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ABSTRACT 
 
This is a C-level report within the field of marketing management. The research is done by request from 
the research and design agency Antrop AB, with the aim to serve them additional tools to improve their 
marketing strategy. The study was exercised during the spring 2015 during a period of ten weeks.  
 
This research explores marketing opportunities and possible improvements within the field of 
commodification of employees, which has an internal influence on itself and represents a corporation’s 
related brand value as an employer. Since there exists endless marketing strategies and the process of 
brand management covers multiple areas, this study is narrowed down to only focus on the digital design 
industry, where we already had experienced contacts. The purpose of this research is to clarify the 
circumstances regarding the occasion when employees are being marketed by their employer, in this case 
within the field of service and design consultancy agencies. Therefore our aim is to clarify the merits and 
demerits of the commodification of employees, from the perspective of both the employer and the 
employees. Together with relevant theoretical and conceptual frameworks, and through dialogues directly 
with employees in the field, we are searching for new and appropriate strategies that are current with 
today’s market. Companies are using these strategies to increase their competitive advantages through the 
employee’s knowledge and competent skills. To achieve the purpose of this thesis and investigate the 
existing problem, Antrop AB has managed the role as a case study related to the title of the research topic. 
Antrop AB is an agency that operates in the digital design industry and has been able to gather 
experiences during the fast, innovative digital world for over 14 years. The corporation’s potential 
improvement to their currently active marketing strategies are investigated, and new possible marketing 
strategies connected to the discussed theories and concepts are presented. There are concepts that could be 
adapted to Antrop AB’s business model to enhance their corporate brand value. 
 
The research is conducted through external and internal analysis in order to gain knowledge regarding 
employee branding, where theories related to personal branding will also be presented in order to give the 
reader a more detailed insight into this particular marketing area. 
 
Information regarding relevant theories is gathered from secondary sources such as literatures and 
scientific articles found on Google Scholar and at the academic library at Mälardalen University. Data is 
also collected from primary sources, mainly qualitative interviews conducted with the consultant director 
and staff manager, as well as a small group of employees at Antrop AB. 
 
Keywords 
Employee commodification, marketing, brand image, brand positioning statement, human capital, 
employee branding, personal branding, brand management, CBBE, B2B  
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INTRODUCTION 
 

The first chapter of this thesis briefly introduces the background of the research area, followed by the 
purpose and the research question that this study is based upon. The introduction is concluded by the 
delimitations of the area being investigated. 
 

1.1 Background and Problem 
“It is employees through their assumptions and actions that communicate the brand and build 
relationships with customers and consumers. It is employees that drive the loyalty which secures future 
cash flows. This indicates that employees need to understand what the organisation stands for and be 
capable of delivering it in their everyday work. This is the goal of the concept of living the brand: to 
inspire individuals to identify and internalise the brand; to become committed to delivering value so that 
customers and consumers can enjoy a seemingly seamless experience that lives up to (and exceeds) their 
expectations." (Ind, 2007) 
 
This paper investigates Commodification when it is put in a positive context by companies that want to 
apply an employee marketing strategy. The investigation began on behalf of the research and design 
consultancy Antrop AB, that is searching for additional marketing strategies. This thesis has three 
objectives. First, it seeks for concepts and models that are related to the research topic since the lack of 
well-known existing theories within the area. The combination of the concepts lays a foundation of a 
suggested proceeding when applying a strategy of employee branding. Second, by connecting the theory 
together with the case study it investigates how the organizational members react on such marketing 
strategy, both from an employer and employee perspective. Finally, suggestions are made for further 
research within this marketing area. 
 
Human resources have become integral to brand strengthening because of its strong, internal impact on a 
corporation. A manager is sometimes not aware of how to use his or her power to achieve desired 
business goals and create a competitive advantage using the employee’s valuable qualities. The increased 
interest for evaluation of human resources during the last decades can simply be defined as human 
potential or “potential with infinite capabilities and capacity with the possibility of beneficial 
engagement” (Sharma, 2014). Future investments in human resources, such as training, education and 
health will make the organizational practices more efficient when finding the right person for the right 
position. This is a natural movement caused by the financial expenses of recruit, maintain and retain. 
(Becker, 2008) 
 
Corporations that are based on knowledge are, most of the time, offering an intangible product. They 
operate in a field characterized by creativity, problem solving and individual experiences rather than 
organizational standardization in order to encourage further development. (Becker, 2008) That kind of 
observation shows the importance of encouraging the human resources department to become 
successfully connected to the working environment and deliver desired performance to gain human 
capital, which is defined as “a measure of the economic value of an employee’s skill set. /…/ The concept 
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of human capital recognizes that not all labour is equal and that the quality of employees can be 
improved by investing in them. The education, experience and abilities of an employee have an economic 
value for employers and for the economy as a whole.” (Investopedia LLC, 2015). The Human Capital 
Theory emphasizes the costs of labor in relation to the return on investments (Lepak & Snell, 1999, p. 4). 
The human capital is a valuable asset in such knowledge-based industries and, by marketing the 
employees as the product through commodification to represent the organization, the corporation will 
improve their reputation and brand image (Becker, 2008). According to Polanyi (2004, p.40, in 
Wikipedia) “commodification is the transformation of goods and services, as well as ideas or other 
entities that normally may not be considered goods, into a commodity.” Commodifying an employee is 
not as common and well-structured as the process of traditional commodification, which is turning an 
item into a commodity; simply defined as making a commercial product (Becker, 2008). 
 
A common expression that is used in the sector is UX, which stands for user experience and refers to the 
end-customer’s interaction with company and the service. This concept includes both meeting customer 
expectations, exceeding customer expectations or, in many cases, helping the customer to understand their 
needs. (Consultant director & Staff manager at Antrop AB, personal communication, April 29, 2015) 
When marketing a tangible product, managers use a marketing mix based on Product, Price, Promotion 
and Place. As always, the number one priority is to find out what the customers need and want. If a 
launched product, for some reason, would not meet the customer demand, the company may make some 
adjustments so that the product becomes more attractive and the sales increases. The next things to find 
out are what the customers are willing to pay and where the company wants to put the price level based 
on how they want to segment themselves. If they are, for example, a luxury, a low-priced product could 
cause confusion and the status of the brand would be diminished. When creating the marketing mix, a 
company also has to take into consideration how they are going to reach the customers and where. If one 
region is not appropriate for a particular product release, they might have to investigate another one. 
(Jobber & Fahy, 2009) It is also important that they learn local preferences in order to communicate with 
potential customers and promote the product in the right way. The biggest advantage with selling a 
product is that it is tangible, and as a rule, there should be no problem explaining its qualities and features 
to the customers. However, this may be the biggest difference when trying to promote human beings. 
When creating a marketing mix for employees, there are many uncertainties to take into consideration that 
might be difficult to adjust. Personality and personal skills are not easy to specify and describe exactly, 
and may even differ from day to day. The challenge here is to make the customer understand what he 
shall expect and to make the employees perform at the promised level every day. (Jobber & Fahy, 2009) 
 
The research is connected to the commodification of an employee partly through the conceptual 
framework of employee branding. It is a global modernized concept based upon the two terms ‘employer 
branding’ and ‘personal branding’, and relates to how an employee should be able to manage the role as a 
brand ambassador for the company. These two concepts, employer branding and employee branding, are 
easy to confuse with one another; the reader might even believe they are interchangeable. (Harquail, 
2009) That one letter change the term and makes a great difference in meaning for brand management. 
Employer branding is promoting the awareness of a company’s working environment, where 
organizational practices determines its reputation mainly by recruiting and exercising external Human 
Resources Recruitment (HR) routines that corresponds with the company’s brand value and corporate 
identity. The aim of the concept is to picture the working environment and motivate suitable employees to 
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send in an application for a possible employment within the organization. This reduces both time and 
costs since the HR management has the opportunity to find potential employees more quickly who 
possess the characteristics that they are searching for in terms of socialization and education. The process 
facilitates the internal training. By presenting the working environment in a realistic way, the corporation 
will attract potential employees that harmonize with their brand values and enhance the corporation’s 
reputation. (Harquail, 2009) 
  
In contrast to employer branding, employee branding focuses on influencing the behavior of the 
organization's employees. The term aims to form the employee’s behavior and opinions of projects that 
correlate to the impression a corporation wants to present to its clients and external stakeholders. 
(Harquail, 2009) In other words, the employee will naturally start thinking of himself as a brand and 
perform under such influence, which is an act that is generally called personal branding. The concept of 
personal branding relates to how a person is marketing himself or his career as a brand. The term is useful 
in this research of the consulting field, since each employee has a close customer relationship and has the 
potential to perform as the face of the brand. In other terms, the corporation is being marketed in a natural 
way through its employee’s business relationships. (Hyder, 2014) 
 
The consultant director at Antrop AB explained that most corporations already have the knowledge 
regarding marketing and well-organized routines of how they could, and should, promote themselves 
through their products to reach their specific target group and business goals. Antrop AB, a consultancy in 
the digital design field, is aware of the strong marketing competition and is currently searching for a new 
marketing strategy to meet today’s requirements for the field they operate. (Consultant director & Staff 
manager at Antrop AB, personal communication, April 29, 2015). 
 
