academic 

best (Leijerholt et al., 2018). DLBAM recognizes that institutionally unique values-based promotion of the 

academic process defines corporate identity and is the heart of the institution's competitive advantage. 

Testa and Sipe’s (2013) four-step cultural audit process forms DLBAM Step 2, “Organizational Cultural 
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Analysis—Identifying Competitive Advantage”. The four steps include: 1) examine the artefacts to 

determine consistency with espoused values and assumptions; 2) Identify conflicts between espoused 

values and actual beliefs and values; 3) re-evaluate deeply held assumptions and identify their validity; 

and 4) develop an action plan for addressing inconsistencies in any of the cultural levels. In DLBAM 

inconsistent behaviour among academic departments is understood as examples of sub-cultural 

discourse. The goal of DLBAM is to find ways to celebrate these variances as examples of how sub-

cultures collectively support student success—in other words, profile the institution's competitive 

advantage. 

The next section explores the value of discursive leadership in the college setting as they work to 

define and operationalize the brand. It should be noted that cultural auditing and stakeholder salience 

modelling are pre-requisites to defining and operationalizing an institutional brand because they enable 

discursive leaders to understand the market, the institution, and how to work within them. 

Step 3: Discursive Leadership—Articulating Brand Promise and Positioning Statements 

DLBAM adopts discursive leadership theory because it is a communication-focused leadership 

model that supports the task management of branding efforts through communication, the use of 

language and interactions that are respectful of the institutional discourse. During DLBAM Step 3, 

“Discursive Leadership—Articulating Brand Promise and Positioning Statements,” discursive leaders 

combine post-secondary strategy (Melewar et al., 2018) with outcomes from cultural auditing (Testa & 

Sipe, 2013) to articulate brand promise and positioning statements. A brand promise and positioning 

statements summarize the institution's remarkability, values, and socio-economic intent. These 

statements manage external stakeholder expectations and guide employees’ behaviour as they deliver 

education. 

Gail Fairhurst (2007) is the scholar who first presented discursive leadership. Her work builds on 

leadership psychology, foregoing the ideas of heroism and individualism previously associated with 

leadership as a trait, and arguing instead for a way of conceptualizing leadership as a shared practice 

and a practice focused on the use of language. Discursive leadership supports institutional success by 

providing context so people know their roles and responsibilities and can contribute to institutional 

priorities through values-based efforts. In this model, Fairhurst (2008) positioned leadership as an 
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organizational process grounded in task accomplishment, not as a phenomenon embodied in a person (p. 

511). Fairhurst’s (2007) object of study is discourse, which she defined as, “a medium for social 

interaction where the details of language in use and interaction process are central concerns for analysts” 

(p. 6). Fairhurst presented organizations as what Bruno Latour termed macro-actors, wherein employees 

become micro-actors who have power and agency, while leaders provide direction. When this is 

translated to post-secondary branding, it positions senior leadership as the macro-actors and 

administration, faculty, and service staff as the micro-actors. Senior leadership gain perspective from the 

discourse that occurs throughout the institution and use this perspective to outline the tasks they expect 

the micro-actors to complete and how these tasks should be completed. For post-secondary branding, 

these are the tasks that deliver corporate brand strategy. Fairhurst (2007) suggested leaders are best 

placed for success when expectations are framed upon the values that drive the discourse. It is critical for 

marketing leadership to understand the variety in the discourse and provide communication that frames 

branding in such a way that brand can be delivered by the micro-actors institution-wide.  

Melewar et al. (2018) found that a college’s identity should be aligned with its industry and should 

keep abreast of changes. To deliver this alignment, Melewar et al. (2018) outlined the need for post-

secondary corporate strategy to include three key elements: corporate ethics (values), corporate social 

responsibility (socio-economic impact), and differentiation strategy (remarkability). Melewar et al. (2018) 

further explained that ethical standards ensure long-term profitability, socio-economic standards ensure 

stakeholder support, and differentiation standards ensure a point of competitive advantage. As stated 

above, (see DLBAM Step 2, “Organizational Cultural Analysis—Identifying Competitive Advantage”), the 

heart of institutional competitive advantage stems from pride expertise and clarity that employees bring to 

their roles. DLBAM suggests discursive leaders should define brand promise and three positioning 

statements: 1) core value statement; 2) socio-economic statement; and 3) remarkability statement. 

Visioning, strategic planning, academic planning, and the cultural audit should inform the language of 

each statement. An example of a college’s brand promise is: The College delivers industry programming 

with flexible offerings to suit varied lifestyles. Our students succeed with academic, financial, service, and 

mental health and well-being supports. Our graduates secure jobs in their chosen industries with 

evidence of applied skills, work, research, and study abroad experience. As a bridge between students, 
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industry, and employers the College supports the socio-economic viability of the communities we serve. 

For examples of positioning statements, see Appendix 3: Research Questions. Brand promise and 

positioning statements are then shared institution-wide as part of the corporate identity taxonomy (see 

DLBAM Step 6, “Establishing the Branding Toolkit”) as guiding directives for employees in their role as 

brand ambassadors. 

Step 4: Benchmarking and Resource Allocation 

DLBAM uses brand equity modelling to identify those brand attributes that make the greatest 

contribution to a college’s positive reputation within the post-secondary market. As argued in the section 

above, for a brand promise to be effective it should articulate the values held by internal stakeholders and 

their commitment to external stakeholders. Mourad et al.’s (2011) model provides a tool to measure how 

effective the college’s delivery of brand promise is in building brand equity, and where to focus future 

resources. Mourad et al. (2011) explained: “brand equity measures the value of the brand, both to the 

organization and to the consumer” (p.404). The researchers considered existing models of brand equity 

and adapted them specifically for post-secondary education. Mourad et al. (2011) tested their brand 

equity model through quantitative analysis including 300 questionnaires administered to a combination of 

high school and university students. Their analyses provided a conceptual brand equity model specific to 

higher education, one that identifies the brand attributes that have a significant impact on brand equity 

(Figure 2). Mourad’s model does not include indigenization, which is crucial for Canadian post-secondary 

institutions, DLBAM adds this to the measurable attributes.s Once articulated, the attributes form the 

basis for annual surveys, which benchmark brand equity and inform where marketers should focus future 

resources. 

Figure 2: Measuring Brand Equity in Post-Secondary 

Attribute Key Branding Components Significant impacts on 
rating of brand equity 

Brand Awareness 
Attributes 

Promotional Activities 
Word of Mouth 

No 
No 

Brand Image Attributes Service Attributes 
i. Price 
ii. Perceived Quality 
iii. After sales service 
iv. Benefits from consuming 

the service 
Symbolic Attributes 

I. Personality 

 
Yes 
Yes 
Yes 
Yes 
 
 
Yes 
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II. Social Image 
III. Positioning in the Market 

Provider Attributes 
I. Relationships between 

provider and staff 
II. Location of service 
III. Internationalization of 

service 
IV. Historical image 
V. Staff Experience 

Yes 
No 
 
 
Yes 
 
No 
 
Yes 
Yes 
Yes 

Consumer Attributes Socio Economic Factors 
I. Educational Level 
II. Gender 
III. Age 
IV. Level of income 

 
No 
No 
No 
No 

Source: Mourad, et al. (2011) 

 
Mourad et al. (2011) provided three suggestions on how and where to focus marketing efforts to 

maximize brand equity. First, the use of lived experiences plays a significant role in influencing consumer 

selection process in post-secondary because it acts as a risk reliever (Mourad et al., 2011). This is 

because post-secondary education is an intangible service good, which means prospective students 

cannot fully try the experience before they commit to becoming a student or to buying the product. 

Therefore, any examples the institution can provide to showcase the experience of being a student at the 

college will alleviate the risks associated with buying into the unknown. Second, Mourad et al. (2011) 

argued that marketing efforts should prioritize communication of service, as well as symbolic (values), and 

provider (program) attributes because brand image (corporate identity) is more important than awareness 

in establishing brand equity. Third, brands should contain the following characteristics: meet customer 

expectations, reliability, consistency over time, pricing that reflects value, and proper positioning in the 

market; these are marketing activities which build trust with prospective students by explaining return on 

investment and competitive advantage.  

Mourad et al.’s (2011) work aligns with Melewar et al.’s (2018). Mourad confirms that a corporate 

strategy should focus on values, socio-economic impact, and remarkability because these elements 

articulate corporate identity, which Mourad et al (2011) illustrated to have a greater impact on brand 

equity. Furthermore, the suggested use of lived experience as a risk reliever aligns with Muzellec and 

Lambkin’s (2009) ascending brand principles (see DLBAM Step 5, ”Managing the Brand Portfolio within 
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Post-Secondary”), because it is at the department level that these lived experiences occur. Ultimately, 

these alignments highlight the need for DLBAM to be a collaborative model. 

Step 5: Managing the Brand Portfolio within Post-Secondary 

DLBAM’s approach to portfolio brand management is informed by brand architecture literature. 

DLBAM combines branded house, ascending and holistic branded house (Muzellec & Lambkin, 2009), 

and connection points (Leijerholt et al., 2018) to deliver value complementarity (Spry et al., 2018). This 

combination makes it possible for college brands to illustrate the work departments do to develop 

programming and foster relationships that support student success. This section reviews the brand 

architecture literature, then discusses the benefits and challenges of using a branded house approach 

before considering both administrator’s and faculty’s preferred approach. The section concludes by 

summarizing DLBAM’s unique approach to brand architecture, which is informed by the literature 

discussed. 

Brand Architecture. 

