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INTRODUCTION 

 

 

During the international mobility programme (Erasmus+ study) I spent in 

Nuremberg, I lived several experiences but the most influencing for my studies 

has been the opportunity Mr Franzeskakis gave me. He was the former hotel 

manager of A&O Hotels and Hostels Nürnberg, who accepted me to work as a 

working student in his building. It was a simple hostel, open to everyone, 

affordable, and positioned in a strategic place. Employees had to be dynamic, 

honest and positive and it was not necessary to know a lot about the job, but rather 

be willing to learn. A blue t-shirt was the uniform and a name tag with written the 

worker’s name and the known languages (it was a multicultural team) helped not 

German-speakers customers, to identify and feel free to speak their language 

during the check in.  

In January 2018, after two months I began to work, arrived from Berlin two a&o 

managers with the task to explain us the future transformations of the hostel chain. 

It was the explanation of the rebranding strategy a&o already started to apply. For 

employees it had been quite a surprise to know that the whole Hostel would have 

changed in less than a year. Not only the corporate brand name and logo would 

have changed but also employees’ uniforms (of different colours and no more only 

blue) as well as the entire building would have had design renovations. 

Thanks to this meeting I came up with the idea of deepen the rebranding concept, 

reporting it in the following pages.  

In chapter one are presented some definitions to describe the concept and is 

outlined the situation in which service companies actually live. The first twenty 

years of the new millennium have had hundreds of rebranding cases, arisen all 

around the world. Globalization, an increasingly fierce competition, the spread of 

internet and new devices have led to the diffusion of innovative ideas and the 

creation of new markets. The service sector, more than others, necessitates a 

continuous adaptation in order to serve consumers’ needs and so, to remain in the 

market place, service companies have to create positive associations in the clients’ 
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minds. Accordingly, through their internal forces and well-planned strategies, 

firms try to reach consumers’ loyalty, which is nowadays more and more difficult 

to obtain. 

Then an overview on the causes and on what is necessary to change in order to 

renew a brand will consider separately the brand components and identity 

elements. Mergers and acquisitions as well as the want to enter in new markets, if 

well projected, usually lead to rebrand the whole company organization, which 

will live a turning point accordingly. The corporate identity, remaining based on 

the core values, will change its components to be uploaded and modern: new brand 

name, logo, slogan and design will change the idea people have of the company 

brand. 

In chapter two, will be described the main strategies used for rebranding. In 

particular, repositioning and renaming aim to make brand associations mirror the 

coherent brand identity designed by the company as homogeneously as possible, 

and hence, to make people positively think about the corporate brand. 

A&O Hotels and Hostels, as described in chapter three, is trying to convey a new 

message to customers and potential ones: it is no more only a simple budget hostel 

but a new, stylish, and original accommodation opened to every type of traveller, 

not only groups and backpackers but also to couples, families and business 

travellers. New services as well as the new identity design should attract more 

customers. In addition, the choice to eliminate “Hotels” in the name and 

consequently in the logo should confer coherence to the brand and enhance the 

level of the chain to those step-up target markets, competitors usually had. The 

European leadership of the Berlin-based company is expected to be confirmed and 

strengthened within 2020, due to the merger with a new investor and the 

collaboration with two external firms started in 2017. 

In chapter four, a simple questionnaire analysis goes in depth on the company 

rebranding process. Three hypothesis will be proved: 

H1: The brand image coincides with the new corporate brand identity of a&o 

H2: The hostel chain is ready to welcome families and business travellers other 

than groups 
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H3: a&o is a hostel chain expanded all over Europe 

The first hypothesis refers to both a&o of Venice and Nuremberg. Although the 

two hostels are temporarily different in design (one is already new the other is now 

renewing the interns), the task employees have, and the advertisement done to 

convey the core values to customers play a fundamental role in the rebranding 

process.  

The second hypothesis is based on the perceptions of respondents about the fitting 

of the hostel for families and business travellers. The suitability of the hostel for 

these new targets should equal the one for groups. 

Finally, the third hypothesis focuses the attention on the expansion strategy: new 

countries, new markets and new customers. The chain is strengthening its sector 

leadership by expanding in several European cities. Are customers aware of this 

plan? 
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1. REBRANDING: A NEOLOGISM OF THE 21ST CENTURY 

 

 

Rebranding is a new noun developed in literature only in the last 20 years. 

This term is usually associated to the marketing concept of “corporate” 

rebranding, because the most of cases regard the change of a company brand 

instead of a single product brand. 

It happens to read on the news, that companies with an old, or at least already 

existing, brand image decide to “re-start” the branding process. This last is 

described in literature as a “powerful mechanism” able to isolate owners’ products 

from those of competitors in the mind of consumers.   

Big firms, such as Philip Morris Corp. or Bell Atlantic, changed their brand names 

(the most important brand identity element) relatively into Altria and Verizon, 

revolutionizing, hence the entire marketing sector1.  

Branding, rebranding, corporate brand, brand name are all concepts containing the 

word brand. A simple question could be: What does “brand" mean? 

The brand concept emerged in literature mostly during the 20th century due to the 

growth of the market competition and the development of technology. Products or 

services needed to be distinguishable, something unique that could give potential 

buyers more information than those explicity written on the product label. 

Peter H. Farquhar in 19892 described the brand as: “name, symbol, design or mark 

that enhances the value of a product beyond its functional purposes”.  

In 1991, David Aaker, one of the most influencing brand strategy specialist,3 

defined it so: “A brand is a distinguishing name and/or symbol (such as logo, 

trademark, or package design) intended to identify the goods or services of either 

one seller or a group of sellers, and to differentiate those goods or services from 

those of competitors. A brand thus signals to the customer the source of the 

product, and protects both the customer and the producer from competitors who 

would attempt to provide products that appear to be identical.”4  

                                                           
1 https://brandstruck.co/blog-post/instructive-rebranding-case-studies-time-part-3/ 

2 FARQUHAR, PETER H. (Sep 1989); “Managing brand equity”, Marketing Research., Vol. 1 Issue 3, 
p.10, 24-33 
3 AAKER, DAVID (1991); Managing brand equity: capitalizing on the value of a brand name, New 
York : The Free Press, p. 7 
4 AAKER, DAVID (1991); Managing brand equity, p. 7 
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Furthermore, originated from the print version of 1995 and uploaded year after 

year, the recent definition of the American Marketing Association (AMA) 

associates the term brand to a “name, term, design, symbol, or any other feature 

that identifies one seller's good or service as distinct from those of other sellers."5  

If the word brand has so many definitions and appears in affirmed literature, the 

neologism rebrand, instead, is only now gaining more and more attention, not only 

among business press, but also in academic journals. As said, at the turn of the 

millennium, numerous cases of corporate rebranding have been a challenge for the 

marketing area.6 However, until now, only re-naming gained the most attentions 

among rebranding experts, even if other aspects e.g. re-positioning (change of 

value and attributes), or emotional and functional dimensions of brand 

(relationship marketing) may be equally significant7.  

 

 

1.1 Rebranding definitions 

1.1.1 Re-brand  

 

The neologism “rebrand” connects the prefix “re” and the word “brand”. Re means 

“again, doing something another time, to double, create something new” while the 

second term “brand”, as explained above, is usually associated to a distinguishing 

name, symbol, design or term that enhances the value of a product or service. 

The process linked to this new noun tries to improve the efforts done by branding, 

to make the changed brand emerge in the aimed market category. Considering the 

attempt to increase recognition and volume of impressions, other than to develop 

a strong brand reputation previously done by branding,8 the new process isolates 

the former best practices implemented and applies new data to modify efficiently 

the brand characteristics and consequently influencing consumers’ thoughts in a 

positive way. The need of influencing and changing customer’s perceptions about 

                                                           
5 https://www.ama.org/resources/Pages/Dictionary.aspx 
6 LAURENT MUZELLEC, MARY LAMBKIN, Corporate rebranding: destroying, transferring or 
creating brand equity?, European Journal of Marketing, 2006, Vol. 40 Issue: 7/8, pp.803-824  
7 MUZELLEC, LAURENT; LAMBKIN, MARY, (2006); “Corporate rebranding: destroying, transferring 
or creating brand equity?”; European Journal of Marketing, Vol. 40 Issue: 7/8, pp.803-824;  
https:// doi.org/10.1108/03090560610670007 
8 AMA, https://www.ama.org/resources/Pages/Dictionary.aspx?dLetter=B#branding 

https://www.ama.org/resources/Pages/Dictionary.aspx
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an offered service or product often leads companies to revitalise the brand, hoping 

that the made choice, can satisfy the wants of existing and future customers. It 

changes a brand incrementally (rather than radically) and, because of it, it 

necessitates time, strategic management, efforts and money. Initially 

considerations about the change management are important in order to design the 

formulation of the new vision.9  

Brand identity concept becomes, hence, more and more dynamic, because it is 

continuing built ”through mutually influencing inputs from managers and other 

social constituents (e.g., consumers)”.10 

Since not only products compete in the market, also companies, organizations, 

institutions, countries and even a single person can be branded or rebranded. In 

this work, however, the attention will be drawn to companies, with a particular 

focus on the service category.  

 

 

1.1.2 Corporate rebranding  

 

More and more academic authors and senior managers affirm that the brand 

concept, spread in the whole organization, communicates the company’s core 

values and beliefs. In this case, the brand becomes the corporate brand: the 

company as a brand.11  

Being the brand no more only a marketing tool but also an effective key strategic 

asset, value and corporate culture have achieved a high level of attentions 

accordingly. 

Corporate identity and corporate brand often coincide in literature; this because 

the concept of corporate identity is holistic: it encloses the corporate ethos, aims 

and values and presents a sense of individuality useful to differentiate the 

organization within its competitive environment. Applying the abstract concept of 

                                                           
9 MARILEE, MILLER European Journal of Marketing, Vol. 42 Issue: 5/6, pp.537-552 
10 DA SILVEIRA, C., LAGES, C., SIMOES, C. (January 2013); “Reconceptualizing brand identity in a 
dynamic environment”; Journal of business research [0148-2963]; vol. 66; issue 1; p. 28 -36 
11 LAFORET, SYLVIE (2010); Managing brands, a contemporary perspective, New York: McGrawHill 
Education (UK); pp 88, 100, 324/  
SIMÕES, CLÁUDIA; DIBB, SALLY (2001) "Rethinking the brand concept: new brand orientation", 
Corporate Communications: An International Journal, Vol. 6 Issue: 4, pp.217-224, 
https://doi.org/10.1108/13563280110409854 
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identity to corporations, it follows that each organization has its own personality, 

uniqueness and individuality12. 

Corporate identity deals with diverse stakeholders and several communication 

ways and consequently differs from traditional brand marketing. An organization 

can build agreement and loyalty through the effective manage of its corporate 

identity. As a result, it attracts and retains customers and employees, gets strategic 

connections, receives the support of financial markets and focuses a goal. 

Corporate identity is a strategic issue.13 

Nowadays not only brand managers (marketers, outside consultancies and 

advertising agencies) take decisions about company brands. Indeed, more and 

more senior managers of leading companies, the CEOs, are becoming the “brand 

custodians”. It follows that top-management is now responsible also for acting 

rebranding strategies. 

The creation of a general new brand, should help in “developing a differentiated 

new position in the mind of stakeholders and competitors”.14 Indeed, corporate 

rebranding, being “a systematically planned and implemented process”, creates a 

new favourable image and reputation for the company as a whole. The process 

sends signals to all stakeholders and manages “behaviour, communication and 

symbolism in order to pro-act or react to change”.15  

Responding to environmental changes, as in the evolution theory, Tevi & 

Otubanjo (2013)16 affirm corporate rebranding is “a continuing process whereby 

an organization responds to the dynamics in its business environment by changing 

its self-identity in order to survive and thrive”. Indeed, the need for stability over 

time is threatened by the rapid development of environment and the raising 

participation of consumers in brand building (construction and development).  

                                                           
12 BERNSTEIN, D. (1984); Company Image and Reality: A Critique of Corporate Communications; 
Holt, Rinehart and Winston 
13 RIEL AND BALMER; Corporate identity: the concept, its measurement and management; 1997 
p.355  
14 MUZELLEC, LAURENT; LAMBKIN, MARY, (2006); “Corporate rebranding”; pp 805  
15 JUNTUNEN, MARI; SARANIEMI. S.; JUSSILA, R. (2009); Corporate rebranding as a process; 
Proceedings of the 5th throught leaders international conference on brand management. Athena. 
Greece.  
TEVI, ALEXANDER; OTUBANJO, OLUTAYO (April 2013); “Understanding Corporate Re-Branding: 
An Evolution Theory Perspective”; International Journal of Marketing Studies; 5(3); Nigeria; pp 92  
16 TEVI, ALEXANDER; OTUBANJO, OLUTAYO (April 2013); “Understanding Corporate Re-Branding; 
pp 92  
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According to Nareerut Nunchasiri and Pipop Udorn,17 doctors of the Thammasat 

University of Thailand, the area of corporate rebranding research needs more 

academic attention, due to the lack of exhaustive empirical studies, as well as a 

clear service concept in rebranding, and paradoxical results of corporate 

rebranding.  

The Thai authors affirm anyway, that corporate rebranding can be opposed to 

corporate branding since it is a disjunction from the “initial coherent articulation 

of the corporate brand” made at any moment. Corporate branding (also known as 

company brand), directs strategically the activities of an organization, gives 

consistency by connecting positioning, communication and staff working 

style/behaviour. Branding has become the fulcrum of a company by creating 

relationships with both customers and the company staff.18 It is also seen as a 

strong element to create shareholder and long-term value, and allows to view in 

parallel both business performance and long-term strategy. 19 

Corporate rebranding, instead, referring to the “disjunction or change between an 

initially formulated corporate brand and a new formulation”20 has to differ from 

the previous formulation because it must create a new image of the brand in 

consumers’ minds. It is not a simple task if compared to branding because, 

summed to the previous problems, new challenges come up and the brand manager 

has to seize the right signals coming from the market.  

“Rebranding can be seen as a corporate marketing transformation, i.e. a very 

strong formal signal to stakeholders that something about the corporation has 

changed”.21 

 

                                                           
17 NUNCHASIRI, NAREERUT; UDORN, PIPOP (2015); “Corporate Re-branding in Service Context: Its 
Effects on Relationship Strength and Future Share of Wallet”; Global Journal of Emerging Trends 
in e-Business, Marketing & Consumer Psychology, (GJETeMCP) An Online International Research 
Journal (ISSN: 2311-3170); Vol. 1 Issue 2, p297-327. 31p.  
18 DE CHERNATONY, LESLIE; DALL'OLMO RILEY FRANCESCA (1998); “Defining A "Brand": Beyond 
The Literature With Experts' Interpretations”; Journal of Marketing Management; Volume 14, 
Issue 5, Nos 2/3 
19 SYLVIE LAFORET, Managing brands, pp 88, 100, 324) 
20 MERRILEES, BILL; MILLER, DALE (2008); Corporate Rebranding: An Integrative Review of Major 
Enablers and Barriers p. 538 
21 LAURENT MUZELLEC, MARY LAMBKIN (2006); "Corporate rebranding: destroying, transferring 
or creating brand equity?", European Journal of Marketing, Vol. 40 Issue: 7/8, pp.803-824, 
https:// doi.org/10.1108/03090560610670007 
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1.1.3 Service corporate rebranding  

 

Although rebranding, due to the recent growth of the sector, is developing mostly 

among service companies, 22 research models remain old-dated and do not 

incorporate the modifications in the service systems.23 Researches should consider 

also the impact of employee participation on corporate rebranding, since there are 

only few studies about the topic.   

As far as the definition of the American Marketing Association (AMA), services 

are “products that are intangible or at least, substantially so…they are exchanged 

directly from producer to user, cannot be transported or stored, and are almost 

instantly perishable”. 24 Since services born simultaneously to their use (purchase 

and consumption), they are difficult to identify. On one hand, they: comprise 

inseparable intangible elements, need high involvement of the customer, have no 

property features (no ownership transfer) and do not have a title. On the other 

hand, those products that are neither totally tangible nor intangible are classified, 

basing on their dominant form, as either goods or services, but they may not have 

the same attributes of the total intangible ones.  

The characteristic of intangibility, despite the classification, gives customers no 

clear attributes with which to evaluate the brand and undermines the 

communication of service brands’ values25. 

In the case of services, a brand is hence even more important than in products: 

service firms can address in fact potential intangibility and variability problems. 