Since Antrop AB is not offering a tangible product and is not always able to show their previous work 
because of contract confidentiality reasons, they are aiming to promote their consultants as their product 
to attract new possible investors and customers. This problem can be managed by investigating what kind 
of customers Antrop AB is targeting and creating an attractive image of the consultants by highlighting 
their best qualities through virtual and digital types of curriculum vitae (CV). Effective digital channels 
that are currently being used in an inefficient way represent an opportunity to enhance employee 
branding, which may give Antrop AB a competitive advantage. (Consultant director & Staff manager at 
Antrop AB, personal communication, April 29, 2015) Throughout this thesis, several marketing strategies 
are investigated in order to deepen the knowledge regarding brand improvement considering business-to-
business (B2B) involvement.  
 
The issue for all service-oriented businesses is that they have to create trust and interest for a product that 
is not constant and the product has to live up to the set standards every day, no matter the personal factors. 
Since the product is a human being, this is easier said than done; the employees must be willing to “live 
the brand”. (Smith, 2014) 
 

1.2 Purpose of the Research and the Research Question 
The purpose of this research is to clarify the circumstances regarding the occasion when employees are 
being marketed by their employer, in this case within the field of service and design consultancy agencies. 
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Therefore our aim is to clarify the merits and demerits of the commodification of employees, from the 
perspective of both the employer and the employees'. Therefore, the thesis is centered on the following 
research question: 
 
How can a consultancy create an effective marketing strategy of its employees to improve the brand 
image, and what are the employees’ attitudes toward such marketing? 
 
 

1.3 Delimitations 
Due to the fact there is a time limit for a total of ten weeks to complete this investigation and that 
marketing is an incredibly broad subject, even if the research is only focusing around marketing of 
consultants, the study is delimited to the specific sector of consultants within interaction and service 
design. The lack of existing well known theories related to the research topic, forced us to search for 
suitable concepts in order to explore the subject from different perspectives. With this investigation we 
want to find out which concepts that could possibly have an impact on such marketing tool. For that 
reason, the empirical data in this thesis is based upon a qualitative study of the research and design 
agency Antrop AB. Since it is a strong firm with a lot of experience related to the subject of the 
investigation, it offers the opportunity deeper into the matter and illuminate the problem, from both an 
employer and an employee perspective. 
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2. THEORETICAL FRAMEWORK 
 
This theoretical section describes the relevant concepts supporting the research topic. Since there are no 
existing well-known theories related to commodification of employees, we explain following concepts in 
order to treat all aspects of such marketing strategy. The six essential terms are brand image, brand 
positioning statement, human capital theory, employee branding and personal branding, as well as the 
theory we base the investigation on - Customer Based Brand Equity. 
 

2.1 Brand Image 
Brand image is the customer’s impression of a brand’s shortcomings and strengths. These impressions 
can be true or false, but regardless it reflects how the customer perceives the brand and the company.  The 
term was first presented in the beginning of the 1950’s and has been an important concept within 
consumer behavior ever since. (Dobni & Zinkhan, 1990) Brand image is defined as “the general 
impression of a product held by real or potential consumers” (Bowen & Ozuem, 2015, p. 26). The term is 
widely used and has been involved within multiple studies related to consumer behavior. Results have 
clearly shown that everything a company does will affect the brand image positively or negatively. 
(Dobni & Zinkhan, 1990) Both operations such as advertising as well as the customer’s own direct 
experience of the company will influence the brand image. The brand image is developed over time and it 
is important that the management is aware of how the company is perceived and how the perception 
develops or changes. (Business Dictionary, 2015) While previous studies have kept arguing tangible 
purchase reasons such as price, payment terms, technical specifications etc. Levy, Professor Emeritus of 
Marketing and Behavioral Science, has maintained his suggestion under his career to instead move the 
research focus towards identifying the enduring factors that sets the base of motivating a consumer’s 
purchase (Northwestern University, 2015). According to Levy (Levy & Rook, 1999, p. 6) following 
statement needs to be taken in consideration, “At a fundamental level, our consuming involves all our 
senses in the casual ways they are needed to enable us to discern and apprehend our consumer choices 
and in the profound ways they are used to achieve levels of satisfaction.” His perception is that a product 
or service both have physical and psychological distinctions such as tastes, textures, sounds etc. These 
impressions influences a consumer’s experience of consumption choices in terms of feelings and attitudes 
regarding how he or she “image” the brand. (Levy & Rook, 1999, p. 6) Regardless of the variables in the 
brand image, it is the truth for the customer, therefore, it is important for the company to try to influence 
the brand image as much as possible in a positive direction. Researchers are reflecting that the act of 
consumption is performed as a symbolic behavior and has a greater importance to the consumer than the 
actual functional benefits of the product or service. Thereby, purchasing from the company the customer 
is not only buying a product but also the status of the brand. In that sense strong brand image can 
influence sales positively. (Dobni & Zinkhan, 1990) 
 
The key to achieving a successful brand image is to identify and create a strong influential image to later 
on reinforce through ensuing communication of the brand. This concept has gained positive approval over 
time since several data collections from researchers as Levy, began to show that factors such as feelings, 
visions and images associated with a brand generated in that customers received a feeling of attachment to 
the offered products. (Dobni & Zinkhan, 1990) These factors have some sort of influence on the customer 
consumption that a company is aiming to achieve. Previous research results showed that a customer does 
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not only purchase a product or service, he or she also purchases the whole image associated with the 
product. There are associations based on wealth, power and culture, and the fact that a consumer is able to 
identify himself with other consumers of that specific product or brand. Levy (1999, p. 14) states the 
value of band image, as “…branding is a specific extension of the idea of identity, which to my mind 
combines id with entity, meaning the vitality of a thing.” The professor (1999, p. 14) explains further that 
“Branding cannot basically be distinguished from identifying or naming anything that we believe is 
available for sale or exchange – whether ideas, objects or persons.” Products or services that can be 
identified with a proper brand gives the impression of belonging to someone and has the appearance of 
coming from source with a certain amount of dignity. By creating a unique brand image, corporations are 
developing a status that will attract similar future potential customers. (Levy & Rook, 1999, p. 14) This 
will be the same for a consultancy agency where the employees can be commodified in order to give the 
clients a feeling and quality standard with which they can identify. 
 
 

2.2 Brand Positioning Statement 
Positioning is how customers perceive a brand and the aim of the brand positioning statement is to create 
a place in the mind of the customers to be used as a competitive advantage. It is a difficult job to make a 
brand positioning statement, and to be able to do so successfully the organization must know how the 
company is seen in the market in comparison to the competitors. (Gwin & Gwin, 2003) The point of 
creating a brand positioning statement is to make your brand the obvious, almost unconscious, choice for 
your target customers and convince them that your brand is preferable to other options on the market. 
When a company differentiates itself by marketing, it is referred to as ‘perceptual space’ or ‘perceptual 
mapping’, which is the foundation of brand positioning. It is important that the company position itself in 
the mind of the customer as close to the individual’s needs as possible to have a chance to keep that 
perceptual space for as long as possible. If that cannot be accomplished, another brand will take over with 
a better match for the customer. (Keller, Sternthal & Tybout, 2002) 
 
Brand positioning makes it possible for a company to stand out from similar companies by finding the 
small things that make it unique. This is an essential key to success since it enables sales in markets with 
substitute products. But the first question that has to be answered is: “Who are we as a brand?” A Brand 
Positioning Statement consists of the terms; Product, Category, Target Customer, Value Proposition and 
Reason and Differentiation. (Keller et al., 2002) These terms will be further explained below. 
 