Muzellec and Lambkin (2009) defined brand architecture as, “a framework that disaggregates the 

relationships between product and corporate brands with a view to clarifying the role and function of 

corporate branding…” (p. 40). For post-secondary, this framework is beneficial because it clarifies the 

variety of programs the institution offers. Brand architecture is categorized by four options that can be 

seen on a spectrum of alignment between institutional and sub-brands, which vary in degrees of brand 

independence versus brand association. At the independent end of the spectrum, Muzellec and Lambkin 

(2009) defined the idea of a house of brands as “a separation between corporate and product brand 

which avoids cross brand associations that might damage brand equity” (p. 42). At the other end of the 

spectrum Muzellec and Lambkin (2009) defined branded house as “both corporation and products share 

the same name, the master brand is the primary driver for brand associations” (p. 42). DLBAM recognizes 

that at colleges, the concept of branded house is beneficial because it clarifies the programs offered 

(Muzellec & Lambkin, 2009) and delivers efficiencies by operationalizing the branding processes as part 

of existing processes. 

Benefits of Branded House for Post-Secondary. 
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Branded house modeling enables the institution to show the vastness of program offerings in a 

clear customer-centric way (Muzellec & Lambkin, 2009). Within DLBAM this means the institutional brand 

is presented at two levels: 1) institutional branding which presents socio-economic impact, values, and 

remarkability. Socio-economic impact illustrates what the institution does. Values illustrate why the 

institution does what it does. Remarkability illustrates the unique way the institution does what it does; 2) 

department level branding (sub-brands). Sub-brands are organized hierarchically to show alignment of 

discipline related programming. The hierarchy is normally organized as discipline, department, and then 

program. The disciplines often follow industry-wide categories such as Health, Humanities, or Trades, etc. 

Industry-wide categories support prospective students ease when comparing institutions to find the 

program that best suits their goals. Sub-brand attributes also focus on socio-economic impact, values, 

and remarkability impact but at a department specific level. Sub-brands can also be services for example, 

admissions, advising, counselling, study abroad, student employment services, etc. 

Challenges of Branded House Approach for Post-secondary. 

Challenges to branded house stem back to the friction between faculty, staff, and administration. 

From an administration perspective, branded house is the best approach (Chapleo, 2015). From a faculty 

perspective, house of brands is the best approach (Spry et al., 2018). Yet there are approaches used 

outside of post-secondary branding which support adaptation of the branded house model to deliver the 

benefits of both approaches. Muzellec and Lambkin (2009) contribute a holistic and ascending approach. 

Leijerholt et al. (2018) provide a method to harmonize the institution and sub-brand discourses. 

Chapleo (2015) interviewed chief executives and marketing and communications professionals at 

32 universities. Chapleo (2015) found that corporate brand is the driver and programs are secondary, but 

that students identify with both institution and individual programs. Chapleo (2015) identified challenges in 

succinctly expressing brand propositions for higher education, including tensions between administration 

and faculty, lack of resources, and lack of precedent. He explained that while branded house is likely the 

best fit for post-secondary brand architecture, it does not fully deliver student needs or address the 

internal tensions. DLBAM aims to address this gap by incorporating an approach to brand architecture 

that unites administration, faculty, and service staff in a branding process to meet student needs. 
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In response to Chapleo (2015), Spry et al. (2018) combined qualitative research, with faculty or 

teacher trainee interviews representing the business faculty at one institution. Their research advocated 

for a house of brands approach. Spry et al. (2018) explored how faculty and program brands were 

involved in the co-creation of corporate brand identity with industry, presenting three key findings. First, 

faculty feel disconnected from the corporate vision and values underpinning the university’s identity. 

Second, faculty do not relate to corporate brand, which creates friction between faculty and 

administration. Third, faculty hold shared values specific to education that is relatable to external 

stakeholders. Spry et al. (2018) explained the notion of value complementarity: “it was only where core 

values were shared at the program level by internal and external stakeholders that the brand identity and 

image were convincing to faculty” (p. 10). The findings outline that to secure faculty buy-in for a brand 

requires the brand attributes be articulated in a discipline-specific and industry-relevant way. DLBAM 

considers the house of brands approach is too disjointed and expensive for the operational budgets of 

most colleges. Developing a dozen or more brands and servicing those within one service region sets the 

institution up to compete with itself. Furthermore, many brand attributes are common to the whole 

institution, thus creating separate brands would be duplicating effort. 

DLBAM approach to Branded House. 

Looking outside of post-secondary branding provides solutions for the use of branded house 

while also delivering value complementarity. Muzellec and Lambkin (2009) added to branded house 

scholarship with two concepts—holistic corporate brand and ascending brand extension. Both concepts 

help to situate the brand architecture challenge for post-secondary education. Successful branding uses 

holistic corporate brand to align vision, culture, and image and achieve an elevated level of coherence 

and consistency. The degree of association between the corporate brand and product brand is 

determined by the extent to which both are connected. Muzellec and Lambkin (2009) presented 

ascending brand extension where an attempt is made to leverage product brand attributes and extend 

those attributes to the upper levels of brand hierarchy. Within post-secondary education this creates the 

space for faculty, staff, and administrators to define the brand attributes of the educational brand offering, 

or “product” as part of the academic planning process. Where faculty develop curriculum, staff develop 

services, and administrators allocate resources to ensure strategic priorities are met. While Muzellec and 
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Lambkin (2009) identified the opportunity for departments, or sub-brands, to inform corporate brand, they 

did not recognize the idiosyncrasies of public sector brands.  

Leijerholt et al. (2018) provided a model for public sector brand architecture that illustrated how 

brand and sub-brand come together to deliver branding that supports positive and attractive stakeholder 

perception. They recognized that the differentiated and fragmented service offerings within public sector 

organizations make it difficult to create consistent and focused internal and external branding. Leijerholt et 

al. (2018) argued that when individual departments are given the freedom to interpret the overarching 

brand, it ensures greater employee commitment and external brand perception. Leijerholt et al. (2018) 

recognized: “This means of managing public sector brands may in fact contribute to a more positive 

organizational brand. As long as departmental brands support a positive, and sector-relevant, 

organizational brand, the two brands may in fact align” (p.287). Like Melewar et al. (2018), Leijerholt et al. 

(2018) found that a college’s identity should be aligned with its industry and should keep abreast of 

changes. For DLBAM, this creates an opportunity where discursive leadership practice can be used to 

define values-based, organization-wide brand elements. Muzellec and Lambkin’s (2009) ascending brand 

principles can be applied here to make departments the drivers of departmental brand definitions. In 

particular, Leijerholt et al.’s (2018) model is a holistic and ascending branded house brand architecture 

model that aligns the brand elements in four categories key to the public sector brand values, including a 

core value statement, internal brand structures, connections in the organization, and public sector values 

(see figure 3).  
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Figure 3: Brand Architecture Connection Points in Public Organization

Source: Leijerholt, Chapleo, and O’Sullivan (2018)  

 
DLBAM adopts Leijerholt et al.’s (2018) model and informs each of the connection points with the 

outcomes from previous steps in the DLBAM process. The core values statement is guided by brand 

promise, internal brand structure is guided by the hierarchy of brands and sub-brands, connection in the 

organization is guided by vision, mission, strategic planning, and academic planning, and finally, public 

sector values is guided by the institution’s intended socio-economic impact. This approach to brand 

architecture incorporates faculty, staff, and administrators’ clarity and pride into a branding effort that 

celebrates the variety of discourse, which makes the institution remarkable; remarkability is key to 

competitive advantage (Melewar et al., 2018; Testa & Sipe, 2013). 

Step 6: Establishing the Branding Toolkit 

Corporate identity taxonomy provides guidelines for the consistent delivery of brand promise, 

which is a prerequisite to building trust among external stakeholders (Mourad et al., 2011). Melewar et al. 

(2018) defined Corporate Identity Taxonomy as, “a constructive tool that can be successfully applied to 

the managing of a unique identity of any organization” (p. 355). This corporate identity taxonomy provides 

a checklist for inclusion of the elements of institutional brand that should be embedded into processes to 

support the consistent delivery of brand promise by brand ambassadors. Internally, this sets a standard 

for codes of conduct for employees. Melewar et al. (2018) taxonomy includes seven key elements 
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corporate strategy, corporate communication, corporate design, corporate culture, behaviour, corporate 

structure, and industry identity. 

Figure 4: Corporate Identity Taxonomy  

 Source: Melewar et al. (2018) 

As stated in DLBAM Step 5: Managing Brand Portfolio for Post-Secondary, the components of 

corporate strategy align with the work of Leijerholt et al. (2018) and provide focus for the four brand 

connection points between the institution and departments. The other six elements of the corporate 

identity taxonomy outline how the institution uniquely supports this strategy. It is the outputs of academic 

planning processes that occur during DLBAM Step 5, “Managing Brand Portfolio for Post-Secondary” and 

that provide the content for the corporate brand taxonomy. The outputs are translated into a policy and 

process document that outlines the institution’s unique identity. The taxonomy is shared institution-wide to 

ensure all employees are aware of the brand and how it should be delivered. The learning from DLBAM 

Step 2, “Identifying Competitive Advantage” and DLBAM Step 3, “Articulating Brand Promise and 

Positioning Statements” is important at this stage because the use of language in process documents and 

brand collateral (or espoused values and artefacts) should reflect the sub-culture specific discourse. 

