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ABSTRACT 

Title: The use of brand identity in public procurement in the defense market. 

Level: Final assignment for Master’s Degree in Business Administration 

Author: Fredrik K Jansson  

Supervisor: Ph. D. Agneta Sundström 

Date: May 2012 

Aim: This study investigates if a company’s brand identity can be used to influence 

public authorities in public procurement by possible discretions in the procurement 

rules, and the importance of this meaning increased business opportunity. The 

subject of the work, branding in public procurement, is unexplored and may be of 

interest to a larger market. 

Method: The study approaches an inductive, explorative, single case study. 

Literature studies forms a theoretical framework that is combined with interviews 

with representatives from both public authorities and a company. 

Result & Conclusion: The study finds that a company can use the part of Brand 

Identity named Image. To be successful, a company’s image expresses what is 

important and desired from an authority: security, trust, long-term focus and stability. 

This reduces the authority’s perceived risk and increases its security, and makes the 

company a more attractive choice. The study also finds that it is impossible to 

directly influence an ongoing procurement process. 

Suggestions for future research: The study is limited to the defense market and 

procurement of large technical advanced systems, not commodity products. The 

study focuses on the direct relations between the procuring authority and the 

tendering industry. It will not discuss the involvement of political forces and their 

actions, e.g. counter-trade. Possible future research is the following suggestions:  

 Investigation of how political forces have impact on international/ 

intergovernmental business. This could include the correlation between the 

size and magnitude of the procurement and political involvement.  
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 Investigation of the relationship between the compliance of international 

procurement rules, the favoring of domestic suppliers, and a nation’s position 

on Transparency International’s Corruption Perceptions Index. 

 A third extension of this work is to extend its scope to encompass other 

products or business areas, and make the result more general.  

Contribution of the study: The study contributes with knowledge about how 

branding has influence on public procurement. The result may be of interest to 

companies, active in the defense market, wanting to increase their competiveness, 

and for authorities that wish to improve their ability to implement good 

procurement practices. 

Key words: B2G, Business-to-Government, branding, brand identity, defense 

industry, public procurement, public authorities, government. 
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1 Branding and Procurement in a  

Business-to-Government environment  

The idea of the work has grown over a couple of years. It emerged from an interest in the 

company used in the study and the government market it operates in and the importance of 

branding. When discussing branding with representatives from public authorities, they 

commonly declare that a company’s brand does not matter when doing business with 

governments, whatsoever. After some reflection, they gradually change their minds: “Of 

course, a company’s reputation and brand do matter, but I don’t really know how. 

But we’re following our procurement act and regulations…so it should not 

matter…On the other hand…” I find this phenomenon interesting and want to explore it 

deeper. 

1.1 Background 

The use of a strong brand is a natural tool in marketing of Business-to-Business (B2B) 

or Business-to-Customer (B2C) relationships. In government and public market 

(Business-to-Government, B2G) situations there are laws and regulations established 

to ensure that public funds are used in the best possible way that make the use of a 

subjective brand questionable. This study focuses on whether a company’s brand 

plays a significant role in B2G and in the context of public procurements.  

A major and important difference between B2G and B2B/B2C is that the main 

purpose for a public authority (“G” in B2G) is to serve bodies governed by public 

law and to achieve specific missions. Authorities exist to serve, not to make profit. In 

contrast to a governmental agency, a business is tasked with making profit for the 

benefit of its shareholders and making money is the top priority. Another important 

difference is that due to regulations to protect the use of public funds, the B2G 

market has extensive rules for making business and has not the obvious flexibility 

compared to B2B. Conversely, a public authority cannot buy whatever it likes from 

whomever. The strict government regulations and rules often collide with the 
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business’ use of brand to influence their possible customers. This makes the 

relationship between business and government more difficult to handle. 

Competing on the (international) government market is however attractive for 

businesses since governmental contracts are often large and run for a long time 

which provides business sustainability. The size of the European market 2010 was 

26% of the global market or €12.5 billion and about one sixth (approximately 16%) of 

that sum comes from public procurement. There is no doubt that the “procurement 

market” is considerable. One risk acting on the B2G market may be that funding and 

focus of work may change with elections and change of governments and the rules 

and laws can change from time to time. (European Union, 2012)  

Public procurement ensures that public funds are used in the best way and are 

regulated in national and multinational treaties. One of the most important 

agreements - and today the only legally binding agreement - is World Trade 

Organization‘s (WTO) “The Agreement on Government Procurement” (GPA) which 

is agreed on by most of WTO’s member states. The GPA establishes an agreed 

framework of rights and obligations among its members with respect to their 

national laws, regulations, procedures and practices in the area of government 

procurement. Important cornerstones in the agreement are openness, non-

discrimination and transparency. Each member is required to ensure that its entities 

do not treat domestic suppliers differently on the basis of a greater or lesser degree of 

foreign affiliation or ownership. It should also ensure that its entities do not 

discriminate against domestic suppliers because their goods or services are produced 

in the territory of another member state. (World Trade Organization, 2012)  

On a regional level, the European Union (EU) follows the WTO agreement on fair 

international competition in public procurement to ensure that the rules are 

implemented in several EU directives, mainly EU Directive 2004/18/EC and 

2009/81/EC. The implementation of the EU directive entails the nation a certain 

amount of freedom when the exact rules are to be adopted. This means that the same 

directives are implemented by each member state but that they could be interpreted 

differently. (European Union, 2012) 
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From a national point of view, the Swedish national public procurement acts follow 

the main principles of equal treatment (non-discrimination), the principle of mutual 

recognition, the principle of proportionality, as well as the principle of transparency.  

Acting under a public procurement act implies strict rules for how business is made 

and contracts are assigned. These contracts should be based on objective evaluation 

criteria concerning price, quality and delivery requirements. Despite the strict rules 

set out in procurement regulations, there are choices when it comes to interpreting 

tenderers’ answers to quotations and thus it includes the possibility to use the brand 

as a tool for influence. A tenderer with good reputation has a better chance of getting 

a contract than a tenderer with a poor reputation, even if the strict procurement rules 

should be objective. For a company that would succeed in doing business with 

government agencies, it is of great interest to be aware of the possibilities how its 

brand could affect the purchaser to their advantage. 

The object in this case study, Company C (anonymous in the study), is a Swedish 

systems developing company, offering products in the scope of training, command 

and control (C2) for the defense and military market worldwide. Company C’s 

customers for more than 30 years, governments and public authorities, have meant 

an extensive contact with public procurement. 

This study will focus on the use of brands when doing business with public 

authorities or governments. The research question for this work is: 

How can a company’s use of brand identity have influence on authorities in public 

procurement? 

 

The analysis technique used in the case study is pattern matching which compares a 

theoretical based pattern of information with empirical. A theoretical framework, 

based on recognized and accepted theories about B2G, procurement and branding, 

was compared with empirical findings (interviews) from authorities and Company 

C. 
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1.2 Purpose 

The purpose of this work is to investigate if a company’s brand identity can be used 

to influence public authorities in public procurement by possible discretions in the 

procurement rules, and the importance of this meaning increased business 

opportunity. The study expects to find that a company’s brand plays a role and the 

study contributes with knowledge about how brand arguments could have influence 

on public procurement, especially in a defense market. The result may be of interest 

for companies, active in the defense market, wanting to increase their competiveness, 

and for authorities that wish to improve their ability to implement good 

procurement practices.  

1.3 Limitations 

Both public procurement and branding are broad topics. In addition, the procuring 

public authorities are diverse and their procurement of goods and services are of 

different nature, ranging from paper clips and cleaning services to advanced 

computer systems and aircraft carriers. This study will not be able to cover 

“everything” regarding authorities, procurement and brand, and the following 

restrictions have been made: 

 The work will handle conditions and rules regarding public procurement, 

from 2004 and the introduction of the EU directives regarding public 

procurement, and forward to present date.  

 The work will have its focus on the defense market and on the market of 

isolated and sporadic products with a value larger than EU threshold values. 

This work will not handle e-commerce and automatic online bidding 

processes with a minor involvement of manned intervention in the 

procurement phase.  

 The work will focus on Swedish conditions, agencies, and business made 

under the Swedish procurement acts and hence the EU directives. Due to the 

nature of the products, there will always be an international dimension of the 

problem. 
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 The focus of the work will be on the interaction between the supplier and 

purchasing authority. The political level of procurement and defense business 

will not be covered in this work, e.g. labor market policies or counter-trade, 

nor the juridical aspect. 

 This study will not deal with or analyze the design of the company’s graphic 

profile, including design of logotype, choice of colors, symbol, fonts, slogans 

etc. 

1.4 Outline of work 

This section introduces the work and explains how the report is structured: 

Section 2 explains and justifies choices of method used in the work. 

Section 3 presents the theoretical framework and describes relevant theories about 

markets, branding and procuring related to the topic and research question. The 

section includes a brief review of international, European and Swedish rules on 

public procurement. 

Section 4 describes and summarizes interviews conducted with representatives of 

authorities and the company used in the case study, Company C.  

Section 5 compares the result from interviews to the theoretical framework. 

Section 6 present conclusions and implications based on findings in the analysis. 

This section also includes a discussion and suggestions for further research.  
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2 Methodology 

Methodology is a tool to solve problems and reach new knowledge and should not 

be an end in itself. It gives the basis for systematic and planned work about the 

questions who, what, how and why. (Magne Holme & Krohn Solvang, 1997) 

2.1 Research approach 

The chosen area of research implies different choice of research approach. Two main 

approaches are the deductive and inductive approach. A deductive method initially 

requires a coherent system of statements from which new hypotheses are derived. 

The hypotheses are then tested with empirical surveys and accepted or rejected 

which means that a statement of a specific research hypothesis is needed before data 

collection begins. (Magne Holme & Krohn Solvang, 1997) An inductive method 

includes empirical observations from which theories and hypothesis are formulated. 

Inductive research approaches begin with specific observations and build towards 

general patterns. (Patton, 1987); (Backman, 1998) 

Another decision concerns whether a qualitative or a quantitative approach is 

required to answer the research questions. A quantitative approach means that the 

research relies on a large number of respondents or collected data, processed and 

interpreted. The quantitative approach is most common in deductive research. A 

qualitative approach means data collection to get a deeper understanding of a 

specific situation, which commonly requires detailed information about the issues 

researched and characterized by the closeness to the research object. Each respondent 

is more carefully valued which give the qualitative method a deeper understanding 

of the specific research problem and not a general understanding. (Magne Holme & 

Krohn Solvang, 1997) Qualitative analyses are poorly guided by hypotheses, as these 

are difficult to test and instead driven forward by questions, issues and a search for 

patterns. (Patton, 1987) 

The approach for this study is inductive, i.e. to derive conclusions from empirical 

experience. The reasons for this choice are the limited and scarce sources, previous 

research, and theoretical base. To be able to get into depth in the analysis of each 
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interview, a qualitative approach is used. It is not possible to find enough 

respondents to perform a valid and statistically significant survey. The combination 

of inductive and qualitative research is often a natural choice and they work well 

together according to several sources, e.g. Holme (1997) and Patton (1987).  

2.2 Research strategy 

There are a few ways to design a study and Esaiasson et al. (2003) point out three 

ways to conduct a study: explorative, descriptive or explanatory. Kotler (2006), 

advocates the exploratory research when the goal is to shed light on the real nature 

of the problem and to suggest possible solutions or new ideas. According to 

Esaiasson et al., an exploratory research is preferred when there is little or no prior 

research in the area. Esaiasson et al. (2003) point out that explorative study can be 

used to generate ideas and collect initial data for upcoming, larger studies.  