The first part in writing a brand positioning statement is to define what the company is selling (Product). 
The company needs to make sure that the customers understand exactly what they will get. The next step 
is to put the company into an environmental context; in other words, explain in what market the company 
operates in order to make it easier for the customers to put the company in comparison with other 
competitors (Category). Thereafter, the company needs to analyze who their target customer is (Target 
Customer). It is impossible to please everyone, so the company should instead specify who they prefer to 
serve based on which customers will benefit the most from the product or service. This segmentation will 
increase the chances for satisfied customers since the company is targeting a clientele for whom they 
know they are able to fulfill the customer’s needs and expectations. Furthermore, the company needs to 
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show what value they create, which means that they need to explain for the customer how they will 
benefit from buying the product or service (Value Proposition). This should be followed up with an 
assurance of how the customer can trust that the company has the capacity or competence to live up to the 
promises, as well as demonstrating why the company is different and better than the competitors (Reason 
& Differentiation). (Gwin & Gwin, 2003) 
 
 

2.3 Human Capital Theory 
The writer and commentator on economic issues Stein, defined the human capital theory briefly as “the 
accumulated knowledge and skills that make a workforce productive: Individuals and nations become 
rich by investing in human capital” (as cited in American Heritage® Dictionary of the English Language, 
2011). It refers to the total level of knowledge, skills, social behavior and personality that sets the 
capability in working performance to increase the economic value. The human capital theory is more 
specifically defined as “the collective skills, knowledge, or other intangible assets of individuals that can 
be used to create economic value for the individuals, their employers, or their community: Education is 
an investment in human capital that pays off in terms of higher productivity” (Dictionary.com 
Unabridged, 2015). The costs of learning the job through training and education have a massive impact on 
a business’ performance and, therefore, are seen as extensive investments in human capital. Marshall 
(1998) claims, “Human capital arises out of any activity able to raise individual worker productivity.” In 
real practice it means that an education in any area is both an investment for the worker himself and the 
society as a whole. By getting an education, the individual worker is investing in his future in terms of 
attaining skills that will make him more attractive to potential employers attractiveness and that will give 
him more job options that could possibly offer him a richer lifestyle. Educational investments made now, 
either by the individual or the organization, will lead to increased knowledge, quality performance and 
higher productivity in the long run. (Marshall, 1998) 
 
The theory has had a great influence on the economics of educations in Western countries since the 
beginning of the 1960s, and it is still considered a key factor of a business’ economical performance. It is 
a concept with strong influence when regulating the economic performance by treating the individual 
employee as human capital in terms of productivity, research, innovation, education and competitive 
advantages. (Fitzsimons, 1999) 
  
The view on the human capital theory has changed over the years, from treating the human as the capital 
itself to considering the human’s behavior regarding financial interest as capital. According to Fitzsimons 
(1999), the concept has become “in the modern Human Capital Theory all behavior is based on the 
economic self-interest of individuals operating within freely competitive markets.” This statement 
excludes all other types of behavior or considers them as a transformation of the human capital concept. 
The reason behind the change of the theory’s significance to emphasize employee training and education 
as a key factor within a modern global economy, instead of the previous implication in the early 60s, is 
explained by Foray and Lundvall: “the overall economic performance of OECD countries is increasingly 
more directly based upon their knowledge stock and their learning capabilities” (as cited in Fitzsimons, 
1999). The Organisation for Economic Co-operation and Development (OECD) was founded in 1961 
with the mission to promote policies and solutions to economic, social and environmental issues that will 
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improve and balance economic progress and international trading (OECD, 2015). Foray and Lundvall 
believe that the OECD is aiming to create a new function for the economics of education in terms of the 
human capital area that is required within globalized corporations (Fitzsimons, 1999). By investing in 
human capital to increase each individual’s knowledge and skills will generate improved confidence and 
understanding in the workplace environment, which will lead to a higher degree of productivity and 
loyalty among the workers towards the organization. Previous empirical data shows that employees tend 
to stay longer if they are highly committed to the operation since they can identify themselves with the 
corporation and its brand. By commodifying an employee, such commitment can be created. (Backhaus & 
Tikoo, 2004) 
 
 

2.4 Employee Branding 
Unlike the term ‘employer branding,’ quite a few studies have been conducted on employee branding. 
Employee branding is a developed concept that followed the enlightenment of the original personal 
branding, and is based on the idea of “living the brand”. (Smith, 2014) 
 
The concept of employee branding is defined as “a new twist on employee socialization and identity 
regulation. Employee branding shapes employees’ behavior so that they project the brand identity of their 
organization’s products through their everyday work behavior” (Harquail, 2007, p. 1). This method 
supports “on-brand behavior,” a term that brand expression consultancies defined as “behavior 
encouraged to ensure that an organization is committed to delivering the desired brand experience to all 
audiences, internal and external” (Blackcoffee Brand Expression, 2015). Employee branding has a 
certain impact on the interactions among the employees within the operation as well as the relationships 
between employees and external stakeholders. The corporation aims to strengthen its interest on the 
market along with its desired characteristics that the employees will generate by certifying these qualities. 
Internal education and customer interaction training programs are being adapted into the business 
strategy, and being processed together with corporate orientation and corporate brand management to 
reach the desired level of employee branding performance. (Harquail, 2009) 
 
Employee branding has been developed to act as a critical brand management tool. This has contributed 
to new innovative marketing strategies. For example, corporations have experienced the concept of an 
employee branding video as important in conveying their corporate identity. By making an employee 
branding video the company is able to present and highlight their unique company history and philosophy 
to engage and motivate the employees, potential future customers and investors. There is a bigger chance 
that a person will remember a video because more of their senses are engaged than when reading a text. 
Today, social media has a strong influence on a corporation’s reputation, where a video would possibly 
generate an improved social impression and reinforce corporate engagement. (Trent, 2013) 
 
 

2.5 Personal Branding 
The concept of personal branding has existed for several years and was created for the implementation of 
people marketing themselves and their careers as brands (Lair, Sullivan & Cheney, 2005, p. 308). 



-  Commodification of Employees - 

 
 

According to Lake (2015), the term can be defined as “...process of developing a ‘mark’ that is created 
around your personal name or your career. You use this ‘mark’ to express and communicate your skills, 
personality and values”. The statement explains that the aim of building a personal brand is to form your 
own reputation. This will contribute to an expanded network in such way that it will catch others’ interest, 
which later generates greater connections thanks to the person’s skills and expertise. A brand is defined as 
a “name, term, design, symbol or any other feature that identifies one seller’s good or service as distinct 
from those of other sellers” (American Marketing Association, 2014). This definition might be perceived 
as directly related towards a product or service, where the non-material characteristics of a brand are not 
taken into consideration. Those types of intangible features are presented wards the customers through 
communication to create successful brand recognition. The word ‘brand’ - is broadly used but sometimes 
inconsistently applied. Ogilvy explained that beyond the aforementioned definition of a ‘brand’, the 
description should also include “the intangible sum of a product’s attributes” (as cited in McLaughlin, 
2011) to give the reader a more even understanding of what it actually means. A brand is more than just a 
name or a symbol given to a product or service; there are additional ways of distinguishing them from 
each other. McLaughlin (2011) argued that “your brand name exists objectively; people can see it. It’s 
fixed. But your brand exists only in someone’s mind.” This can be achieved by creating a relationship with 
the customer through people, sometimes by the commodification of employees. Hence why personal 
branding is a valuable asset for a corporation. However, its intangibility makes it problematic to evaluate 
compared to a tangible asset such as buildings and equipment that can been seen or touched. (Lair et al., 
2005, p. 309-311) 
 
The American author Hill was, under his career, writing and lecturing about the principles of success. Hill 
describes and discusses several concepts related to personal branding and self-positioning in his literature 
'Think and Grow Rich' (The Napoleon Hill Foundation, 2014), which was published already in 1937 and 
is today ranked into the Top 10 of most book lists that are highly recommended for personal finance (The 
Banker, 2014) and the all-time bestseller in the field of individual achievement. Hill outlines the proper 
mental circumstances and attitudes of an individual dedicated to pursuing wealth through activities that 
will help the individual to achieve his or her career goals. (The Napoleon Hill Foundation, 2014) As Hill 
writes, “You are the master of your own earthly destiny just as surely as you have the power to control 
your own thoughts. You may influence, direct and eventually control your own environment, making your 
life what you want it to be…” (Hill, 2010, p.223, in archive) The title of the book implies that Hill is 
sharing the intellectual qualities needed to become rich, but the book also underscores the importance of 
how these recommendations can be used to improve individual success in terms of work or other 
meaningful achievements. 
 