Internal stakeholders are more likely to use corporate identity taxonomy when their values and discourse 

have informed the production of the taxonomy. 
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Step 7: Co-creation—A Method for Values-Based Promotion 

Co-creation is a central plank for DLBAM because it recognizes that competitive advantage is 

realized through the actions of employees; this is particularly true when internal stakeholders unite to 

present the brand promise, expand the institutional narrative, and deliver value complementarity. Romero 

and Molina (2011) defined co-creation as “a cooperative process involving interactions between 

customers and organisations in all creative activities” as cited in Spry et al. (2018, p. 5). For example, a 

college co-created activity occurs when the department engages the art community, or when a class of 

Fine Arts students curate and promote an art exhibit at a local gallery with the support of faculty to 

showcase the creations produced during the course. The goal of such co-created promotional effort is to 

illustrate the sub-cultures’ remarkability through promotional efforts that engage both employees and 

students but also industry and community partners. These acts encourage more future students to 

choose the college for Fine Art programming. 

When members of each sub-culture become brand ambassadors, their efforts illustrate brand 

promise and expand the institutional brand narrative. Discursive leadership practice recognizes that the 

most valuable element of post-secondary brand is the actions of the faculty, service staff, and 

administrators as they support the institution’s unique brand promise and competitive advantage. Brand 

promise helps prospective students clearly understand the programs and services that are being offered 

while also creating a common understanding to help faculty, staff, and administrators harmoniously 

deliver the institution's mandate. Corporate branding must therefore create capacity for departments to 

articulate their own identity, in ways that will align but also expand on the corporate narrative to illustrate 

all that is remarkable in each department. Spry et al. (2018) argued this approach delivers value 

complementarity.  

Value complementarity is achieved when multiple stakeholders (such as faculty, service staff, and 

administrators) co-construct values and meaning to inform the development of brand strategies. Spry et 

al. (2018) explained: “By drawing on the views of multiple stakeholders, co-creation can also foster 

commitment and ownership of the branding strategy and ultimately demonstrate how distinctive attributes 

of an organisation are portrayed externally.” (p.5) The idea is that those faculty and staff who provided 

their clarity and values to the program’s brand development also share their clarity and values with 
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external stakeholders. Faculty and staff are best placed to authentically communicate the remarkability of 

programming because they are the content experts. It is their authenticity that is most likely to engage 

publics (Mourad et al., 2011) as well as foster commitment and ownership of the branding strategy from 

faculty, staff, and administrators (Fairhurst, 2007; Leijerholt et al., 2018; Schein, 1992; Spry et al., 2018; 

Testa & Sipe, 2013). 

Step 8: Brand Equity Testing 

DLBAM cycle is completed when stakeholders (collaborators, students, and employees) are 

surveyed using the brand equity model (see Step 4, “Benchmarking and Resource Allocation”). This 

annual survey advises how service, symbolic, and provider attributes are resonating with stakeholders. 

The survey results should be used to propose future branding and promotional priorities. These priorities 

should be considered as the institution restarts the DLBAM process at DLBAM Step 1, “Acknowledging 

Relationships”. 

Summary 

This literature review provided evidence of and highlighted opportunities to support post-

secondary branding by combining theories from organization studies with brand management tools and 

tactical practices for brand creation and delivery. The literature showed that established models support 

relationship building and brand equity efforts in post-secondary contexts. The sector would benefit from a 

framework that balances collaboration and task management to realize efficiencies and clarity of offer 

through the branded house model. Branded house is ideal for post-secondary because it aligns the 

institutional and departmental sub-brands. This alignment provides economies of scale and enables an 

institution-wide marketing and communication strategy to be developed including objectives that support 

institution-level and department-level promotion of values, socio-economic impact, and remarkability. 

Existing literature supports the logic of a framework that uses connection points (Leijerholt et al., 2018) to 

deliver value complementarity (Spry et al., 2018). Connection points enable the brand to incorporate the 

departments’ work with industry, community, and academic partners to strengthen the program and 

services the institution offers. Connection points (Leijerholt et al., 2018) are particularly effective because 

the four points (brand promise, internal brand structure, connections in the organization, and public sector 

values) create agency for departments to share the discipline specific work they do to foster relationships 
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in support of student success and creation of excellent programming. Once the brand is articulated at 

both institution and department level, Melewar at al.’s (2018) corporate identity taxonomy provides a 

model to communicate the brand, processes, and policies for the delivery by brand ambassadors. Mourad 

et al.’s (2011) brand equity model provides the means to measure effectiveness of brand efforts in 

building a positive reputation that encourages prospective students, future employees, and funders to join 

the college in education. 

The literature review also highlighted opportunities for new approaches to post-secondary 

branding. Current research seems focused on whether to present branding from the administrator or 

faculty perspective. In contrast, this research brings together three perspectives, that of faculty, 

administrators, and service staff. Brand architecture literature has focused on how branded house 

modeling can be adapted to serve post-secondary. No studies were found to illustrate how such models 

can be implemented. Of particular interest to this study is how the literature presents the friction between 

sub-cultures, including faculty, service staff, and administrators as a barrier to collaborative branding 

efforts. In contrast, this research’s hypothesis is that this friction could be seen as the source of a 

dialectical process which is immanent in and constitutive of the essence of the institutional brand. This 

hypothesis rests in part on the premise that cultural analysis (Schein, 1992), can be used to identify 

values through which disparate role-based assumptions can come together to define competitive 

advantage. Discursive leadership practice enables communicators to leverage the values common to the 

institution and unique to the sub-cultures to the benefit of brand equity because discourse specific 

language is used to guide task-based brand articulation and delivery that respects the discipline specific 

ethics that motivate employees. As such, a values-based task management system is an ideal solution 

for brand development because it delivers value complementarity (Spry et al., 2018) and agency for 

departments to communicate discipline specific efforts that have socio-economic impact. This study is 

devoted to undertaking the development of such a system. 
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Methods 

This research was situated in the interpretivist paradigm; qualitative methods and a relational 

dialect approach to critical discourse analysis were used to understand how to build post-secondary 

brand equity while presenting the values of faculty, service staff, and administrators. The research had 

two goals: 1) to develop an evidence-based post-secondary model; and 2) to ensure the operational 

focus of the model provides steps to articulate the brand and to benchmark brand efforts. The literature 

review included a review of the existing scholarship to establish need, approach, and challenges to a 

post-secondary brand development model. The research process explained in this section provided the 

means to test and update the proposed model with evidence. In other words, the thesis process was an 

iterative process that validated the model. Once the thesis was approved, the DLBAM became an 

evidence-based model to manage the annual cyclical branding process within the changing post-

secondary environment (see Appendix 2).  

Research Paradigm−Epistemic Assumptions 

The work was epistemologically situated in the interpretivist paradigm because the goal was to 

understand rival perspectives on an issue. Merrigan et al. (2012) explained the purpose of interpretivist 

research is to understand how meaning is made in various social contexts. Understanding meaning is 

accomplished by describing participants’ perspective in context (p. 36). In this research, the goal was to 

understand the value and meaning participants have created in their roles at a small community college 

and to apply the multiple equally legitimate perceptions to a brand model that serves the institution 

collectively.  

While DLBAM is a hybrid model based on the theories in the literature review, it is also informed 

by assumptions. The research tested the assumptions upon which the model was developed in three 

ways. First, participant narratives provided insight into validity of the discursive leadership approach to 

branding in the post-secondary sector. Second, participant narratives informed the viability of an internal 

first ascending approach to branding at post-secondary institutions. Third, participant narratives informed 

cultural viability of the branded house approach, specifically, whether institution-wide positioning 

statements would be accepted and whether a connected model is viable given existing processes. 



VALUES-BASED POST-SECONDARY BRAND ARCHITECTURE MODELLING 31 
 

   
 

I adopted Merrigan et al. (2012) who said that research “must be situated within a body of 

literature that already exists illustrating how other scholars have similarly designed, justified, and 

executed their research” (p.174). Existing evidence was used in three ways. First, the methodology was 

informed by the experience of previous scholars, most notably Baxter and Montgomery (1998) who 

provided relational dialectic theory and Baxter (2011) who provided contrapuntal analysis. Second, there 

are seven key researchers who provided models that were combined into a hybrid model to serve 

corporate branding at small Canadian post-secondary institutions, which was developed by way of the 

literature review above. Finally, the research answers the challenge presented by previous scholars who 

called for more research to support branding for post-secondary education (Spry et al., 2018; Chapleo, 

2015; Melewar et al., 2018; Leijerholt et al., 2018). 

Data and Data Gathering  

The aim in collecting data was to learn what and how people think and feel about their role within 

post-secondary education, and as such, self-reported data was the data source. Semi-structured 

interviews were used to generate data, which was combined with existing evidence to inform the 

feasibility of a new post-secondary branding model that supports earning brand equity.  

The data was collected in six interviews. Each interview lasted one-and-a-half hours and included 

25 questions (see Appendix 3: Research Questions). Participants were asked to share narratives and 

experiences that they, in their expert opinion, believed to be illustrations of the values that are essential 

for post-secondary education, communication, and branding at small institutions in British Columbia. The 

questions were categorized into four areas: 1) Defining Brand Proposition; 2) Portfolio Alignment Factors; 

3) Corporate Strategy; and 4) Corporate Identity Taxonomy. Analysis aimed to understand the values 

driving those opinions and to explore mutually beneficial opportunities for collaboration.  

Recruitment and/or Sampling Techniques 

Recruitment of participants was based on knowledge of the population, including a variety of 

representatives who could speak to the topic (Merrigan et al., 2012, p. 67). The full population were 

experienced members of the post-secondary sector with an ability to speak to culture and program 

development and communications processes of colleges in British Columbia, Canada. To ensure a good 
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cross section of the various sub-cultures, six participants were purposively sampled from a single college, 

including two administrators, two services staff, and two faculty.  