Since the subject in the present study is scarce and unexplored, this study is regarded 

as explorative. This research strategy works well with a qualitative method. 

2.2.1 Research method – case study 

A case study is a research method with special characteristics and commonly used to 

investigate a contemporary phenomenon within its real-life context. This method is 

particularly suitable when the study objects are (very) complex, e.g. large 

phenomena, organizations or systems or when the boundaries between a 

phenomenon and context are not evident (Backman, 1998). Bell (2006) highlights the 

possibility of in-depth study of a distinct aspect of a problem for a limited period. 

The case study captures and stresses the unique features that may be difficult to 

pinpoint in other research approaches. 

Case studies are particularly useful if you need to understand a specific problem or 

situation in great depth and Patton (1987) mentions that detailed case studies of 

extreme cases may generate particularly useful information. Yin (2003) points out 

that the strength of case studies is its ability to examine, in-depth, a case within its 

“real-life” context.  
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However, there are criticisms about case studies and according to Esaiasson et al. 

(2003), most case studies are no such in a strict sense, since more than one variable is 

studied and “comparative study” would be a more accurate term. A “true” case 

study requires, according to him, the study of one (1) variable, which means that the 

theory needs to be distinctly specified, before being tested. This problem may 

originate from the lack of a generally recognized and unambiguous definition of 

what a “case study” really is as a research approach. (Backman, 1998) 

Yin (2003) emphasizes this problem and sections case studies as (primarily) multiple 

case studies, mentioned above, and single case studies. A single case study studies 

one specific case in depth in one context and may be preferable when a case is unique 

or extreme. 

A good case study design involves, according to Yin cited in Green et al. (2006), a 

well-defined case; justifying the choice of single or multiple case studies; and 

deliberately adopts or minimizes theoretical perspectives. For this study, the unit of 

analysis is ”procurement in B2G market” and to get an in-depth understanding of this 

complex subject, the single case study is chosen as a research method. Since studies 

and theories regarding branding in a B2G context are scarce, a case study according 

to Esaiasson et al. (2003) will not be easily done and therefore should not be chosen. 

2.3 Data collection 

In this study, primary data was collected from interviews and combined with 

literature studies from secondary sources.  

2.3.1 Primary data – interviews 

According to Hollensen (2007) and Bell (2006), a primary source is collected first-

hand and contributes with “new” data or material and collected throughout the 

project. Primary data generates from original research and is tailor-made to answer 

the project’s specific research questions. The major advantages of primary sources 

are that the information is specific, relevant and up-to-date. The disadvantages are 

the high costs and amount of time associated with its collection. 
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The company used in this work, “Company C”, wished to be anonymous due to 

corporate integrity policies. The name is fictitious and the company’s size and 

turnover mentioned in section 4.1 roughly reflects reality. Likewise, Company C’s 

competitors are kept anonymous.  

Data for this work was collected in two series of interviews from two different types 

of respondent groups: employees at Company C (internal) and outside experts, 

working for public authorities (external). The groups of respondents, internal 

stakeholders from Company C and those representing authorities consisted of eight 

(C1 to C8) and seven (A1 to A7) individuals respectively, totally fifteen respondents. 

The purpose of the interviews with respondents from Company C was to find out 

how a company can use their brand to influence authorities when doing business 

with public authorities. The purpose of the interviews with representatives from 

authorities was to identify what importance a company’s brand has when it 

participates in public procurement. 

To give the respondents a coherent understanding of the scope of the work, each 

interview was preceded by a short introduction regarding brand. This was to set the 

respondents “in the right mode”, to avoid discussions e.g. regarding logotypes and 

specific fonts and colors, and to clear out the difference between a trademark and 

brand, etc. 

Each interview was between one and three hours and annotations from the 

interviews were compiled. Two interviews were recorded and transcribed. All of the 

respondents were offered, but no one required, to read, revise and complete the 

annotations after completing the interview. All of the respondents wanted to be 

contacted if specific quotes with their names would be published. One of the 

interviews was a telephone interview and in one case, there was a follow-up 

telephone call to clear out details. 

The interviews with Company C were performed on its premises with persons from 

all aspects of the company: from the lowest level of programmers and system 

developers to top management level; from newly employed to persons who had 

worked in the company for more than twenty years.  
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Respondents representing authorities were chosen from a broad spectrum of 

personal contacts. Interviews with authorities were performed with persons who had 

long experience from working with public procurement in the defense industry at 

various levels. The respondents’ experience ranged from tangible work with 

specifications, to management level, managing large procurements. All respondents 

but one, worked for authorities related to the Swedish defense and security industry, 

such as the Swedish Armed Forces, the Swedish Defence Material Agency1 (FMV), 

the Swedish Defense Research Agency2 or had a close connection with the defuse 

and security domain via the Swedish Government Offices3. The atypical respondent 

worked at a Swedish county administrative board4 and had worked with large 

procurements and procurement related issues.  

In addition to the two series of interviews, a second source of data was a seminar, 

held by AFCEA Stockholm Chapter5 at the Swedish Defense Material Administration 

in May 12 2011. The seminar title was “The Defence Procurement Directive - 

Opportunities or constraints for Sweden on the Single Market?”6 with representatives 

coming from the Swedish Defense Material Administration, the Swedish Defense 

Research Agency, political representatives and representatives from the Swedish 

defense industry who discussed the EU Defense Procurement directive 

(2009/81/EG) from different views. Experiences from this event - among public 

authorities’ perception of it - are presented in chapter 4.2. (AFCEA Stockholm 

Chapter, 2011) 

A fundamental principle of qualitative interviewing is to provide a framework 

within which respondents can express their own understanding of a special issue in 

                                                 

1 Swe. Försvarets Materielverk, FMV 

2 Swe. Totalförsvarets forskningsinstitut, FOI 

3 Swe. Regeringskansliet 

4 Swe. Länsstyrelse 

5 AFCEA, The Armed Forces Communications and Electronics Association 

(http://www.afcea.org.se/engelsk_sida/index.html) 

6 Swe. ”Försvarsupphandlingsdirektivet - möjligheter eller begränsningar för Sverige på den inre marknaden?” 

http://www.afcea.org.se/engelsk_sida/index.html
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their own word. Patton (1987) recognizes three different types of interviews 

(informal conversational interview; general interview guide approach; standardized 

open-ended interview) all of which have its strengths and weaknesses.  

For this work and specific subject, interviews were performed as informal 

conversations with an interview guide, which gave the interviewer a possibility to 

develop questions and make decisions about which information to pursue in greater 

depth.  

2.3.2 Secondary data – literature studies 

According to Hollensen (2007), secondary data is defined as information that has 

already been collected for other purposes. The major disadvantage is that this data is 

often more general and ”coarse grained”, not so specific and fit to purpose as 

primary data. 

The interviews were combined with studies of secondary sources, textbooks and 

articles. Legislative texts and publications, e.g. the Swedish Procurement Act and EU 

Directives, were also used. Since the subject is narrow with few publications about 

procurement and branding in the B2G context, there are only a few specific chapters 

and articles available. This means that sources and theories used are not always 

specific for a B2G context but concern the topic in a broader sense. Still they are of 

interest to this work. 

2.4 Criticism of method and sources 

2.4.1 Method  

When using a qualitative method, it is not possible to get an objective measurement 

of the quality as in quantitative methods. Holme (1997) expresses concerns that the 

researchers perception of the situation may be misinterpreted and that the work 

becomes self-fulfilling. Esaiasson et al. (2003) has a similar concern and mentions 

data fitting, i.e. that the result has been decided in advance and the theory is adapted 

to empirical basis. These concerns and risks are considered by the use of a holistic 

approach paying careful attention to the problem.  
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Related to the nature of the research method, the case study, Bell (2006) questioned 

the value of individual’s (or entities’) perception of events. Bell said there is an 

obvious risk of unequal and skewed results. Critics have concerns whether or not the 

result can be generalized, misinterpreted or exaggerated.  

Yin (2003) mentions that a case study is not limited to a single source of data, e.g. as 

in the use of questionnaires to carry out a survey study, and can benefit from 

different sources. Yin describes this as “triangulation”, when several sources “point” 

in the same direction and point to the same set of events or facts. One concern about 

the triangulation is that sources may be correlated and influence each other. 

2.4.2 Sources 

One identified problem with this subject (B2G in combination with branding) is the 

lack of previous research. Only a few chapters in textbooks include the specific 

feature of Business-to-Government (B2G) and its characteristics.  

The group of respondents from Company C is heterogenic seen from several aspects, 

e.g. age and position in the company. However, the group’s opinions regarding the 

company and its work are coherent and unanimous, which strengthens the reliability 

of the work.  

2.5 Data analysis 

According to Patton (1987) analysis is the process of bringing order to collected data 

and organizing what is there into patterns. Yin (2003) believes that the analysis of a 

case study is the most difficult stage in the process since it is the least developed 

aspect of the case study methodology and stresses that there are no clear and 

developed guidelines on how to analyze the material. Yin mentions different 

approaches and techniques for case study analysis and emphasizes the importance of 

having a general analytical strategy. 

Since the subject in this study is unexplored and complex, the analysis technique 

used in this work is pattern matching. The pattern matching technique compares 

theoretically based patterns with empirical. If the patterns coincide, the result can 

help a case study to strengthen its validity. (Yin, 2003) 
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From an initial interest in and information about the subject, a theoretical framework 

was set up. The framework consisted of recognized and accepted theories about B2G, 

procurement and branding. In the analysis, special attention was paid to find key 

words and key concepts to make the respondents’ answers comparable. 

Both Backman (1998) and Patton (1987) mean that some analyses often take place 

continuously during the data collection, and that there is no clear point where data 

collection ends and analysis starts. 
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3 Theory 

3.1 Procurement strategy in B2C and B2B 

3.1.1 Difference B2B vs. B2C 

Most textbooks, papers and magazines about marketing management focus on the 

Business-to-Consumer market (B2C), even though the Business-to-Business market 

(B2B) is considerably larger, in terms of turned over money, than the B2C market. 

(Kotler, 2003) 

Hollensen (2007) points out an important difference between B2C and B2B, which 

concerns the absence of intermediaries and associated high costs in changing 

suppliers. This leads to a close relationship between buyer and seller. B2B is more of 

a commitment than B2C, which is more like “here today – gone tomorrow”. The larger 

purchases and organizations also mean longer sale cycles. 

Kotler (2006) states that business markets have several characteristics that contrast 

sharply with those of consumer markets: 

 Fewer, larger buyers. The business marketer normally deals with far fewer, 

much larger buyers than the consumer marketer does. 

 Close supplier-customer relationship. Because of the smaller customer base 

and the importance and power of the larger customers, the suppliers 

frequently expect that the company customizes their offerings in relation to 

individual business customer needs. 

 Professional purchasing. Trained purchasing agents, who must follow their 

organizations’ purchasing policies, constraints, and requirements, often 

purchase business goods. 

 Derived demand. The demand for business goods derive ultimately from the 

demand for consumer goods. 

 Inelastic and fluctuating demand. Total demand for many business goods 

and services is inelastic, not much affected by price changes, and the demand 
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for business goods and services tends to be more volatile than the demand for 

consumer goods and services. 

 Direct purchasing. Business buyers often buy directly from manufacturers 

rather than through intermediaries, especially items that are technically 

complex or expensive. (pp. 210-212) 

3.1.2 Procurement complexity 

When someone, a person or an organization or company, wants to buy something, it 

normally follows some kind of process with several, more or less, defined steps. With 

respect to the type of buyer and the complexity of various products, different 

purchase strategies could be of use. 