The book can be used as motivational personal development in order to achieve certain career. Actors, 
athletes and designers are just a few groups of people who have been working on their own personal 
development in order to improve their career and promote themselves as a brand. Even the public writes 
about this concept. In 1973 Muhammad Ali - one of the greatest athletes in boxing history, who won the 
coveted Golden Gloves tournament and a gold medal in the Olympics - was twice defeated by the 
heavyweight-boxing champion Ken Norton. No one in the world believed that Norton could be the second 
fighter to beat “the Greatest”. (Davies, 2013) In round eleven, Norton broke Ali’s jaw and became 
legendary for this act (Johansen, L. 2011). Norton kept his title by beating Ali a second time during a 
rematch in 1976, proving that he was mentally stronger than his opponent (Davies, 2013). Norton’s 
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success was partly credited to Hill’s philosophical literature because of the fighter’s strong mentality and 
according to Norton himself, “It helps for anything… Success gets imbedded in your subconscious mind” 
(Murray, 1973, p. 9). The fighter constantly repeated in his mind that he would beat Ali that day they met 
in the ring 1973. Norton also claimed that a winner beats his opponent mentally before he beats them 
physically (Murray, 1973), which Hill also claims when explaining that the “secret” of achieving wealth 
is to be open-minded and strongly focused on the goals to attain a successful career (The Banker, 2014). 
In order to instill a similar mindset in the working environment, the employees - which are one of the 
most important assets a corporation has - will have to improve their personal development and, in the long 
run, improve the brand image. 
 
 

2.6 Customer Based Brand Equity (CBBE) 
The CBBE model aims to improve the management’s understanding the strengths and weaknesses of the 
brand, how they could make it stronger and how to attract customers and make them loyal to the brand 
(Mind Tools, 2015). This pyramid model shows the steps in building a strong brand whereas the six 
blocks show the stepping stones for brand development. The first part of the process is to build a brand 
identity. This requires that the company is both the right place and has the right timing, as well as that 
they create a deep and broad brand awareness. According to the CBBE model, the strongest brands are 
those who can dominate the competitors in all six blocks of the pyramid. The top of the pyramid, brand 
resonance, can only occur when there is harmony between customer needs and the brand. When that 
happens customers will feel connected to the brand and they will voluntarily seek steady contact with the 
company. (Keller, 2001)          
 
The blocks in the pyramid below shows the development of points 1-4 as shown in the right-hand 
diagram in Figure 2. The diagram to the right has four vertical steps just like the pyramid, which means 
that the two squares in step one on the right (“Identity = Who are you?” and “Deep, broad brand 
awareness”) corresponds to the first step in the pyramid (Brand salience). 
 
 
 

 
Figure 1. The CBBE model. (Keller, 2001) 
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The six building blocks of the pyramid is explained by the diagram to the right. Starting with 1. Identity, 
which is referring to brand salience with the customers. Brand recognition and awareness are essential 
because they allow the customers to unconsciously link the brand to the service category in which the 
company competes. Thus, the company will be a natural choice. The key is to have both a great mind 
share and the right timing. (Keller, 2001) 
 
2. Meaning, is about brand characteristics and image according to the customers. In other words, how the 
company is perceived. The customer’s perception of the company can be either based on the customer’s 
own experiences of the company, or it can be based on an impression created from secondary marketing 
sources such as commercials. (Keller, 2001)  
 
3. Brand responses, means that the company must be aware of how customers respond to the brand and 
brand activities. The responses can be based on brand judgment or brand feeling. Brand judgment is 
divided into four classes: quality, credibility, consideration and superiority. Brand feeling, on the other 
hand, has six classes: warmth, fun, excitement, security, social approval and self-respect. It is highly 
essential that the customer puts each class in a positive context, since that brings a positive shine over the 
whole company picture. (Keller, 2001) 
 
4. Brand relationships, refers to the bond the customer has with the brand. The goal is to build strong 
relationships and thereby create brand loyalty. This step in the process can be divided into four categories 
or classes as well:  

➢ Behavioral loyalty: the frequency and amounts of the customer’s purchases from the company. 
➢ Attitudinal attachment: the brand is seen as something special in the eyes of the customer. It 

should be a pleasure turning to the company for help, and not be seen as the only option or a 
must. 

➢ Sense of community: the customer can identify with the company and feel a connection with 
other customers of the company. 

➢ Active engagement: the strongest sign of brand loyalty. The customers are willing to spend their 
resources in the company beyond the specific time of purchase. In other words, all the time, 
energy and maybe money they spend on the company even when they are not buying anything. 
For example, participating in surveys or agreeing to receive newsletters from the company. This 
shows on a high level of commitment to the company.         
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3. METHOD 
 
The following chapter includes information about the procedure used in this investigation to gain 
empirical data as a complement to the earlier described theories. The outline and implementation of 
empirical data is described, as well as the reasons behind the chosen collection of data. The empirical 
data is based upon interviews with staff members at the chosen case study object. Combining employee 
branding with the concept of brand image lays the basis for the analysis and conclusion regarding the 
circumstances when companies are considering marketing their employees. 
 

3.1 Selection of Research Topic 
The topic of the research evolved in cooperation with the service and design agency Antrop AB. They 
stated a current problem regarding their marketing strategies. We elaborated different ways of 
investigating the issue to improve their brand image by presenting possible strategies to promote their 
employees. This mission caught our interest since such commodification is a relatively unexplored 
subject and we knew that it would be a great challenge that goes hand-in-hand with our own interest in 
business management. Antrop AB is searching for an improvement and establishment regarding 
marketing options to create a greater network of customers as well as future investors. During a meeting 
with the consultant director at Antrop AB, we were informed of the full company history and we 
discussed their current issue and gained a clear picture of their future vision of the corporation 
development. While digging into the core of the issue, we made the conclusion that this investigation 
must be narrowed down since marketing is such a wide networking area, and instead stay focused on a 
specific research problem to receive a satisfying result. Therefore, the commodification of employees is 
the focal point of the marketing management. 
 
As mentioned, employee branding and commodification of employees are relatively new concepts, so 
there is little research in the area to be found. This is, however, a truth with modification since individuals 
have been promoted before referred to as personal branding. For example artists, sport stars and 
entertainers have for many years been the subjects of marketing for commercial purposes. Though, that 
scenario is slightly different to the issue that is discussed in this thesis. What is unique about employee 
branding is that companies promote individuals to benefit the organization as a whole, rather than the 
individuals being promoted. There is no existing model for how this process should be done, nor is there 
any framework for how to avoid the interests of the company interfering with the interest of the 
employees. For this reason we have tried in this thesis to conceptualize some tools to make this process 
easier for everyone involved. These tools were then tested in the real case study of Antrop AB to find out 
whether or not they were applicable in real life to create an effective marketing strategy of employees to 
improve brand image. 
 
 

3.2 Research Approach and Choice of Method 
When doing research, there are two general approaches to use when collecting and reporting research 
data: qualitative and quantitative. The qualitative approach to gather information and data is mainly 
focused on understanding the investigated concept from a close up perspective. (Rhodes, 2014) The 
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purpose of a qualitative research approach is, as the marketing professional Wyse (2011) posited, “to gain 
an understanding of underlying reasons, opinions, and motivations /…/ Qualitative Research is also used 
to uncover trends in thought and opinions, and dive deeper into the problem.” It is common to conduct 
this type of research through interviews and open-ended questions where the answer requires more than 
only a “yes” or “no” response (Rhodes, 2014). In contrast to the qualitative approach where words are the 
most valuable data, the quantitative approach is instead focused on numerical data that can be translated 
into structured statistics. It is generally used to show patterns based on larger groups of participants rather 
than to give detailed information on a specific matter of question. (Wyse, 2011) 
 
To investigate a consulting agency’s possible marketing options of employees, we have chosen to use a 
qualitative approach to our research. As mentioned above, qualitative research is primarily a semi-
structured investigative study in which it is common to include focus groups and individual interviews 
(Wyse, 2011). This type of approach to research is referred to as inductive since it begins with an 
observation that is followed up with identification of patterns and routines, and leads to hypotheses and 
eventually a theory (Trochim, 2006). The qualitative approach provided us with a deeper insight into the 
problem and organization than a quantitative study would. Thereby it gave us a better, more detailed 
understanding of possible issues. This facilitated the process of developing proposals or hypotheses for a 
potential further quantitative study of the subject. We considered Antrop AB to be a good study subject 
since they were one of the first two companies in the sector when it was new in Sweden. They have also 
stayed strong on the market through the years and still want to be the strongest competitor within the 
field. 
 