Six participants may be considered a small sample size, this concern was addressed by choosing 

contrapuntal analysis as a method as well as the existing literature (Leijerholt et al., 2018). Baxter (2011) 

explained that in contrapuntal analysis the participant is seen as a typical member of their sub-culture, as 

such, the sample size becomes less important than representation of the primary sub-cultures. Leijerholt 

et al.’s (2018) work established that employees in the public sector often have more in common with 

counterparts who work in the same discipline at other institutions than colleagues at their own institution 

from other disciplines. Leijerholt et al.’s work also highlights the importance of finding participants from 

the various sub-cultures over sample size. 

Data Analysis 

To analyze the data, a form of critical discourse analysis based on relational dialectic theory 

(Baxter & Montgomery, 1998) was used to look at the tension between competing goals in a relationship. 

Baxter (2011) developed a form of analysis known as contrapuntal analysis to apply the relational 

dialectic theory framework. The main goal of contrapuntal analysis is to focus on competing text and how 

meaning is constructed through their interplay. A critical methodology was used as part interpretivist 

research because there was less concern with power relations than with finding a way to harmonize 

disparate discourses within an overarching values-based discourse of the value of education. Relational 

dialectic theory was chosen because Baxter often used it in marriage counselling, the long-term 

relationship of partners who come together in a relationship with separate goals and values but have 

respect and good will for their collective success has parallels with the post-secondary setting. 

Furthermore, contrapuntal analysis was chosen to mitigate researcher bias, Baxter noted, researchers 

interested in understanding relationships as deeply cultured communications processes, need expertise 

in the communication codes of the specific culture. She explained that expertise could come from 

immersion in the research or from being an ethnographic participant. With 15 years of marketing and 

communication experience at the institution analyzed, the researcher met both criteria.  

The contrapuntal analyst assumes the speaker’s point of view, and the speaker’s view is seen as 

a typical member of their sub-culture. Baxter (2011) noted this type of analysis: “involves a reframing of 
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the contrapuntal relationship between discourses, so they are no longer competing” (p. 164). In this 

research, the goal was to reframe the relationship between faculty, service staff, and administration 

discourse so it can be collectively applied to a post-secondary branding model. The four main stages of 

contrapuntal analysis include: 1) selecting text in contrapuntal analysis; 2) identifying competing 

discourses; 3) identifying whether discourses compete; and 4) identifying the interplay of competing 

discourses. It was during the final two stages that the ideas fell into place. The literature, participant's 

voices and the research goals comfortably fell into harmony. It became clear that the participants 

discourse was dialogically expansive. 15 themes, combined easily into the 5 key finding, that validated 

the DLBAM model. For more detail about each stage of the data analysis see Appendix 4: The Four Main 

Stages of Contrapuntal Analysis in Action. 

Ethical Concerns 

This research received ethics approval from both Royal Roads University, where the researcher 

was a Master of Professional Communication candidate, as well as from the college where the 

participants were employed. 

Summary 

Contrapuntal analysis was used to focus on competing texts and how meaning is made through 

their interplay. The goal was to reframe the contrapuntal analysis relationship between faculty, service 

staff, and administrator discourse so they were no longer competing. The data was analyzed in four 

steps: 1) selection of the texts; 2) identifying the competing discourses; 3) identifying if the discourses 

compete; and 4) identifying the interplay of competing discourses. The analysis is reported below as 

findings and a discussion. The findings are a summary of the insights that arose from the questions. The 

discussion explains how the findings validate DLBAM or how the model was adapted. 

  



VALUES-BASED POST-SECONDARY BRAND ARCHITECTURE MODELLING 34 
 

   
 

Findings 

Contrapuntal analysis of sub-cultures at a small college in BC looked for insight regarding the 

much-debated friction between faculty and administrators. Transcripts were reviewed to find competing 

text that exemplified participants’ values and clarity of role. Through interplay among the text meaning 

was found that addressed the research question. Texts were mostly dialogically expansive. Strikingly, the 

interviews highlighted the alignment of values among the subcultures. Participants were aligned in their 

dedication to fostering relationships in service of individual student success and excellent programming. 

All participants agreed that small colleges thrive when they can meet the learner where they are at. The 

main area of friction between administrators, faculty, and service staff was the commodification of 

education. The friction was explained in three main themes including: the role of education, connections 

with industry and community partners, and the benefit of being small. These themes describe college 

culture. Participants made clear what they required to thrive in such an environment and support each 

learner. 

The Role of Education 

Participants were clear that branding needed to be respectful of the role of education and the 

individual, community and public responsibility that comes with that role. Employees were clear they are 

most effective when they meet students where students are at. Faculty made clear their motivation comes 

from their discipline and the role of education not from corporate culture. Furthermore, as a reflection of 

the institution’s personality, positioning statements cannot be written in a top-down structure, they must 

be developed through existing and ascending processes. 

Administrators and faculty expressed their concerns at the commodification of post-secondary 

noting that, “when we start to think of ourselves as a corporation, we lose sight of the right thing to do.” 

Some participants preferred to focus on the social impact of education. Referring to The Idea of An 

Educated Public (MacIntyre, 1987), one participant highlighted, “Civility, critical thinking, anything related 

to intrinsic good of the work you do is important to education”. The idea of an Educated Public was written 

by Alasdair MacIntyre in 1987 in it, he defined the role of post-secondary, “For MacIntyre educational 

institutions should both support students to learn how to think for themselves and act for their own good 

and the good of others (the common good)” as cited in Macallister (2016, p. 526). Other comments 
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included, “Education is the great equalizer of privilege and marginalization” and, “My goal is to cultivate a 

community of inquiry… I teach critical thinking, the ability to justify their position, and critique those 

justifications… this is the role of a small community college… we make good students, great students”. 

Service staff agreed, they commented, “My motivation isn't necessarily about their academic stance, it’s 

about their holistic well-being as a student.”  

Administrators, faculty, and service staff made clear that colleges in rural areas serve a diverse 

group of learners. Furthermore, the institution has a responsibility to recognize that some aspects of the 

work are “that of a human service organization that has individual, public, and community responsibility”. 

This social development is best delivered by meeting the students where they are at. In other words, 

colleges should welcome a diverse group of learners to the academic experience and support them in 

achieving their goals, help them find their confidence and encourage them to take part in curricular and 

co-curricular activities. One administrator explained, “Rachel made it what it was for the year she 

participated but it also made Rachel a little bit of who she became. That’s the kind of stuff I love”. A 

service staff participant explained, “some students don't have access to a phone, so they need to meet 

online, some are vice versa, some don't know how to fire up the computer. So, we will meet them where 

they are at, which I think supports their well-being and their success”. 

When the conversation extended to defining positioning statements, participants illustrated what 

appears the key point of friction between faculty and administrators. The inclusion of words such as 

corporate or service within questions was a trigger for many. Participants responded, “we are not a 

corporation” and “I don’t think of us as a service” while service staff answered, “we’re a service”. 

Participants made clear that corporate culture is not a motivational factor to them, “Most of the employees 

I work with are faculty and they would say corporate culture has very little to do with what motivates them. 

They're motivated by their field. They're motivated by an intrinsic desire to give back to people coming up 

the next generation, so to speak. They're motivated by their discipline.” Another said, “I'm motivated, but I 

don't think much of the motivation comes from corporate culture at all. And in fact, a lot of time I feel that 

I'm working against the corporate culture. … I'm not saying that I am, but I'm saying that's how it feels.” 

Yet another said, “never in my teaching life would I have described it [corporate culture] as a central force 

that motivates me.”  



VALUES-BASED POST-SECONDARY BRAND ARCHITECTURE MODELLING 36 
 

   
 

Employee motivation extended to a discussion about how positioning statements might be 

adopted into departments’ everyday work life. Participants highlighted the importance of the source of any 

positioning statement, “It really depends on where it comes from, if it comes from marketing, it won't, it 

just won’t. But if it came ground up through a program review or through an academic plan, it may well; I 

think most people don't like to be told why they're doing what they're doing. They would love to tell you 

why they're doing what they're doing.”  

In summary, findings show that post-secondary education is not a service; it is a social 

development project that supports individual success. Employees in the sector are not motivated by 

corporate culture, they are motivated by their discipline and the desire to support the next generation of 

that discipline. Finally, for departments to accept and support positioning statements, and ultimately 

institutional brand, these must be developed through ascending and existing academic processes. These 

findings do not exclude the need for connections with industry and community partners to inform 

branding. 

Connections with Industry and Community Partners 

Remarkability cannot be defined by marketing it must be articulated as a reflection of the work 

that faculty, staff, and administrators do in collaboration with industry, community, and educational 

partners. Participants agreed that colleges impact the socio-economic strength of the regions they serve 

through collaboration with industry and community partners. These collaborations support the 

development of industry relevant curriculum, the introduction of students to their community of practice, 

and the opportunity to ethically prepare students to contribute to their community. Participants made clear 

that it is these efforts that define the remarkability of programming. 

In applied programs, industry partners work with faculty on both advisory committees and 

program review. The former being a group who meet several times a year to inform industry relevant 

curriculum development. Program review occurs every 5-7 years, this process supports faculty’s efforts 

for ongoing educational excellence and institutional accountability. These partnerships ensure colleges 

stay aware of environmental factors as they develop program outcomes and curriculum that ensures 

graduates secure the skills employers are looking for. One participant explained, “The advisory committee 
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has been a big part of the recent curricular changes that have landed so well in the market and led to the 

upswing in enrolment.” 