Kotler (2006) describes a general buying decision process, applied to a normal 

consumer in B2C. Typically, a consumer´s buying process is short and informal and 

each step may come in different order.

 

Figure 1 The Buying Decision Process7 (Kotler, 2006) 

The more complex a product is, the more complex the buying decision process 

becomes. A consumer buying process and the buying decision process (Figure 1) 

normally differ from a professional, profit-seeking business’ buying process. Large 

companies normally have separate buying or procurement organizations or 

departments. Over the years, the role of companies’ purchasing departments has 

changed, from being regarded as a rather unimportant/undervalued department to a 

                                                 

7 The process starts when the buyer recognizes a problem or a need and then tries to solve this by 

searching for appropriate solutions or products. The buyer evaluates different options or alternatives 

from his own criteria, sought benefits and attributes. In the evaluation stage, the buyer forms 

preferences among the brands in the choice set. After the purchase, the buyer may experience 

differences between the promised and the received quality. 
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strategic function in the top hierarchy of a company. Each company may have its 

own purposes, procedures and systems for the buying process. (Kotler, 2006) 

From a buyer´s perspective, three different company purchase orientations are 

identified by Kotler (2006):  

 Buying is the process where the buyer tries to obtain the lowest price from 

suppliers for the given level of quality and availability. The purchaser's focus 

is short-term and tactical. 

 Procurement is the process where buyers simultaneously seek quality 

improvements and cost reductions. Buyers develop relationships with major 

suppliers and seek savings through better management of acquisition, 

conversion and disposal costs. 

 Supply chain management orientations, is the situation in which the buyer’s 

role is broadened to become a strategic, value-adding operation. Executives at 

both buyer and seller firms work to build a seamless supply chain 

management system from the purchase of raw materials to the on-time arrival 

of finished goods to the end users. (p. 218) 

From a seller´s point of view, regardless if the buyer is a consumer (“person”) or a 

company (“business”), Kotler (2006) points out that the seller must adapt his selling 

process to meet the customers buying process. Kotler also underlines the importance 

for the seller to fully understand the consumers buying process and that the process 

starts (long) before the actual purchase. This may become more important when the 

procurement process is complex and involves many stakeholders, e.g. the purchaser 

and the end-user may not be the same person. For the seller, activities during the 

process include responding to advertisements and requests for proposal.  

From a product view, Peter Kraljic, cited in Kotler (2006), distinguishes four product-

related purchasing processes, primarily for B2B:  

 Routine products with low value and cost for the customer which involve 

little risk (e.g. office supplies such as writing paper and paper clips). 
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 Leverage products with high value and cost for the customer which involve 

little risk of supply (e.g., specific engine parts) because many companies make 

them. 

 Strategic products with high value and cost for the customer which involve 

high risk (e.g., mainframe computers). The customer wants a well-known and 

trusted supplier.  

 Bottleneck products with low value and cost for the customer which involve 

some risk (e.g., spare parts). The customer wants a supplier who can 

guarantee a steady supply of reliable products. (p. 219) 

According to Kotler (2006), it is clear that the type of product affects the purchase 

complexity. Highly standardized routine products can be purchased by procurement 

coordination or online e-commerce systems, while advanced product or services 

require a more developed purchase organization.  

3.2 Procurement and characteristics in B2G 

Closely related to B2B is the Business-to-Government market (B2G) and like B2B, 

B2G turns over huge amounts of money and is therefore attractive for suppliers and 

contractors. Unlike B2B, B2G has more strict rules of business to ensure that the 

government agencies act correctly according to international and national directives 

and laws. In most countries, government organizations are major buyers of goods 

and services and to ensure that public funds are used in the best way, there are 

national and multinational agreements and treaties. An important intention of 

procurement rules and acts is to create fair competition as well as suppress and 

reduce corruption. The aim of procurement rules is not to make it easier for 

industrial and government contractors but to create fairness in business. (Kotler, 

2006) 

Government buying is based on acquiring products and services that the voters and 

their representatives establish as necessary to carry out public objectives. Each item 

the government buys requires decisions on how much to buy, where to buy it, how 

much to pay and what services to require. These decisions are made trying to 
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minimize taxpayers’ costs. Normally, government buyers will favor the tenderer 

with the lowest price whose product can meet stated specifications. (Kotler, 2006)  

3.2.1 Characteristics of the B2G market 

A major and important difference between B2G and B2B/B2C is that the main 

purpose for a public authority (“G” in B2G) is to serve bodies governed by public 

law. Public authorities exist to serve public benefits and to fulfill specific tasks, not to 

make profit. In contrast to a governmental agency, a business’ task is to make profit 

for the benefit of its shareholders and making money is the top priority. (Kotler, 

2006) 

Kotler (2006) also stresses a problem with international public procurement and 

complex problems involving major research and development. A major complaint of 

multinational firms operating in Europe is that each country favored its national 

firms in spite of superior offers available from foreign firms. 

One single person 

Despite all procurement rules and even if a national agency may appear to be large, 

it is not uncommon that (very) large contracts are handled by single persons or small 

departments and that ultimately, these individuals, not the entire organizations, 

make the purchasing decisions. It is possible to influence and impact these 

purchasers in many ways. Grant (2005), Kapferer (2004) and Melin (1999) point out 

the importance of the brand of the product, which could reduce the purchasing 

authority’s (and thus the purchaser’s personal) risk. From a personal aspect, the 

purchaser wants to succeed with the purchase and he needs to trust the supplier on a 

personal level. 

Another, more long-term way for companies to influence public authorities is to offer 

government officials jobs in the company’s organization, often as procurement 

specialists or domain expertise. In Sweden, there is no quarantine or equivalent for 

officials and they are free to take up employment, without any restrictions, wherever 

they like.  
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Ward and Webster warn that people in organizations do not buy products, they buy 

solutions to two problems: the organization’s economic and strategic problem and 

their own personal “problem” of obtaining individual achievement and reward. 

(Kotler, 2006) In this sense, industrial buying decisions are both “rational” and 

“emotional” as they serve both the organization’s and the individual’s needs. 

Hollensen (2007) means that influencing these key persons, and thus build a 

relationship with the agency, can be done in two ways: lobbying and 

corruption/bribery.  

Lobbying 

One goal with public relations is to increase the awareness of a company or a 

product. Lobbying is a part of public relations on the communication platform and 

exists to influence decision-makers to make the right strategic decisions, not to 

persuade them into buying a specific product. B2B is more about getting a relation to 

the customer and have logical arguments for them to buy your product, while B2C is 

more about trying to persuade the customer into buying something he may not want 

to buy. (Kotler, 2006) 

By influencing decision-makers, a company can get market advantages and increase 

its competitiveness. A part of lobbying is the more tangible work to be included in 

and participate in the product specification phase, e.g. as a domain or subject matter 

expert (SME). (Kotler, 2006)  

Corruption and bribery 

Transparency International (2006) estimates the damage of corruption to being 

something between 10–25%, but it can be as much as 50%. Public procurement 

procedures are often complex, process transparency is limited, and manipulation is 

hard to detect. Corruption is often called a “control crime”, since both the bribe giver 

and taker are criminals, both try to keep the crime covered up. Moreover, few people 

becoming aware of corruption complain publicly, since it is not their own, but 

government money, which is being wasted. In a business context, corruption is 

usually “structural”, meaning it is well planned and prepared and carried out 

systematically.  
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The procurement process offers many corruption risks: e.g. design consultants can 

prepare a design that favors a particular tenderer, or selection criteria are subjective 

in ways that allow biases to play a role and remain unattended. Another option is to 

offer the preferred tenderer confidential information before bid submission or during 

the clarification period, or not sharing information or clarifications with all tenderers. 

(Tranparency International, 2006) 

Slow and sluggish 

To perform business with government is commonly regarded as a slow, sluggish and 

time-consuming process which may be a problem for a company who wants to make 

business fast. Kotler (2006) accentuates the importance for a supplier to fully 

understand the purchase system and how the market works at all levels. Even if 

considering business with public authorities as “slow and sluggish”, it also means 

dealing with political risks. Laws in many countries are susceptible to change, 

particularly with the change of government and a new political government can 

suddenly change rules and stop planned investments. (Hollensen, 2007) 

Defense market 

World military expenditure is by Sipri (2012) estimated to have been $1630 billion in 

2010, an increase of 1.3% since 2008. The United States is by far the largest market for 

defense equipment and accounts for 43% of the world’s total spending, followed by 

China (7.3%), UK (3.7%), France and Russia (3.6% each). (Sipr, 2012)  

The defense market is distinctive and holds some notable and important 

characteristics. Defense systems and material often last long (for decades) and may 

be difficult for a government to cancel. Cutting back on defense spendings often 

means cutting back on national equipment orders that may increase unemployment 

levels. (Q Finance, 2012) 

Another characteristic, and difference between B2G and B2B/B2C, is that the outside 

public monitor governmental buying closely. (Kotler, 2006) Especially defense 

products are under strict export regulations to prevent the spread of weapons. These 

export regulations makes that governments seek a balance between prevention of 

illicit arms exports and facilitating economic production and trade. (Bailes & 



- 21 - 

 

Depauw, 2011) The elaborate rules and regulations mean that companies face 

considerable barriers to entry that makes the domestic market and “own” 

government is vital and important. (Sipri , 2012) 

Control of arms and arms trade are closely linked to national sovereignty and 

security. States have developed national defense industries to provide the state with 

defense material and avoid reliance on other states for armament supply. (Bailes & 

Depauw, 2011)  

With the large amounts that the defense industry turn over, it may affect an entire 

nation's economy and many job opportunities. A defense contract is no longer an 

affair between an authority and a company - it is in the interests of the nation.  

Technology driving 

From a technological aspect, the defense industry has been a key driver of 

technological advances for a long time, and defense technology has been the most 

advanced, generating civilian applications. During the Cold War, it was assumed 

that defense technology was the most advanced, spinning out into commercial 

applications. The military lead was overtaken by civilian industries and civilian 

technology is now often a part of defense systems and solutions (e.g. standard 

personal computers, PCs). (Bailes & Depauw, 2011) 

Sipri (2012) discusses how civilian technology has become more important for 

weapon systems, and civil companies are often part of the supply chain of main 

military contractors. The use of standard commercial components is an increasing 

feature of the arms industry and many components of major weapon systems are 

commercial off-the-shelf products (COTS). 

  



- 22 - 

 

3.3 Public procurement 

Public procurement is to ensure that public resources are spent in the best way and is 

regulated in national and multinational treaties. 

3.3.1 The WTO Agreement on Government Procurement (GPA) 

The most important, and today the only legally binding international agreement, is 

the World Trade Organization‘s (WTO) “The Agreement on Government 

Procurement” (GPA), which is agreed on by most of WTO’s member states. In 1979, 

the first Agreement on Government Procurement was signed and entered into force 

in 1981. It was amended in 1987, and the amended version entered into force in 1988. 

(World Trade Organization, 2011) 

Non-discrimination and transparency 

The GPA establishes an agreed framework of rights and obligations among its 28 

members with respect to their national laws, regulations, procedures and practices in 

the area of government procurement. In the GPA, there are two important 

cornerstone principles: non-discrimination and transparency. (World Trade 

Organization, 2012) 

Non-discrimination means that each member is required to ensure that its entities do 

not treat domestic suppliers differently based on a greater or lesser degree of foreign 

affiliation or ownership. Non-discrimination also ensures that its entities do not 

discriminate against domestic suppliers because their goods or services are produced 

in the territory of another member state. 