To give the reader a clear overview of how our case study is structured, a model has been designed 
(Figure 2) and each step of the process is described and summarized in a way that shows the outline of the 
research method. A report can begin with an investigation within an area that the author found interesting 
and then match the research question with a case study that suits the title. This thesis began in the 
opposite direction since our research process appeared through a connection with Antrop AB. Both of us 
thought it was an interesting company, where we had to define a problem together with their consultant 
director and staff manager before we were able to include any suitable theoretical or conceptual 
frameworks in our research. During this preliminary stage of the process, we realized there is no such 
theory that has considered a subject that relates to our research title. Commodification of employees is a 
relatively unexplored subject, and we were at a stage where we needed to find concepts that would 
contribute to a model based on this issue. The entire data collection is divided into primary and secondary 
data during this investigation. To go deeper into the research, two different questionnaires were developed 
for interviews to collect empirical data: one for the consultant director and staff manager, who has a close 
relationship with the employees where she pays attention to each one of them and emphasizes their talents 
in order to progress a project at Antrop AB. (Consultant director & Staff manager at Antrop AB, personal 
communication, April 29, 2015) The second questionnaire was directly given to four employees with 
different talents who operate in different areas at Antrop AB. The reason why we chose these four persons 
was because we wanted to see if their preferences differentiated depending on their specialist areas. The 
purpose of developing two different questionnaires was to look at the research subject from both 
perspectives - the employer who is searching for a new marketing option that identifies with their brand 
image, and the employee who will possibly be marketed and become the face of the company. The 
questions were stated in such way that the informants were given the opportunity to give their perception 
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of how brand image can be affected both on a corporational and personal level, as well as give their own 
opinion on how to best market the company. The completed data collection; both primary data gathered 
from the interviews and secondary data collected from literature reviews that are related to 
commodification of employees, has been analyzed and turned into useful information. All collected data 
has been connected to the chosen case study with a suitable conceptual framework in the next step of the 
research method. The final stage of the research process presents the conclusion of our discussion and 
recommendations for Antrop AB and other consulting agencies or corporations. As mentioned earlier, 
there are no previously established theories regarding commodification of employees, which allows 
multiple future researchers to develop such theoretical framework. 
 

 

Figure 2 - Synopsis of Research Methodology (Own Illustration) 
 
 
In this thesis the primary data consists mainly of interviews with the consultant director and four 
employees at the company working in different divisions. The respondents consisted of one UX designer, 
one project manager and strategist, and two interaction designers. We chose to interview people with 
different titles because we wanted to see if the perception of the company and problem differentiated 
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depending on what tasks the persons had. At the same time we wanted detailed answers and the 
opportunity to closely interact with every respondent in order to contribute to the quality of our research; 
hence the reason why we did not interview more than six people. The interview questions were structured 
to assemble empirical data to emphasize both employer and employee perspectives regarding 
commodification of employees. They also opened up for discussion about other possible complementary 
marketing strategies. 
 
The secondary data was gathered from scientific and scholarly articles through Google Scholar and 
Mälardalen University’s library database. In addition to the sources mentioned, information and articles 
related to the theoretical framework were collected from web sources and academic literature. The 
completed reference list of academic literature, articles and web sources can be found at the end of the 
document. 
 
To be able to use and analyze the information received, we used the theoretical models explained in the 
previous section. We believe they complemented each other in a way that made it possible to cover all the 
angles of the issue in our analysis. Despite the fact that the theories differentiate from each other to 
various degrees, we found that they directly applied to several aspects of the issue and contributed to a 
deeper understanding of the subject matter. 
 
 

3.3 Implementation of Interviews 
Initially we arranged a face-to-face meeting with the consultant director and staff manager to collect 
general and background information about Antrop AB and the sector as a whole. Furthermore, the 
additional interviews were conducted through email; so that all facts would be well-documented and 
possible changes or elaborations could be sorted, thus increasing the accuracy of our research. By sending 
the questions through email we also gave the respondents the opportunity to answer whenever they had 
time, which most likely provided us with more thorough answers than if they had to participate at a given 
time regardless of their own schedule. 
 
Since there is no existing theory that fully covers our problem, we have used various concepts and 
theories so as include as many angles of the problem as possible. By asking the questions in Appendices 1 
and 2, we aimed to investigate the company’s perception of their brand positioning today and what they 
would like it to be in the future. Our goal was to chart the importance of the human capital, including the 
perspective of personal branding and employee branding to find out if all staff members are working 
towards the same goals, or if there appeared to be any contradictions. The CBBE model connected all 
elements with the perspective of the company-customer relationship, which is the number one priority in 
the development of companies. It is important to find out how the customers will react and respond to the 
operation and evaluate whether the relationship with the customers, including potential new ones, is likely 
to benefit from strategic changes of the company. (Keller, 2001) 
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3.4 Choice of Theories 
Out of the secondary data we have chosen different concepts from both marketing management and 
human resources management (HRM), since there were no theories directly applicable to answer the 
research question. The concepts that were essential to the investigation are: Brand Positioning Statement, 
Human Capital Theory, Employee Branding, Personal Branding and the brand identity model Customer 
Based Brand Equity. Therefore, all different problem areas connected to commodification of employees 
were covered. 
 
 

3.5 Reliability and Validity 
There are three common ways of evaluating the reliability and validity of a thesis based upon a qualitative 
approach. Reasonableness is when research can be considered honest with collected material that mirrors 
the reality, and that there are no conflicts of interests. Credibility means that the information is 
trustworthy, and Accuracy means that the result remains valid if the research would be conducted again at 
another time. (Bryman, 2012) The fact that we as authors had no prior relationship to the company that 
has been under investigation makes the study objective. We were able to distance our own experiences 
and opinions from the investigation and achieved a result with little-to-no personal influences. Therefore, 
the credibility and reasonableness strengthens. The company has been operating since 2001, so they have 
great insight into the reality of the market. That, in combination with their interest in getting an answer to 
the research question, gave us free access to the information needed to complete the research. 
 
However, company climate and culture may influence the employee's standpoint regarding employee 
branding. Thus, the accuracy of the result cannot be guaranteed. Although, it should show on patterns 
among employees in this specific market of consultants within the sector of UX.       
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4. CASE STUDY 
 
Below we present the information we have received from our interviews with Antrop AB and their official 
website. The subject of 4.2 is general information received at the first meeting on March 31, 2015, with 
the consultant director and staff manager at Antrop AB. Sections 4.1, 4.3 - 4.5 are answered by the 
consultant director through an email interview on April 29, 2015. The final sections, 4.6-4.8, are 
answered by four employees who are working at the company. 
 

4.1 Company Structure and Marketing Strategies 
Antrop AB is a research and design agency that was founded by Erik Hammarström, Erik Markensten, 
Mattias Mårtensson and Martin Gustavsson in 2001. The four men, who also are close friends, studied 
cognitive science at Linköping University (Consultant director & Staff manager at Antrop AB, personal 
communication, April 29, 2015), which is an educational program based upon three main pillars: 
‘Technology of Computer Science’, ‘Information Technology (IT) and Interaction Design’, and 
‘Behavioral Science of Psychology and Humanistic Communication’. This type of education combines 
engineering science and software technology with behavioral science to create awareness and knowledge 
of the interaction between the human and IT.  Cognitive science opens up additional ideas of how 
communication should be treated and designed for different situations and cultures through web design 
and multimedia. (Linköping University, 2015) After the four men graduated from university, they all 
started working for one of the most well-known IT companies in Sweden at the time. During this period 
they gathered working experience and discovered that several companies required assistance when 
operating within massive or complex IT services and projects. The firms did not know what they actually 
wanted or needed since many of them were missing the knowledge of what a suitable IT performance can 
accomplish. Thus, Antrop AB was founded and took on an IT support role for corporations through the 
process of IT projects. (Consultant director & Staff manager at Antrop AB, personal communication, 
April 29, 2015) The founders had a desire to make a difference in the sector. They realized that their 
ability to capture customer insights could have a huge impact on organizational improvement because 
they could present additional solutions that could make efficient the services businesses offer to 
customers. (Antrop AB, 2015) 
 