Participants highlighted the importance of introducing students to their community of practice at 

events, or by bringing industry into the classroom as guest presenters. As one participant put it, “[The 

company] is part of our advisory committee. That's how this person did that session for our learners and 

community members.” For service staff industry connections create direct supports for students in their 

future careers, they explained, “The ITA [Industry Training Authority] becomes a very intimate piece of 

their life, once they leave the College… that's a lot for some students to manage… that's why we bring 

the ITA into the classroom… it's ensuring that connection as we let them go as a current student and… 

out to employment.” Industry connection also supports student referrals to the institution, service staff 

explained, “Our relationship with community partners is how our most vulnerable students reach us”  

Participants connected the opportunity to supports ethics in the classroom with industry in a 

variety of ways. One applied programming faculty explained the importance of continuity between the 

guiding values articulated by professional associations and delivery of curriculum, they said, “the hope 

and the intention is that we're leading our students to create an identity as registered nurses through 

displaying those behaviours, through providing learning opportunities in a caring and compassionate 

way”. In contrast, faculty from academic programming highlighted that the increasing prominence of 

employable skills as a brand attribute excluded their programming from promotion. “…that's a very tough 

case to make in some ways. I mean, … in some cases I'm teaching … future accountants and future 

dentists. But I would say it, it more has to do with communication skills, thinking skills, much more 

generalist than the more narrow career focus.” These communications, thinking and generalist skills 

highlight the value of critical thought but also highlight how critical thought ethically prepares students to 

support community when they move into industry. Faculty explained, “…one of the big things that I do … 

is interrogate widely held, and often unquestioned, assumptions. So, what we wind up doing is asking 

very kind of fundamental questions about why things are the way they are or why we believe things to be 

such and such. I feel that I've been able to cultivate what I would call a community of inquiry … It's quite a 

proud moment when I see some of these people out in the community and they have their own 

accounting firm now.” 
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While these community and industry connections provide many examples of remarkable 

programs, participants highlighted that it is not for the marketing departments to define what is 

remarkable about the brand, “It's not best done by people who have a bright idea, but no context for it. 

Instead, remarkability must be defined by the faculty and service staff who deliver it, the department 

undertakes aspects of this remarkability statement as a project of currency.” These perspectives highlight 

an opportunity for efficiency of branding efforts and alignment with existing processes, one participant 

explained, “my job as an administrator is to try and systematize curriculum development in a way that 

these external reference points, be it through program review, program advisory, professional 

development, are part of the foundation of making a remarkability statement.” Participants circled back to 

highlight that these educational efforts have socio-economic benefits to the service region, “We're leaders 

in social and economic change… our economic impact must be huge… I’d like to see that data.” 

Participants highlighted that one of the reasons these industry relationships were possible was because 

of the college’s small size. Small size is seen to have many benefits. 

Benefits of Being Small 

Participants were clear and united in their view that the college’s personality is the high-quality 

education experience, social and economic impact is made possible by their small size. The college’s 

small size allows the institution to meet students where they are at and that is fundamental to the 

institution’s success. Narratives that illustrated this cited the following benefits: ability to know the learner, 

undifferentiated quality, ability to implement most effective pedagogy, lived local pride, care and 

compassion. 

Service staff explained the significance of staff to student ratio, “It’s really about our size… I have 

the time in my day to actually know a student and get to understand what they are going to need to be 

successful... to get them the resources they need.” Yet another said that while being a small institution 

supported relationship building, it did not compromise quality, they said, “We are, a small rural college 

with, with roots in community and strong roots in relationship building … we have the kind of small 

enough to care idea but … there's still that same level of expertise in our quality of services that can 

attract a student, as much as they could be attracted to a bigger university and it may be better to be at a 

small rural college.” 
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Faculty explained they are able to deliver the best pedagogy by mixing reading, group work, 

discussion, brainstorming and deliver a kind of collective learning, they said, ”I've always thought that this 

is the very best way to study [my subject], and it's a way that is really not open to larger institutions. They 

just can't physically do that kind of thing. So, you know, typically my classes tend to be thirty or fewer 

students and yeah, it just works really, really well. And so that really is something special about the 

college.” 

An administrator spoke to shared, lived experiences in a small community and how it instilled a 

sense of local pride, and commitment to delivering community success, they shared, “By locality I mean 

… we know you [region’s name], we are you. We are your local option for BC quality education at the 

post-secondary level. And further, we're a community leader that's leading the change of the region 

through … professional and academic development of … learners through just in time, increasingly just in 

time, delivery of industry needed skills.” 

Another administrator explained the college’s personalized delivery is made possible because of 

the small size, they explained, “In our area, our faculty know each and every student in their department 

by name.” A faculty member explained “…the service… associated with that… is the accessibility and 

high-touch care and compassion that our faculty and staff provide to students.”  

In summary, participants highlighted that meeting the students where they are at is fundamental 

to high-quality delivery of education and its social and economic impact. These high-touch illustrations of 

small colleges’ personality, or culture, did raise the issue of capacity which was made clear when 

participants explained what they required to support this type of program and service delivery. 

Thriving in a Reactive Caring Student-Centered Culture 

One participant described their approach as, “reactive caring student-centered". This description 

is consistent with all participants’ description of efforts to meet students where they are at. Participants 

also outlined their requirements to thrive in such a workplace. Most notably, their need for capacity 

because reactive caring student-centered culture requires high-touch delivery, or time. Participants 

explained that to thrive in such a culture requires, autonomy, adaptable policies and processes, 

recognition of the limitations of organizational structure, access to information, and authenticity.  
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One participant explained that autonomy provides employees freedom to use their judgement and 

apply their expertise, “Processes exist, applications forms, transcripts, etc., it’s what we do. But it is how 

we get there, I feel good because I have the autonomy to do what I need to get the student there.” 

Another said it similarly, “While we have very clear guidelines on what we’re teaching, we also have lots 

of flexibility on how to get there, which really helps our daily work.” 

Many participants spoke to the need for adaptable policies and process, explaining, “Sometimes 

you have a system rubbing up against the life world, sometimes systems are not consistent with humans. 

Adapting and finding a way to yes represents our values.” Another highlighted the limitation of policies, “I 

feel I’m being gradually declawed; I’m treated less as a professional, it’s just a proliferation of policy. I 

have found that frustrating because I don’t feel I’m trusted.” Other participants highlighted the role for 

leadership to build trust, “When leadership build internal relationships to nurture understanding and 

connection, they also build trust.” Administrators addressed college’s flat, lightly supervised organizational 

structure as a management challenge. “I don't know what they do with their time day to day. The 

organizational structure is not designed for me to know that. So, my opportunity to facilitate a positive, 

organizationally sanctioned, and synchronous behaviour and attitude is quite limited in its efficacy 

because of that structure.” The unionized environment also raised discussion around the value of policies, 

which force behaviour versus role modeling, which influences behaviour. Participants recognized that role 

modelling builds from and reinforces institutional pride and that such behaviour is more effective when 

policies reflect institutional values. “We can guide the behaviour to the extent that the principles are 

embodied by people who have a leadership position, we can guide the behaviour by role modeling, and 

role modeling is only effective to a certain extent. I do hear, and it's quite distinct here more than other 

places I have been. People are proud to work for the College. … there is some idea of the importance 

and meaning of what we do as [institutions name] that helps people feel proud of the work they do here.” 

As members of a reactive caring student-centered culture that exists in a flat highly autonomous 

organization the need is great for access to clear and structured information. One administrator 

explained, “Faculty become these pivot points with each individual in the program … their learners’ well-

being, they understand that, you know, broader life disruptions interrupt the potential for academic 

success and the display of one's academic best, and they take it upon themselves to be that connector 
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between the learner in trouble and all of the services we have.” Service staff agreed, “Without faculty 

understanding what we do, we can’t provide that level of service, faculty act as a bridge between students 

and service staff.” 

Participants also spoke to the need for authenticity, explaining, “College principles, well-intended 

as they are, are sort of irrelevant. Unless you have kind of embodied practice that fits principles, it’s 

window dressing.” Authenticity was also raised a challenge to positioning statements, “a challenge to core 

value statement is authenticity, we’d have to have service admission requirements in place to make it 

work.” Participants also explained they wanted directness and authenticity when given strategic 

directions, “I think we naturally try to work to the principles in the strategic plan, but I think in order for us 

to live by them they have to make sense to us. I think sometimes they are not written for the right 

audience. I’d like them to be clearer, less ambiguous, something I can really get behind”. Faculty 

described this more practically, “Something really kind of banal would be, does the equipment in the 

classrooms work? You know, I put in lots of effort to get ready for a class. And then I show up and then I 

find out the computer hasn't been upgraded for a year… it won't read the file… Right. And I'm thinking, 

well, that's kind of a reflection of values.” 

In summary, for the institution to thrive as a reactive caring student-centred culture while existing 

as a flat unionized organization structure requires a balance between autonomy and systems. For the 

brand to be authentic it must recognize employees are trusted to use their expertise to support individual 

student success. This behaviour is the core of the institutional brand and requires a balance of 

information sharing with adaptive policies and processes. When this is extended to brand development it 

highlights the need for employee expertise to inform brand development as part of a collaborative 

process. 