Procedural obligations 

GPA contains a number of detailed procedural obligations to ensure the effective 

application of the basic principles of the agreement. First, a tender notice in a 

publicly accessible publication (or electronic message board) has to be made to 

inform all interested suppliers about the procurement opportunity and the relevant 

aspects of the procurement in question. A supplier, domestic as well as foreign, must 

be given enough time to prepare its offer, normally 25 days. The tender 

documentation should contain all necessary information and any technical 
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specification should be, if possible, in terms of performance rather than design. 

Specifications shall be based on existing international standards. (World Trade 

Organization, 2011) 

3.3.2 EU directives regarding public procurement, 2004/18 EC and 2009/81/EC 

The Single Market, one of the EU's main achievements, is about bringing down 

barriers and simplifying existing rules to enable everyone in the EU (individuals, 

consumers and businesses) to make the most of the opportunities offered. The 

cornerstones of the single market are often said to be the “four freedoms” - the free 

movement of people, goods, services and capital. This applies much to public 

procurement. The EU laws on public procurement aim to increase competition and 

transparency in the European economy and open up procurement markets across 

borders. This should mean more opportunities for businesses and, in the end, better 

value and higher quality services for the taxpayers. The most important principles in, 

and the purpose with, the procurement context are the principle of equal treatment 

(non-discrimination), the principle of mutual recognition, the principle of 

proportionality, and the principle of transparency. 

The European Union (EU) follows the World Trade Organization’s (WTO) agreement 

on government procurement (GPA) on fair international competition in public 

procurement and several EU directives implement its rules. The directives are by 

definition not directly applicable which means that they do not apply automatically. 

In order to produce their effects within the member states, they need to be 

implemented or ”transposed” into national law. The directives are binding only in 

terms of the result to be achieved but leave to the national authorities the choice of 

form and methods. A timeline and last date for execution of the directive gives the 

member state no option to choose whether to accept it. (OECD, 2011) 

There are two procurement directives, which mainly cover public procurement, EU 

Directives 2004/17/EC and 2004/18/EC. In addition, there is a directive which 

applies a more flexible and confidential treatment of the procurement of military 

supplies and related works and services, EU Directive 2009/81/EC.  
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EU Directive 2009/81/EC cover specific contracts in the fields of security and 

defense. The main difference between 2004/18/EC and 2009/81/EC is that: 

 the negotiated procedure with publication can be used without restriction, 

giving the contracting authorities a flexibility to negotiate with suppliers in 

detail all features of complex procurement contracts 

 special clauses on security of supply will make sure that armed forces will be 

delivered in time, in particular in times of crisis or armed conflict  

 specific rules on subcontracting make it possible to drive competition into the 

supply chain and improve market access for SMEs. (European Commission, 

2012, p. 1) 

The intention with Directive 2009/81/EC was to make it much easier for defense 

companies to access defense markets of other member states. Procurement of non-

sensitive and non-military equipment remained covered by the current public 

procurement directives (i.e. 2004/17/EC and 2004/18/EC), even if it is procured by 

awarding authorities in the field of defense and security. (European Commission, 

2012)  

To simplify the procurement of smaller contracts, there are threshold values. 

Contracts that fall below certain thresholds qualifications are not bound to these 

directives, but must nonetheless observe the basic principles of EU law, such as equal 

treatment, non-discrimination and transparency. (European Observatory on Fair Trade 

Public Procurement, 2012) 

Exemptions in public procurement in EU  

Due to the sensitive nature of defense and security contracts, there are primarily two 

exemptions that allow member states to bypass the EU directive regarding public 

procurement. In the context of defense and security, Article 346 TFEU (former Article 

296 EC Treaty) is the most relevant. Article 346 TFEU refers to measures which a 

Member State “considers necessary for the protection of the essential interests of its 

security” or to “information the disclosure of which it considers contrary” to those 

interests. (European Parliament, 2009, p. 1) 
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The intention was that these exemptions (Article 346 TFEU and 296 EC Treaty) 

would only be used under strictly defined circumstances, so that the essential 

interests of the wider market (in terms of competition) were not jeopardized.  

The Article 346 TFEU provides a margin of maneuver for member states to exclude 

defense procurement from the regular rules of the internal market. The interpretation 

of Article 346 TFEU by the Court of Justice of the EU makes clear that this exclusion 

is not unlimited. (Bailes & Depauw, 2011) 

However, member states routinely invoke exemptions such as that provided under 

Article 346 TFEU of the treaty. (Freshfields Bruckhaus Deringer, 2008) Also European 

Communities Commission (2007) reports that member states frequently use Article 

346 TFEU (Article 296 EC Treaty) to exclude defense contracts from EU procurement 

rules, even though the Court of Justice of the EU has held that the exception should 

be limited to exceptional, clearly defined and individually justified cases. 

Another exemption used in defense and security is Article 36 TFEU (former Article 

31 EC Treaty), which refers to particularly urgent and operational requests. This 

means that an authority can make a direct award under exceptional circumstances, 

e.g. extreme urgency caused by unforeseeable events the contracting authority has 

not been able to influence, predict or control. An authority’s own lack of planning is 

not entitled to direct award. 

Freshfield et al. (2008) concerns that defense and security procurement procedures 

differ significantly from one member state to another, and that this lack of legal 

uniformity is perceived as undermining the establishment of a European defense 

market, contravening fundamental treaty principles on transparency, non-

discrimination and equal treatment.  

The Commission of the European Communities (2007) reports that there are clear 

signs that Europe's defense industry is restricted by an inadequate policy and legal 

framework. 
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3.3.3 Public procurement in Sweden – Act 2007:1091 

National law controls business with government and public authorities and agencies 

in Sweden, giving the contracting authorities little space to buy “whatever they 

want” from “whomever”. Public procurement in Sweden is governed by the Public 

Procurement Act (2007:1091) or in everyday language referred to as “LOU”8, which 

is largely based on the EU Directive 2004/18/EC concerning public procurement. For 

defense and security purposes, the Defense and Security Procurement Act 

(2011:1029) or “LUFS”9, is used.  

The Swedish act has links with the EU directives and by following the Swedish act, 

contracting authorities follow EU law, and consequently WTO GPA. The purpose of 

the procurement act is to guide contracting authorities in how to best use the public 

funds that finance public procurement, by seeking out and take advantage of 

competition in the current market. All Swedish government and municipal agencies 

are covered by the act.  

Procurement process 

A procurement process is initiated when a public agency wants to buy some goods 

or services. Depending on the total value of the contract (contracts full running time, 

including all options, continuation clauses, etc.), different types of procurement 

procedures can be used. Principally, contracts below the threshold value of €130 000 

can be handled with fewer and simpler requirements for publication of contract 

notice, thus faster and in shorter time. Companies are expected to be more interested 

in monitoring the larger value procurements and business opportunities abroad than 

at home. Swedish threshold values are the same as in the EU procurement directives. 

The first step of a public procurement process (see Figure 2) starts with a needs and 

requirements analysis made by the contracting authority and a publication of the 

contract notice. Principally all public procurements should be noticed, but 

                                                 

8 Swe. Lag om offentlig upphandling, LOU. 

9 Swe. Lag om upphandling på försvars- och säkerhetsområdet, LUFS. 
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procurements made by informal10 or simplified11 procedure are excluded as well as 

contracts under threshold values. Contract notices above the thresholds should be 

published publically and, e.g. on TED12. In the specification, all details about the 

contract must be available: information about the award criteria and if the contract is 

assigned to the economically most advantageous tenderer or to the tenderer with the 

lowest price. 

Tenderers return their tenders within the specified time and are first qualified by the 

contracting authority. To prevent authorities to purchase from tenderers with 

involvement in crime and criminal organizations, these tenderers are excluded. 

Abnormally low tenders may also be refused. After exclusion and qualification of the 

tenderers, they are evaluated according to predetermined (and known) criteria. 

(Konkurrensverket, 2011) 

After the award decision, there is a standstill period of ten (10) days to give time for 

other tenderers to appeal the decision. After the ten-day standstill period, the 

contract is signed and the procurement is closed. 

                                                 

10 Swe. Direktupphandling 

11 Swe. Förenklat förfarande 

12 TED, Tenders Electronic Daily, supplement to the Official Journal of the European Union, 

containing notices on tenders, results of tenders and other relevant information for public 

procurement above EU-thresholds (http://ted.europa.eu). 
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Direct award without prior contract notice 

Direct award without prior contract notice13 can be used if the value of the contract is 

less than 15% of the threshold value (€130 000) and is a procedure without 

requirements on tenders. The value should be estimated for the total amount that 

may be payable under the contract, such as the option and renewal clauses are 

considered to be exploited. (Konkurrensverket, 2012) 

The procurement act does not allow splitting a contract into several parts to get 

under the threshold values, and repeated procurements of similar products and 

services to get under threshold values is not allowed. (Konkurrensverket, 2012) 

Framework agreement 

According to the procurement act, a framework agreement14 is an agreement 

between one or more contracting authorities and one or more suppliers in order to 

establish the conditions for the subsequent award of the contract during a given 

period. The agreement will be a maximum of four years (including options and 

renewal clauses) unless there are special reasons. Terms of individual calls should 

not substantially deviate from the terms of the entered agreement. This gives the 

                                                 

13 Swe. direktupphandling 

14 Swe. ramavtal 
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contracting authority the option, not obligation, to order offered products or services. 

(Konkurrensverket, 2012) 

The value of a framework agreement is calculated as the maximum aggregate value 

of all the contracts planned for the framework agreement. The rules on framework 

agreements apply to both procurements above and below the thresholds. The EU 

directives state that a contracting authority may not use framework in such a way as 

to prevent, restrict or distort competition. (Konkurrensverket, 2012) 

Central Purchasing and e-procurement 

With the growth of consumer online shopping, one significant trend in e-commerce 

is the growth of B2B e-procurement. The (Swedish) National Central Purchasing 

agency15 has the responsibility to procure and manage framework agreements for 

products and services often purchased and used by public and local authorities. 

According to the act regarding government procurement coordination (Regulation 

1998:79616), there should be framework agreements covering goods and services that 

authorities often or largely (by amount or to large value) award contract. The 

purpose of coordinating government purchasing is to achieve savings for taxpayers 

and with large contracts, agencies can save resources in terms of time and better 

prices.  

The authorities should use these framework contracts if they do not find another 

form of agreement that is overall better. This means that the authorities may award a 

contract (sub-order) directly from a supplier that is on any of these agreements. 