They can transmit to consumers new special offerings (special design of a service) 

in an effective way, by deserving its own name. Furthermore, brand symbols 

contribute to render “the abstract nature of services more concrete” and to select 

and describe the several services of a firm. 26  

                                                           
22 MUZELLEC, LAURENT; LAMBKIN, MARY (2006); “Corporate rebranding” 
23 DEDEKE A.(2003);”Service quality: a fulfilment-oriented and interactions-centred approach”; 
Managing Service Quality: An International Journal 13 (4), 276-289 
24 https://www.ama.org/resources/Pages/Dictionary.aspx 
25 SYLVIE LAFORET (2010) page 92 
26 KELLER, KEVIN LANE (2003); Strategic brand management: building, measuring, and managing 
brand equity, Prentice hall, page 16 

https://www.ama.org/resources/Pages/Dictionary.aspx
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As far as Nareerut Nunchasiri and Pipop Udorn (2015) 27, are concerned, the 

corporate rebranding definition given by Muzellec & Lambkin (2006) could be 

good fitted also into the service systems. In the case of a service company, other 

than being the “creation of a new name, term, symbol, design or a combination of 

them”, rebranding is also the “creation of new service systems and new employee 

attitudes and behaviours for an established service brand with the intention of 

developing a differentiated (new) position in the mind of stakeholders and 

competitors.”  

Particularly in telecommunications and financial services industries, as Udorn and 

Nunchasiri28 (2015) have demonstrated, among core elements of service corporate 

rebranding, must be present a positive change in brand relationship quality.  

Basing on relationship theories of Fournier (1998)29 and Dedeke (2008)30  

(customer-firm relationship model, service systems, customer relationship 

management (CRM)), the authors affirm that among affective and cognitive 

dimensions of corporate rebranding, positive change associations created by 

employees and service systems increase the relationship quality of the service 

firm. Actually, the perceived change both in employee’s attitudes and behaviours, 

and the perceived change in the service-systems are particularly significant in 

statistics. Furthermore, a stronger relationship between service intermediaries and 

customers will lead to future share of wallet.  

On the contrary, the study has pointed out that albeit the perceived similarity 

between new and old brand has a statistically significant moderating effect in the 

customized model, in this case it is not influencing. Accordingly, in the proposed 

conceptual model, the perceived brand change of telecommunication and financial 

services is not statistically significant but, since those two sectors differ from other 

service contexts such as hotel, hospital or mass transportation, the model could 

give different results. 

                                                           
27 NUNCHASIRI, NAREERUT; UDORN, PIPOP (2015); “Corporate Re-branding in Service Context” 
28 NUNCHASIRI, NAREERUT; UDORN, PIPOP (2015); “Corporate Re-branding in Service Context”; 
pp 298 
29 FOURNIER, SUSAN (March 1998); “Consumers and Their Brands: Developing Relationship 
Theory in Consumer Research”; Journal of Consumer Research; Vol. 24, No. 4; pp. 343-353 
30 DEDEKE A.(2003);”Service quality” 
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At any rate, despite a potential successful management of the customer 

relationship, especially in the service context there are no guarantees on the results 

of a rebranding strategy. The continuing developing environment cannot give 

precise information about the future associations, customers and potential 

customers can create in their minds. 

 

 

1.2 Causes and expectances of rebranding 

 

1.2.1 External and internal causes  

 

Several are the causes listed in literature that lead to modify the brand. They must 

be enough decisive to undertake the rebranding process (instead of an easier 

refresh action) and not so dramatic to expel the brand from the market.   

Starting from the information provided by David Aaker (1991),31 it is possible to 

identify as causes of rebranding: a saturated target segment, the need of generating 

growth through brand, the ageing of target market and product obsolescence. More 

recently, other opinions are arisen in accordance with the development of the 

society. In terms of strategic marketing32 (process that, through a review of market 

needs done systematically and permanently, creates new products and leads to a 

sustainable competitive advantage), is emerging the necessity to rebrand because 

of a brand image that is confusing or non- existent or because the “trump card” 

among the brand benefits is no more differentiating but a cost. Furthermore, 

rebrand is fundamental when a company loses the planned direction due to wrong 

marketing strategies and management or projects the eventual entrance in a new 

business. In this case, the actual brand “location” has to adapt to a new position in 

consumers’ minds. Sometimes happens that big competitors (companies with a 

higher position), focused on the same target market, threaten other less important 

companies, or that winning strategies of competitors render ineffective the 

                                                           
31 AAKER, DAVID (1991); Managing brand equity 
32 TODOR, RALUCA-DANIA (2014); “The importance of branding and rebranding for strategic 
marketing”; Bulletin of the Transilvania University of Braşov; Series V: Economic Sciences; Vol. 7 
(56) No. 2 
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company brand. Other times is the renewal of the organizational culture that needs 

a change in brand personality or the want to search new target segments that 

expands the brand in a wider action area. 

 

 

Figure 1.1 Causes and consequent needs for rebranding 

 

Academics, affirm that a rapid decline growth rate, associated to a decreasing 

demand is the main wake-up-call.33 In this case, buyers are no more loyal to the 

product/service and the lack of differentiation among products in their mind, leads 

to an anticipated strong price pressure of competitors. However, conducting a 

detailed analysis, an opposite situation could emerge. Even if there are losses, it 

may be due to an initial removal of the border target market or segment, but loyalty 

and buying rates do not variate. Consequently, if the brand position is not enough 

strong, the business loses money and competitors are favoured. 

                                                           
33 AAKER, DAVID (1991); Managing brand equity 
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In particular, although the deregulation of markets creates occasions for 

competition, it still needs attention. 34  The regulation formed to prevent unfair 

competition, often renders market places competitive, simplifying laws aimed to 

restrict forms of collaboration among organizations. For example, a U.S. 

regulation of the Financial Stability Oversight Council (FSOC) formed to sustain 

fundamental systematically financial risky institutions (the so called “too big to 

fail”), helped in 2009 the American International Group Inc. (AIG) not to get 

expelled from the financial market.  

Too many stakeholders had had bad consequences because of its collapse so, the 

federal government assumed 80% ownership stake of the company (a bailout of 

$85 billion) to overcome the financial crisis. The company, subject to rebranding, 

had to change the corporate name into Chartis Inc. and the logo. After nine years, 

due to the economic revival and the exit from the list of the “too big to fail”, the 

strong personality AIG brand had, has made necessary to reinstall the old name. 

  

 

Figure 1.2 AIG logos sequence 

 

The logo made for the forward-looking AIG (Figure 1.2) is now revitalized, 

contemporary, dynamic and transparent so to expand the brand also to other 

segments: the life and retirement SunAmerica Financial Group. 35  

In addition, in case of adverse conditions, such as when the company changes the 

mission, the firm must decide to give up the soulless brand because such 

conditions usually favour the market exit for a band. 36  

                                                           
34 HOFMANN, MARK A., (10/8/2012),”AIG changes corporate logo as part of rebranding effort”, 
Business Insurance, 00076864, Vol. 46, Issue 39, Business Source Ultimate 
35 GREGORY GETHARD; Falling Giant: a Case Study of AIG; Oct 2, 2017; 
https://www.investopedia.com/articles/economics/09/american-investment-group-aig-
bailout.asp  / https://en.wikipedia.org/wiki/Rebranding 
36 TODOR, RALUCA-DANIA (2014); “The importance of branding and rebranding for strategic 
marketing” 

. .
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As seen, some academic authors felt it was necessary to deepen the subject of 

rebranding. Therefore, Muzellec and Lambkin (2006)37 conducted a study with a 

cross-sectional sample of 166 cases of rebranding. They noticed that the two main 

causes for a corporate rebrand were the preference for a corporate strategy such as 

mergers and acquisitions, and the marketing strategy focused on changing the 

corporate reputation.  

Mergers, acquisitions took place to expand the market share, to gain a better 

position in consumers’ mind or to bring together departments.  

In 2000,  when petrol prices were rocketing, the oil company BP Amoco spent 

£4,6 million of the £136 million (dedicated to the manufacturing plants, 

stationeries, liveries, vans) for rebranding the design of the 70 years old logo to a 

new one: a sunflower.38 It followed the merger done in 1998 between Amoco 

(America Oil Company) and BP (British Petroleum). 

 

  

Figure 1.3 Old BP and Amoco logos 

After only one year, in 2001, the company name changed again into BP but in 

2017 Amoco was reintroduced in the US fuel retail sector as retail brand 

(alongside BP) to give potential additional growth opportunities to the company 

(Figure1.2) .39  

  

Figure 1.4 New BP and Amoco logo 

                                                           
37 MUZELLEC, LAURENT; LAMBKIN, MARY (2008); “Corporate Rebranding and the Implications for 
Brand Architecture Management: The Case of Guinness (Diageo) Ireland”; Journal of Strategic 
Marketing, Volume 16- Issue 4 
38 http://www.telegraph.co.uk/news/uknews/1350238/BP-attacked-over-136m-logo-as-petrol-
prices-soar.html, Caroline Davies and Michael Paterson, BP attacked over £136m logo as petrol 
prices soar, BST 25 Jul 2000, The telegraph  
39 https://www.bp.com/en/global/corporate/who-we-are/our-brands/amoco.html 

http://www.telegraph.co.uk/news/uknews/1350238/BP-attacked-over-136m-logo-as-petrol-prices-soar.html
http://www.telegraph.co.uk/news/uknews/1350238/BP-attacked-over-136m-logo-as-petrol-prices-soar.html
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The enounced cases (Figure 1.1) are all possible and real dangers a brand has to 

deal with in order not to succumb and the rebranding process has to be well 

designed and adopted by every single member of the company. 

 

 

1.2.2 Expectances of rebranding 

 

In the last years it is increased the necessity of creating a new reputation in order 

to gain, increase, transfer or recreate the corporate brand equity.  

However, changing a corporate identity without modifying the organizational 

culture, quality and service standards will not successfully improve the standing 

of the brand. Changes in corporate identity, being usually related only to visual 

aspects of the company (logo, design, signage, etc.), may not change, consumer 

perceptions of quality, service and in other intangible brand associations or, even 

worse, could “destroy emotional attachments to the brand”, if the brand had a 

particularly strong personality.40 

Once a rebranding strategy has been adopted, what brand managers expect to 

reach, could not meet the reality. Actually, consumers are perpetually under stress 

and confused by the offers given by the market; they are the final point and 

objective of marketing campaigns. Customers are so important for companies that 

everything is done in order to accomplish their needs and wants. Also integrated 

marketing programmes, which usually involve a company perspective instead of 

focusing on the client point of view, are changing. The 4Ps (Product, Price, Place, 

Promotion) proposed for the first time in the 60s by B. Jerome McCarthy41, have 

being substituted, step by step, with the 4Cs (Client’s solution, Cost for the client, 

Commodity, Communication) to see the product with a customer’s perspective. 42  

Clients are not only interested in the price but also in the total costs necessary to 

obtain, use and dispose the product; clients want it to be available in a comfortable 

                                                           
40 LAFORET, SYLVIE (2010); Managing brands, a contemporary perspective, New York: McGrawHill 
Education (UK); pp 117  adapted from brandigasia.com; http://www.temporalbrand.com/  
41 KOTLER, PHILIP; BROWN, JOHN T.; MAKENS,  JAMES C.; BALOGLU, SEYMUS (2018); Marketing  
del turismo, settima edizione, Milano, Torino  pp 49, 59 from Marketing for hospitality and 
tourism, Global Edition 7th edition, Pearson Education Inc 
42 LAUTERBORN, ROBERT (1990); New Marketing Litany: 4Ps Passé, C-Words take over; New York: 
Advertising age; pp 26/ KOTLER, PHILIP (2006); Marketing management, Prentice Hall; page 51 
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way. Buyers like a two-directions communication too. Consequently, marketing 

managers are considering these client’s needs to develop the 4Ps. 

Furthermore, also the consumer-based brand equity (CBBE) model of Keller bases 

on their necessities and thus, explains a possible successful way to position the 

brand in consumer’s mind. Consequently, rebranding strategies aim to rethink the 

image and position of the brand without creating confusion in the mind of 

consumers.43 

The corporate reputation, then, can be seriously compromised after a bad (product 

or company) brand management and in order to regain positive brand associations 

it needs to separate the corporate brand name from that of the product or of its own 

company name. It is the case of Philip Morris corporation that changed the 

corporate brand name into Altria. In 2003 political pressures against tobacco led 

to negative associations. This threat could be fatal for the enlarged corporation and 

its linked companies so Altria decided to modify its own brand name gaining, 

hence, a different image, increasing the profile, while maintaining tobacco 

income.  

Therefore, companies may be obliged by others or by negative market conditions 

to change the corporate brand, or may personally decide to rebrand. 

It is the case of Guinness: a rebranding strategy that eliminated the close 

connection between the ex‐Guinness Ireland Group, and one of its main products, 

Guinness stout.  After the merger done in 1997, at the corporate level (Guinness 

plc and Grand Metropolitan had together operations in 180 markets), the new 

rebranded company, named Diageo plc (Figure1.5), had to decide if to maintain 

the heritage of the Guinness name or make it reflect the global brand. Since the 

financial structure of the new corporate brand gathered several global brands, and 

the Guinness (Ireland) had merged with United Distillers and Vintners to form 

GuinnessUDV (2000), in 2001 the Irish company was forced by Diageo plc to 

                                                           
43 TODOR, RALUCA-DANIA (2014); “The importance of branding and rebranding for strategic 
marketing” 
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become Diageo Ireland. 44 Company’s operation had a more influential role than 

culture heritage in the creation of a new goal and the change of the market. 

 

  

Figure 1.5 Guinness and Diageo logos  

 

Guinness stout, that until then had been the main company product in the brand 

architecture, became only one of the other priority products (Smirnoff, Johnny 

Walker, Baileys, J&B Whiskey, Captain Morgan Rum, Jose Cuervo tequila and 

Tanqueray gin). 

Future customers seeing a new façade, could change their opinion and 

consequently, the buying decision about that new/old brand. Actually, companies 

seek, through rebranding, a new position, new identity or new market/audience. 

They want also expand their business scope, and not only.  

New production of services or products, new marketing methods, or even new 

industry expectations and the growing competition are all reasons  for an 

organization to act a rebranding strategy. 

Creating or destroying corporate brand equity through a new identity, thus still 

remains a contradiction in the process of corporate rebranding. 45 

 

 

1.3 Changes of the brand 

 

Since a service company brand refers most of the times to something intangible, 

the process of rebranding becomes more complicated.  

                                                           
44 LAURENT MUZELLEC, MARY LAMBKIN, Corporate Rebranding and the Implications for Brand 
Architecture Management: The Case of Guinness (Diageo) Ireland; Journal of Strategic Marketing, 
Volume 16, 2008 - Issue 4 
45 MUZELLEC, LAURENT; LAMBKIN, MARY, (2006); “Corporate rebranding: destroying, transferring 
or creating brand equity?”; European Journal of Marketing, Vol. 40 Issue: 7/8, pp.803-824;  
https:// doi.org/10.1108/03090560610670007 
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The four components of a brand (identity, image, positioning and equity) and the 

identity elements (name, logo, slogan, design) can be reviewed and changed. 

 

 

1.3.1 Brand identity  

 

Brand identity is the promise that a company makes to consumers; brand identity, 

in synthesis, represents how the company sees its own brand, it is everything the 

company wants the brand to be seen as.46 

It may consist of features and attributes, benefits, performance, quality, service 

support and the values that the brand possesses. The brand, hence, can be seen as 

a product, a personality, a set of values and a position it occupies in people’s 

minds.  

During the last 20 years, the concept of identity has seen some variations in the 

overall literature. Aaker’s (1996) brand identity system defines brand identity. The 

twelve dimensions and the relative four perspectives are: 47 

 product (product scope, product attributes, quality/value, uses, users, country of 

origin) 

 organization (organizational attributes, local versus global) 

 person ( brand personality,  brand-customer relationship) 

 symbol (visual imagery/metaphors, brand heritage) 

 

Brand identity, then, as far as Kapferer (2004) is concerned, has six facets: brand 

physique (tangible aspect of the brand), brand personality (human characteristics), 

brand culture (inspiration cradle); brand relationship (ability to connect with 

people); brand reflection (who is perceived to use a brand), and self-image 

(customers buy a brand to reflect their own image and identity).  

 

                                                           
46 LAFORET, SYLVIE (2010); Managing brands; pp 117;  adapted from brandigasia.com; 
http://www.temporalbrand.com/  
 
47 LAFORET, SYLVIE (2010); Managing brands; pp 112 /AAKER, D. (2002), Building strong brands, 
London: Simon &Scuster UK Ltd. 
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Figure 1.3 Brand identity prism48 

 

Brand personality in particular is described basing on translated theories of human 

personality, and has, therefore, similar measures of personality attributes and 

factors. Alt and Griggs (1988)49 tried to measure brand personality through a 

psychometric and factorial model. It consists of personality characteristics that 

distinguish brands measuring, consistently and reliably, the features across a range 

of brands. They tried to develop a brand personality inventory similar to a human 

personality test. The resulting five facets of brand personality are: sincerity 

(honest, cheerful); excitement (daring, imaginative); competence (reliable, smart, 

successful); sophistication (charming, noble); ruggedness (outdoorsy, tough). 