The informant explained that time allowed successful results, which led to an operational expansion and 
the company began to obtain bigger and bigger clients. The need to recruit of design colleagues to meet 
the new demand was a fact. All the employees are immensely passionate about interaction design and are 
proven competent in their field. Their mutual driving force is to simplify and improve people’s work and 
everyday life. The office in Stockholm is relatively small and has an open, casual atmosphere. Everyone 
at the company works closely together in a flat organizational structure, where all the staff members are 
encouraged to think freely and be innovative. (Consultant director & Staff manager at Antrop AB, 
personal communication, April 29, 2015) 
 
The aim of Antrop AB’s business has always been to find the best solution for each individual client, and 
the company states that its goal is to contribute “meaningful services, efficient software and must-have 
products that strike the best possible balance between your goals and the needs and demands of your 
customers” (Antrop AB, 2015). They are highly active in the UX sector and were one of the first UX 
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companies in Sweden. Antrop AB’s mission is to help other companies to maximize their user 
experience. The consultancy is a member of a network called International UX Partners. The aim of the 
network is to create cooperation between the members, so that the customers will only need one contact 
for their internationalization process but can still have access to all necessary services. (Antrop AB, 2015) 
 
As of today, the company is successful but the consultant director states that there is a concern regarding 
whether potential customers understand what they actually are doing. If what the company provides is not 
perfectly clear, then there is no reason to believe that the customers understand why they should pick 
Antrop AB rather than a rival company, or even realise that they are in need of the services provided. 
Antrop AB has proven to be skilled at what they do, yet they feel like they need to improve their 
marketing strategies since the competition is tightening. They have had some ideas about whether they 
can use a different approach or angle when creating awareness of the brand. They want to show their 
passion for UX and service design and they would like to showcase their eminent consultants. Antrop 
AB’s main issue centers on how they can tell their corporate story and make potential customers feel like 
they want to belong because Antrop AB creates value. (Consultant director & Staff manager at Antrop 
AB, personal communication, April 29, 2015) 
 
Presently the company is using social media as an important tool to communicate with current and 
potential customers. They interact on a regular basis on their Facebook page, Instagram account, Twitter 
and LinkedIn. They also participate in relevant conventions in their business field. Lastly, Antrop AB has 
started and pushed hard for a network called ‘UX All Stars’, which addresses UX managers all around 
Sweden with the aim to meet new potential clients. (Consultant director & Staff manager at Antrop AB, 
personal communication, April 29, 2015) 
 
 

4.2 Visions and Future Marketing Strategies   
Antrop AB’s goal is to become the sharpest UX and service design agency in Sweden. To achieve that, 
they believe that they must maintain a very high quality in everything they deliver, have a strong 
signature expression, create extraordinary customer experiences (collaboration that makes working with 
the company instructive), and partner with prominent customers and businesses that contributes to the 
company’s growth. Additionally, Antrop AB also has a more broad vision of contributing to make the 
world a little better. They find it important to engage in questions about the environment, human rights, et 
cetera. Sometimes they work pro bono for charity clients; they only eat vegetarian food at the office, and 
they donate a big part of their profits to Doctors Without Borders. However, this is an area that could be 
developed further. (Consultant director & Staff manager at Antrop AB, personal communication, April 
29, 2015) 
 
To differentiate themselves from the competitors, Antrop AB has been reviewing an idea of marketing 
their employees to a higher extent, rather than to change the marketing strategy for the service. By 
marketing the employees the brand name could be strengthened, as well the picture of them as a top-of-
the-line company. Commodification of employees can be an effective tool that capitalizes on the 
competence and names of talented employees, but this strategy is not completely devoid of risks. There is 
a current high demand for the company’s consultants on the job market, and of course they do not want to 
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market their employees to headhunters. Another possible disadvantage could be that by commodifying the 
employees, the company might help build personal brands for the individuals rather than fulfill the main 
purpose to market Antrop AB. In other words, employee branding could turn into personal branding. 
Therefore, such strategy requires a perfect balance between the company’s and the employees’ interests. 
(Consultant director & Staff manager at Antrop AB, personal communication, April 29, 2015) 
 
 

4.3 Employee Branding from an Employee’s Perspective 
The employees who participated in the interviews all seems to have, independent of each other, the same 
picture of Antrop AB as an employer. The company is perceived as a working place where everyone 
always has the opportunity to develop personally and much freedom to direct their own careers. All the 
employees are seen as equally valuable and are treated with respect. The high level of competence among 
the employees creates an inspiring working environment, and the employees are constantly facing 
challenging, developing projects. (Project Manager & Strategist, UX Designer & Interaction Designers, 
personal communication, May 12 - May 17, 2015) 
 
This company culture reflects in the positive attitudes towards commodification of employees. The 
general opinion among the respondents was that they believe it could benefit both the company and the 
employees if the consultants are marketed as individuals, as opposed to only marketing the company as a 
whole. It could also give the customers a sense of a more personal relationship to the company and the 
consultants, as well as a deeper insight into what experience can be provided. Someone even mentioned 
that employee marketing is somewhat a necessity for consulting agencies. However, despite the fact that 
the company drives the commodification, it is highly essential that the consultants be allowed to maintain 
their own identity. The marketing has to tell the truth about the consultants and not try to shape them into 
something they are not. Even though the employees genuinely care for the well-being of the company, 
their main goal is still to build a strong brand name of their own. One of the respondents could also see 
that as being problematic from the company perspective, because if a consultant quit working at Antrop 
AB, the company has already invested marketing resources into something that no longer benefits itself 
but another company. The commodification of employees can also result in a customer demanding to 
work with a certain person even if there is someone else with the same skills available. This may cause a 
conflict both internally and in the relationship between the company and the customer. (Project Manager 
& Strategist et.al, personal communication, May 12 - May 17, 2015) 
 
 

4.4 Marketing Suggestions from an Employee’s Perspective 
A good relationship with existing customers is considered crucial in order to receive jobs in the future, 
and it is an efficient, inexpensive marketing tool. The relationships will create a word-of-mouth reputation 
that can create interest among new potential customers, and the current customers will come back for 
future services. For the same reason it is also important to treat all customers equally important since even 
a small customer today may be one of the biggest companies in a year. The respondents to our questions 
thought that this area could be improved a lot. By always having the right person at the right place (which 
can be assured through a good dialogue with the customers), and also by having the conversations that is 
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important for the customer. As one of the respondents said, “They are not interested in the tool, they are 
interested in what the tool will achieve.” (Project Manager & Strategist et.al, personal communication, 
May 12 - May 17, 2015) 
 
Furthermore, another one of the respondents believed that doing more pro bono assignments for start-up 
companies could be a good way to network with potential future customers. In that way Antrop AB can 
start building relationships with these companies at an early stage and thus become more likely to be 
hired the next time the companies need UX services. Another idea was to work more with “cases”, 
meaning that Antrop AB would create a portfolio with some up-to-date cases that everyone can learn 
from and adapt to the customer they are working with. Finally, all types of networking through seminars, 
meet-ups and conferences are considered valuable in showing the customers what Antrop AB is doing 
and to get into contact with potential customers. The company is already doing that type of networking 
today, and the consultants think that they should keep doing that and even develop it further. (Project 
Manager & Strategist et.al, personal communication, May 12 - May 17, 2015) 
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5. DISCUSSION 
 
The following section is a discussion of the result with regards to the theories from chapter 2. Initially we 
discuss the company’s standing point and then we connect it to the point of view of the employees. 
 

5.1 Marketing from a Company Perspective 
We can understand from the consultant director at Antrop AB that the competition within the sector is 
increasing and there are a several competent actors in the market. As a result, this qualitative study on 
Antrop AB shows that their main goal seems to be to improve their brand positioning statement. It is 
reasonable to believe that they do not need to completely reposition themselves since they already have 
created a name and reputation within the sector and have become successful. However, they may have to 
differentiate more from similar firms to not be ousted by the competition in the future. By creating a 
brand positioning statement, the company is able to clarify not only what they do but also who they are. 
As stated by Gwin & Gwin (2003,) it is not an easy job to accomplish a successful brand positioning 
statement, but gaining perceptual space among the customers is a strong competitive advantage. If Antrop 
AB creates a new brand positioning statement, they would add their consultants into the product division 
of the statement. That is the first step of commodifying the employees since the consultants would be 
marketed to an equal extent as the service. Since Antrop AB clearly communicates its position in the 
market, we believe that the company has already succeeded to put itself in an environmental context. 
Which otherwise would have been the next step of the brand positioning process. In the same way Antrop 
AB has already defined its target customer as clients that requires assistance when operating within 
massive or complex IT services and projects that they cannot manage by themselves (Consultant director 
& Staff manager at Antrop AB, personal communication, April 29, 2015). According to the employees 
that were interviewed, Antrop AB could enhance its value proposition if the consultants improve their 
communication with the clients. Improved communication will strengthen the customers understanding 
for and believe in the service. (Project Manager & Strategist et.al, personal communication, May 12 - 
May 17, 2015) For the same reason they accomplish the steps of reason and differentiation in the 
positioning statement. Hence, we can conclude that Antrop AB needs to put most focus into the first step 
of the process where they will clarify how to market the consultants and also put weight on improving the 
communication with the customers. 
 