For a company producing and offering relevant products, it is essential to get on this 

authorities’ “shopping list” and to get a framework agreement, allowing to sell 

standardized products “from the shelf”, directly to an agency or government. There 

are international equivalents, e.g. the General Services Administration (GSA)17 in the 

                                                 

15 Swe. Statens Inköpscentral 

16 Swe. Förordning om statlig inköpssamordning (1998:796) 

17 http://www.gsa.gov/ 
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USA or NATO Maintenance and Supply Agency (NAMSA)18 for NATO. (Kotler, 

2006); (Jobber & Fahy, 2003) 

From a transparency and anti-corruption perspective, Transparency International 

sees e-procurement as a tool to reduce corruption, offering better impartiality and 

transparency etc. Other benefits that e-procurement systems provide is better access 

for non-local (provincial) tenderers and better risk management. (Tranparency 

International, 2006) 

  

                                                 

18 http://www.namsa.nato.int/ 

http://www.namsa.nato.int/
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3.4 Branding 

“Branding” is not a new phenomenon. One of the earliest examples of the use of 

signs and marks on different products and goods derives from ancient Egypt where 

stonemasons signed their stones. Archeologists believe that the signs (stonemasons’ 

brand) was applied so the stonemason could have his pay. Another example is 

Roman and Greek pottery, which was signed by the potter. In the 1250 A.D., the 

Norwegian king Magnus Lagaboter prescribed that all shields should be marked by 

its manufacturers sign so he could be held responsible if the shield was of poor 

quality. (Melin, 1999) 

A company’s brand becomes more and more important and for companies selling 

consumer goods, the importance of a well-known brand is indisputable. Companies, 

such as Coca Cola, Disney and McDonald’s, spend huge amounts of money on 

advertising. Typical communication channels are TV and radio commercials, paper 

advertisements, but also advertising on Internet sites suitable for the target group. 

Traditionally when marketing to the industry and Business-to-Business, the focus 

has been on the quality of the product, personal contacts and networks and the 

efficiency of the sales organization. In the 1980s and 1990s, the brand was noticed as 

a competitive tool in B2B market as it turned out that professional buyers not only 

based their buying decision on rationality, but also on emotional arguments. 

Especially when the risk is considerable and when the product (or service) is 

technological and complex, the buyer is likely to choose a well-known brand with a 

good reputation. However, Melin (1999) means that even if a company’s strong 

brand can be an advantage, there is currently no satisfactory explanation where this 

value is or how it is created. (Melin, 1999) 

3.4.1 Definition of “brand” 

Over the years, the definition and use of “brand” has changed, from a short term and 

reactive view to a strategic and visionary view. Earlier, a brand was almost 

synonymous with a company logo or its name, but according to Kotler and Pfoertsch 

(2007) a brand is much more than that: a brand is a promise; a totality of the 

perceptions and so forth. 
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The American Marketing Association (AMA), cited in Kotler (2006) defines a brand 

as  

“a name, term, sign, symbol, or design, or a combination of them, intended to identify 

the goods and services of one seller or group of sellers and to differentiate them from 

those of competitors.” (p. 274).  

David Aaker (2002) expands the concept and defines brand equity as 

“a set of assets (or liabilities) linked to a brand's name and symbol that adds to (or 

subtracts from) the value provided by a product or service to a firm and/or that firm’s 

customers.”. (pp. 7-8) 

Kapferer (2004) summarized the brand to “a shared desirable and exclusive idea embodied 

in products, services, places and/or experiences.” (p. 13). He points out that it exists only 

when it has acquired enough power to influence the market. 

Walter Landor, brand design legend and founder of the Landor Associates, said: 

“simply put, a brand is a promise. By identifying and authenticating a product or 

service it delivers a pledge of satisfaction and quality.” (Landor Associates, 2012) 

By using this promise, the brand serves to identify a product (or service) and to 

distinguish it from the competition and adds dimensions that differentiate it in some 

way from other products or services designed to satisfy the same need. These created 

differences help the consumers organize their knowledge about products and 

services in a way that clarifies their decision making and, in the process, provide 

value to the firm. The brand differentiates the product to break through the 

marketing noise. (Kotler, 2006) 

The use and importance of brand has been the subject of discussion but studies are 

scarce. Walley et al. points out, based on a case study of the UK tractor market, the 

importance of brands and that branding can play an important role in industrial 

purchase decisions. (Walley, et al., 2007) 

3.4.2 Branding strategy – Product vs. Corporate brand 

Kapferer (2004) describes several brand strategies for a company to choose from, 

where product brand and corporate (umbrella) brand are the two extremes. Product 
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branding is where each individual product has its own brand name and resources. 

With this strategy, the company name is either totally or virtually absent. It gives 

each brand the opportunity to have unique values, personality, identity and 

positioning. Corporate branding is where the corporate name is the brand and the 

products tend not to have distinctive and individual brand names. By putting the 

(company) name on its products or services, it gives each product an image of the 

corporate brand values, e.g. quality. 

Hatch and Schultz (2003) describes shifts from a product brand to a corporate brand 

and lists the benefits a company can draw from the different choices. 

Traditionally for consumer products, a product brand has been the most natural one 

and in a more complex market and with more complex products, the use of a 

corporate brand is more beneficial. This is shown and conceptualized by Elliot 

Schreiber (Schreiber, 2010) where two driving forces regarding the choice of 

branding strategy are discussed. The customers perceived FUD (Fear, Uncertainty 

and Doubt) and CBD (the complexity of the buying decision) and Schreiber finds that 

the greater the FUD and the CBD is, the greater the interest in a corporate brand.  

3.4.3 The identity approach 

Over the years, the meaning of “brand” has changed and many different concepts, 

theoretical frameworks and ideas have seen the light of day. There exist wide 

spectrums of different perspectives on how a brand ought to be conceptualized and 

managed in play today. From an extensive analysis of more than 300 brand research 

articles between 1986 and 2006, Heding et al. (2008) identified seven different brand 

approaches: 

 The economic approach: the brand as a part of the traditional marketing mix. 

 The identity approach: the brand as linked to corporate identity. 

 The consumer-based approach: the brand as linked to consumer associations. 

 The personality approach: the brand as a human-like character. 

 The relational approach: the brand as a viable relationship partner. 

 The community approach: the brand as the pivotal point of social interaction. 

http://www.brandxpress.net/category/resources/
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 The cultural approach: the brand as a part of the broader cultural fabric. (p. 3) 

The seven different approaches represent fundamentally different perceptions of the 

brand, the nature of the brand–consumer exchange, and how brand equity is created 

and managed. The seven approaches are presented chronologically, but it is 

important to stress that a new approach does not mean the end of the previous. 

Heding et al. claims that valuable things can be learned from all seven approaches. 

(Heding, et al., 2008) 

The identity approach brings into focus the creation of a unified, visual and 

behavioral identity. It is assumed that consumers attribute identity characteristics to 

companies and that people form images of companies based on the total experience 

of the company. This places the corporation and its employees at the center of brand 

equity creation. In the identity approach, brand–consumer exchange is expanded to a 

focus on all potential stakeholders, and not only interaction with consumers. 

(Heding, et al., 2008) 

The use and importance of a product or corporate brand is discussed by Kuhn and 

Alpert (2004). Their conclusion is that in the B2B context, a corporate brand is more 

relevant than an individual product brand. Most important functions for a brand in 

B2B are: the increase of information efficiency; risk reduction and value 

added/image benefit creation. (Kotler & Pfoertsch, 2007) 

Kuhn and Alpert (2004) find that organizational buyers care little about product 

slogans or brand names, but more about the company and its product offering. From 

their study, it is evident that feelings do not play an important role when doing 

business with organizations, and that the purchase process is more rational than 

emotive. For this work, it is assumed that Kuhn and Alpert’s findings regarding B2B 

are applicable for B2G as well.   

Focus in the identity approach is on corporate as opposed to product level branding. 

The idea of corporate branding is the assumption that creating one unified (at 

corporate level) message across all functions will elevate brand management from a 

tactical operational discipline involving only the marketing and sales department to 

a strategic, corporate level involving the whole organization. Corporate branding 
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focuses on developing distinctive features of the organization through organizational 

and managerial processes. (Heding, et al., 2008) 

3.4.4 Brand Identity 

Heding et al. (2008) describes the core theme in the identity approach as Brand 

Identity, which is made up by four components: organizational and corporate 

identity, image and reputation. Generally, identity is how a company´s (or an 

organization´s) members feel and think about their organization. “How we look at our 

own organization” (what the organization is), is an internal view controlled by the 

organization or company. Corporate identity is characterized by visual, physical or 

behavioral cues representing the company, making it immediately recognizable to 

consumers and other stakeholders. This differs from organizational identity, referring 

more to the behavioral and cultural aspects affecting brand identity, all elements 

affecting how organizational members perceive who they are and what they stand for as 

a company or an organization. 

 

Figure 3 Brand Identity consists of one core theme and four supporting themes, Organizational Identity, 

Corporate Identity, Image and Reputation. From Heding et al. (2008). 

A company´s image and reputation are external factors and tell how outside 

stakeholders see the company or organization, how the organization is perceived. 

Harris and de Cherntony (2001) describe the difference between image and identity 

Brand 
Identity 

Corporate 
Identity  

Reputation Image 

Organizational 
Identity 

Internal elements 

External elements 
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as “image focus on consumers’ perceptions’ on a brand differentiation” while “identity is 

more concerned with how managers and employees make a brand unique”. 

Gioia et al. shows that there is a close and mutual relationship between 

organizational identity and image. Their conclusion/recommendation is, due to the 

influential interrelationships between identity and image, that the strategic concern 

of management is no longer to preserve a fixed identity but the ability to manage and 

balance a flexible identity in light of shifting external images. Maintenance of 

consistency becomes the maintenance of dynamic consistency. (Gioia, et al., 2000) 

Although a company’s image is how external stakeholders perceive it, the image can 

be affected by actions made by the company. The reputation, also describing how 

external stakeholders perceive the company, is a long-term evaluation of brand 

identity and not possible for the company to directly affect. Bernstein, cited in Hatch 

and Shultz (1997) stressed that: 

Image is not what the company believe it to be, but the feeling and beliefs about the 

company that exist in the mind of its audiences. (pp. 358-359) 

Unlike the short-term image, reputation is a long-term evaluation of brand identity. 

According to Heding et al. (2008), it takes a long time to form a reputation, because it 

is based on what the company has done over time and how it has behaved. Fombrun 

and van Riel, cited in Harris and de Chernatony (2001), describe a brand’s reputation 

as more stable and represents the distillation of multiple images over time. The key 

tool to improve and enhance a company´s or an organization´s reputation is PR and 

corporate communication, as compared to short-term communication and 

advertising as is the case for the formation of an image. Heding et al. (2008) stresses 

that a reliable image and reputation are assumed to be the key determinants of 

consumers’ brand choice in the identity approach.  

However, Dolphin’s study (2004) regarding corporate brands, underlines that there 

is a vagueness regarding the terms “reputation” and “image”, but that the difference 

may be a matter of scholarly debate.  

Wiegelt and Camerer, cited in Basedo et al. (2006), define reputation as  
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“a set of attributes ascribed to a firm, inferred from the firm’s past action” (p. 1206).  

Basedo et al. (2006) shows that the total number of market actions a company takes 

have a positive effect on its reputation and that the complexity of the action 

repertoire of a company has a positive effect on its reputation. Basedo et al. (2006) 

also shows that this is particular for companies in industries with higher levels of 

concentration.  

Regardless different functions of a brand and where they are used, Kotler (2006) 

means that  

“For branding strategies to be successful and brand value to be created, consumers must 

be convinced that there are meaningful differences among brands in the product or 

service category. The key to branding is that consumers must not think that all brands in 

the category are the same.” (p. 276) 
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4 Empiric data 

4.1 Company C 

The internal investigation of how Company C sees itself was conducted in eight 

interviews (referred to as C1-C8) with employees in various positions at the 

company.  

Company C is a systems development company, developing systems and solutions 

for training and command and control (C2-systems). Offered systems focus on the 

training and planning for both managers and operators. Over the years, offered 

systems and solutions have been tailor-made for specific customers and no 

conventional “product” has been developed for mass production. Every customer 

has had its own requirements and specific requests. 