Aggressive competition in the market can be defeated by brand personality that, if 

well developed, can result in customer loyalty. Trust in a brand happens when the 

brand identity is well defined and has been experienced by the customers and 

differentiate the brand among competitors. However, if brands become similar, a 

clear and consistent brand identity that had been well communicated, could be not 

sufficient and only the brand personality could lead to the final choice.50  

                                                           
48 http://4.bp.blogspot.com/-hjHT1XBtTXI/Vk76k9AZq_I/AAAAAAAAAGI/zqtPVJ-
R99Q/s1600/prism.png 
49 LAFORET, SYLVIE (2010); Managing brands; pp 112 
50 HEYLEN, J. PAUL et al. (January 1995); “An implicit model of consumer behaviour”; Article in 
Journal of the Market Research Society. Market Research Society 37(1):51-67  
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Basing on the well accepted David Aaker’s (1996) definition of brand identity, 

academics could affirm that: “brand identity is a unique set of brand associations 

that the brand strategist aspires to create or maintain”, by adding that: “these 

associates represent what the brand stands for and imply a promise to customers 

from the organisation members”. However, basing on the view given from Da 

Silveira,51 the concept becomes more and more ductile. 

In this last two decades the entire society and consequently the most of marketing 

strategies have been living modifications. Academics seem to agree with the idea 

that identity is a dynamic concept, that bases its roots among insiders (brand 

managers), and develops itself in a constructive exchange of information from 

insiders and outsiders (managers and other stakeholder e.g. consumers). This 

development narrows the concept of brand identity and brand image because 

identity entails differentiating, fundamental and enduring attributes - where 

enduring has a dynamic meaning - that mutually influence both the parts. 

In particular “core values” remain consistent over time, while other dimensions 

evolve, if necessary, “to adjust to the environmental context”.52  

The values suggested to customers by brand identity can give them functional, 

emotional and self-expressive benefits.  

The forceful drive of brand identity should be strategic rather than tactical and the 

strategist should pay attention both internally and externally during brand creation.  

The brand identity scope should be accordingly, as broad as possible rather than 

narrow in order to exploit all those brand elements and patterns considered 

strengths of the brand, that are useful in clarifying, enhancing, and differentiating 

an identity.  

In addition brand identity can be developed through other tools: brand identity 

elaboration, brand positioning, brand building programmes and brand tracking. In 

particular, brand identity elaboration is a set of tools thought to increase “richness, 

texture and clarity” to brand identity. It follows that with a clear and elaborated 

identity it is possible to position the brand in consumer’s mind. This 

implementation task is the part of the brand identity and value proposition actively 

                                                           
51 DA SILVEIRA, C., LAGES, C., SIMOES, C. (January 2013); “Reconceptualizing brand identity” 
 
52 DA SILVEIRA, C., LAGES, C., SIMOES, C. (January 2013); “Reconceptualizing brand identity” 
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communicated to the target audience by the company. Brand building programmes 

and tracking, then, are useful in order to develop and analyse the brand effects. 53 

  

Brand identity consists of four elements: name, logo, tagline (also known as 

slogan) and design system.  

Stuart and Muzellec (2004)54 categorized the cases of rebranding in: 

- name + logo;  

- name+logo+slogan;   

- logo only;  

- logo + slogan;  

- slogan only.  

It is possible to categorize the rebranding change levels basing on the three brand 

elements: name, logo, slogan. An evolutionary change, which involves only one 

changing element (slogan or logo), can become revolutionary if involves 

contemporarily all three identity elements (name, logo, slogan). 55 

 

1.3.1.1 Brand name 

 

The brand name is one of the most important elements in case of branding and 

rebranding because of its particular nature. The name is the basic core indicator of 

the brand, the basis for both awareness and communication efforts.  

Basing on the brand strategy and architecture, the name typologies are: descriptive 

(of places or tasks), eponymous (same name of a person or thing), suggestive 

(recognizable and significant), arbitrary (a common word unconnected to its usual 

context) or fanciful (freestanding, of unique fabrications). It may represent a 

product or the entire organization.56  

                                                           
53 LAFORET, SYLVIE (2010); Managing brands, a contemporary perspective, New York: McGrawHill 
Education (UK); pp 112 
54 STUART, HELEN; MUZELLEC, LAURENT (Jul 2004); “Corporate makeovers: Can a hyena be 
rebranded?”; Journal of Brand Management, Vol. 11 Issue 6, p472-482 
55 STUART, HELEN; MUZELLEC, LAURENT (Jul 2004); “Corporate makeovers” 
56 LAFORET, SYLVIE (2010); Managing brands; pp 112 
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A task for the brand manager is the development of brand names; their 

development must produce as positive as possible associations and has to be 

relevant to both product and public. 

Brand managers, then, have to remind that strong brands are based on years and 

years of sustained investment in that brand name, their predecessors thought 

would have yield a “loyal consumer franchise, higher margins and a continuing 

stream of income for the brand owner”. 57   

Rebranding may be described as a continuum of minor changes, such as restyling 

to complete renaming. This latter is the critical element of rebranding, as far as 

Daly and Moloney58 are concerned. The change of corporate names implies the 

consequent modification of their associated values and promises. Basing on 

Kapferer’s four classifications, the authors have suggested four approaches to 

renaming: interim/dual, prefix, substitution and brand amalgamation. 

The interim/dual approach identifies a sort of temporary compromise intended to 

be used or accepted until its replacement with a new permanent name or legacy 

brand takes place. Consequently, this interim arrangement may allow a brand 

“AB” to replace momentarily both the old brand A and the new brand B.  

This approach, supported by a thorough rebranding strategy, was used in 2001 for 

six months, by Vodafone. To act the acquisition of Eircell, Vodafone sent to 

customers, both internally and externally, integrated communications with the 

interim name Eircell- Vodafone removing then Eircell from the market and 

positioning successfully the new name Vodafone. This strategy enables the 

absorption of the value of the old brand equity into the emergent one. 

The prefix approach gives the possibility to two or more brands to merge and 

create a new brand that is considered as a prefix to the legacy brands. Also in this 

case the added noun is temporary: after the removal other legacy names, remains 

only the added prefix to represent the merger. Attributes and values stakeholders 

had of the previous several names get together and form a collective new brand 

equity. 

                                                           
57 AAKER, DAVID (1991); Managing brand equity/ KAPFERER, JEAN‐NOËL (2000); Re-inventare la 
marca: potranno le grandi marche sopravvivere al nuovo mercato?; Translation of:  Re-marques. 
Les marques à l’épreuve de la pratique; Editions d’Organisation, Paris, pp 181/ KELLER, KEVIN 
LANE (2000); Building and Managing Corporate Brand Equity, in The Expressive Organization, eds. 
Majken Schultz, Mary Jo Hatch, Oxford University Press 
58 AIDAN DALY, DEIRDRE MOLONEY (2004) ; “Managing corporate rebranding”; Irish Marketing 
Review.; Vol. 17 Issue 1/2, p30-36 
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In the third case, substitution, there is a switch from the old to the new name or a 

total new one. Several researches are required in order not to have negative 

consequences. In case of positive associations (emotional attachment) to the 

brand, well planned communications should reassure stakeholders and “minimise 

confusion and resentment”. 

Finally, brand amalgamation is helpful when two strong brands merge. In this 

case, the strengths and values of the brands come together mixing their names, 

enhancing hence, the summed equity as in the case of Jurys-Doyle Hotels or 

PriceWaterhouseCoopers. The mingle of names must be carefully carried out, not 

to change negatively the stakeholders perceptions of the brand. Therefore, the 

whole rebranding strategy must totally incorporate the amalgamated name. 

 

 

1.3.1.2 Brand logo 

 

The second brand identity element is the logo. It can be a mark (graphic symbol), 

logotype (a combination of symbol and name) or word mark (mainly typographic 

style with more importance on the name rather than on graphics symbolism). 

As Stuart and Muzellec59 state: “A change of name and/or logo and slogan is 

perceived as a strategy which will herald a new beginning for the organisation, 

with a marvellous chance to create a positive new image.” 

This company “banner” has to be distinctive, memorable, and signalling since it 

is the recognizable sign the company needs to differentiate itself from the fierce 

advertising competition. These 21st century logos can be compared to the coats of 

arms. These heraldic emblems of a family or organization of the XII century were 

used in the middle age not only by cavaliers but also by common people. Already 

seen among fighters’ accessories in the second part of the XII century, to 

distinguish one from the other knights in the fray, the symbol then, during the XIII 

century, brought the borders and started to appear also among the civilians: nobles, 

clerics, farmers, entire cities and institution. Every person or institution had an 

                                                           
59 STUART, HELEN; MUZELLEC, LAURENT (Jul 2004); “Corporate makeovers” 
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emblem, because they embodied a new identity sign for a society that was 

developing.60 

Nowadays to change a logo, research is vital: the involvement of customer, 

leveraging on their emotions, is necessary to create unique, successful and 

sustainable international brands.61   Accordingly, before and after a name, logo or 

slogan modification, researches must be done and the deriving design of brand 

elements should creatively mix both the rational and emotional emerged.62. 

Moreover, the change of logo may affect the two logo characteristics: content, in 

case of a new brand strategy, i.e. with a change in name, or style, in case the 

company needs only to update it into something more modern and sometimes 

abstract. In any case, the change should be minimal and incremental. Daly and 

Moloney (2004)63, however, affirm that if a logo is gradually changed, it will 

slowly evolve the company, while a rapid and drastic modification may result into 

a sceptical and resistant behaviour of customers. Consequently, to be effective, the 

modified logo has to remain consistent over time, maintaining links with the other 

brand identity elements.64  

Usually corporate rebranding teams use abstract symbols to present a company. If 

logos have an abstract design, it should symbolise the organization and be clear to 

stakeholders in order to gain value. 65  They are often related to the organization 

presenting, singularly or jointly, characterizing colours and forms It is particularly 

difficult for highly abstract and mono-colour logos to remain in the market without 

criticism, or even ridicule, because are not clearly recognizable and challenge an 

already crowded market. Public institutions, in particular, tend to hide their public 

responsibility using an abstract design: in Australia, although a crest in the 

university sector means quality, some universities changed emblems from crest to 
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nonconcrete figures. It is the case of Griffith University in Queensland, which 

recently selected a book as new logo (figure 1.4), substituting the original crest 

design inspired on the coat of arms of Sir Samuel Walker Griffith, the 

organisation's homonymous.66 

Figure 1.4 Griffith University old and new Logo 

An empirical research conducted by Henderson and Cote shows when a logo has 

a high-recognition power. The results rank in the first position the harmony, and 

natural character of the symbol. In addition, the design should not be too 

complicated even if some organizations with an abstract logo but higher income, 

such as McDonald’s, can deliver to stakeholders their identity through classical 

conditioning.67 

 

1.3.1.3 Brand slogan 

 

The third element, the tagline or slogan, appears with the logo in a predefined 

space and gives synthetic information since it is a short verbal phrase. It can be 

utilized not only to define something, such as company’s business, product’s 

function, typology of customers served or benefit it provides, but also to present 

the brand’s personality. Apple’s “Think different”, Nike’s “Just do it”, Mc 

Donalds’ “I’m lovin’ it” are three successful taglines that present in a clear and 

easy way their business’ personalities. However, it is not simple to create one 

slogan that will break through the clutter and contemporarily ideally represents the 
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positioning strategy of the corporate brand. Consequently, the slogan may be 

modified frequently, unlike brand name and logo, to allow the company to 

modernize, upload, and change the position of the brand in the market68. 

As far as Muzellec is concerned, the slogan change is useful to introduce a new 

brand name. In the case presented by the academic, a double merger done by 

Commercial Union (CU) to Commercial and General Union (CGU) and then to 

Commercial and General Norwich Union (CGNU) necessitated a new name, 

meaningful and easier to remember: “Aviva”. The slogan, “We are a brand new 

company with 300 years of history”, helped to convey two concepts: in the new 

name, long established corporations were unified and, secondly, that this was a 

new start.  

Another case suggested by two Indian academics shows the importance of 

changing slogans to gain target attention. 69 When, in 1995, the new Indian brand 

name “Airtel” substituted the merger of two companies (incorporation of the 

cellular operator Bharti Tele-Ventures done by Sunil Mittal), cellular services 

were considered as a luxury. In Dehli, the first campaign of Airtel was focused on  

the elite class and presented, indeed a black, uppercase, bold-lettered logo with the 

slogan “The Power to Keep in Touch”. However, after the saturation of the market, 

Airtel decided to expand in India enhancing its offerings and target. Competition 

grew and prices dropped so that the company had to change the slogan into “Touch 

Tomorrow” in 2000. This new slogan beside the same logo, was an attempt of the 

company to deliver a sense of gentleness and efficiency to middle classes by 

keeping the core values of leadership, performance and dynamism.  In 2002, the 

feeling of cooperation transmitted by the new leadership concept, led to develop 

the brand into something more gentle, authentic and affordable. The following 

slogan became “Live Every Moment” to create a more emotional connection with 

customers, subsequently modified into “Express Yourself” to be more innovative 

and opened to customers’ needs. In 2005 the company was integrated into BTVL 

creating “One Airtel” platform and gained international recognition after the 

Vodafone investment in the Indian company with a new brand name: Bharti Airtel.  
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Then in 2010, a new logo, more similar to the emblem of Vodafone, joined the 

several markets the company conquered (in south Asia, Africa) and increased 

associations to the several new services the international firm offered.  

In twenty years, the Indian company changed thrice to adapt to current changing 

market conditions. In the first case it rebranded to expand in the liberalized 

regulatory environment of India, then the challenges coming from the competitive 

sector made it evolve a strong and distinctive identity, and thirdly, it was due to 

the international expansion that changed local customers’ perceptions.  

Therefore, it is suggested to maintain the actual slogan if it still reflects the 

positioning, while, on the other hand, the adoption of a new one risks to be 

perceived as incoherent towards the brand identity. If an old slogan thereby does 

not mirror the brand positioning anymore, it should be changed, but this, if not 

well thought, may reflect badly on the company, with a consequent need to be 

changed again. 70 

 

1.3.1.4 Brand design 

 

Mergers, acquisition, diversification and takeovers change the identities of 

companies more and more quickly. To close the gap between corporate identity 

and image, the corporate design must be analysed, explored, refined and 

implemented, if necessary also through a review of human generated design 

principles.71  

Design system encompasses an organized series of steps to create the unique 

“visual identity” of companies and brands. In order to be noticed and replicated 

the design should consist of: distinctive colours; typography or typefaces; 

secondary graphics such as particular graphic objects that blend layouts, 

interesting pictures, photos; and structural grids, which produce the unique type 

of elements in several design uses. The logo, as well as packaging, features and so 
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forth, if updated or modified, should modernize the firm’s appeal without 

compromising the core features. 

Clever managers use researches to make successful decisions, getting fresh outside 

information and assistance useful for the company. Promotion follows the needs 

and wants of consumers and sometimes it should be unexpected, uncomfortable to 

change their perceptions and purchase decision.72 

Graphic designers influenced the development of corporate identity development 

articulating the basic principles to form and manage it, and continued to influence 

senior managers’ decisions.73 As a matter of fact, the corporate identity concept, a 

graphic design paradigm, was initially connected to business terminology, logos, 

company brand and visual identification. Practitioners from North America first 

included design into the managerial area (Selame and Selame in 1975 or Carter 

1982), then advanced also the design and communication consultants from 

England (Bernstein 1986, Olins 1978, 1989), followed by practitioners from 

Germany (Birkight ad Stadler 1980), France  (Hebert 1987)  and Netherlands 

(Blauw, 1989). 

In the end of the 90s symbolism was no more only a simple way to increase the 

company awareness but a fundamental vehicle for communicating the corporate 

brand strategy; it gained a more and more influential role in the brand history. 

Actually, Olins (1978)74 suggested three typologies of visual identity: monolithic, 

endorsed and branded, and organizations often used these suggestions to develop 

their corporate strategy, branding and communications programmes. Then the 

integration of marketing communications with the visual aspect, had to maintain 

consistency to positively describe the business. In particular, Bernstein (1986) 

affirmed that companies should have used breadth, complexity and importance by 

communicating the corporate brand. However this rendered the process of creating 

                                                           
72 NAPOLES, VERONICA (20.06.1988); “Corporate Identity Design”; marketing News; Vol. 22 Issue 
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and manage the brand communication mix more difficult than the marketing 

communications mix.  