Capital can appear in different terms, such as bank accounts or other kinds of financial assets like stock in 
trade, raw materials, production lines, manufactures and property. They are all different forms of capital 
assets because they are generating income or a kind of output that will benefit the company in the long 
run. In addition to tangible capital assets there are intangible forms of capital, in terms of education and 
training in order to increase financial results, knowledge and working conditions. This explains why such 
intangible forms of capital in conjunction with similar investments in human capital are seen as important 
company assets. The intangible forms are called human capital because you cannot separate an individual 
from his or her skills, knowledge or personal qualities and values, like it is possible to set apart his or her 
economic and tangible assets. Antrop AB has, according to them, an incredibly strong human capital 
operating within their business (Consultant director & Staff manager at Antrop AB, personal 
communication, April 29, 2015). Unfortunately, it seems like they have not found an efficient way to take 
full advantage of it yet as of today. Here lies a big issue: they have valuable resources that they do not 
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know how to fully utilizes in order to improve the company’s marketing and brand image. Though, 
luckily they already have the human resources with the high education level and skills that they need to 
deliver the performance their customers expect.  
 
Employee commodification can put a higher pressure on the employees, since the marketing focus will 
likely be transferred from the company itself to the consultants. This can be either positive or negative 
depending on if the employees feel comfortable being commodified. The positive outcome of an 
investment in human capital can result in increased motivation and stronger performances among the 
employees. This can, as explained in the human capital theory section, lead to a higher degree of 
productivity and loyalty among the consultants towards the Antrop AB. (Backhaus & Tikoo, 2004) 
Despite this, we believe there is a risk that other potential employers are giving Antrop AB’s consultants 
other job offers. If the consultants are not completely satisfied they might consider the job offers, which 
can lead to a decreased human capital in Antrop AB.  
 
Antrop AB understands that they need to make the customers believe in how professional their 
consultants are and start building relationships based on trust from the first moment. Despite the risks, the 
best way of doing that appears to be by applying the concept of employee branding and commodify the 
employees. As told in the second chapter of this thesis, employee branding is a relatively new concept and 
it is likely to be a strategy developing just in time for this type of company. They are operating in a bold, 
innovative, dynamic market and by being one of the first to adopt such a strategy signals that the 
company is in the lead on all fronts. However, this requires that the employees are open to 
commodification and that they are willing to truly “live the brand”. Both the consultant director and the 
employees interviewed give a picture of Antrop AB being like a family, and they seem to already be 
strongly attached to the company. Therefore, it is legitimate to believe that the staff members at the 
company will generally accept employee branding and commodification. Furthermore, it may also be 
necessary to evaluate whether or not an employee who is not willing to fully be the face of Antrop AB is 
the best interest for the company, despite personal qualities and competence. Even though it is essential to 
balance the desires of the employees and the firm, it might do more harm than good to keep an employee 
on board who is not striving in the same direction as the company. However, the company may avoid any 
possible conflicts of interests by keeping an open dialogue with the employees, to give them a chance to 
state how they want to be perceived and how they are comfortable to be marketed. The employees do also 
have a close contact to the customers, which means that they gain valuable knowledge about customers’ 
responses that can help the company develop a suitable marketing strategy for the market.   
 
 

5.2 Marketing from an Employee Perspective  
As we know, employee branding is strongly connected to personal branding and, especially in the case of 
consultancies, personal branding is just as important as traditional branding when marketing a business. 
Traditional branding is usually committed to creating perceptions associated with a product or service to 
generate an emotional response in the business' target audience. By designing a link between your product 
and personal brand, you will increase public recognition, customer loyalty and profitability (Lair et al., 
2005, p. 309-311). 
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The employees at Antrop AB seem to have a positive opinion of employee marketing and employee 
commodification. Partly because it can improve the consultant’s own brand name and partly because it 
can lead to new clients for the company, which in turn means new jobs for the consultants. However, 
there is a prominent fear that the company could create an image of the employees that is not coherent 
with how they want to be seen. Consultants are building their careers on their own brand name, which 
means that personal branding that is not in line with the desires of the consultant could lead the career in a 
non-preferable direction and create discontentedness. This shows that the employees are not fully willing 
to “live the brand”, at least not the brand of this particular company. Such a risk factor must be taken into 
consideration before applying a commodification strategy. The company needs to further research to what 
extent the employees are prepared to be the brand of Antrop AB. This may differ between individuals and 
the exact limits for every person will tell to what extent they can be commodified. 
 
Yet, the respondents were of the belief that since they are working for a consultancy the company should 
use their name in marketing purposes. Though, they also had other ideas of how Antrop AB can market 
itself and what parts need to be improved. None of the respondents stated commodification of the 
consultants as the key to success or an important focus area. Despite the tolerance for the strategy, the 
employees were not pushing for it. Several aspects can play a role here. On one hand, it could be due to 
conflict of interests, or at least the possibility of interest conflicts. As said before, the consultants wants to 
first and foremost benefit their personal brand in the long run, which is understandable since a wrong 
career choice can pervade the job opportunities and the career path for many years. On the other hand, 
they may not have been introduced to the concepts of employee branding and employee commodification 
before and are therefore not naturally associating them as effective marketing strategies. The situation 
could change if the employees are presented with a clear marketing plan that specifies the exact process 
of the commodification and the expectations from the company. However, such materials were not 
available during the interviews for this paper, since no marketing plan for the aforementioned strategy yet 
exists. 
 
The company should consider the fact that even though employee commodification may help them in 
differentiating from the competitors and gain a competitive advantage, it still might not necessarily be the 
best marketing strategy for the company. The consultants themselves have extensive knowledge and 
experience in this area because of their personal contact with the customers. The consultants are likely 
more able than the management to connect the reality to the marketing visions of the company since they 
have up-to-date, personal insight into how the CBBE model is implemented. They see every day how the 
customers respond to the brand and how the business-customer relationships evolve. What we can see 
from the research is that the brand seems to have fairly positive answers and results in all steps of the 
CBBE pyramid. There are no pronounced threats or negative perceptions of the company, at least not that 
have been discovered yet. Even so, it is agreed upon that the positive factors need to be more distinct and 
the company needs an even bigger perceptual space among the customers to stay ahead of the 
competitors. Thanks to this knowledge, the consultants can be very helpful when developing future 
marketing strategies. It should be kept in mind, though, that the opinion of the consultants might be 
colored by their own career wishes and would in that case not be completely reliable. In addition to this, it 
is good to take into consideration that the company has all the statistics and numerical results. These are 
equally important to chart success factors and realistic future operations. Therefore, a combination of the 
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hard facts and the personal experiences of the consultants is the best strategy for developing future 
marketing operations.  
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6. CONCLUSION 
 
In this conclusion, we answer our research question and resume our result findings from the 
previous chapter. Finally, we give our recommendations and purposes on further research that 
can be done within the area. 
 

6.1 Commodification of Employees      
Our research question was “How can a consultancy create an effective marketing strategy of its 
employees to improve the brand image, and what are the employees’ attitudes toward such marketing?” 
To answer this question, our conclusion is that everyone within the organization must identify themselves 
with the company and live for what they do and for the brand. If a company has succeeded into recruiting 
employees who are willing to work and live such way, the company can possibly apply an employee 
branding strategy in a way that emphasizes their greatest asset - the employees. The employees in this 
study are not only consultants, but also, to a great extent, the face of the company; therefore, if they are 
presented as top of the league, they will automatically contribute to the improvement of the brand image. 
The risk, however, remains that the marketing objects actually are human beings, so it might be difficult 
to get a sustainable and consistent result. The employees that participated in this study were generally 
positive towards the employee marketing strategy, despite the fact that they seemed well-aware of the 
risks it brings. Something interesting was that they also had many ideas of alternative marketing tools that 
the company can benefit from. All of the suggestions were connected to how the company is perceived 
and how they can build stronger customer relationships by changing how they interact with the customers. 
 