The company has existed for over 30 years and has throughout its time focused on 

providing high technology systems and services to government customers, primarily 

in the defense and security sector. The company is, according to EU definitions, 

regarded as a small company (less than 50 employees) (European Commission, 2011), 

and has an annual turnover of about €6 million (2010).  

The type of Company C’s products and services has meant an extensive contact with 

authorities, public procurement and the Swedish public procurement acts over the 

years. The procurement acts has become, regarded by respondents C6 and C7, as just 

another rule or regulation and something only to accept – a normal part of everyday 

life. 

4.1.1 Company C and public procurement 

Company C works in an unstructured way with procurement, responding to current 

contract notices when finding one suitable. This means every offer has been unique, 

one-off and has required many resources and much work. 

New business deals and prolonged contracts are obtained through informal and 

personal contacts, and the fact that systems built by Company C is of high quality. A 

general understanding among respondents from Company C is that Company C has 
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a reputation among customers for building high quality and user-friendly products. 

This reputation has been built up gradually. 

When an interesting and possible tender request appears, Company C puts together 

a project group (“task force”) with different competences, e.g. domain experts, 

system developers and architects, procurement and financial experts. They analyze 

and understand the specification and its deeper meaning and make sure they 

understand the end users and customers true requirements and needs. If the 

outcome of the analysis turns out that Company C most likely will win the contract, 

this well-defined process ends with a tender. If the answer is that Company C most 

likely will fail and miss the contract, Company C’s tendering process is aborted. 

Respondent C3, C5 and C6 explain that Company C has identified three important 

factors when answering tender requests. Firstly, one obvious feature is that the 

offered solution has to meet given specification. Analysis of competitors’ tenders, 

published after award decision, shows that they often holds poor quality, often 

regarding the technical solutions, and that Company C’s tenders are generally better, 

and more competitive, than its competitors’. Respondent C3, C5 and C6’s perception 

is that unless all the requirements are met, there is no point in submitting an offer. 

Secondly, Company C builds products of very high quality and has always delivered 

products in time and respondent C3 explains the importance in pointing this out to 

purchasers, end-users and other stakeholders. 

Thirdly, since procurements are based on the lowest price, or being the economically 

most advantageous, it is crucial to have a competitive price and offering. Early in 

Company C’s offering process, an extensive intelligence work is carried out to 

estimate the authority’s budget for the product, who the competitors might be, and 

how will they set their prices. Respondent C2, C3, C5, C6 and C8 say that 

competitors’ price profile is often the same, i.e. Company A is always too high, 

Company B is always suspiciously low etc. 

Respondent C2 and C8 explain that Company C has never appealed in any 

procurement, although there have been reasons and in some cases, it might have 

been justified. This is because the company does not want to offend or upset the 
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authority by complicating, or even ruin a complete procurement and be regarded as 

problematical. The respondents believe this behavior will be beneficial in later 

procurements.  

Respondents C2-C8 think that it is possible to influence authorities’ purchasers in 

different ways. A short-term way to influence is to court the purchasers and end-

users to speak well about a company’s products (and services). Repeatedly 

mentioning and talking about Company C and its products makes the purchaser 

aware of Company C and that its products exist.  

Several respondents, C2, C3, C4, C6, C7 and C8, have examples of more long-term 

ways to influence purchasers and their organization. One way for a company is to 

participate in focus groups and other groupings of stakeholders, e.g. to affect 

upcoming standards and procedures to fit a specific company’s products. Such 

participations are believed by Company C to be useful but too expensive - taking 

into account the size of the company and the work effort required. 

Another long-term way to influence is to offer authorities’ purchasers jobs in the 

company as for example purchasing or domain experts. Persons transferred, not only 

bring their specific purchasing and domain knowledge, but also their professional 

network of contacts. Several respondents, C2, C3, C4, C6, C7 and C8, all have 

examples of purchasers who “change sides”, from a public authority to a private 

company [not Company C], and think this may play a role for purchasers: “if I help 

this company to win this contract, they may offer me a (good) job later.” Respondents at 

managerial level emphasize that this is not a possible strategy for Company C who 

believes the behavior is too close to bribery and unethical business practice, and that 

a company of Company C’s size cannot afford to “buy” niche personnel.  

Respondents at managerial level are all clear regarding Company C’s policy about 

corruption and bribery: Company C has never bribed, or will never bribe, anyone, or 

give a person any illegal form of economic compensation. This is based on 

principally three reasons: it is illegal and unethical; if the bribery is found out in 

public, and by the respondents it is assumed that it sooner or later will be, Company 

C will be banned on its primary market and may, most likely, not be able to continue. 
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Finally, a small company of Company C’s size cannot afford the sums necessary to 

affect the outcome of a possible business. 

One respondent (C8) reflects, based on his experience and knowledge, that a 

tender/quotation written by lawyers and economists probably would be more 

successful than a technically perfect quote written by technicians, in particular when 

it comes to large procurements and business. 

Overall, respondents at Company C believe that procurement rules are not a big 

deal, just formalities and a reality you have to relate to. 

4.1.2 Company C and its brand 

Company C has not worked with its brand in an organized way over the years and 

the company management has had its own best practices and gut feeling for what is 

“right to do”. The company’s unstated “brand” has been based on good personal 

relations and no organized or communicated work with branding has been done.  

Small attempts have been made to work with the company’s brand, but prior 

management have not had enough knowledge about branding, and have not seen 

the benefit of such work. There is also the idea that a company operating on the 

government and defense market does not need a brand. 

Like all companies, Company C has a logotype, graphic profile and so forth, but any 

organized work aligning and optimizing the visual look of the company has not been 

done. Respondents mean that visual work has been done after best capability and the 

focus has been “good enough”. Company C believes that the visual appearance 

should not be underestimated, but is too resource intensive in relation to what it 

gives for a company of this size, with such niche products and customers. 

The results of the survey and the respondents’ perception of Company C have 

overall been consistent. The respondents generally describe the company as:  

 customer-orientated with focus on user benefit 

 high-tech with focus on quality and modern technology 

 flexible and agile 

 small and independent 
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Company C works innovatively and purposefully and sets a pride in qualitative, 

effective and functional solutions. There is a loyalty to the (end-) users and solutions 

should be perfect - good enough is not enough. Some respondents (C5, C6 and C7) 

claim that this striving for high quality sometimes has led to an unnecessary high 

quality on the solutions and systems. Respondent C8 explained: 

“A product ready for testing at Company C should have been out on the market much 

earlier at any other company.” 

Respondents at managerial level point out and emphasize Company C’s size and 

independence. As a small company, Company C is agile and flexible and can easily 

find solutions. As an independent (from larger) company, they are free to choose 

partners and technical solutions to fit the best solution for the customer. In addition, 

the company is not bound to favor any internal or company group-wide product or 

solution. 

Company C puts its focus on the benefits of the system and how the end-user will 

use it and no functions, effects or technology are added as an end itself: there is 

always a deeper purpose with added functionality. 

4.2 Public authorities perceptions  

4.2.1 Public procurement 

The opinions from respondents representing public authorities are two-tiered: on the 

one hand, they think the procurement rules are good for competition and help the 

purchaser and authority to find “the right” products at a good price. On the other 

hand, procurement rules are regarded as something that stops the purchaser to “buy 

what he (really) wants” and consumes a lot of the organization’s time and resources. 

Before the procurement act existed in its present form19, personal and direct contacts 

between the industry and public authorities were common and it was easy to discuss 

solutions and upcoming problems in a project. There was a tight and close 

                                                 

19 Gradually, before 1983 (SFS 1983:38), 1986 (SFS 1986:366.) and the finally with the introduction of 

LOU of 1992 (1992:1528). (Regeringskansliet, 2010) 
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connection between a dedicated supplier and a purchaser that solved many 

problems in early phases of a project, e.g. the choice of some specific technology. 

Several respondents (A1-A5) believe that the procurement act complicates personal 

contacts before signing a contract following the rules of equal treatment and 

information. 

Respondents representing authorities (A2 and A6) point out that if they find any 

irregularities, they review the tender’s offer and background more thoroughly and 

try to find a way to exclude him. Sometimes, however, the tenderer cannot be 

excluded and the authority has to accept their tender.  

According to one respondent (A6), environment may be important and seems to be 

more significant, probably for civilian procurements. The same respondent did not 

see a close geographic distance between the authority and a supplier as something 

essential. Urgent problems could be solved by phone or e-mail, and the occasions 

when physical meeting are needed are rare. The slowness and sluggishness also 

reduced the need for physical meetings and a close geographic distance. 

Larger products and capabilities 

An upcoming trend and a general understanding, verified by more than half of the 

respondents (A2-A5), is the avoidance of smaller procurements. Each procurement 

requires thorough requirements definition work with both qualitative and correct 

requirements to ensure that the authority gets the best/right product and supplier. 

This work is excessive and work intensive, not so much depending on the value of 

the purchased products or services (if above the threshold value), and authorities try 

not to procure on more occasions than necessary. To be more efficient, authorities try 

to focus on larger and more extensive procurements. In the spending authorization20 

for 2012, the Swedish Defense Materiel Administration will take action to receive and 

meet orders from the Armed Forces at a higher system level to create conditions for 

an efficient supply process. (Ekonomistyrningsverket, 2012). 

                                                 

20 Swe. Regleringsbrev 
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Another trend is that is that procurements are becoming more and more complicated 

(respondents A2-A5). Instead of procuring more or less physical equipment (shovels, 

buckets, vehicles, fuel etc.), complete capabilities and services (e.g. maintenance of a 

specific vehicle or equipment, surveillance of a specific area etc.) are now sought. The 

respondents believe these are very difficult to compare, both in substance and from 

an economic aspect, and require some practice in order to work properly. It is not 

uncommon that there is only a few, maybe one single, supplier of the sought service 

or capability available. Most respondents are aware of this, but see (unfortunately) 

no way to break this trend.  

However, respondent A5 highlights that just because a company is small, it does not 

automatically mean it does not have experience and knowledge about a (very) 

specific and narrow subject. This opens up for smaller, highly specialized, companies 

to sub-contract as domain experts. 

Appeal  

Several respondents (A2, A3 and A7) believe that an appeal slows the process down 

significantly. First, the purchaser must work thoroughly to make sure that there are 

no mistakes, which slows the process down. Second, if one of the participants in the 

procurement is dissatisfied with the result he may appeal, which stops the whole 

process until the problem is solved. In the worst case, the whole process may be 

repeated. 

One respondent, A5, claims that before publication of a contract notice, the purchaser 

must be sure that everything is correct, otherwise he might get the wrong equipment, 

or a tenderer might appeal the contract award, which will stop the process. 

This “fear” of appeal, makes it important for the purchaser to document all actions 

taken in the procurement. Respondents (A1–A5) also mean that this “equal 

treatment” and fear of appeal, makes the exchange of information between the 

authority and a tenderer complicated. 

According to Rolf Höök, senior lecturer in private law at Stockholm University, 

appeals have become a bad trend in the Swedish B2G market. Sweden is the country 

where there are most appeals in Europe: from a total number of 42 in 1994 to 3700 in 
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2010. This compared to Denmark who did not have a single case in 2010. Höök 

argued that appeals originated from two problems: the Swedish implementation of 

the EU directives, i.e. the procurement acts, is one of the most extensive in EU today, 

and, consequently, very difficult to comply with. The other contributing factor to all 

appeals was the fact that today it is “free” to appeal, i.e. a tenderer is risking nothing 

to lodge an appeal. In a normal court case, trial costs are borne by the losing party. 