By interpreting the company’s symbolism, the method of visual audit, usually used 

by design consultancies, reveals some of the basic traits of an organization's 

identity (Napoles, (1988); Olins, (1989)). Corporate identity, according to the 

arguing of Olins (1978) and then Birkight and Stadler (1980), could be described 

as the way in which “an organization's identity is revealed through behaviour, 

communications, as well as through symbolism to internal and external audiences”  

The communication design was used, in particular, by the neoliberal governments, 

“to commercialize and monetize as much of public life as possible”.75 Victorian 

councils, even if not required by the law, decided to manage perceptions by 

rebranding themselves. The presence of logos and the consequent identities among 

Victorian councils strengthened their limited roles and helped the state 

government be modifying all Victorian governments into business ventures for 

services. The visual language of commerce in this case was fundamental. 

The cultural aspect also plays a big role in the definition of the brand design.76 For 

example, as proved by a Korean research, Korean brand‐logos usually present 

more creativity than the American ones. In Asian design, if compared with that of 

USA, emerge more abstract figures and symbolism, while the content of brand 

taglines has more additional values. Consequently, if the aim of a company is to 

expand the corporate brand into new cultural dimensions, then, localized corporate 

identity strategies become necessary.  

 

 

1.3.2 Brand image 

 

Brand image could be briefly described as how the consumer (despite the 

company, in brand identity) perceives the brand. As a matter of fact, in the 
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76 JONG, WOO JUN; HYUNG‐SEOK, LEE (2007); “Cultural differences in brand designs and tagline 
appeals”; International Marketing Review 24:4, 474-491 



33 
 

literature, brand image is described as “a set of associations, usually organized in 

some meaningful ways” in order both to facilitate the consumer in the process of 

understanding (summarising product characteristics), and to reduce 

communication costs for the firm.77  

Associations and images are perceptions which may or may not reflect objective 

reality. “Brand image is the totality of consumer perceptions about the brand, 

which may not coincide with the brand identity. Companies have to work hard on 

the consumer experience to make sure customers see and think is what the 

companies want them to”78. Day after day potential buyers retain and register from 

all sources of communication something about a company or its brand 

products/services; not only through advertising, sales promotion, sponsorship 

activities, internet, direct mail, videos etc., but also with the direct approach at the 

point of sale, the interaction with salesperson or the collection of  info reading 

articles in the media. These first impressions summed up with buyers’ perceptions 

contribute to build up brand image. The effective and efficient transmission of the 

brand message depends on how the Integrated marketing communications (IMC) 

tools are handled. 

Culture is also cardinal for brand image building. An endorser or a place 

presenting the exact personality or meaning associated to the brand can influence 

the potential buyer and thus, marketers try to transfer into the brand cultural 

meanings so to outline a more influential brand personality. 

These perceptions are measured, hence through associations held in consumers’ 

memory. Among the multitude of ideas related to a brand, one or two of them may 

prevail and brand image researchers have to focus on those powerful associations 

in order to reinforce them by creating following brand communications such as 

packaging, advertising, promotion, customer service, word of mouth, and other 

features of the brand experience. 
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In case of rebranding, the goal of brand managers is to change those associations 

in order to enhance the brand’s importance in a sector, or to detach the idea people 

have of the old brand to the new one. 

Consumers actually buy not only the product itself, but also its image associations 

because tend to define themselves by their possessions or experiences (in case of 

services). Consumers seek importance, wealth or, most of all, the possibility to 

identify and associate themselves with other users of the brand.   

A brand image has success if, asking consumers about the brand, the first words 

they think about (top of mind) are homogeneous; it means that the good image 

(positive, unique, instantly evoked) of a brand is understood and accepted by 

consumers. On the contrary, in case of high variability of responses, attributes not 

properly image-referred, or non-forthcoming attributes the brand image is weak 

and needs a reinforcement in communication. 

Through a list of associations, already existing (e.g. Aaker’s brand personality list) 

or new (strength ranking of positive and negative associations referred to the 

brand), it is possible to layout the effective strength of the brand image. The 

comparison, than, of the average strength of each association with the brand and 

those of competitors, enables to better consolidate the image. 

 A changed image usually has difficulties in dealing with inconsistencies. The 

customer will need to resolve them by adjusting perceptions. 79 The company must 

beware of such modification rendering the brand as consistent as possible with its 

identity. 

 

 

1.3.3 Brand positioning 

 

The concept of brand positioning, coined by Jack Trout in 1969, remains at the 

heart of marketing strategy even today. 80 
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In the 1950s, marketers focused their attention on products’ characteristics and 

revenues coming from the selling of products. During the 60s, technology changed 

this view and Unique Selling Proposition (USP) became less important: the “me 

too” products started to appear in the market. High, strong concurrency started to 

create problems. Then came the “Image” era: reputation, image was the most 

important characteristic, more than the product itself. David Ogilvy had success 

in this time with advertise campaigns for the Hathaway shirts, Rolls- Royce, 

Schweppes and other names. In the 80-90s, Ries and Trout period, creativity was 

no more important: to have success you had to create a position considering not 

only the strengths and weaknesses of yourself but also of competitors. Strategy in 

the advertising was fundamental accordingly, in that “positioning era”. The 

company’s brand had to arrive first in consumers mind and create as fast as 

possible a position (IBM was the first society that conquered the position in 

consumers’ mind as far as computer is concerned).  

Nowadays the definition of brand positioning given by businessdictionary stands: 

“A marketing strategy that aims to make a brand occupy a distinct position, 

relative to competing brands, in the mind of the customer”.81 It is hence the 

aggregate perception the target audience has of a specific organization, good or 

service compared to its perceptions of competition in the same category.82 

Service companies, thus, can obtain a position in the mind of consumers because   

“the use of an intangible attribute such as overall quality, technological leadership, 

or health and vitality can sometimes be more enduring as tangible product 

attribute.” Aaker suggests that “the association with a customer benefit is another 

option.”83 

Repositioning a brand hence is nothing but changing consumers’ ideas, by creating 

new associations. However, associations are difficult to manage and change, most 

of the time. 

A brand could be simply a name (and its physical embodiment), but for external 

and internal customers it is also a set of values and promises, sometimes also a 

personality. The meaning it has is fundamental for a positioning strategy. 84 
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Expectances of buyer for the new idea they have of the brand, may be also worse 

than maintaining the old image. Consistency between what was promised and 

what has been done must convey only positive associations in order to have a 

successful rebranding. 

The repositioning concept will be described more in depth in chapter 2. 

 

1.3.4 Brand equity 

 

“Brand equity is a set of assets (and sometimes liabilities) linked to a brand name 

and symbols”.85 In particular, corporate brand equity is the “differential response” 

by the firm’s relevant stakeholders (customers, employees, suppliers…), “to the 

words, actions, communications, products or services provided by an identified 

company”.86 

Both formal and informal signals that a company diffuses contribute to form the 

stakeholders’ thoughts.87 

Brand equity can be built in many ways. Flexible marketing activities, product, 

price and distribution strategies can contribute to brand equity. Creativity and 

original thinking are useful to originate breakthroughs among marketing 

campaigns but have to remain consistent with the original brand-building goal: 

create awareness, as well as enhance loyalty and demand.88 

Modern marketing campaigns usually move away from the traditional marketing 

mix and Porter’s 4Ps concept (product, price, promotion, place) since more and 

more new activities appear and they cannot totally fit themselves in former 

theories. New technologies and new media, easing the processes of data gathering, 

are disrupting traditional media such as television, radio, magazines.  
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Marketing communications can help the construction of brand equity by creating 

awareness. Basing on the Costumer-based brand equity (CBBE) model the 

associations of points of parity and points of difference consumers have in their 

mind create more positive feelings and give the possibility to strengthen the 

consumer-brand relationship enhancing, then, the brand resonance. 89 

In addition the “Integrated brand communications” (IBC) process helps building 

a successful brand-communications programme. 

There are 10 steps for building a successful IBC programme”:90  

1- Comprehend the role of the company brand  

2- Comprehend factors contributing to the brand value 

3- Define the target market 

4- List Unique Selling Propositions (USP) 

5- Argue value propositions to change perceptions 

6- Build the messages to modify brand associations 

7- Choose the right compelling message for audience’s  need 

8- Select the most efficient communication channel 

9- ROI with message and media 

10-  Opportunities for improvement from step 5 

 

Since it is aligned with both the market needs and the company business 

objectives, it enables the company brand to be promoted in a more systematic as 

well as effective way. IBC also focuses on the understanding of the role of brands 

within the business model, and determines how brands can help grow and sustain 

the business.91 
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2. HOW TO EVOLVE OR REVOLUTIONIZE A BRAND 

 

 

 

Rebranding means modernizing or changing the thoughts about a brand of the 

different stakeholders involved92. Several are the causes that lead to design a 

unique identity: more competitors in the market, changing market environment, 

etc. What companies can do is to modify tangible and intangible brand elements 

in an evolutionary or revolutionary way.93 Brad name, logo and slogan are the 

three elements senior manager decide to change in order to modify the corporate 

image. 

A simple change of brand logo or slogan, done to upload and modernize the brand, 

is an evolutionary step a company usually does to maintain its position in the 

market and to reinforce the core values it has. As already seen in chapter one, 

organizations may adopt this approach to convey stakeholders new fresh ideas 

about the brand, remind them that the company still exist and its competitiveness. 

Several slogans can be combined to a single name and logo. Also a logo can be 

modified, however its change is less frequent than a slogan because of consumers’ 

affection towards the symbol and meaning the brand has. A change in name, then, 

involves a consequent change in logo and slogan (if no more coherent) and leads 

to a revolutionary change of the brand. The brand name encloses all the core values 

of the company and is strictly connected to the brand equity. The modification of 

these elements aims to create a new identity, a personality that awakes new brand 

associations, and hence a new position of the brand in consumers’ minds.  
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2.1 Six principles for rebranding 

 

Merrilees and Miller 94, with their study “ Principles of corporate rebranding”, 

assist entities to design and develop a corporate brand change in a successful way 

through six principles summed up in Table 1.1.   

All six principles were supported by cases and reflected six different necessities: 

- retaining core values and fostering the brand 

- connecting the new brand with the revised brand 

- targeting new segments 

- obtaining stakeholder “buy‐in” 

- aligning brand elements  

- building awareness through promotion 

The first three of six principles enounced, guide revisions to the corporate vision, 

the fourth is useful to teach getting stakeholder “ buy- in” and the last two 

principles implement the rebranding process.  

 

 

Principle 1  Designing a suitable brand vision for the corporate rebrand should 
balance the need to continue to satisfy the core ideology of the 
corporate brand, yet progress the brand so it remains relevant to 
contemporary conditions 

Principle 2 Successful corporate rebranding may require retaining at least some 
core or peripheral brand concepts to build a bridge from the existing 
brand to the revised corporate brand 

Principle 3  Successful corporate rebranding may require meeting the needs of new 
market segments relative to the segments supporting the existing brand 

Principle 4 A company applying a high level of brand orientation through 
communication, training and internal marketing is more likely to have 
effective corporate rebranding 

Principle 5 A successful company having a high level of integration and 
coordination of all aspects of the marketing mix, with each brand 
element aligned to the corporate brand concept in its corporate 
rebranding strategy implementation is more likely to have effective 
corporate rebranding 
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Principle 6 Promotion is needed to make stakeholders aware of the revised brand, 
with possible additional benefits if non mass media are included in the 
promotion mix 

Table 1.1: The six principles rearranged on Bill Merrilees, Dale Miller, (2008) "Principles of 

corporate rebranding” 

 

The actual theory of corporate rebranding encompasses brand re-visioning, 

internal branding and brand strategy implementation. Internal branding, in 

particular, is supported by several academics (such as Bergstrom et al (2002) and 

Karmark (2005)), who through some cases, provided precise steps to follow to 

enhance employees’ participation in the process. 

Moreover internal stakeholder “buy-in” plays a fundamental role:   its absence 

may reduce and even threaten the effectiveness of a corporate brand. Basing on 

the culture of the organisation, companies should deepen how to obtain buy-in. 

Buy-in analysis as well as alignment of brand elements must be the initial focus 

for the design process of corporate rebranding. 

The higher the integration and coordination of every feature of marketing mix with 

each brand element, the more successful the corporate rebranding. Every brand 

element must follow the directives of the corporate brand concept in the corporate 

rebranding strategy implementation.  

In addition, according to the six principles’ authors, the promotion mix, usually 

including mass media and two-way dialogue through interactivity (active 

customer involvement), may be implemented thanks staff-led initiatives. A three-

way dialogue between company, customer and staff, hence, could be used to 

promote successfully the rebrand. 

Companies, often act a rebranding process due to the change of the customer base. 

Over time, the evolution of global brands into new markets necessitates, 

accordingly, the adaptation to a new segment. It follows that the rebranding 

process to be successful needs an accurate previous analysis, high internal 

commitment and patience. 

Other academics affirm that the rebranding process requires several previous steps 

such as the collection of data and strategic analysis as the SWOT (Strengths, 

Weaknesses, Opportunities, Threats) analysis and the involvement of company 
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employees, partners, customers in order to examine well the actual situation (often 

related to a not effective branding process) to straighten or not the final decision.95  

Through an initial process, inside out oriented, the company can start a successful 

rebranding; thanks a brainstorming it is possible to design creative ideas for the 

development of a new verbal and visual identity.96  

Commitment and creativity have to emerge to obtain a successful rebrand: the risk 

of failure is high and companies have to strive, employing the most efforts the 

possible, for endeavouring to advance the strategy.  

Rebranding strategy actually must focus on the solution of internal problems and, 

only then, on the creation of expensive campaigns or revolutionary changes in 

brand identity.  

Very often, the results of rebranding have been the opposite than the ones expected 

and planned by the company managers. Change of name or logo, announcement 

by media channel of the modifications or reposition of the brand as well as being 

helped by external agencies or  external rebranding strategist are very dangerous 

to do if the brand is not strong enough.  On the contrary Puma, Apple and Gucci, 

as far as Raluca- Dania Todor is concerned, have demonstrated that patience, 

internal forces and a late rebrand campaign, if well used, can lead to a successful 

rebranding.97 

 

 

2.2 Repositioning 

 

2.2.2 Positioning process 

 

Jack Trout and Al Ries (1996) suggest to re-position a (new) concept in the 

consumer’s mind only after being sure to have deleted the old one, given by 

concurrency. For example, they explain that also scientists of the sixteenth century 

had to demonstrate that the earth was round by previously showing it was not plate. 
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In addition, the possibility to challenge others should not be a cause of scare 

because re-positioning, as well as conflicts, “exist to demolish an already existing 

concept, person, or product”. Concurrency can be defeated through direct 

comparisons and  saying something about already existing products (instead of 

about the new products) could be a good strategy.98  

These two authors, Jack Trout and Al Ries, also compared the consumers' 

behaviour to that of an animal child in the natural world  imprinting is the meeting 

of a child and its own mother only few seconds in order to fix the identity of its 

own parent.99 The essential ingredient to assure a leader position thus is to arrive 

first and the one in order to maintain it, is to reinforce the original concept.100  

 

Positioning, by proposing the brand value, convinces the consumer to choose the 

company’s brand over competitors’ brands since it explains the importance of its 

brand in his or her life; so, through positioning, the brand manager designs 

strategies to reach and sustain the brand basing on the identified position in 

consumer’s mind in relation to competitors.101 If the value delivered to the 

customer is different, the brand mental “location” will be different too. 

In everyday life, consumers’ brains are bombarded from thousands of brands 

through: internet, television, radio, printed advertising, word of mouth and so on, 

so the unique natural defence people have is to choose only what they are 

interested in.102 The mid-consumer is emotive and not rational. Human mind 

refuses information that are not in harmony with his/her experiences or forwards 

experiences and has not many previous knowledge to which refer to.  

Since consumers’ minds cannot remember every single detail, as researches show, 

only a hundred brands are considered and, through a selection, less than 20 

memorized. What happens in the consumer mind is a combination of factors and 

because of it, communication is fundamental. 

The brand manager, in response to changing market conditions, is in charge of 

revitalise and reposition a brand. These modifications, as far as Aaker D. is 
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concerned, have to be done in a gradually and incrementally way due to the 

affection of the brand proposition.103 As a piece of wood thrown in a river, the 

brand image can follow several directions in the stream of communication. We 

cannot predict exactly where the stream will lead it.  

As Al Ries and Trout say “you have to tell the right things, to the right person at 

the right moment”104 to remind that communication reaches people only in the 

right instant and in the right circumstances.  