Employee commodification can definitely be an efficient marketing tool, but it may be challenging to use 
since, once again, a company is then dealing with human beings and not a regular tangible asset. The 
success of the strategy is, as we can understand from the CBBE model, highly dependent on how and 
when you brand the employees (Keller, 2001). In addition to that, in the case of commodifying 
employees, it is not only how the customers will accept the marketing strategy that must be taken into 
consideration, but also how the employees will accept it since they are highly involved and indeed the 
actual marketing objects. The company that became the subject of the qualitative study in this thesis is a 
fine example of a company that has plenty of advantages, but that has not positioned itself in a clear way 
and is therefore, not operating to its full potential. However, companies within the consulting sector, 
especially within the creative arena, seem to be bold and willing to try new strategies. Based on the result 
of this research, it is also reasonable to believe that the employees working at such firms are of the same 
mindset: they want to be in the lead and carry personal characteristics that are career-driven. Therefore we 
argue that implementation of employee branding has a higher chance of succeeding in this type of 
industry than in more conservative organizations, at least in this early stage of the development of the 
strategy as such. 
 
Furthermore, it is arguable that commodification of employees will not necessarily appeal only to career 
thirsty consultants who live for their job; it might also work as motivation in companies where morale is 
low and where the employees do not feel meaningful or needed. The strategy can help to clarify in the 
relationship between the company and the employees since it requires that the employees know exactly 
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what is expected of them. This is beneficial in all types of organizations because clear internal roles and 
openness about performance requirements result in less misunderstandings and hopefully generates 
satisfying dialogues between the employer and employee. The commodification strategy can, however, 
result in another type of internal conflict if it leads to competition between the employees. It is difficult to 
say whether competition is good or bad, as it must differ from case to case. Sometimes it might work as a 
motivational trigger that pushes everyone to perform as well as they possibly can. The risk, though, is that 
the organization suddenly consists of several individual rivals, instead of being a unified entity that is 
working towards one goal. Therefore, we argue that companies that apply an employee branding strategy 
are likely to find a greater need for team building exercises and activities that make everyone cooperate in 
order to drive the company in a given direction.  
 
We find all the presented concepts from the theory section valuable and useful when developing an 
employee marketing strategy. Although, personal branding does not seem as central as the other concepts 
to a company in the development process, since it does not contribute to developing a marketing strategy 
that works for the wellbeing of the company. Nevertheless, should not be completely left out since that 
can negatively affect the human capital of a company. That is, a consultant’s personal branding may be 
affected by the employee marketing strategy of the company, which could lead to one of two scenarios. 
The first scenario is the personal brand of the employees strengthening as the company’s brand image 
strengthens. That will make the employee more attractive on the job market, and the company will need 
an additional strategy for how to maintain its human capital. The other scenario is that the employee 
branding strategy does not lead the employee’s career in the direction they desire, which of course can 
lead to dissatisfaction and a loss of human capital. If a company can make the employees feel as though 
their careers will benefit equally as the company succeeds in employee branding and commodification, 
then the employees will also feel that they will benefit more from staying at the firm than leaving for one 
of its rivals, and that might be a strategy that puts the company ahead.            
 
 

6.2 Recommendations  
Consultancies, or any firm actually, need to first of all make sure of exactly who they are and not only 
what they want to be. Then they have to clarify that message for everyone else who is operating in the 
company, as well as make sure that there is no doubt whatsoever about what they do, before applying an 
employee branding strategy and commodifying their employees. Clarification gives a strong and secure 
impression both externally and internally, which builds confidence in the company. The CBBE model can 
be a useful tool for this type of analysis and can provide a good base when a company is going to write its 
brand positioning statement. The CBBE model will show the current stage of how the company and its 
products are perceived, as well as how well the company interacts with its customers today. Then, from 
analyzing the CBBE model the company can decide how to handle the brand positioning statement - that 
is, if they need to reposition the company to create a new brand image, or if they only need to enhance 
their current position. In either case we believe it may be good to follow up with another CBBE analysis 
after a while to keep track of whether the positioning actions went in the preferred direction or not. 
Moreover, it can be beneficial for all companies to work with the CBBE model and brand positioning 
statement on a regular basis because it will help highlight patterns and changes in markets and customer 
behaviors. In that way the company can foresee any trend switches and avoid unpleasant surprises. 
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Our recommendation to Antrop AB (and other companies that constantly create invaluable relationships 
between their employees and customers) is to take advantage of the corporation's most valuable asset: 
human capital. During this investigation we succeeded into capturing the thoughts and opinions around 
this issue from two different perspectives. It is empirical data and information that later can be handed 
over to the organization for possible use and marketing improvement, and that actually has been discussed 
and explored by them as a team with our help in elaborating on suitable conceptual frameworks for their 
needs. From our own experience, there are a lot of times when you feel the lack of relationship or trust 
when doing business. As a client you may only have a name and a phone number for the person from 
whom you will request a product or service. In other times you might only have seen an image of the 
person you are having an email conversation with, which makes you miss the whole picture. In some 
situation you want the entire package: name, image and voice. A useful brand management tool to put 
into practice, that we believe could be helpful for any type of service-minded organization, is an 
employee branding video that presents the company’s unique history and values. In Antrop AB’s case, the 
consultant director would then be able to suggest and present the employee she thinks is competent 
enough for a client’s request, in terms of a traditional written curriculum vitae (CV) next to a video of the 
employee that represents his or hers skills and values. We believe that this practice will cover those 
missing parts of personal matter and immediately create that close relationship and trust we all are 
searching for with a business. This is one way of using employee commodification among others that 
needs to be further researched to develop an understanding around an unexplored subject. 
 
 

6.3 Further Research 
There is a great need for further research in the area of employee marketing and employee 
commodification to test the theories and concepts discussed in this paper, as well as to discover additional 
factors that can affect the outcome of such marketing strategy. This thesis is, as earlier said, limited to 
research and design agencies. However, the study does not ensure that the result is completely applicable 
in other sectors. Therefore, research among other types of consulting agencies, or even non-consultant 
companies, could possibly contribute with even more angles to the pros and cons of employee marketing. 
It would also be interesting to do a follow up on a company that has applied employee marketing as a 
strategy in a couple of years to see if the opinions about the commodification of employees have changed. 
 
Another aspect that is not covered in this research is how the potential customers are actually responding 
to the commodification of employees. Does it really increase sales? And does it have any impact on the 
trustworthiness of the selling company and its employees? If such research shows negative results, an 
employee branding strategy may not be useful even though it seems effective in theory. 
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APPENDICES 
 
The following two questionnaires were asked to a total of five staff members at Antrop AB. The originally 
questions were formulated in Swedish since they all have Swedish nationalities. 

 
 
Appendix 1 
Interview with the Consultant Director and Staff Manager at Antrop AB. April 29, 2015 
 
* Historien om Antrop AB? Grundarnas namn, kort om deras bakgrund samt drivkraft?  
(The history of Antrop AB? Names of the founders, their background and driving force?) 
 
* Hur marknadsför Antrop AB sin verksamhet idag?  
(Which marketing strategies are Antrop AB implementing today?) 
 
* Framtida mål och visioner?  
(What are the company’s future goals and visions?) 
 
* Vad känner ni för möjliga för- och nackdelar med att marknadsföra era consulter?  
(What possible risks and  advantages can you (as a company) see regarding the process of marketing 
your employees?) 
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Appendix 2 
Interview with a total of four employees who are operating within several areas at Antrop AB; one Project 
Manager & Strategist, one UX Designer and two Interaction Designers. Interviews were held between 
May 12 and May 17, 2015 
 
* Hur skulle Du känna inför om Antrop aktivt använder sig av Ditt namn och kompetens som 
marknadsföringsverktyg? Fördelar/nackdelar?  
(How would you feel if Antrop AB would use your name and competence as a marketing tool? 
Advantages/disadvantages?) 
 
* Hur är det att jobba på Antrop? Företagskultur, sammanhållning, utvecklingsmöjligheter osv. (What is 
it like to work at Antrop AB? Corporational culture, cohesiveness, potentiality, etc.) 
 
* Med tanke på Din direkta kontakt med klienter, har Du några tankar kring hur Antrop skulle kunna nå 
ut på ett effektivare sätt till potentiella framtida kunder?  
(Consider that you have direct contact with the clients, do you have any thoughts about how Antrop AB 
could possible reach out in a more effective way to attract potential future customers?) 
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