(AFCEA Stockholm Chapter, 2011) 

International  

From an international point of view, all authority respondents claim that it appears 

that nations interpret the EU procurement directives differently and a general 

understanding is that Swedish authorities follow the procurement rules more 

literally than other nations. The respondents mean that Swedish procurements 

become unnecessarily complicated and advanced. One opinion (respondent A1 and 

A7) is that (Swedish) administrators, in fear of having the procurement appealed, 

often add an extra level of their own rules or restrictive interpretations to be sure that 

(all) procurement rules are met. This complicates the process, increases the needed 

time and also increases the costs for the whole procurement. 

Respondents A1, A2, A4 and A6 agree on that other nations seem to favor domestic, 

often state-owned industries while Swedish authorities are more open. One 

respondent (A6) presents a self-reflection, or unfounded theory, that a nation’s rank 

at Transparency International’s Corruption Perception Index could correlate with its 

ability and will to choose non-domestic suppliers. Another respondent (A2) feels that 

suppliers are evaluated from their origin and preconceived ideas and gut feelings 

about that area/country. Suppliers from Western countries, e.g. USA, the UK, 

Germany and France, are met with less suspicion than suppliers from “unusual 

countries” (e.g. countries from Eastern Europe and Africa), culturally far from where 

the procurement is done. However, all respondents clearly point out, that this 

suspicion should not affect the result of the procurement.  
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4.2.2 The importance of a “brand” 

All respondents in the interview agree on, after some thinking or consideration, that 

a company’s brand does matter in public procurement. Nobody can really explain 

the influence of a brand, but all agree on that brands should not matter in public 

procurement. One respondent (A4) explains that  

“no one is neutral in his mind and all have preconceptions about suppliers.”. 

According to the respondents A1, A2, and A6, a company’s brand offers different 

characteristics important to a purchaser. Overall, all respondents see one important 

characteristic and desirable quality for a supplier and that is security.  

Failures of large procurements often affect many people and a delay or error (i.e. the 

wrong product) could be disastrous for the authority or the receivers of the procured 

products or services. One key factor, stated by several respondents (A1, A2, A4 – A6), 

is the procuring authority’s confidence that a tenderer can deliver what it promises. 

The purchaser has to believe the words in the quotation and that the tenderer can 

deliver what they claim (credibility). During the procurement process, trust, 

reputation and the tenderer’s rumor are important and the tenderer has to show 

experience, confidence, delivery reliability and a code of ethics.  

A company’s long-term focus, stability and ability to deliver what they claim to do 

are characteristics that can create confidence in the supplier and provide security for 

the purchaser. A company, who has fulfilled its commitment and delivered their 

products according to stated plans, gets a good reputation and record of 

accomplishment. One respondent (A6) claims that such a company has a much 

greater chance when it comes to prolonging or renewing contracts. 

However, there is a personal aspect from the purchaser’s point of view as well, 

which is also about security. Respondents (A1, A2, A4–A6) claim that this personal 

security may be the most important factor for the single purchaser – he does not 

want the fool’s cap if a supplier fails and does not deliver the right product or in 

time: the purchaser may choose a supplier that he believes is capable of providing 

the right product from his own interest. Respondents (A1–A6) point out that one 
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single person never makes the final decision, but that they, to a great extent, can 

influence the choice of supplier. 

There is no doubt that a large procurement is a time-consuming process. 

Respondents (A2–A5) indicate that purchasers and the purchasing organization often 

are over-worked and cannot possibly double-check “everything”. This gives the 

single purchaser a great responsibility to make an impartial problem recognition and 

information search to find the correct product. A proactive supplier may “help” the 

purchaser, often designed as a separate consultant service, in the purchasing process 

to identify the problem, propose a solution and design and formulate the 

specification. Respondents (A2–A5) are aware that suppliers try to get into the 

organization and influence procurements, and to stop or reduce this, authorities try 

to be aware of the phenomenon and take necessary action.  

4.2.3 Other thoughts about public procurement and branding 

One respondent (A5) who worked close to Company C in shared projects, 

humorously blamed the company’s contractors for “ruining” project plans by always 

delivering their parts according to schedule, always being in time, always keeping 

track on papers and documents etc. This puts contractors from other companies in a 

negative light. Another problem, according to this respondent, was that Company C 

always insisted on working at fixed prices, not hourly as standard. As long as the 

project manager and purchaser trusted Company C and knew that it would deliver 

what they offered, Company C’s offer was very cost-effective for the authority. 

One respondent (A2) who knows about Company C, claims that within some circles 

of a central authority, Company C has a stamp of “dishonesty” and being a 

“swindler”. The respondent believed this stamp might occur from personal conflicts 

and economic difficulties, as well as disappointment over failed businesses. The 

respondent’s feeling was that specific managers would never buy anything from 

Company C, and more or less actively, do whatever he could to stop Company C 

from getting any contracts. 
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5  Analysis 

5.1 Procurement 

According to the (objective) rules that govern public procurement and its intention, 

the use of a (subjective) brand should not be possible. The analysis will point to 

factors and circumstances which, according to respondents, could have impact on 

public procurement: authorities’ requests, procurement rules and companies’ brands.  

International and national procurement rules and regulations, such as World Trade 

Organization‘s “The Agreement on Government Procurement” (GPA), EU Directives 

2004/18/EC and 2009/81/EC as well as the Swedish Public Procurement Act, 

specify equal treatment, non-discrimination and transparency as important principles 

and guidelines to ensure that citizens get most value from their tax money. The 

company who offers the product meeting the specified requirements, with the lowest 

price (or most economically favorable) should win the contract. This would imply 

that working with a subjective brand would be of no use. 

5.1.1 What authorities want: security, trust, long-term focus and stability  

Interviews with respondents representing authorities show that authorities seek, 

beside a product that meet specified requirements: security, trust, long-term focus and 

stability. 

Security and trust 

Security and trust is important, both from a personal and from an authority’s 

perspective. The interviews verify Grant’s (2005), Kapferer’s (2004) and Melin’s 

(1999) opinion about the importance of minimizing the purchaser’s risk in B2B and 

B2G. 

Interviews with respondents representing authorities clearly show that the purchaser 

looks for security, both from a personal and from the authority’s point of view. This 

security can be in the form of a good record of delivery, delivering flawless products 

in time etc. The purchaser feels secure and confident that a contractor can deliver 

what they claim to do. Apart from the physical product, respondents believe that 
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security can also mean that the company is unblemished with no ”skeletons in the 

closet,” such as unethical business or murky business practices. 

Grant (2005) points out the importance of a brand when doing business in B2B and 

B2G and that the brand guarantees the quality of a product. This coincides with the 

interviews made with Company C. Company C has worked with improving the 

quality and usability on their product and believes that a purchaser will feel secure 

and confident buying a high quality, user-friendly product. However, respondents 

representing authorities agree that high quality and user-friendliness is important, 

but not the key issue in this context. Security, trust, long-term focus and stability are 

still more important. 

Long-term and stability 

Contracts with public authorities are a long-term commitment from several aspects. 

First, the public procurement process takes a long time, especially for complex 

products. From Company C’s point of view, the long procurement process is 

perceived as slow, sluggish and often unnecessary: “why don’t they just buy our 

product? It is the best and couldn’t be cheaper!” The view of the process being slow and 

sluggish corresponds with Hollensen. (2007) From the authority’s perspective, there 

is little incentive speeding up the process. A faster and less controlled process would 

run counter to the procurement rules and the main principles of procurement, equal 

treatment, non-discrimination and transparency. (See section 3.3.2.) 

Secondly, contracts with public authorities, especially in the defense sector, often 

lasts a long time and means a long-time focus and commitment both from a company 

and the procuring authority. This will mean a long and close relationship between 

the supplier and purchaser. Kotler (2006) and Hollensen (2007) emphasize the cost in 

the change of supplier of a product. In the context of large, strategic products in the 

defense sector, interviews with authorities verify Kotler’s (2006) idea that purchasers 

want a well-known and trusted supplier to get confidence and trust.  

One of Company C’s perceived strengths, according to interviews, is agility and 

flexibility, and their ability to quickly build systems and find solutions. For an 
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authority, these characteristics play a minor role and are not seen as relevant, mainly 

because of the lengthy procurement processes.  

5.1.2 Influencing the procurement process 

Study of the procurement rules and principles are consistent regarding its intention, 

public procurement should follow the main principles: principle of equal treatment 

(non-discrimination), the principle of mutual recognition, the principle of 

proportionality, and the principle of transparency. This means that a subjective 

brand should play a minor role, if any. Public procurements are constantly 

monitored and the possibilities of appeal are great. The probability that an error is 

detected, appealed and corrected is good (and frequently used!) in Sweden. 

Criticism, however, shows that the rules are too extensive and is perceived by 

respondents as arbitrary. Nevertheless, these respondents are not all convinced of the 

objectivity of the procurement process and believe that a company’s brand may be of 

importance. 

Interviews with respondents representing authorities show that their views on how 

nations interpret international procurement rules in different ways match the studied 

literature, e.g. Kotler (2006). The respondents’ general perception is that many 

nations, except Sweden, favor and choose suppliers from their domestic defense 

industry in the first place. Respondents argue that the Swedish authorities, however, 

strive to be as objective as possible, which some respondents perceive to be a 

Swedish disadvantage.  

By referring to Article 346 TFEU (Article 296 EC Treaty), authorities can make 

exceptions in the procurement process. This way, authorities can avoid the 

procurement process and more or less freely choose their supplier. There has been 

much criticism for using this clause too easily and on a regular basis to avoid 

international competition.  

Ward and Webster (Kotler, 2006) claim that organizations and authorities want 

“solutions to problems” rather than pure products. This supports authority 

respondents’ view of a trend of procurement on a higher system level, meaning 

larger and more complex procurements. Ward and Webster, cited in Kotler (2006), 
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also emphasize that individual purchasers have a personal interest in the success of a 

procurement in order to appear successful. The fact that single persons often manage 

large procurements is supported by interviews with authority representatives, and 

interviews with Company C shows the importance of good personal contacts. 

Company C states that they have never appealed against an award decision because 

they do not want to be seen as complicated and small-minded. But neither interviews 

with authorities nor literature studies confirm that appealing companies are treated 

negatively and that a previous appeal would be a disadvantage at an upcoming 

procurement. 

Both Company C’s and authority respondents comment on the importance of 

knowing the procurement process and the influencing factors, which is consistent 

with Kotler (2006). If a supplier knows how the procurement process works, he can 

act more proactively and, for example, influence the requirements on the procured 

product to his advantage. Interviews with authorities show that the possibility to 

directly influence procurement once the procurement process starts (bribes excluded) 

is non-existent. It is apparent that Company C knows its market and their 

competitors.  

5.2 Brand identity 

For the complex products addressed in this work and procured through 

standardized procurement processes, Melin (1999) points out the importance of a 

strong brand in B2B or B2G, especially when the product is complex and/or the risk 

is considerable. This differs from Company C’s respondents claiming that a brand is 

of little use in the defense market. Considering the authorities’ requests (security, 

trust, long-term focus and stability) and what is important to them, there is a challenge 

for a company to send this message. Walter Landor (Landor Associates, 2012) and 

Kotler (2006) & (2007) among others, sees the brand as a promise of something that 

appeals to a customer.  

The model used in this work, identity approach, has its focus on the core concept of a 

unified, visual and behavioral brand identity. Brand identity consists of four 
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supporting parts, organizational and corporate identity (internal), and image and 

reputation (external). An important part of the identity approach is to see the different 

parts of brand identity as a part of a whole and that all four parts must coincide. 