Although perceptions emerge whether or not the company manages proactively, 

reactively or passively the process for the evolution of the position, the company 

can try to influence mental associations adopting smart strategic actions; few 

messages, with a simple and essential content, can easier enter in the potential 

customer’s mind.105 

The simplest and most important way to do this, is to arrive first (and not to be the 

best). 106 Anyway, then, the same brand has to be enough good in order not to be 

skipped.107 This problem can be overpassed anyway: it is possible to reposition 

definitively the brand, but “you have to be sure not to be a leader in any other 

sector”.108 

Brand managers, applying brand positioning/repositioning, attach a lasting 

significance and relevance to the product in consumer’s mind. Positioning 

explains the role the brand has in consumers’ lives and convince them to select the 

company’s brand over competitors’ brands. Actually, brand positioning 

determines what type of value the brand will send and the canals through which it 

will be delivered 

In addition successful brand positioning follows fundamental criteria:109 

- relevance: clear vision and brief meaning of a brand 

- distinctiveness: being unique in a particular need or in a specific achievement way 

- coherence: both in positioning and communications 

- commitment: in the original vision despite the wild competition 

- appeal: to a specific market segment 
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- durability: it takes time to dominate in the market 

- clarity: easy communication leads to quick comprehension and strong positioning 

 

The strategies used to position a brand are several and various. They can focus on 

the unique selling proposition (USP) or on unique attributes; they can also focus 

on pseudo- physical” product features such as colour, size, and on customer 

benefits, which bring favourable experiences to the user.  

Brands can place themselves in consumer’s mind through non-functional or 

abstract value: sensory system, social value, self- esteem, conditional and 

epistemic values as well as cultural symbols and brand personality.  

It is possible to map the “location” of a brand by creating a two-dimensional 

perceptual map (representing e.g. price and quality), hierarchical clustering, multi-

discriminant analysis, profile mapping and conjoint analysis. 

Kotlerian STP model 

Marketing strategies consist of three fundamental processes: segmenting, 

targeting, positioning (STP). They are the sequential processes of Kotlerian 

theories that lead to positioning by adding, step by step, useful information.  

 

Table 2.3: Image inspired to Kotler STP model 

 

First of all segmenting involves to break up a mass market into relevant and 

actionable groups basing on distinguishing dimensions and criteria (demographic, 

Market 
Segmentation

1- Identify bases for 
segmenting the 
market

2- Develop profiles 
of resulting 
segments

Market Targeting

3- Develop measures 
of segment 
attractiveness

4- Select the target 
segment(s) 

Market Positioning 

5- Develop 
positioning for each 
target segment

6- Develop 
marketing mix for 
each target segment
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geographic, etc.). 110 Several approaches can be used in order to segment the 

market: descriptive or customer-oriented versus behavioural or product-oriented, 

measurement of brand loyalty strength e.g. the “funnel” model, and the conversion 

model.111  

Secondly comes targeting: the choice of a reachable (but with new media also 

hard-to-reach) market, with desired quantities and/or strategic relevance. 

Targeting and segmenting decisions usually follow criteria such as recognisability, 

size accessibility, responsiveness. 

Thirdly, positioning is about associating a permanent meaning and importance to 

the product in the mind of buyers. Companies apply this strategy either by 

emphasizing the characterizing aspects of their brand (what it is, what it does and 

how, etc.) or try to create an appropriate image (inexpensive or premium, 

utilitarian or luxurious, entry-level or high-end, etc.) through advertising.  

 

A brand audit could positively help for the determination or evaluation of a brand 

position. Indeed, it is “a comprehensive examination of a brand, involving 

activities to assess the health of the brand, uncover its sources of equity, and 

suggest ways to improve and leverage that equity”.112 

 

 

2.2.2 Repositioning 

 

If a brand cannot arrive first, or sees a decrease in purchase113, than there is a 

positioning problem affirmed Kapferer in 2000. He already understood the future 

difficulties firms would have had to position themselves in consumers’ minds. The 

problems by positioning are connected both to internal and external causes: 

competition evolves, consumers’ need and wants follow the wave of 

environmental evolution and technology, day after day, presents new challenges 

to older systems. 
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Aaker, then adds: “A positioning strategy can become inappropriate because it 

becomes obsolete over time, the target market ages, or the associations become 

less appealing (or even a source of ridicule) as tastes and fashions change”.114 

Fundamentally, the causes for repositioning are the ones of rebranding. However, 

the specificity of repositioning is the fact that a company projects to enter in a new 

business.115 Actually, the brand position the firm had must adapt to a new position 

in consumers’ minds. In this case, the rebranding process must be well planned. 

Through repositioning, companies try either to change the perceptions about their 

own brand created during the time through several canals, or to stimulate new 

positive ones to gain a new market segment, with the final goal of enhance the 

profits (brand equity). 

 

 

2.2.4 Problems of repositioning 

 

Once a brand is positioned, it is very difficult to reposition it without destroying 

its credibility: repositioning a brand actually requires a redefinition of the value to 

the consumer. 116  

Coherence is hence necessary to have a successful positioning and has to be 

always present. Basing on a consistency aspect, Aaker (1989)117 describes two 

situations: the consistency (not inconsistency) of re-position with the new 

associations and the inconsistency between the changed position and new 

associations. 

The easiest situation to deal with is that in which ”the change is not inconsistent 

with existing associations”. The novelty communicated in the new campaign 

remains consistent with the previous one, and provides similar information; what 

changes is how the message is communicated. 

In the second case, being effectively inconsistent complicates the situation. Two 

are the possible scenarios. On one hand if associations are inconsistent with the 
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repositioning, they can hamper it and trying to proceed with the repositioning will 

result very expensive and substantial. On the other hand, existing associations risk 

to be alienated because the market segment (such as traditional customers) that 

considers them valid, could be affected or even abandoned by the repositioning 

process for a new market segment.118 

 

 

2.2.5  Repositioning process  

 

To better reposition a marque, it is suggested to improve the two steps: 

identification of the position and achievement of the position. The first requests to 

explore, understand and map the consumer’s mind and to select the market space 

to occupy; the second leads to design the necessary elements of the marketing 

mix.119  

Actually, the positioning process must delineate a clear idea of what the brand 

already is, and what it could be in the future. It must concentrate the attention both 

on the present results of brand image and economic performance, and on the future 

brand growth and development. 

 

Moreover in the customer-based brand equity (CBBE) model, Keller explains the 

three steps a winning positioning strategy should follow (Image 1.6). 

First of all, it must settle a frame of reference considering: the target market, the 

desired benefits of target customers and the relevant concurrency. 

Secondly, the process must identify the desired points of parity and points of 

difference, based on the type of demand and concurrency. 

Finally, it must point out a brand mantra able to synthetize both the position and 

the essence of the brand.120 
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Image 1.6 Keller CBBE; inspired by Keller in “Strategic Brand Management” 

 

 

Implicitly or explicitly, companies can make comparisons with category 

competitors in their advertising. Actually, it is easier for marketers to compare the 

new product with older ones in order both to give the potential client a better 

comparison scale and to explain in a better way what the new product is not instead 

of explaining what it effectively is.121 

As far as Keller is concerned, by positioning it is necessary to relate unique, 

meaningful points of difference (or at least as favourably as competitors) to the 

brand so to provide a competitive advantage and reason why consumers should 

buy it. To arrive at the proper positioning it is necessary to establish the correct 

associations connected to points of difference (POD), strong, favourable and 

unique associations for a brand and points of parity (POP), consumer’s feeling that 

the brand has sufficiently good attributes or benefits. It follows that more positive 

brand evaluations and likelihood of choice could happen if the weakest brands 

associations are seen as similar as other brands’ associations. 

Sometimes, in order to defeat competition, it could be sufficient achieving 

exhausting points of parity instead of providing points of difference.  

Other times,  it would be enough to remind consumers the value of the brand by 

giving more compelling points of difference. Companies could launch ad 

campaigns following the example of Kellogg’s Corn Flakes, which carried out a 

successful campaign using the tagline “Try them again for the first time”.122 

Furthermore, a point of difference, instead of being a product-related difference, 
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may result be nostalgia and heritage. Disneyland, with the fiftieth anniversary’s 

ads in 2005, decided to awake the interest of consumers by utilizing nostalgic 

advertising.123 The “Intergenerational influence” study reports that among 

consumers, those that are parents result to be also affected by a nostalgic purchase 

behaviour. This study presents the fact that parents can influence the purchase 

behaviour and the brand attitudes of their children mostly towards shared brand 

preferences of products’ categories. Influences among generations could be a 

source of brand equity for some mature brands accordingly.124 

Points of parity are also necessary for a repositioning. The brand image 

dimensions may need an update and, consequently, the personality, other than 

implementing usage situations and the user profile, could live a modernization. 

New products, advertising, promotions and packaging could enhance the brand 

equity and consequently the income for the company.  

Frames of reference, PODs and POPs are moving targets; the brand positioners 

must hence, be vigilant.125  

Through a mantra both the internal employees and the external marketing 

partners (e.g. ad agency members) can extrapolate the essence of the brand; 

actually mantras capture the brand’s points of difference. Apple’s “Think 

different”, Diesel’s “for successful living” and the mantra “imagination at work” 

of GE are only few examples of successful brand mantras.126 

Within three-to-five words, the brand mantra (also known as brand essence or core 

brand promise) illustrates the core brand values and the most significant features 

of a brand.127 This combination of words is made up in a brainstorming session; 

brand managers select the most distinctive association among several 

combinations summed up from sentences regarding both a detailed examination 

of the brand (positioning results) and more internal information (participation of a 

wider range of employees and marketing staff). 
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Under the direction of a brand mantra the company’s workers conform the way 

they act, not only in related activities such as ad campaigns or brand purchase 

decisions (where and how to sell it), but also in “unrelated decisions such as the 

look of a reception area and the way phones are answered”. They avoid the 

possible creation of negative brand perceptions in consumers’ minds accordingly. 

With service companies especially, it is necessary that employees deeply 

understand the brand and be informed about it. The most important stakeholders 

in the company have “power and legitimacy”, not only a temporary benefit and 

sometimes the loyalty of employees to old brand elements is overlooked. 

Employees and marketing partners, usually detached and not aware of the 

marketing strategy design, may not recognize their role in influencing equity; it is 

the case in which a brand mantra could create the difference by recalling a 

memorable shorthand of associations to keep those concepts salient and top-of-

mind . 

Core brand associations, POP, POD, and brand mantra are “an articulation of the 

heart and soul of the brand.”128  

 

The change of brand elements, as already seen, is fundamental to renew the set of 

associations people have in mind about a brand. The name in particular plays a 

fundamental role but requires no small efforts from the firm. Corporate brand 

name represents quality and value accordingly. 

The logo, as well as packaging, characters and so forth, if updated or modified, 

should modernize the firm’s appeal without compromising the core features. 

In particular, fast moving consumer goods (fmcg) brands can be positioned also 

on the base of brand endorsement (a strategy present in line and product 

extensions), time, occasion and usage (single use/application vs multiple- uses) or 

price-value strategies. 

 

 

2.3 Re-naming 
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2.3.1 Causes that lead to re-naming the brand 

 

In rebranding case, the first and most difficult brand identity element to change is 

precisely the brand name. 

Mergers and acquisitions, divestitures, leveraged buyouts, sale of assets, public 

misconceptions about the nature of the company’s business, distance from 

scandals and shifts in strategy can be valid reason to change a brand name.129 

However as pointed out by Muzellec and Lambkin130, the main cause companies 

act a renaming is because of mergers and acquisitions with other business. As a 

matter of fact, in 2000, Bell Atlantic changed the name into Verizon (from the 

latin word veritas, reliability + horizon, meaning a forward-looking attitude) after 

the merge with the purchased GTE. 

In case of merger and acquisitions, if the brand equity associated to one brand has 

less potential than brand equity of others, the weakest name will be substitute with 

the more powerful one.  

The misunderstanding could be represented by the case of BSN, the third largest 

food company in Europe. The decision of renaming BSN, the company brand, into 

Danone (one of its own products’ brand name) followed the more favourable 

associations people had towards the product brand name instead of that of the 

company. In addiction, this choice was due also to the presence of the BSN 

company brand name, around the world markets (even if in other markets and 

categories): in the bank sector Spain, among the textile firms in the USA, and as a 

television station in Japan. 

The shift of strategy sometimes leads to a name change. Allegheny airlines 

decided to rename itself: USAir to move from a regional to a national market 

developed then into USAirways for the global market.131 

The scandal of some companies need a renaming in order to continue to be present 

in the markets.  It happened to one of the biggest firms:  Philip Morris Corp.. In 

2003, it changed the brand name relatively into Altria Group to stop the possible 

                                                           
129 KEVIN LANE  KELLER, TONY APéRIA, MATS GEORGSON, Strategic brand management, a 
European perspective, 2012, page 763,764 
130 MUZELLEC, LAURENT; LAMBKIN, MARY, (2006); “Corporate rebranding” 
131 AAKER, DAVID (1991); Managing brand equity; pp 197 



52 
 

associations to tobacco affecting other owned product brands such as Kraft 

Food.132  

 

 

2.3.2 Risks of re-naming 

 

Over the course of history, several name modifications generated drastic losses 

within companies; errors that do not have to be duplicated by designing a new 

brand name. Phonetic stenography, visual stenography, sound, obsolescence of 

names and changes in the market were the causes.133 

Damaging, limiting or incompatible name associations require a name change.134 

The modification of a brand’s name implies the loss of all the values that the old 

name meant and the consequent attempt to brand equity. This exercise therefore 

reaches a high reputation risk and is very expensive:135 the previous brand equity 

could be seriously damaged and in some cases also destroyed.  

Both names and symbols influence brand equity.  

Increase or decrease of brand recognition or awareness may lead to a rapid creation 

or even destruction of brand equity as well as require extra costs to design the 

rebranding strategy.136  

The old name, in case of a new launch, must be abandoned. 137The destruction of 

years of efforts to gain awareness must be taken as carefully as possible because 
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brand equity depends directly on name awareness.138 A new name can destroy, 

thus, the value (set of associations) connected to the previous one and 

consequently the its brand equity. This is a paradox of marketing that generates an 

accounting contradiction: the brand name is an actual asset, which is assigned a 

value also of  of several millions in corporations’ balance sheets. Wiping out the 

positive mental associations that a brand stimulates, also a million non-cash charge 

is taken off a company’s balance sheet.139 

Anyway, the stock market tends to respond positively to a name change due to a 

probable mirroring change also in the corporate vision or strategy.  140 

In conclusion, the brand name, as logo or position, can be modified but, as far as 

rebranding is concerned, it is expensive to conduct and needs a well-organized 

procedure. The Uk’s Royal Mail rebrand project into Consignia triggered a public 

outcry, as well as cost £2.5 million and an additional £1 million was necessary to 

retrace its steps and modify the name back to Royal Mail.141 

 

 

2.3.3 How to reformulate the brand name 

 

The following suggestions given by Trout and Ries (1989) about naming could 

help or make easier also to reinvent the name. 

Actually, about brevity they suggest the brand name should be “as short as possible 

but not too much”. Brand with several syllables in the name tend to abbreviate it 

using the initial and it is the case of General Motors, abbreviated in GM, Radio 

Corporation of America (RCM) with 12 syllables inside or more recently, 

Kentucky Fried Chicken’s (KFC) and Federal Express (FedEx)142. It is worth if 

the number of syllables is less than the number of the phonetic syllables coming 

from the abbreviation: Western Union is not as shorter as WU (Dou-ble-U U). 
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Marketers often focus the attention mainly on the visual instead of both visual and 

sound effect. 

Ambiguity is the problem faced by cutting the name and using the initials before 

to be well known. IBM (International Business Machines), AT&T ( American 

Tephone &Telegraph), GE (General Electric) reached high importance in the past 

with their entire names and only then modified them, also in “Fortune 500”, with 

their initials. So, to be better recognizable in the market it is recommended to use 

the entire name instead of hollow/insignificant letters. 

Brand managers should remind that it is easier for human mind to memorize 

written material if it is reinforced by the oral component, the operative language 

of the brain. Because of it, names, as well as titles, slogans and advertising 

material, should be studied in all the oral characteristics (even if they are designed 

to be used only in written stuff). 

The obsolescence of the brand name could be a reason for companies to abandon 

their own name and choose some initials. Especially after a merger, it could be 

that a firm is led to lose its own identity restricting the original name into initials. 

United Shoe Machinery became the UMS Corporation due to the change of 

activities but lost its own identity. 

Acronyms are usually present among companies and association. They can be 

simply recognizable such as FIAT (Fabbrica Italiana Automobili Torino), other 

have a meaning inside that in some cases is wanted as CARE (Committee for Aid 

and Rehabilitation in Europe) in others it is the cause of marketing failure as GAF 

(General Aniline &Film) similar to “gaffe”.143 

 

Names, for their risky nature, should be changed only to accommodate compelling 

marketing or financial situations, or to implement a suitable marketing  campaign. 