Summary 

The role of education is social and economic development. Education is delivered by employees 

who are motivated by their discipline and a desire to support the success of the next generation of that 

discipline. Colleges’ fundamental success comes from high-quality program and service delivery to 

individual students. Success of the student body as a collective delivers social and economic success to 

the region the institution serves. Success of educational delivery relies on connections to, and support 
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from community, industry, and academic partners. These connections align to institutions at a 

departmental level and are key to defining each department’s remarkability. College culture is key to 

delivering these successes. Three basic assumptions define college culture: 1) A dedication to fostering 

relationships in service of individual student success and excellent programming; 2) A dedication to 

meeting the learner where they are at; and 3) A recognition that the role of education is both social and 

economic. However, to thrive within a flat unionized organizational structure, the culture should provide 

employees a balance of autonomy and supportive systems. This balance creates an environment of trust 

where employees can act in the best interest of students with support of adaptable policies and 

processes, and access to the information they need in their roles as institutional ambassadors. 
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Discussion: Implications for Discursive Leadership Brand Architecture Model 

The above findings provide validation for DLBAM as a model that operationalizes a branding 

process focused on building brand equity while harmoniously presenting the values of faculty, service 

staff, and administrators. Post-secondary branding strategy that illustrates institutional ethics, 

remarkability, and socio-economic impact at both the institutional and department level is effective when it 

presents the personalities who deliver education, their dedication to their discipline and industry, and the 

impact that these efforts have on individuals and community. DLBAM recognizes the basic assumptions 

held by employees within a reactive caring student-centric culture. The model uses the voices of each 

sub-culture to articulate an authentic brand. The approach avoids the commodification of education and 

therefore the friction among employees. 

Evidence shows that friction in post-secondary can be avoided when departments are involved in 

developing sub-brands and institution-wide positioning statements. However, resources are required to 

support the basic assumptions that create colleges’ student-centred culture, which is a high-touch 

approach. This resource requirement highlights the need for DLBAM to be lean when distracting faculty, 

service staff, and administrators’ efforts from their priority, to deliver high quality education. DLBAM 

delivers efficiency through communication, notably information sharing, policies, and processes that 

support the tasks of brand development and delivery. In alignment with institutional culture, the policies 

and processes would be articulated in a reactive, caring, and student-centred tone. DLBAM recognizes 

the need for efficiency and the reliance on relationships. DLBAM works because it systematically builds a 

remarkable brand from the examples of the employee efforts to ethically deliver socio-economic impact 

through education. The system breaks the branding process down into a series of tasks that are 

completed as part of the academic planning processes. This approach addresses the resource limitations 

and supports branding efforts as authentic communication of the institution’s personality. Specifically, it is 

DLBAM’s use of discursive leadership, branded house, connection points, and centralized workflows that 

make the model ideal given the resource challenges and the source of remarkability. 

Discursive Leadership—From Strategic Thinking to Task Management 

The findings show discursive leadership is the correct communications approach for a post-

secondary brand development model because it supports brand strategy while respecting that the 
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delivery of that strategy is the responsibility of members of varying sub-cultures who are differently 

motivated to carry out the tasks required of them to deliver the brand. Brand strategy at post-secondary is 

commonly defined in terms of ethics, socio-economic impact, and remarkability (Melewar et al., 2018). 

Where socio-economic impact defines what the institution does, ethics describes why the institution does 

what it does; and remarkability describes the unique ways the institution does what it does. The friction 

that is commonly referred to in post-secondary literature is explained when considering departmental 

discourse that focuses on the role and value of education versus marketing efforts that focus on sales 

and corporate messaging. DLBAM addresses the misalignment by recognizing that departments (or sub-

cultures) have varying opinions on the role of education and where it sits on the continuum that balances 

social and/or economic impact. It is these opinions that motivate employees’ dedication to fostering 

relationships in service of individual student success and excellent programming. That dedication is the 

core of institutional remarkability. DLBAM creates opportunities to celebrate the variety of opinions using 

the voices of each department to build brand equity while harmoniously reflecting the group’s values. 

DLBAM occurs in support of academic planning processes. The resulting brand moves beyond the friction 

and aims for institution-wide support.  

Branded House for Profiling Culture 

DLBAM’s use of branded house supports the need to define ethics, socio-economic impact, and 

remarkability at both the institutional and department level. Branded house provides economies of scale 

for brand development by using one centralized process to develop both levels of the brand. The use of 

cultural auditing enables the institution to identify their competitive advantage (Melewar et al., 2018; Testa 

& Sipe, 2013) and awareness of the institution’s basic assumptions. With this knowledge, discursive 

leaders can reference vision, mission, strategic plans, and academic plans to generate a brand promise 

and other positioning statements in language that respects the variant discourses. Once the positioning 

statements are drafted, institution-wide consultation is used to validate the statements; the goal is to 

ensure the statements capture the essence of institutional discourse. Once approved, these statements 

form the essence of the institution’s brand. Discourse specific sub-brands are developed using branded 

house connections points (Leijerholt et al., 2018). DLBAM then builds on the top-level brand with an 

institution-wide marketing and communications strategy that highlights differing sub-brands’ activities as 
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examples of the brand promise and positioning statements. This collaborative brand development avoids 

friction at the institution. Furthermore, this is an efficient approach, one which creates minimal distraction 

for faculty, staff, and administrators who are focused on their primary goal of developing and delivering 

programs and services that support students in achieving their goals. 

Connection Points for Discipline Specific Sub-brands 

DLBAM use of Leijerholt et al.’s (2018) connected branding approach provides a method to tease 

out sub-culture specific brand attributes. This enables departments to articulate the work they do to foster 

relationships in service of individual student success and excellent programming. Findings show 

departments have a variety of views on the role of education; their discipline or industry specific ethics 

guide departmental opinion as to where on the socio and/ or economic continuum educations’ role is 

situated. Leijerholt et al.’s (2018) four connection points provide opportunities to articulate socio-economic 

impact, ethics, and remarkability at a department level. Departments complete the articulation during the 

academic planning process. The four connection points are: 1) brand promise; 2) recognition of the 

internal brand hierarchy; 3) Connections in the organization; and 4) the public sector values. DLBAM’s 

use of Leijerholt et al.’s (2018) connections model enables departments to support a positive and sector-

relevant organizational brand. This delivers the authenticity participants called for because sub-brands 

are articulated in the department’s own voice. 

Centralized Workflows for a Flat Organizational Structure 

DLBAM’s use of centralized database driven workflows to articulate brand is beneficial to small 

community colleges because it supports information sharing at unionized institutions with flat 

organizational structures. The idea is that centralized database driven workflows be used as a portfolio 

brand management tool that provides all employees access to brand directives and collateral they can 

use in their outreach as institutional ambassadors. The goal of DLBAM is to support operationally focused 

brand development and marketing initiatives that are reflect sub-culture discourse and support 

departmental autonomy. Findings suggest the most effective tactics are to profile the daily occurrences of 

meeting the students where they are at. This tactic exemplifies college employees’ dedication to fostering 

relationships in service of individual student success and excellent programming. DLBAM systemizes 

these efforts with the use of centralized database driven workflows that align with academic planning. 
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Such workflows are modelled on a single source of truth in database form; this means data is entered 

once and broadcast everywhere through the integration of systems. Centralized database-driven 

workflows support the requirements for college culture to thrive, including support for autonomous 

behaviour, adaptable policy and processes, recognition of siloed and flat organization structure, 

authenticity, and workflow efficiencies. The remainder of this section discusses how. 

Centralized workflows support autonomous behaviour by providing facts, process, and policy in a 

database that embeds culture. This models the discipline-specific language and provides faculty and 

service staff the information they require to provide caring student-centred service. For example, findings 

described faculty as pivot points that connect learners to services, and single source of truth models 

ensure that faculty have access to the information they need to support such connections. Similarly, 

service staff described the need for processes to provide the map for behaviour but also provide 

autonomy for employees to support individualized student success. A single source of truth model 

provides such processes and behavioural maps. 

DLBAM supports agility to adapt policies and processes because the centralized workflows 

capture the decisions made during existing processes, including department program review, curriculum 

development, and term-based promotional efforts. Such dynamic systems ensure all audiences have 

access to the latest articulation of brand elements and the latest updates to policies and processes.  

Centralized workflows unify the autonomous work that is happening throughout the institution in 

aid of student success and excellent programming into a single system so that it can be communicated 

institution-wide and externally. In essence, this breaks down the barriers created by a siloed and flat 

organizational structure because the remarkable work that is done by individual departments is made 

visible to the whole institution and beyond. When this information is entered into the database in the voice 

of the department, it captures the pride and clarity departments have in their role, which supports brand 

authenticity. Brand ambassadors can access this information and share the remarkability as defined by 

the department themselves. This approach also serves the authenticity in digital branding and 

communications efforts because data is leverageable. This means the single source of truth can be used 

as content on websites, in customer relationship management systems, and to benefit search engine 

optimization (or digital authenticity). DLBAM’s use of centralized digital workflows supports systemized 
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use of media channels to build brand equity because the data in blogs/media releases, program 

information, and college identity toolkit are leverageable. This means the data can be systematically 

shared with industry, community, and media partners using social media and other digital marketing 

channels to build brand equity. 

Summary 

The findings show DLBAM is an effective model to build brand equity while harmoniously 

reflecting sub-culture values because it prioritizes values-based communication. Discursive leadership’s 

use of cultural auditing and language recognizes the variant discourses at the institution when defining 

tasks for brand development and roll-out that supports the requirement colleges must meet to deliver 

culturally informed branding. The second tier of DLBAM, draft brand promise and positioning statements, 

combined with connected brand architecture modeling and college brand taxonomy, is an approach 

supported by the findings on the caveat that it forms part of academic planning. To accomplish this, 

DLBAM adapts traditional branded house modeling but adds an ascending holistic approach. The use of 

Leijerholt et al.’s (2018) connection model enables systemizing of efforts, which is beneficial because it 

ensures the department specific relationships and discourse are the central focus of the sub-brands 

which in turn supports employees’ authenticity and autonomy in their role as brand ambassadors. 

Operationally, DLBAM is completed as stages in academic development therefore limiting the resources 

that need to be diverted from the main institutional goals: the development and delivery of programming 

and services that support student, social, and economic success. 