Respondents from Company C explain that the company has worked hard with their 

products but not so hard with their brand. They have only had a minor work with its 

brand and without a strategic intention or view. The alignment of the different 

actions has been made based on a few persons’ gut feeling. 

5.2.1 Organizational Identity 

The survey covers too short a time to draw direct conclusions about how Company C 

managed its organizational identity. Some of the respondents from Company C, who 

has worked with the company a long time, demonstrate how the core values of the 

company have remained largely the same over the years. Compared with Gioia’s 

(2000) conclusions and recommendations, Company C has managed their 

organization identity relatively statically.  

Company C has, in an unstructured way, worked with its organizational identity 

and encouraged devotion, high level of competence and thoroughness. Besides, 

Company C has a genuine concern for its customers’ needs and always try to deeply 

understand the end-users’ needs and requirements. The deep understanding for end-

users’ needs characterizes the whole organization of Company C, from programmers 

and systems integrators to management level. Together, this has resulted in products 

of (very) high quality and all respondents from Company C agree that this is what 

distinguish their company from its competitors and make their products superior. 

Respondents from Company C emphasize the company’s high quality and user-

friendly products and the company’s ability to work flexibly and to be agile. These 

characteristics, along with that Company C is a partner that always delivers on time 

and are easy to work with, have been attempted to be communicated to the 

company’s customers and purchasers. 
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5.2.2 Corporate Identity 

According to Heding et al. (2008), corporate identity is  

“an assembly of visual, physical or behavioral cues representing the company, making 

it immediately recognizable to consumers and other stakeholders.” (p. 56) 

All authority respondents agree that public authorities do not purchase equipment or 

systems for tens of millions of euros (or more) based on a specific color or a logotype, 

product slogan or brand name. Company C shares this view and little work has been 

put on visual design and product brand names. The visual design on delivered 

systems is often strictly specified by the purchaser’s requirements and leaves (very) 

little room for visual design or artistic freedom. However, the high quality and the 

user-friendliness of the systems Company C delivers, can be regarded as some sort 

of, although far-fetched, corporate identity. Company C’s products and systems are 

always delivered on time, are easy to use and never break down. 

5.2.3 Image and Reputation 

When discussing brands with authority respondents, they emphasize the importance 

of a good image and reputation. An authority’s need for security and confidence will 

have a grave damage if it, for instance turns out that a supplier is involved in 

unethical business or has hidden economic problems: authorities want a company 

with a flawless background, without skeletons in the closet. When an authority 

repeatedly experiences the same “feeling” from a company its image, and later its 

reputation, improves. 

Company C sees a good image and reputation as something that is created from a 

flawless product (high quality and user-friendly) and the ability to deliver a product 

in time. Since Company C is small on the international defense market and has not 

performed so much market action yet, it has been hard for them to build their image 

and reputation. Company C’s customers have been aware of their advantages as a 

supplier, but it has been difficult for Company C to reach outside their narrow and 

specific niche. The narrow and specific niche means that Company C may face 

problems to grow and expand their business. This is consistent with Basedo et al.’s 

research. (2006) 
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6 Conclusions 

6.1 Conclusions and findings 

This work has investigated how brands can be used when doing business with 

public authorities, using Company C as a specific case. The study expected to find 

that a company’s brand did play a role and could have influence on public 

procurement. The specific question to be answered was: 

How can a company’s use of brand identity have influence on authorities in public 

procurement? 

 

A company can use the external part of Brand Identity, Image, to influence and impact 

authorities. To be successful, a company’s image should express what is important 

and wanted from an authority: security, trust, long-term focus and stability. This 

reduces the authority’s perceived risk and increases its security, and makes the 

company more attractive.  

None of the respondents have been able to give some concrete and tangible examples 

of how a brand can influence when doing business in public procurement. However, 

all respondents representing authorities agree that a strong brand has a positive 

effect in the procurement process. This consistency strengthens the study's 

credibility. 

6.1.1 Procurement 

The study finds the possibilities to directly influence an ongoing procurement phase 

difficult, if not impossible, illegal lobbying practices such as bribes omitted. 

However, the study finds it possible to influence procurement before the formal 

process begins by influencing an authority by proactive actions and lobbying. This is 

done by getting into the organization, get to know decision makers, learning the 

organization’s procurement process and business model.  
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For a company to be successful, long-term work is important. Contribution in the 

development and production work of (e.g. industry) standards and regulations, 

gives a company an opportunity to adapt their products, and thus an advantage over 

its competitors. Developed solutions can either favor a company’s own product or 

create a disadvantage for competitors. According to the procurement rules, it is not 

allowed for a purchasing authority to specify requirements for a specific supplier, 

product or brand. But by imposing requirements on a specific product’s unique 

characteristics, a specific brand or product can implicitly be chosen. A company can 

influence its own position by, e.g. taking part in interest groups for different 

purposes that is advantageous for them and affect product requirements and user 

needs to fit only the company’s specific product. The purchasers’ role is to prevent 

suppliers to benefit from such participation and all respondents agree that it is so. 

Such work is usually lengthy and requires a financial sustainability that small 

businesses usually do not have. 

Another way to influence is to make the authority and its purchasers aware of the 

company and its products, and to show up a clean record by supplying products on 

time and to agreed quality standards.  

6.1.2 Authorities 

Based on the chosen theory of brand identity (identity approach), one can conclude 

that a (Swedish) authority that procures strategic defense products wants a company 

with a strong reputation that communicates security, trust, long-term focus and 

stability. A company reaches this good reputation by consistently and consciously 

working with their image. 

Authorities want confidence and security when buying complex products; the 

product itself plays a minor role as long as it meets the specified requirements. It is 

more important that the company can deliver what they claim to and that the 

company will exist in the future. A company’s products may create a feeling of safety 

and reliability from the purchasing authority’s point of view, but the company itself 

may not be perceived as this, causing the purchaser to choose another supplier that 

seems more secure. 



- 56 - 

 

With larger procurements and purchasing of capabilities, small businesses may not 

have all competences or the necessary economic capability, which implies that there 

is a high risk that small business in the future will be left behind. This favors large 

companies that are regarded as more economically reliable and stable than smaller 

companies. The slow and sluggish procurement process amplifies this. Since the 

process is slow, it will take time to sell and pitch products that require economic 

sustainability and this will favor companies with “large economic muscles”. 

6.1.3 Company C 

To succeed in business with government authorities in the defense market, it is of 

fundamental importance to understand the big picture and the complexity of the 

market, at all levels, and how political decisions may affect business opportunities. 

Company C has, to the extent that they have worked with their brand, focused on 

organizational identity, which only partly has influenced their image. The message 

they have sent to the authorities has been of minor importance for the contracting 

authority. 

From the interviews with Company C, it is obvious that the company has prioritized 

its work with products, rather than with its brand. However, during the interviews, 

some kind of shared brand, or feeling about the Company C, was evident. The 

company has, probably without knowing it, built a rather well-defined brand, 

suitable and adopted for authorities. A problem is that Company C has offered 

something different, (customer-orientation, high quality and technology, flexible and agile, 

small and independent) from what an authority prefers: security, trust, long-term focus 

and stability. 

In the future, Company C’s size may affect the company’s credibility to deliver 

bigger and more complicated systems and solutions. This may be an issue for a 

purchasing authority and it affects the company’s competitiveness. 

6.1.4 Contribution of the study 

This study contributes with knowledge about how branding has influence on public 

procurement. The result may be of interest for companies, active in the defense 
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market, wanting to increase their competiveness, and for authorities that wish to 

improve their ability to implement good procurement practices.  

Theoretical contribution 

Since the topic is unexplored and little research has been done, this study could be a 

starting point for future and further research. From a theoretical point of view, the 

study has confirmed that a company’s brand is important and does not differ from 

other types of business (B2B and B2C) and that there are similarities between B2B 

and B2G. 

The study has strengthened the opinion that nations interpret the procurement rules 

differently, but cannot verify that nations prefer domestic products, or that Swedish 

purchasers are more impartial than purchaser from other nations.  

Practical contribution 

Authorities in the (mainly Swedish) defense market want security, trust, long-term 

focus and stability, and by focusing on these factors, this could be of use for 

companies that try to enter the defense market. It also shows that enhanced 

cooperation between authorities and business results in improved procurement 

performance while maintaining integrity and natural law-abiding. The study has not 

shown any gaps in the procurement rules.  

The study has highlighted a shortcoming in Company C’s positioning which may be 

of interest for Company C’s future work and its development. Increased awareness 

of the importance of what a company’s image expresses, may strengthen the 

company’s competitiveness. In its strategic work and planning, the company can, 

based on this knowledge, increase their competitiveness by spending more time, 

energy and resources on the right things to do. 

For both the company and the authorities, the study has contributed to an increased 

awareness of the importance of doing the right things, e.g. where to put focus when 

doing marketing activities. The study also mentions that business with public 

authorities and public procurement is a slow and sluggish process which both 

companies and authorities must be aware of and able to handle. The increased 
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awareness may lead to increased profit for the companies and reduced costs for the 

authorities and thereby the society as a whole. 

6.2 Recommended future work 

During this work, it has become evident that the subject is relatively unexplored and 

to my knowledge, this is the first study investigating the importance, or use of, 

brands in a B2G context. Combined with the findings, this study opens up for further 

and future knowledge. The results of this work are probably not unique to the 

defense industry and may be comparable for other markets with similar size or 

complexity, falling under comparable procurement rules. A quantitative research, 

examining a large number of procurements of different kinds, could give a definitive 

answer to whether the results are universal or not.  

Another approach of future work may be a qualitative research of how recognition 

and previous contacts between a tenderer and purchaser influence the process. From 

the purchaser’s point of view, it may be of interest to investigate if a company, 

recognized by the purchaser for having e.g. excellent quality of their products, has an 

advantage before an unknown company. Does a company's way of formulating and 

presenting their offers affect the purchaser? From the purchaser’s, or authority’s, 

point of view, it may also be of interest to investigate if the formulation of 

specifications or contracts may benefit a previously known company. 

6.2.1 Applicability on different markets 

This work has its focus and area of research in the (mainly) Swedish or European 

defense market and its findings are applicable for it. It may be of interest to research 

if these results are valid for other products or business areas.  

6.2.2 Political dimension 

Large intergovernmental business (Government-to-Government business) is a way to 

create good relations between nations, especially when regarding defense systems. A 

possible area of future research is to extend the investigation to cover also the 

political level or dimension. 
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One respondent in this work emphasizes that large businesses make politicians more 

likely to involve and “interfere”, setting aside “normal” procurement rules, by for 

instance adding considerations regarding national alliances or the domestic labor 

market. The respondent mentioned a couple of examples where procured defense 

systems where chosen based on other factors than the most economic favorable 

solution. From a nationwide perspective, however, one choice may imply better 

political relations with another nations or offer a better counter-trade.  

Another, more specific and hands-on, aspect may be to investigate how political 

forces are used in international and intergovernmental business. This could include 

the correlation between the size and magnitude of the procurement and political 

involvement. 

6.2.3 National interpretation of the procurement rules 

Several respondents mentioned that they believe that international procurement 

rules, e.g. EU Directive 2004/18/EC and 2009/81/EC, are interpreted differently by 

different countries. One respondent had a reflection that there may be a correlation 

between the compliance of procurement rules and a nation’s position on 

Transparency International’s Corruption Perceptions Index. This potential 

correlation may also be of interest to study. 

“Nobody ever got fired for buying IBM equipment” 
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