A name requires accurate controls about the domain and legality of the invented 

noun to assure its availability and ownership. 

In conclusion, candidate names should be selected with regard to memorability, 

meaningfulness, likeability, legal protection, adaptability and transferability. The 
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corporate strategy will influence the importance associated to the name as well as 

the marketing objectives designed for a certain target market.144  

  

                                                           
144 KELLER, KEVIN LANE; APÉRIA, TONY; GEORGSON, MATS (2012); Strategic brand management, 
a European perspective, Financial Times Prentice Hall;  pp 765 
 



56 
 

 

3. A&O HOSTEL CASE 

 

3.1 The company between 2000 and 2017 

 

3.1.1 Hostel market situation 

 

The increasing investment wave in the hostel sector is due to the growing appeal 

of the young travellers born between the 1980s and 90s, the so called 

“millennials”, amounting to more than 70 % of hostel guests. Researches show 

that they are active tourists who, despite a lower overall average income, spend 

even more money to travel longer to as many countries as possible, than other 

generations of travellers. Notwithstanding eastern nations are the preferred 

touristic destinations, it is still possible to grow the principal hospitality markets 

of the old continent or of U.S. thanks this hostel industry main target group. In 

addition, despite the other academics’ results, Dallen J. Timothy and Victor B. 

Teye (2009), affirmed hostels are also becoming increasingly popular among other 

segments of young tourists, families, as well as among business travellers who 

prefer travelling on a tight budget.145 Consequently, not only backpackers and 

young travellers (aged 20-25 years old) will be the future hostel visitors, but also 

exactly the new categories A&O aims to gain, by performing the rebranding.146 

The rapid increase in low-cost flights and expansion of budget accommodation in 

the first decade of 20th century, has led to the boom in the market segment of city 

trips.147 The rapid expansion of youth travel and short city breaks, specially in 
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Europe, provoked an as rapid increase of the number of hostels in metropolitan 

areas.148  

Hostels’ travellers prefer this kind of accommodation mainly because of the low 

cost it offers, secondly for its convenient location, and thirdly due to the high 

overall value for money as well as the opportunities to meet other travellers.149 

To defeat competition and to attract the most of the world’s tourists, European 

hostels recently adapted to the new needs. Nowadays, indeed, it is normal to book 

online the accommodation through a mobile device, often used also to compare 

reviews,  or to stay overnight in hostels, which have changed their obsolete design, 

and added private rooms next to the typical dormitories (the traditional shared 

rooms).  New hostel operators, accordingly, have to create comfortable and stylish 

spaces for travellers to meet, surf online and interact; they have, also, to transmit 

customers a city involvement through the hostel design using particular colours 

and materials. Several services then, appeared to accommodate customers’ 

requests: free fast WiFi, local food and beverage (f&b) for affordable menus, 

bicycle rentals, social events etc. Finally, hostel managers should always provide 

new stimuli such as staging interesting events, collaboration with local artists, 

travel blogs, as well as they should answer as soon as possible to feedback found 

in clients’ conversations.150  

Due to the higher prices of oil and flights registered in 2018, the recently increased 

growth rate of European travels fell from 7% of 2017 by 5% in 2018. IPK 

International151  stated that travellers coming from Poland, Sweden, Russia, Italy, 

Germany and Austria, have increased in 2018 the accommodation industry 
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revenues, thanks to their travels, while Greece, UK and Spain, have been the 

European preferred tourism destinations during the same year. The forecasts of 

2019, indeed, show that the largest revenue generating markets will be Russia, 

Denmark, France, Swiss, Spain and Belgium.  

Bulgaria and Greece seem to be the trend destinations in 2019 as stated in the 

Travel Trends report of the English ABTA (a travel trade association). 152 

A&O and Meininger (the next competitor), two German hostel chains, are leading 

European hostel market granting to travellers beds all over Europe. Berlin is the 

most accessible city with 11.2 beds every 1,000 youth tourists, then comes 

Barcelona with 5.3 beds, while other famous cities offer less than 3 beds per 1000 

youth travellers (London 2.8; Paris 1.4; Rome 2.4).153 

 

 

3.1.2 It is more than a youth hostel 

 

The German firm, founded in 2000 by Oliver Winter and his then landlord Michael 

Kluge154, was thought in order to allow backpackers and groups of young people 

on tight budgets, to stay centrally overnight in big cities, at a cheap rate, and most 

of all, without paying any association membership fee to the state-owned youth 

hostels. At the end of the 90s, accordingly, it was not yet possible to spend the 

night in a youth hostel without having any youth hostel association card, while in 

other counties it was. In addition, the funder’s idea of turning properties close to 

railway stations into well-maintained accommodation for all types of travellers, 

enhanced also a more sustainable tourism.  
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Consequently, the first A&O Hotel and Hostel gave the opportunity to break the 

rules and to start a new business: a no bounding, low budget accommodation, 

professionally managed and centrally located. 

In order to grew, the initial vision necessitated the knowledge of the landlord and 

many efforts and perseverance of Oliver Winter. The want to combine guest-

oriented elements of hotel as well as youth hostel concept, led them to develop an 

initial strategy.  

The hostel they opened in 2000, was in the east side of Berlin: Friedrichshain 

distric. A couple of km from Mercedes Benz Arena and 4.5 km from another 

foremost place in Berlin: Alexanderplatz, the TV tower square. 

In the 90s, during the early-industrialised conurbation, social and economic 

problems were a daily occurrence and even families with children relocate because 

of the not child- friendly district. However, despite the difficult economic situation 

in Friedrichshain, the tertiary-sector organizations received local authority support 

for boosting the labour market.155  

Consequently, in a year, the income of the first 164 simple beds, nourished the 

original idea of the two men and, the following increase in numbers and quality of 

furniture and buildings, let the business get off the ground. 

 

 

3.1.3 Evolution of brand identity 

 

A&O Hotels and Hostel is a privately-owned low budget hostel chain, that offers 

affordable and central accommodations in a professional way not only to 

backpackers but also to groups who want to discover the most important city 

centres.  
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The modern concept of hostel Oliver Winter contributed to develop, led him to 

offer not only shared rooms as youth hostels normally did, but also to allow single 

or couple of travellers to sleep in a low budget hotel room, always maintaining the 

low cost concept, and avoiding, thus, many of the comforts, hotels usually had. 

Customer pay what they need: from the basic bed, it is possible to add more 

services (breakfast, parking, launch packet, etc.) under an extra payment. 

Here are described the brand identity elements used by  A&O during the first 

sixteen years: from the opening of the first A&O in Berlin up to the challenging 

start of partnership with TPG Real Estate. 

 

3.1.3.1 BRAND NAME 

 

“A&O Hotels and Hostels” is the name chosen to represent these 

accommodations: a battery product for a wide range of customers.156 The brand 

name initial letters are connected to the founders, Alexander (Architect) and 

Oliver (the then and actual CEO), and are followed by the classification of the 

industry category: the low budget Hotel and Hostel ones, to distinguish the 

accommodation from others in the market place. Actually, there are also other 

companies named a&o. In particular A&O stands for157: 

- a forerunner of Markant Handels- und Industriewaren-Vermittlungs AG, see 

Markant (food and nonfood trading company) 

-  Allen & Overy, a global law firm 

-  A & O Psychology, abbreviation for Work and Organizational Psychology 

-  Adler & Oppenheimer, a former major player in the leather industry 

Moreover, it is usually associated to Alpha and Omega and means colloquially 

the essence of a thing. 

The modern hostel with single and double rooms, initially projected for school 

teachers who accompanied the school groups (the chaperone on school trips), has 

then been opened to travellers who preferred a room to stay on their own. 

                                                           
156 Interview to Winter Phillip: a&o Chief Marketing Officer, Berlin, 20.06.2018 
157 https://de.wikipedia.org/wiki/A%26O 
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However the choice of adding “Hotels and Hostels” conveyed clients and potential 

ones something confusing: it was either both a hotel and a youth hostel, or on the 

contrary, neither a hotel nor a youth hostel.  

The name stimulates different expectations: positive and negative. Complaints, 

accordingly, usually emerged from clients who thought it was a hotel (expecting 

hotel’s ancillary services), or other clients who expected lower prices since it had 

to be a hostel.  

Furthermore, the name, being too long, underwent an abbreviation and, 

informally, people started to name it only with the three characteristic letters “A” 

“and” “O”. 

 

3.1.3.2 BRAND LOGO 

 

The brand logo is the visual representation of the mingle contained in the brand 

name. The capital letters A and O, with a very little “&” in the middle, stand beside 

the Hotel and Hostel words and the blue and orange grounds depict the 

interchangeable accommodation words.158 These two colours should express the 

particular professionalism of a hotel (blue) and the cheap fares of hostel (orange). 

 

                                                           
158 Old logo; http://augsburg.esn-germany.de/sites/augsburg.esn-
germany.de/files/styles/partner_page/public/partners/images/ao_logo.gif?itok=sNqGsZY9 
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Figure 3.1 A&O Hotels and Hostels Old logo 

 

 

Figure 3.2 Logo Ryanair 

 

 

Figure 3.3. Logo Ikea 

 

 

Figure 3.4 Logo Lidl 

 

The combination Orange (or yellow) and blue was and still is typically used by 

low cost companies such as Ryanair (an Irish low-cost airline company)159 or 

Ikea160 (multinational company of ready-tae-assemble furniture), characterized by 

basic quality, low wages and consequently cheaper prices. Michael O’Leary 

(Ryanair CEO), defined as “the bravest disrupter in the travel industry of the last 

20 years”, or the concept of Ikea and Lidl161 are actually the biggest inspirations 

guiding Oliver Winter’s career.162 

 

3.1.3.2 BRAND SLOGAN 

 

A&O Hotels and Hostels has two different slogans. “Best value for money” and 

“It’s not a hotel, it’s a state of mind”. The former explains the idea of cheap 

accommodations characterized by centrality and good geographical positioning in 

                                                           
159 https://corporate.ryanair.com/media-centre/stock-images-gallery/ 
160 https://de.wikipedia.org/wiki/Datei:Ikea_logo.svg 
161 https://upload.wikimedia.org/wikipedia/commons/thumb/9/91/Lidl-Logo.svg/125px-Lidl-
Logo.svg.png 
162 https://www.hotelmanagement.net/own/alternative-hospitality-models-offer-opportunities-
for-investors; Alternative hospitality models offer opportunities for investors; EMILY NEWMAN; 
Jan 18, 2019 1:12pm 

https://www.hotelmanagement.net/own/alternative-hospitality-models-offer-opportunities-for-investors
https://www.hotelmanagement.net/own/alternative-hospitality-models-offer-opportunities-for-investors
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the city centre. The value associated to the travel reflects the experiences 

personally lived by travellers, and is thus maximised  in such a hostel. The latter 

is an attempt to invite people to think the hotel/hostel chain is something different 

from other hotels or hostels, it is not properly a youth hostel but a more 

professional accommodation, which through it qualified employees and certified 

properties, offers something more than a normal hostel. 

 

3.1.3.3 BRAND DESIGN 

 

As in the logo, also in the design of properties there are two main colours: blue 

and yellow. Blue are the curtains and the bank-beds in bedrooms as well as the 

employees’ t-shirts. Yellow is the painting of the properties’ walls and some 

details in accessories and branded objects. 

 

 

Figure 3.5 Old bank beds © A&O HOTELS and HOSTELS Holding GmbH  

 

The design of lobby bar, reception and common places should invite people to 

remain sit and have a break, but year after year, they rather turned out to be above 

all a waiting room for check in or a noisy meeting point for groups.  
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Figure 3.6 Old lobby © A&O HOTELS and HOSTELS Holding GmbH  

 

A&O provides mainly hostel rooms: family and popular shared rooms with basic 

accessories present blue bank beds for big or small groups. This lack of privacy 

gives the possibility to overnight in city centres in a cheaper way.  

In addition, the particularity of A&O is to offer also low budget single or double 

rooms with simple furniture, spaces and ancillary services: that is why it entered 

also in the low budget Hotel category.163 It is suitable for school groups in which 

teachers needed a single room, or for single travellers who did not want to risk 

leaving their personal objects in a shared room and so on. 

 

3.1.3.4 BRAND POSITIONING 

 

Oliver Winter arrived first in Germany to develop the free access (without any 

association card) and the low budget Hotel and Hostel chain concept. Starting from 

Berlin (Germany) he and his staff developed other houses to give clients the 

possibility to travel all over Europe in an affordable way.  

Competitors in the low priced hotels and hostels sector are primarily Meininger 

(another German hostels chain), Motel One, B&B Hotels, and Ibis Hotel (two low 

                                                           
163 https://www.aohostels.com/en/press/company-profile/ 
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budget hotels chains). The Pyjama park hotel and hostel (PYJ) due to its style and 

few properties, and the biggest competitor by size Hostelling International (HI), 

formerly known as International Youth Hostel Federation (IYHF) being not-for-

profit organization, do not enter among A&O competitors.  

The closest competitor in the industry is Meininger that has a bit higher prices but 

half of the properties as A&O; the other competitors focus their strengths on the 

quality of internal design that enhances the positive reviews, the occupancy rate 

and consequently prices. 

The Berlin based company is the biggest hotels hostels provider in Europe. Thanks 

to this market leadership, A&O could gain more and more clients by offering 

always central, efficient, and affordable locations. 

Since 2013 the budget chain promotes apprenticeships for its employees in an 

effective in-house training academy. The role of employees is fundamental and 

such a professional building is necessary to better manage the everyday hotel 

challenges, and support clients and their wants.  

 

The target groups of the German company are mainly backpackers, young people 

and groups (Figure 3.7) who come for leisure or city tourism or school or groups 

trips. Families, Couples and business travellers, instead, prefer the competitors’ 

design and service quality.   
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Figure 3.7 A&O Target groups 2000-2016 

 

However, neither the company employees nor its customers have a clear 

positioning of the Hotels and Hostels chain. Associations to this company brand 

are mostly bond with the hostel concept and not to the hotel one. Even hostel’s 

visitors are not sure it is a real hostel, due to the prices (sometimes too high due to 

the  price yielding strategy), not always mirroring the expectancies, as well as the 

common places, not really perceived by tourists as areas for exchanging 

experiences. 

The leadership by size of A&O allows, at any rate, to upgrade the houses portfolio, 

by adding new cities or new services providing thus, to customers new experiences 

and travel opportunities. 

The company expanded initially with other two houses in Berlin and then decided 

to spread buildings all over the State opening “at least two new houses” per year, 

as the company credo stated. Buying (purchase) or leasing (rent) properties, Oliver 

Winter’s company expanded the brand mainly in Germany.  

Then, A&O Hotel and Hostel expanded by leasing or purchasing properties, not 

only in Germany but also in other states such as Netherland (in Amsterdam), Czec 

Republic (Prague), Austria (Vienna).  
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CLIENTS 

- FAMILIES

- COUPLES

- BUSINESS TRAVELLERS 
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Table 3.1 sums up the A&O openings with a focus on the city location and the 

relative State, between 2000 and 2016.164 

 

Name Country Opened 

Berlin Friedrichshain Germany 2000 

Berlin Zoo Germany 2002–2012 

Berlin Mitte Germany 2004 

Prague Holešovice (Franchise) Czech Republic 2005–2012 

Munich Hauptbahnhof Germany 2005 

Hamburg Hammer Kirche Germany 2005 

Munich Hackerbrücke Germany 2006 

Hamburg Hauptbahnhof Germany 2007 

Dresden Hauptbahnhof Germany 2007 

Leipzig Hauptbahnhof Germany 2008 

Vienna Stadthalle Austria 2008 

Hamburg Reeperbahn Germany 2009 

Düsseldorf Hauptbahnhof Germany 2009 

Cologne Neumarkt Germany 2009 

Berlin Hauptbahnhof Germany 2010 

Cologne Dom Germany 2011 

Nuremberg Hauptbahnhof Germany 2011 

Dortmund Hauptbahnhof Germany 2011 

Hamburg City Germany 2012 

Prague Metro Strizkov Czech Republic 2012 

Karlsruhe Hauptbahnhof Germany 2012 

Graz Hauptbahnhof Austria 2013 

Vienna Hauptbahnhof Austria 2013 

                                                           
164 https://en.wikipedia.org/wiki/A%26O_Hotels_and_Hostels 
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Name Country Opened 

Frankfurt Galluswarte (Messe) Germany 2013 

Aachen Hauptbahnhof Germany 2014 

Weimar Germany 2014 

Munich Laim Germany 2014 

Amsterdam Zuidoost (Bijlmer) Netherlands 2015 

Stuttgart City Germany 2015 

Berlin Kolumbus Germany 2015 

Cologne Hauptbahnhof Germany 2016 

Salzburg Hauptbahnhof Austria 2016 

Table 3.1 A&O openings 2000-2016  

 

At the end of 2016 A&O Hotels and Hostels number circa 23.000 beds with more 

than 3.6 million overnight stays.165 

 

3.1.3.5 BRAND EQUITY 

 

The A&O Hotels and Hostels brand do not disclose financial data: it is a lodging 

platform privately-owned by Oliver Winter (CEO). 