Conclusion and Further Research Opportunities 

Contrapuntal analysis of subculture’s value-based narratives has confirmed the value of DLBAM 

as a post-secondary branding model that communicates both the institution’s role in delivering education 

and ethics that motivate the departments who deliver the education. As an 8 step values-based 

communications model, DLBAM avoids the commodification of education and ensures branding efforts 

align with the discourse of the sub-cultures at the institution. This sales effort can be accomplished 

without commodifying education, if an ascending, holistic, and connected model of branded house is used 

to develop and deliver the brand. Such a model requires the use of culturally aware discursive leadership, 

which empowers sub-cultures to collectively shape the language of positioning statements and 
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department specific sub-brands in alignment with institution-wide database driven workflows and policies. 

The research shows that when brand language and behaviour respect the variant institutional discourses, 

it supports the autonomy of employees as brand ambassadors. Externally, the brand language manages 

expectations. This authentic branding approach encourages prospective students, future employees, and 

funders to join the college in education. 

The findings and discussion highlight two further research opportunities. First, how and to what 

extend could small institutions use DLBAM to improve effectiveness of digital presence and search 

engine optimization to benefit digital brand equity? Second, noting that DLBAM is a hybrid model 

informed by combined theories from organizational studies, brand management, and post-secondary 

literature, could DLBAM apply to other public sector institutions and non-profit organizations? 
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Appendix 2: Combining Research and Practice 
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Appendix 3: Research Questions 

Brand Promise and Positioning Statements 
Brand Promise. The College delivers industry relevant programming with flexible offerings to suit 

varied lifestyles. Our students succeed with academic, financial, service, and mental health and well-
being supports. Our graduates secure jobs in their chosen industries with evidence of applied skills, work, 
research, and study abroad experience. As a bridge between students, industry, and employers the 
College supports the socio-economic viability of the communities we serve. 

Core Value Statement. The College makes education accessible to a diverse group of learners 
who are welcomed to achieve their academic best with academic, well-being, and service support in an 
environment that respects equity, sustainability, and inclusion.  

Remarkability Statement. The College offers career focused learning, employability and skills 
acquisition are central to curriculum delivery, which occurs inside and outside the classroom. Learners 
have access to work integrated learning, study abroad, and research options. 

Note: Remarkability is also defined at a department specific level 
Socio-Economic Statement. The College is the place to learn new skills and create 

connections. We are a bridge linking employers, industry, and students, collectively we work to support 
socio-economic viability of the region and industry. 

 
Defining Brand Proposition 
Goal of the questions in this section: How does the participant’s work deliver the statement? What is the 
difference between the way each employee type delivers this? 
Service Attributes 
1. Provide an example of what do you believe to be the most valuable service your division provides to 

students? Why have you chosen this example? 
Symbolic attributes 
2. Provide an example, and explain how, the work your division does illustrates the College’s 

personality? 
 

Portfolio Alignment Factors 
Core Value Statement & Public Sector Values 
Goal of the questions in this section: How does the participant’s work deliver the statement? What is the 
difference between the way each employee type delivers this? 
Noting the following core value statement, The College makes education accessible to a diverse group of 
learners who are welcomed to achieve their academic best with academic, well-being, and service 
support in an environment that respects equity, sustainability, and inclusion.  
3. Public Sector Values Q: How and to what extent does the statement reflect your motivation to work 

in post-secondary education? 
4. Public Sector values Q: In your expert opinion, how and to what extent does the statement reflect 

the values the post-secondary sector as a whole? 
5. Core Value Statement Q: How and to what extent does the statement provide general focus and 

direction that departments could adopt in their everyday work life? 
6. Q: What are the challenges for your institution in delivering this value statement? 

 
Internal brand structure 
Goal of the question: Drilling into Step 6 of DLBAM, understand how administration, faculty, and services 
contribute to brand, while positioning academic departments to lead ascending holistic brand 
architecture? Consider the answers to understand what unique perspective each group brings. How can 
these perspectives collectively provide a more robust and authentic brand structure? 
Consider the following remarkability statement: The College offers career focused learning. Employability 
and skills acquisition are central to program delivery that occurs inside and outside the classroom. 
Learners have access to work integrated learning, study abroad, and research options. 
7. Q: Provide the example which best illustrates how work you are involved in delivers the remarkable 

programming described in the statement. 
8. Q: Consider the curriculum development process, how and when is your department best placed to 

contribute to the development of remarkable programming.  
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9. Q: Provide an example that would help external stakeholders understand the amazing work 
leadership has accomplished in the last 6 months and why this work was important. 

 
Corporate Identity 
Goal of the questions: Drilling into Step 6 of DLBAM, understand how employees from different sub-
cultures validate the taxonomy elements when considering the work, they do for the institution. Consider 
the answers to understand what unique perspective each group brings. How can these perspectives 
collectively provide a more robust and authentic brand image? 
Corporate Communication: 
Corporate communication – is the process of communicating the vision and mission of a company 
defined by its management to establish a favourable image and a good reputation amongst its internal 
and external stakeholders (Melewar, 2003; Olins, 1989 as cited in Melewar et al., 2018, p. 344).  
10. Q: To what extent do you think the internal and external communication have been harmonized to 

create a favourable relationship between the college and its stakeholders? Provide examples from 
your department to illustrate your answer 

11. Q: Uncontrolled communication – is the communication of an organization by sending signals that are 
not created deliberately or consciously (Melewar 2003; Moingeon & Ramanantsoa, 1997, as cited in 
Melewar et al., 2018, p. 345). To what extent do you think the college’s communications are created 
or could be created by other external parties? 

 
Corporate Culture:  
Corporate culture is the system of shared core values and beliefs of an organization that interacts with 
people, (Melewar, 2003; Schein, 2010, as cited in Melewar et al., 2018, p. 346).  
12. Q: What is the college as an organization? 
13. Q: To the best of your knowledge, to what extent does corporate culture act as a central force that 

motivates employees?  
 

Subcultures – refer to the distinct cultures belonging to different divisions or departments in an 
organization (Melewar, 2003; Van Maanen, 1991, as cited in Melewar et al., 2018, p. 348).  
14. Q: To what extent, do you think each separate campus, division, and department has its own culture?  
15. Q: To what extent, do you think the College corporate culture cultivates good relationships with 

community partners? 
 

Corporate Strategy:  
Goal of this question: understand how faculty, services, and administration differ when they share 
narratives that illustrate corporate ethics, social economic impact, and differentiation strategy? What does 
this say about (sub)culture? 
Corporate strategy is the master plan of a company that circumscribes the company’s products and 
market scope, its overall objectives, and the policies through which it competes in its chosen markets 
(Gray & Balmer, 1998; Melewar, 2003, as cited in Melewar et al., 2018, p. 351). Corporate strategy in 
PSE is commonly defined in terms of ethics, socio-economic impact, and differentiation. 

 
Consider the following Core Value Statement: The College makes education accessible to a diverse 
group of learners who are welcomed to achieve their academic best with academic, well-being, and 
service support in an environment that respects equity, sustainability, and inclusion.  
16. Q: Provide an example from your department’s work that illustrates this statement.  

 
Consider the following Socio-Economic Statement: The College is the place to learn new skills and create 
connections. We are a bridge linking employers, industry, and students, collectively we work to support 
socio-economic viability of the region and industry. 
17. Q: Provide an example from your department’s work that illustrates this statement.  

 
Positioning strategy – is the process in which the company is assigned a clearly defined position, derived 
from its self-perception, in order to differentiate it from the competition (Melewar, 2003; Schmidt, 1995).  
18. Q: How do you define the College’s position in the market? 
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Behaviour: 
Goal of the question: understand how corporate guidelines benefit corporate vs., employee vs. 
management behaviour. In analysis consider the strength and weaknesses of each to recommend how 
the three groups could work together to more efficiently present authentic brand. 
Corporate behaviour – is the sum-total of those actions resulting from the corporate attitudes that 
influence the identity, either planned in line with the company culture or occurring by chance or arbitrarily 
(Melewar, 2003; Schmidt, 1995, as cited in Melewar et al., 2018, p. 345).  
19. Q: How does the College behave? 

 
Employee behaviour – refers to the attitude – way of acting – of the company personnel in their daily work 
(Jo, Hatch, & Schultz, 1997; Melewar, 2003, as cited in Melewar et al., 2018, p. 349).  
20. Q: How do you feel about employees’ behaviour and attitude in their daily work? 

 
Management behaviour – refers to the attitude – way of acting – of top management, which expresses 
the organization’s central idea to the internal and external audiences (Jo, Hatch & Schultz, 1997; 
Melewar, 2003, as cited in Melewar et al., 2018, p. 349).  
21. Q: To what extent do you think the way that top management behave, and act expresses the 

College’s central idea to its stakeholders? 
 

Corporate guidelines refer to the articulation and interpretation of corporate principles for individual areas 
of business activity and functions to guide the behaviour of individuals in an organization (Fritz, Arnett & 
Conkel, 1999; Melewar, 2003, as cited in Melewar et al., 2018, p. 347).  
22. Q: How do the college’s principles guide the behaviour of staff at the College? 

 
Corporate Structure: 
Brand structure is the part of corporate structure that is concerned with the branding of the products, 
business units and the corporate umbrella and how they appear to an organization’s audience. It is 
closely related to brand strategy, which refers to the way firms mix and match their corporate, house, and 
individual brand names on their products (Gray & Smeltzer, 1985; Melewar, 2003, as cited in Melewar et 
al., 2018, p. 349).  
23. Q: To what extent do you follow a rigid structure or a more loose highly autonomous brand structure?  
24. Q: How do you feel about the services and the programming you provide to the students? 

 
Industry Identity: 
Industry identity refers to the underlying economic and technical characteristics of an industry. Industry 
size, growth patterns, rates of change, competitiveness and use of technology are some of the elements 
of these characteristics (Melewar, 2003; Olins, 1989, as cited in Melewar et al., 2018, p. 350).  
25. Q: To what extent do you feel the College is keeping abreast of the changes and developments that 

are occurring within the post-secondary sector in the British Columbia, Canada, and the rest of the 
world? 
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Appendix 4: The Four Main Stages of Contrapuntal Analysis in Action 

Selecting Text in Contrapuntal Analysis 
When selecting text for analysis in contrapuntal analysis, the researcher considers utterances 

where discourse seems most salient. Baxter (2011) explained a text is an utterance chain in which both 
proximal and distal discourses interpenetrate, she calls this intertextuality. Baxter (2011) explained that 
proximal utterances, “represent a perception that what one utters in the moment could be subject to later 
(re)evaluation by the immediate listener” (p. 15). Distal utterances are perception of later evaluation by an 
absent listener. Researchers might choose to emphasize one of the sites of the utterance chain over 
others, depending on the focus of the research question. This research worked with dialogically 
expansive texts, which are those where multiple voices are at play. Baxter (2011) explained, “these are a 
good source for examining how meaning emerges from interpenetration of various discourses” (p. 153). 
Baxter recommended the beginner dialogic scholar select text where competing discourse are most 
obviously presented. She suggested looking for dialogically rich genres of communication, such as 
narrative stories. In this study research questions requested participants to provide such narratives.  
Identifying Discourses in the Text─Discussion of Said and Unsaid 

This stage of contrapuntal analysis used thematic analysis as method to identify both manifest 
(the said) and latent (the unsaid) themes in the data. Manifest themes are reported as direct quotes. 
Latent themes are the meaning that is implicit in the words these are reported as paraphrases. Baxter 
used appraisal theory to locate the unsaid ideological discourses. Baxter (2010) noted, “Appraisal Theory 
is a pragmatic linguistic analysis of how meaning is constructed in utterances with particular attention to 
how speakers approve and disapprove, enthuse and abhor, applaud and criticize, and with how they 
position their listeners to do likewise” (p. 159). Baxter suggested the following six steps to identify 
competing discourses in a text. 

Step 1: Becoming Familiar with the Data Set. The researcher reads the complete set of 
transcriptions from beginning to end to gain a holistic sense of them. 

Step 2: Generating Initial Coding Categories. The process of generating initial codes was an 
iterative one. Starting with first text and developing an initial code category from a textual segment that 
permitted an answer to the research question, in this case what was being said about the values the 
participant has in their role at the institution and in post-secondary education. This proceeded in a back-
and-forth manner until no new coding categories emerged. 

Step 3: Generating Themes (Discourses). This coding stage was a re-organization task to 
identify the large patterns by clustering the lower-level codes. This process was an iterative step during 
which some identified themes emerged as sub themes of higher-order themes. At the end of this step the 
discourses had been identified. 

Step 4: Reviewing Themes (Discourses). This was the checking stage validity of the themes 
was considered. Both by comparing the data to the learnings in the literature review and re-considering 
the themes in the context of the transcript to understand if anything was missed or if the themes were 
replicated. 

Step 5: Defining and Naming Themes (Discourses). The themes/discourses were finalized 
and conceptually defined using research triangulation as a validity check. The themes formed the 
categories discussed in the findings. 

Step 6: Locating Exemplars. Exemplars were identified from the data to capture the essence of 
given themes/ discourses. These exemplars were used as evidence that supports both the findings and 
the discussion. The findings are the insights that arose from the questions. The discussion explains how 
the findings validate DLBAM and, or how, the model should be adapted. 
Identifying Whether Discourses Compete 

During this third stage of contrapuntal analysis, the researcher presumes the participant’s point of 
view. The participant is seen as a typical member of their sub-culture. The researcher uses an 
interpretivist way of knowing and looks for evidence in participant talk that identifies discourses that are 
positioned in counterpoint. Appraisal theory is used to understand how discourses are marked as 
competing in their talk. Martin & White explained, “A speaker’s talk can be examined for the ways in which 
the speaker’s position is aligned or misaligned with respect to various value positions (discourses)” (as 
cited in Baxter, 2011, p. 165). Three kinds of discourse markers in the engagement research are 
important in identifying discourses positioned in counterpoint relation to one another and include 
negating, countering, and entertaining. Understanding which of the three markers apply to the discourse 



VALUES-BASED POST-SECONDARY BRAND ARCHITECTURE MODELLING 61 
 

   
 

is important because most dialogical struggles are adversarial in nature and one discourse is likely to be 
more dominant than another. Negating serves to reject a discourse, or to claim it as irrelevant, an 
example of such language is, “I don’t believe”. Countering is used to replace an alternative discourse 
position that would normally have been expected in its place, examples of language used include, 
“however, nonetheless, or still”. Entertaining is used to indicate that a given discursive position is but one 
possibility among alternative discursive positions, examples of language used include, “on the one hand, 
it’s possible that, apparently”. In this study, it was important to understand if discourses compete to 
understand the challenges that impede, or the opportunities that support branding that harmoniously 
presents the values of faculty, staff, and administrators. 
Identifying the Interplay of Competing Discourses 

Bakhtin (1984b) conceptualized a continuum of dialogicity in utterances, whose endpoints are 
bounded by monologue and idealized dialogue. Baxter (2010) explained this as the centripetal-centrifugal 
struggle, explaining, “When talk moves toward the monologue endpoint, it is dialogically contractive and 
when talk moves toward the idealized dialogue endpoint, it is dialogically expansive” (p. 169). At this 
stage, the objective was to understand where on the continuum the data was located; the goal being to 
understand how the discourses textually played off against one another or whether they were dialogically 
contractive or expansive. This stage informed how united or divided the sub-cultures are and informed 
whether DLBAM would need to support the variances through a unified or individualized solution. To 
understand whether discourse is dialogically expansive or contractive Baxter recommended an inductive 
analytic process this entails evaluating the text for six practices of discursive closure as detailed below. 

Disqualification. Here alternative discourses are denied a hearing because they embodied persons 
or groups aligned with those positions are presented as lacking expertise or the right of expression.  

Naturalization. When a discourse is positioned as a given in nature and talked of as if it is a 
transparent representation of the way things are. It is reified. Lexical choices might include “naturally” or 
“of course”. 

Neutralization. This includes talk in which value-laden discursive positions are presented as 
objective truths to they gain a privileged position relative to alternative, presumably non-objective, 
discourses. 

Topical Avoidance. Here a discourse is constructed as off limits, criticism of it is muted, if not 
silenced completely. Topic avoidance might be evident. 

Subjectification of Experience. In arguing that a given value position is simply a matter of individual 
opinion or expertise, as opposed to being a social formation, speakers can close challenges from 
competing discourse positions. 

Pacification. In positioning differences as either trivial or too futile to resolve, competing discourses 
are pacified and thereby discursively stripped of their force. Discursive force – means to close discussion 
of those differences. Competing discourses can also be pacified by a discursive plea to a higher order 
discursive position such as consensus. 
 


	Committee Approval
	Creative Commons Statement
	Acknowledgements
	Table of Contents
	Values-based Post-Secondary Brand Architecture Modelling
	Problem Statement
	Research Question
	Hypothesis
	Theoretical Framework
	Research Design
	Significance of the Study
	Background—The Need for Investment in Post-Secondary Brand Equity

	Literature Review
	Figure 1: The Steps and Literature of DLBAM
	Step 1: Acknowledging Relationships
	Step 2: Organizational Cultural Analysis—Identifying Competitive Advantage
	Step 3: Discursive Leadership—Articulating Brand Promise and Positioning Statements
	Step 4: Benchmarking and Resource Allocation
	Figure 2: Measuring Brand Equity in Post-Secondary

	Step 5: Managing the Brand Portfolio within Post-Secondary
	Brand Architecture.
	Benefits of Branded House for Post-Secondary.
	Challenges of Branded House Approach for Post-secondary.
	DLBAM approach to Branded House.

	Step 6: Establishing the Branding Toolkit
	Figure 4: Corporate Identity Taxonomy

	Step 7: Co-creation—A Method for Values-Based Promotion
	Step 8: Brand Equity Testing
	Summary

	Methods
	Research Paradigm−Epistemic Assumptions
	Data and Data Gathering
	Recruitment and/or Sampling Techniques
	Data Analysis
	Ethical Concerns
	Summary

	Findings
	The Role of Education
	Connections with Industry and Community Partners
	Benefits of Being Small
	Thriving in a Reactive Caring Student-Centered Culture
	Summary

	Discussion: Implications for Discursive Leadership Brand Architecture Model
	Discursive Leadership—From Strategic Thinking to Task Management
	Branded House for Profiling Culture
	Connection Points for Discipline Specific Sub-brands
	Centralized Workflows for a Flat Organizational Structure
	Summary

	Conclusion and Further Research Opportunities
	References
	Appendix 2: Combining Research and Practice
	Appendix 3: Research Questions
	Brand Promise and Positioning Statements
	Defining Brand Proposition
	Portfolio Alignment Factors
	Corporate Identity

	Appendix 4: The Four Main Stages of Contrapuntal Analysis in Action
	Selecting Text in Contrapuntal Analysis
	Identifying Discourses in the Text─Discussion of Said and Unsaid
	Identifying Whether Discourses Compete
	Identifying the Interplay of Competing Discourses