 

 

3.2 Rebranding process of a&o: what changed in 2017 

 

3.2.1 TPG purchase of a&o Hostels and Hostels 

 

The a&o Hostels case explains what in the hospitality sector a corporate rebrand 

could mean if associated to a long-sighted entrepreneur’s dream and external  

competent forces. 

                                                           
165 a&o Image Brochure: statistics about Bed capacities &number of overnight stays 
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The main reason why a&o recently decided to rebrand, is because of the 

partnership with a new investor. On the 4th January 2017,166 accordingly, A&O 

Hotels and Hostels Holding GmbH was acquired by Texas Pacific Group Real 

Estate (TPGRE) and sold the 80% of its properties to the Texan company, for an 

undisclosed sum. The real estate platform of the American investment company167 

acquired thirty-one out of thirty-five A&O houses (circa 20.000 beds) and will be 

on board for five years in order to create a satisfying return of investment and sell 

them again at the end of the period.168  The expectation of rebranding is focused, 

hence, on creating higher occupancy and consequently higher revenues.  

Without wasting time, TPG imposed A&O Hostels the wish of rebranding. A 

decision taken in order to expand A&O not only in Germany, but also in the whole 

Europe and raise, accordingly, its already positive income. Moreover, the 

transaction should help A&O Hotels and Hostels strengthening its position as one 

of Europe’s leading budget hotel investment, development, and management 

groups.169  

To ensure the success of the rebranding process, since 2017, the German company, 

collaborates not only with TPG Real Estate but also with two Austrian agencies. 

The Vienna-based BWM Architekten, which, with specialised architects, has the 

challenging task to innovate and re-design the properties’ interns, and moodley, 

that, formed by experts in branding, digital, packaging and publishing, is 

responsible for creating the new brand identity. The lack of advanced knowledge 

of A&O about rebranding, thus, will be compensated by these external companies’ 

competences. Consequently, during the rebranding process, Oliver Winter, CEO 

and company founder, with other key members of A&O’s management team, will 

follow the partner’s directions and only after the transaction (5 years circa), will 

be able again to fully lead the company. 

                                                           
166 https://www.crunchbase.com/acquisition/tpg-real-estate-acquires-a-o-hotels-and-hostels--
e8694ab7 A&O Hotels and Hostels acquired by TPG Real Estate 
167 http://www.hotelnewsnow.com/Articles/100717/TPG-Real-Estate-buys-AandO-Hotels-and-
Hostels; TPG Real Estate buys A&O Hotels and Hostels; 04 JANUARY 2017 9:50 AM; HNN 
Newswire 
168 https://www.hotelnewsresource.com/article92627.html; A&O Hotels and Hostels Sold to TPG 
Real Estate; January, 4 2017; Hotel News Resource 
169 http://www.hotelnewsnow.com/Articles/100717/TPG-Real-Estate-buys-AandO-Hotels-and-
Hostels; TPG Real Estate buys A&O Hotels and Hostels; 04 JANUARY 2017 9:50 AM; Hnn 
Newswire 

https://www.crunchbase.com/acquisition/tpg-real-estate-acquires-a-o-hotels-and-hostels--e8694ab7
https://www.crunchbase.com/acquisition/tpg-real-estate-acquires-a-o-hotels-and-hostels--e8694ab7
http://www.hotelnewsnow.com/Articles/100717/TPG-Real-Estate-buys-AandO-Hotels-and-Hostels
http://www.hotelnewsnow.com/Articles/100717/TPG-Real-Estate-buys-AandO-Hotels-and-Hostels
https://www.hotelnewsresource.com/article92627.html
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TPG Real Estate, the new partner 

TPG Real Estate (TPGRE), with a European London-based team, is TPG’s real 

estate platform, a leading global private investment firm, which manages more 

than $74 billion in assets across several asset classes. Circa $9.6 billion of them, 

are managed by including both TPG Real Estate Partners (the real estate equity 

investment platform), and TPG Real Estate Finance Trust (the real estate debt 

origination platform).  

TPG Real Estate Partners, in particular, pays attention to investments in real 

estate-rich companies, property portfolios, and chooses single assets positioned 

in Europe as well as in North America. This platform, through an investing 

value-add approach, increases the capabilities of TPGRE and optimizes 

property performance using the TPG global network resources. 

Not only TPG Real Estate got the chance to invest in the emerging sector of 

hostels.170 Even before TPG, other investment companies invested in hostels. 

Invesco Real Estate which in 2014 purchased the 23% of Generator Hostels 

properties for circa $63 million in capital, as well as the billionaire Ron Burkle 

who in 2011 raised $250 million to launch hostels in the U.S., were looking 

forward to the favourable future of the sector, and brought credibility to the 

market.171 

Table 3.2 TPG Real Estate descriprion  

 

3.2.2 New brand identity 

3.2.2.1 Brand personality, vision , mission, usp 

 

After the start of the rebranding process a&o developed a new character: honest, 

by authentically telling and delivering customers way what they can expect; 

                                                           
170 JENA TESSE FOX; Targeting millennials, investors flock to hostel market; Jan 4, 2017 1:13pm; 
https://www.hotelmanagement.net/transactions/targeting-millennials-investors-see-value-
hostel-market 
171 BRENT UNDERWOOD; Why Millennials (And Investors) Are Flocking To U.S. Hostels; Jul 
14,2016, 10:12am; Under 30 Network; 
https://www.forbes.com/sites/under30network/2016/07/14/why-millennials-and-investors-are-
flocking-to-u-s-hostels/#2099e29b534f  
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playful, always with a smile; extraordinary, surprisingly different. Because of it, a 

twinkle smile ;), the new strong visual, brand ambassador and representative of  

letters A and O, as well as the claim, changed into “everyone can travel”, are 

present everywhere, even on the House Fronts to welcome customers. Also new 

colours on employees’ uniforms and furniture have changed the perception of the 

brand into something more playful and extraordinary, and the outdoor printed 

advertisements at stations, on busses and so on, strengthen the rebranding concept. 

The proactive brand development a&o management team run, aims to reinforce 

the brand personality, being fit for the future through one language for all channels 

and using emotions to dialogue with the customer and give him or her the greatest 

importance. 

Accordingly, the German company aims to be the European leader in the industry 

sector, as it is stated in the realistic entrepreneurial vision:  

“We are Europe’s No. 1: Fun at quality and service belongs to our mentality. We 

communicate in a clear and conceptual manner externally and internally. We strive 

for the satisfaction of our guests and employees. We are the technical pioneer in 

the industry.” 

The colourful variety of ideas and perspectives suggested by all kinds of a&o 

members, provided a good basis for the new corporate mission. 172  The new 

company design and the value associated to the products they offer are then, the 

main arguments of the mission: 

“We stand for a simple, flexible hotel and hostel product with a good sense for 

guests, the right trends and the necessary courage, which brings us our unorthodox 

reputation in the travel industry. With our comprehensible concept, we aim at 

making guests pay only the components they truly need and want. With a clear 

focus on costs and size we offer our guests budget-priced accommodation at 

central locations.” 

The Berlin based company would not exist without its values: attachment of 

customers depends on the way employees act.  Sympathy and having fun as well 

                                                           
172 https://www.openpr.de/news/942660/Budgetkette-A-O-startet-Relaunch.html; 13.03.2017 - 
13:35 - Tourismus, Auto & Verkehr; Budgetkette A&O startet Relaunch; Pressemitteilung von: 
A&O HOTELS and HOSTELS Holding AG / PR Agentur: A&O HOTELS and HOSTELS Holding AG 

https://www.openpr.de/news/942660/Budgetkette-A-O-startet-Relaunch.html
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as a loyal and friendly relationship among employees through teamwork enhances 

the whole community spirit. All guest types and employee personalities can access 

to a&o, because their diversity enriches the product itself. Innovation then, is a 

“must” in this period, to develop always in a creative way something 

extraordinary, specially in the technical and operational sector. Moreover, the 

change is a need for the company and dynamicity by decision taking as well as in 

employees’ character may lead to the success.  

These new distinctive a&o Hostels focus on three main pillars: universal ease 

present in the slogan “Open to everyone”, professionalism and central location.  

A&o should be simple: simple for the customers as well as simple for the 

employee, not a complex product but simple to explain, simple to book. 

The company must continue to invest efforts in all these concepts to strengthen 

and increase the product value. 

 

3.2.2.2 New brand name, logo, slogan and design 

BRAND NAME 

 

The former name was too long and too confusing, so the rebranding team decided 

to rename A&O Hotels and Hostels into “a&o Hostels” in all the company 

advertising channels, even if the legal name remain the same as once. The three 

initial letters remain to bind the old and the new aspects as well as not to lose the 

brand equity deriving from their previous image.  

Then, the rebranding team focused on the hotel or hostel question. Everybody, not 

only customers, was confused about the kind of accommodation the brand offered, 

so, they decided to communicate only one of the two concepts. Since they were 

and even today are, the number one in the hostel industry and not in the budget 

hotel one, they discarded the hotel concept because of the high competition, 

thousands of brands, and continued to convey only the hostel concept to people. 

Consequently, the three letters are now flanked only by the word “Hostels”, 

because the company decided to communicate exactly its domain. 
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The brevity of the name, now that it should be well-known (at least in Germany 

where there are 25 out of 35 properties), eases the reminding process for 

customers; “a&o” is simpler to pronounce and has no similar names in this branch.  

Associations with this name are speedier and clearer: it is definitely a hostels 

chain. 

 

LOGO 

 

a&o did the official kick off of the new logo in the ITP 2018, the biggest fair that 

takes place once a year in Berlin. “In 2018 a&o is adult, and the new logo should 

reflect the seriousness with no more mixed colours but only one. The mixed 

colours confused the customers and employees a lot” said Phillip Winter, Chief 

Marketing Officer of a&o in a private interview.  

After the selection among at least 500 (almost 1000) different logos, the choice 

has been the following (Figure 3.8): 

 

Figure 3.8 a&o logo 

 

The a&o team decided to clear the logo: a&o takes over. The importance given to 

the first three characters, leads people to better remember the brand name to 

connect the three signs with the more emotional smiley associations: honest, 

playful and different. 

 

Actually, the connection “&” binds no more capital but small letters forming a 

twinkle smiley that became their graphical representation: triangle is an “a” and 

the circle an “o” (Figure 3.9). 
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Figure 3.9 a&o smiley  

© A&O HOTELS and HOSTELS Holding GmbH  

 

The language though the easy items, is more emotional, cosy, warm, and easier to 

understand. It is a really well readable type, not too playful and in the meanwhile, 

easy to read; it works well as printed, as on the web, as on mobile.  

 

Brand name: 

 

Claim: 
 

Smiley: 

 

Website: 
 

 

Table 3.3 Logo elements 

 

Brand name, claim, twinkle smiley and website (Table 3.3) then are usually mixed 

in the logo to convey the brand character. Honest, playful and different are the 

core messages Oliver Winter and the rebranding team want to communicate both 

to customers and to employees. These three adjectives, hence, explain how the 

company sees its own brand. 
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It is possible to combine in couples, every part of the logo: you can add the claim, 

the website or the smiley to the initial “a&o”, and so on, obtaining several different 

versions. 

 

SLOGAN 

 

In the former two different claims represented A&O Hotels and Hostels: “Best 

value for money” and “ It’s not a hotel it’s a state of mind”. The new slogan is 

clearer; it is about what a&o exactly is, and represents the hostel philosophy. 

 

Figure 3.10 a&o slogan  

© A&O HOTELS and HOSTELS Holding GmbH 

 

The openness to everybody is reached combining elements in the formula: 

Open to everybody = low budget + better design  

“Everyone can travel” means that the company is open to everyone and has no 

barriers: several guests choose a&o hostels starting from the bottom travellers up 

to the business ones.  

Until now, having in mind a pyramid, a&o was at the bottom stage because it was 

easy, had no unnecessary frills, and in particular had no design. A five stars hotel, 

on the contrary, stays at the top, due to the wellness feeling conveyed to customers 

through its design and services. 
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FIGURE 3.11: a&o aimed target groups. Inspired by the interview with the a&o Hostel chief 

marketing officer Phillip Winter  

 

By rebranding, redesigning and so on, a&o managers want to gain additional 

customers of upper categories. The goal is hence, to enlarge the target to new city 

travellers (business people, families and couples) by keeping their core customers 

(city travellers such as backpackers, young tourists and groups).  

Furthermore, this chain tries to meet the need to go back to basics: there are so 

many expensive cities like Venice, Copenhagen, and thanks a&o these cities 

become affordable. That is behind the claim everyone can travel. The idea of 

maintaining the affordable prices by enhancing the quality of design should attract 

these three new target groups because, until now, there have not been new design 

and efficient hostels in the market yet. 

The concept of openness mirrors on the share of different experiences, in the areas 

placed next to the lobby. Actually, in every lobby, there is a huge working table 

where all different types of travellers can come together, have a beer or can work 

next each other. It is a co-working space where the backpacker can work in the 

Instagram account and, in the meanwhile, a business traveller prepares the 

presentations for the next day. All of the different travellers can use the common 

area in the way they want. 
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3.12 a&o coworking area  

© A&O HOTELS and HOSTELS Holding GmbH  

 

Everyone can travel also fosters the value of honesty: you get what you need. The 

basic service can be improved, by paying, with extra services. It is an open house 

with no barriers; a&o was, and still is, big, easy and central.  

 

 

DESIGN 

 

For seventeen years, A&O had been always the same, so they redesign properties 

(created new furniture, new interior) and the brand identity elements to develop a 

stronger a&o brand image. The challenge they momentarily face is to provide 

customers exactly what they expect: the same product everywhere; but every 

property (Venice, Hamburg, Nürnberg, etc.), despite the modular refurbishment 

system, will have different quality standards. It follows that, during the rebranding 

years, every hostel will have its own identity and image. 

On one hand, the consulting agency, being really advanced in rebranding 

management and having already rebranded other companies in the 

accommodation industry, redesigned and managed surveys and the whole strategy 
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for a&o by using its knowledge.173 On the other hand, the a&o marketing and sales 

group went to all the properties after the rebrand concept was created, to join team 

meetings and explained the changes: the brand, the new message, the language of 

a&o and so on. The process is challenging but also very useful for every element 

of the team improve his or her knowledge and learn how to rebrand. 

Basing on the numbers (occupancy rate, number of properties, etc.) of the 

benchmarking competitors, the “a&o rebranding team” aimed to reach higher 

occupancy rate with better reviews and consequently future higher prices. 

Competitors have less but cosier lobbies and properties, convey nice feeling, and 

there, people hang around; that is why a&o decided refreshing the design taking 

them as models. As a matter of fact, previous a&o was a basic battery product for 

a really wide range of customers, but to have better reviews, they had to improve 

the outfit of properties.  

Starting from the yellow painting on the floor, exterior etc. (the same design of 

year 2002), they created something different from the past and from competitors 

to increase the well feeling of customers. 

Consequently, since 2017, the corporate design colour palette started to present 

colours coming from all the European flags. The main colour remains blue (darker 

as the former) to convey the professionalism of employees and of services. The 

chain obtained, indeed, good ratings in several security certifications (5-stars with 

QMJ, double-A with TREUGAST Solution Group, Enterprise-wide TÜV, 

DEHOGA).174 

Then, have been added white (used also in the logo), yellow, green, orange and 

red. 

 

      

PICTURE 3.1 a&o colour palette. Inspired by a&o images 

                                                           
173 https://www.openpr.de/news/942660/Budgetkette-A-O-startet-Relaunch.html; 13.03.2017 - 
13:35 - Tourismus, Auto & Verkehr;Budgetkette A&O startet Relaunch; Pressemitteilung von: 
A&O HOTELS and HOSTELS Holding AG / PR Agentur: A&O HOTELS and HOSTELS Holding AG 
174 https://www.aohostels.com/en/press/company-profile/ 

https://www.openpr.de/news/942660/Budgetkette-A-O-startet-Relaunch.html
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Now the reception is more or less grey or in general dark, and does not have 

explosive colours. This has been done in order to emphasise the employee figure. 

The rebranding team designed, accordingly, colourful dresses for the employees 

as well as coloured curtains, trendy pouffes, and other furniture elements, to make 

the lobby the “living room” of the hostel and rooms younger and more playful. 

Employees have been part of the rebrand too: they have been often asked for this 

solution and they were very satisfied. Old-fashioned chefs wanted to maintain the 

old hostel features but most of their employees, looking forward to the changes, 

thought it would have been a real improvement of the product, as well as of the 

a&o as employer. 

The employee should be the explosion of colours in particular in the lobby.  

Here, workers can arrange the furniture, move the elements and thus adapt the 

space in a quicker, flexible and quite playful way, to allow smaller or bigger 

groups to work in. 

 

 

Image 3.13 a&o lobby  

© A&O HOTELS and HOSTELS Holding GmbH  

 

Another big challenge was the bank bed in family and multi-bed rooms. Business 

travellers, families or couples, who expected to stay in a hotel room, usually said 
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the room was more a hostel room: “nice but it had a crazy blue metal bank bed 

inside”. The challenge was to integrate the bank bed in more smart or design ways 

avoiding the blue colour. 

 

Image 3.14 a&o new designed family room  

© A&O HOTELS and HOSTELS Holding GmbH  

 

BWM developed specifically for a&o the design of bank beds: not too open to 

guarantee more personal space, but enough colourful to transmit a youth 

atmosphere.  The bed will be more integrated in the new whole room concept: 

same design in the room as for the bed. The design of the bank bed through  the 

privacy board  gives more privacy and behind there are a socket to charge the 

smartphone the tablet and a small box for the glasses. Curtains also are more 

integrated: the blue colour will be substituted by the range of colours of the flags 

of the European Union countries. “We are Europe, we are travellers”. Blue and 

orange have been avoided because associated to a low cost idea and not to comfort: 

ikea is blue and orange; Ryanair is blu and yellow.  

The website aohostel.com, changed only the logo because of its continuous 

upload. The rebranding team decided not to relaunch a new website because a&o 

is at any rate new and different from competitors and others. In addition, they have 

the best website in their industry. They slightly changed the language (how they 

communicate with guests), the logo and the language of pictures. 
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As soon as the rebranding conclusion will be announced, the corporate design will 

be the same for every property. Until then, every house will have its own brand 

identity. There is already the new logo but if the property is still old, it will 

maintain the old image until it will change; they want to fit the guest expectation 

of every property. 

The repainting, re-furnishing and redesign of all 34 Hotels should be finished by 

2020: the ten newest Hostels do not need any change, then ten Hostels will modify 

the lobbies in 2018 and rooms in 2019, and the last ten Hostels will change lobbies 

in 2019 and re-new the rooms in 2020. 175 All over Europe a&o lobbies, breakfast 

rooms, outdoor areas, hallways, as well as guest rooms will have a new similar 

appearance (e.g. Prague rea has the new lobby design but the same furniture as 

Venice). 

To explain this to customers, the team is changing, property per property the 

pictures in aohostels.com, booking.com, Expedia (have already 50% new images) 

to be honest toward the client: if a house has not already been renovated, than it 

maintains the old photos.  

 

 

Figure 3.13 a&o Venice  Building176 

 

                                                           
175 https://www.wysetc.org/2018/03/ao-hostels-gets-new-look/; a&o press release, 7 March 
2018 
176 http://www.veneziatoday.it/foto/cronaca/inaugurato-il-maxi-ostello-di-via-ca-
marcello/#2.html ; Inaugurato il maxi ostello di via Ca' Marcello; 28 luglio 2017 16:17 
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It is a dramatic rebranding because it changes not only the colours but everything 

is associated to the brand: strategy, positioning, target. 

Specially in 2017, as expected, the accommodation company had a lot of changes 

inside the different teams: those are the risks of a rebranding process. Some 

employees decided to leave the company due to the new structure, new 

management and new strategy.  Anyway, it has been good for a&o teams because 

they gained some new persons inside the company to get new fresh ideas and to 

re start in a more energetic way. 

Since a&o managers joint the whole process, they give some input about internal 

polices or rules so that, when agencies have strange or total different idea 

compared to what a&o was in the past, they stop them and try to think about a 

solution not to dramatically change the company and delete the brand equity. 

 

3.2.2 Image 

 

Social media are very important nowadays to motivate customers and to stay in 

touch with them: customers write reviews, stay in contact with the brand, ask 

questions. Looking on numbers and trends, there will not be any longer only email 

marketing, but social media is the new trend. The hostel average customer is 25 

years old and today a 25 years old person do not know any word without internet; 

young people are not writing any letter to book a hostel. The 50 % of online travel 

booking is driven by Instagram searches. As a matter of fact, people are 

increasingly inspired by Instagram and other social media, to book or buy 

something.  

At a&o there is a team which everyday interviews guests in the property: showing 

the picture of a new hall to customers they ask guest to state the new room and to 

give their opinion about what to improve. This is a manual service while GFK, the 

biggest German-based survey company, is in charge to do surveys to potential 

customers with taking a sample of 200 types of hostels to develop the quality of 

a&o rebranding process. 
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The company event manager, then, looking at the singular properties, is in charge 

to organize inside the hostels some events, such as dj-set, family events and so on. 

B2C advertising is often more expensive than B2B but, through the new 

communication channels and other ways (events,…) it can increase the income of 

the company.  

Frequent travellers guests are excited about the rebrand but the other do not know. 

The reviews of new properties are very good; guests really like the new product if 

compared to the older ones and it can be seen in reviews satisfaction percentage. 

Between an old and a newer structure there are even 10 points difference; actually 

in Bremen, Vienna or Venice the average customer satisfaction is about 85-88% 

while older designed hostels have only 65-70%. 

If the houses are new, they have a starting 5% more than the older buildings, and 

in addition, they receive other 5 to 10 % satisfaction preference due to the new 

design and the new logo.  

A&o is in particular selected for leisure and city tourism (40%), followed by group 

or school trips (37%) because it is central, affordable (pay what you need), open 

to everyone (commitment to group accommodation,…). The aim of increasing the 

presence of families, couples and business travellers mirrors the still low families’ 

presence (15%), and the even lower rate of business trips (8%). To let families and   

the other two new target groups enter in a hostel the general idea of hostel has to 

be substituted by the modern hostel concept.  

Mass tourism is a critical point. A&o managers looked, also, towards social 

responsibility and sustainability: most of their travellers, are not travelling with 

the car, they use public transportation, they have the backpack. If they can stay at 

a&o at a low price, then they can have more money to spend in the city, to see 

attractions to get some food and so on. So, the whole city has some benefits from 

their customers.  

 

 

3.2.3 Positioning 
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An upgrade of the target should emerge through the presence of new brand 

elements. No more only individual and group travellers will stay overnight by a&o 

but also families, couples and business travellers will appreciate the new design 

and the new services offered by the accommodation provider.  

Positioning of the brand, brand elements, and the product itself had been, hence, 

the central points of rebranding.  

Starting from a clear focus to cost/price leadership the company managers proceed 

with the new design relaunch: new beds, public areas, guestroom designs.  “In 

2019”, stated Oliver Winter, CEO and founder, “we will spend another €14 million 

on the existing assets and will redesign another 40 percent of our portfolio. We 

will invest in AI-based advertisement, voice search, the roll-out of digital key (10 

assets) and self kiosks.”177  

Started in 2000 with Berlin Friedrichshain (164 beds) the always innovative and 

simple a&o is now in many European countries. At the end of 2017 the company 

counted 4,1 million overnight stays, 25.500 beds, 35 establishments, 21 cities, 6 

countries (Germany, Austria, The Netherlands, Czech Republic, Italy and 

Denmark)178.  

The budget brand’s annual growth by more than 15%, allows the German 

company to continue the expansion on Europe’s major cities with a focus on 

Germany, Italy, Spain, Portugal, Ireland and Great Britain (Table 3.4). 179 While 

direct competitors, are expanding in the US and Russia (Generator is opening in 

Miami, Meininger Group opened in the St Petersberg), a&o managers want to 

make a&o become all over Europe as big as they are in Germany. They want to 

have an unbeatable hostel market leadership and to strengthen the position as one 

of Europe’s leading budget hotel investment, development, and management 

groups.180  

                                                           
177 https://www.hotelmanagement.net/own/alternative-hospitality-models-offer-opportunities-
for-investors 
178 https://www.aohostels.com/en/press/company-profile/ 
179 https://www.aohostels.com/en/press/company-profile/ 
180 http://www.hotelnewsnow.com/Articles/100717/TPG-Real-Estate-buys-AandO-Hotels-and-
Hostels; TPG Real Estate buys A&O Hotels and Hostels; 04 JANUARY 2017 9:50 AM; Hnn 
Newswire 

https://www.aohostels.com/en/press/company-profile/
https://www.aohostels.com/en/press/company-profile/
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Name Country Opened 

Copenhagen Nørrebro Denmark 2017 

Venice Mestre Italy 2017 

Bremen Hauptbahnhof Germany 2017 

Prague Rhea Czech Republic 2018 

Frankfurt Ostend Germany 2018 

Karlsruhe Hauptbahnhof Germany 2018 

Warsaw  Poland 2018 

Venice Mestre 2 Italy 2019 

Budapest Hungary 2019 

Copenhagen Denmark 2020 

Barcelona181 Spain 2021 

Table 3.4 a&o expansion 

 

The goal of TPG is to create a brand footprint in every state and city. However, 

a&o still want to focus only on Europe and Dublin in UK, because there, there are 

many potential customers and, moreover, it is easier for the expansion team to 

personally manage the process (travel to Warshaw is for them easier and cheaper 

than to travel to the US). In the past they had two openings per year, but now they 

want to be as quick as possible opening from 3 to 5 new houses per year. 

                                                           
181 Christoph Aichele; A&O Hostels planen in Barcelona; 2.11.2018; 
https://www.ahgz.de/news/expansion-ao-hostels-planen-in-barcelona,200012251724.html 

https://www.ahgz.de/news/expansion-ao-hostels-planen-in-barcelona,200012251724.html
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Among new expansions, in Italy, there are Milan, Florence, Rom, Bologna, 

Genova and Siena; 182 in Spain, one of Europe’s keys markets, are listed Barcelona 

(work in progress), Madrid, Seville, Malaga, Lisbon and Porto.183 

For marketing materials rebranding finished after three months: they kept only a 

handful material, changed all the logos and get rid of all the range of flyers, 

stickers, brochure, catalogue, and so on. Lufthansa needed 7 years to finish its 

rebranding: change the brand colour from blue to silver. 

Advertisement are at the airport, at train stations for people who do not use the 

smartphone to find the location: a man or a woman always indicates, taking the 

hand in the direction, where the a&o is. Marketing team members know exactly 

where to put the advertise. There is a whole range of advertisement they do and 

every canal is used to do it, except TV.  

The main or most important channel is google or the internet in general. It 

generates 60% of business online but they do also radio campaigns, advertisement 

at the stations, 50 flixbusses (on the backside of the bus).  

In less then a year, they changed the logos outside the properties even if some of 

them needed special permissions: building permit to close roads, tram ways. 

A you tube video of a&o describes briefly the rebranding main goals.184   

 

In parallel to the rebranding strategy, a&o booking website has as goal to get direct 

bookings or to move customers who book today from booking.com to 

aohostel.com. The a&o team is improving the website because direct customers 

are always the best customers for a company.  

Now they are focusing on mobile because the most of their reservations are 

coming from mobile phones, no more from computers, it is a cheaper channel. To 

get direct booking, since mobile is the future, the booking website has also the 

                                                           
182 www.lagenziadiviaggi.it  A Venezia Mestre arriva AO: benvenuti nell’ostello cool 03 agosto 

07:00 2017 da AdrianaDe Santis 

183 Katherine Doggrell; Alternatives spread across Europe; 5.12.2018; 
https://www.hotelmanagement.net/development/alternatives-spread-across-europe 
184 https://youtu.be/3HKzt62yk5E : a&o Hostels - official rebranding presentation    
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alternative for smartphones. They have the quickest mobile loading time in their 

industry because they moved their servers to amazon. Amazon is, actually, the 

biggest server provider of google. In addition, apart working with Amazon web 

services (AWS) that creates a really speedy mobile website, they are testing now 

Alexas skills, Google home skills, which focus on the voice power. They are 

working on that to be the first in the sector and to have the first loading server.  

Even though also competitors have it now, a&o has already a year more 

experience. To make a comparison with the closest competitor: few people book 

in Meininger website because, in average, they need 40 seconds to load the page, 

compared to the only 4 seconds of a&o.  

The Berlin based company also want to offer more services in case in the future 

guests want more products besides the normal room. They are transforming and 

passing the manual services into automatic ones, on mobiles and on internet. A&o 

team is hardworking in the building of a new app, with which their customers 

should book late check out, breakfast, a function for opening the doors with the 

smartphone, check in wireless. It means their guests will be totally free and it will 

not be necessary anymore to go to the reception to check in. There will be always 

someone at the reception, but only to assist customers more automatically and 

more technically, avoiding then the bureaucracy. 

To invite also new target they are also thinking new packets: the family pack, for 

example, with which young families can book for 6 euros a small box with toys 

and snacks inside for the kids.  

They will make more advertise for the things they already offer, but in a more 

technological way though messages.  

The Internet has become a mechanism that allows people to arrange their own 

travel, including hotel reservations, bypassing industry intermediaries, which has 

expanded hotel and resort profit margins and given direct access and control to the 

customer185 

 

                                                           
185 DALLEN J. TIMOTHY, VICTOR B. TEYE. (2009). Tourism and the Lodging Sector; Elsevier: Oxford 
page 4 
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3.2.1.4 Equity 

 

Extra money from the head quartier go to feed the rebranding of the several 

properties. And always from Berlin start the decisions for the several rebranding 

steps: before lobbies and then bedrooms or the contrary. 

Budget was limited and properties had their own times to redesign because they 

could not close during the normal season. The closing would have made losses 

because one or two months, particularly in high season, costs too much money. 

The effects of rebranding in the new assets, in average, increased in 2018 by 5% 

the occupancy in  the whole company and consequently enhanced revenues. 

People tend to spend more money thanks to the new design, specially in the bar 

where there are higher revenues by food and beverage (f&b) spending. It is more 

“cosy” to hang around, have a beer there. 

There should be an increase of occupancy by 10% from 2018 to end 2020. With 

an occupancy of 40 % all costs are covered, and with this 10% more, provided by 

rebranding, a&o can really earning money.  

There are different ways that lead to higher occupancy. An increase of reviews 

since 2017, leads to higher occupancy because it has better rankings in lists. Self 

by booking on amazon, reviews is an important currency nowadays.  

Furthermore, by managing centrally both sales using dynamic prices, and the 

marketing team, as well as staying in touch with the flexible workforce, a&o 

gained turnover commission and maintained personnel costs at 12% (much below 

the sector average). To offer beds for 12 euros they have to maintain deep local 

low costs budgets and be cost efficient, but the ability to  maintaining a  well-being 

of employees, leads a&o to success.  

Moreover, the exchange of several employees in the head quartier with more 

skilled people lead to have a brighter range of specialists on board.  

Pricing is also an important factor allowing revenues to grow, because it remained 

law, despite the expensive changing in design. The company kept the marketing 



89 
 

promise up to the other targets. The chain wanted to be hostel by name and by 

price maintaining bunkbeds, and shared rooms but with a hotel design. 

All of these are results or a reason to explain why the percentage has increased. 

A company, thus, gets a higher profit by doing an expansion more efficiently and 

in a speedy way.  

 

 

4. REBRANDING EFFECTS IN NUREMBERG AND VENICE 

 

4.1 Questionnaire development 

 

4.1.2 Who does it and who is involved  

 

Rebranding service companies is difficult to realize and results may not always be 

the ones senior managers imagined in the starting phase of the process. In 

particular, perceptions and associations connected to services are more 

complicated to describe since they do not have fix basis for comparisons. 

Consequently asking customers what they think about the product “Hostel” may 

not have homogeneous answers. This author, hence, decided to verify the 

predictions of the future image of the accommodation product done by a&o hostels 

members. The aim was to ask a&o clients, about how they perceived a&o Hostels 

brand during the work in progress of rebranding process. It made a direct 

comparison of the relative brand image evolutions in two of the thirty-five 

company houses.  

During the last week of January and the first week of February 2019, two 

simultaneous processes of data collection took place in two European cities: 

Nuremberg (Germany) and Venice (Italy). In the first city, inside the a&o building 

informed receptionists (and later also the author) asked customers directly during 

the check in, to complete the questionnaire that an assistant brought there and then 

collected. Contemporary the author went personally to a&o Venice, in front of the 

structure to distribute the A5 paper format questionnaires to a&o clients. The 
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questionnaire technique was used in order to ask questions as objectively as 

possible. 

 

4.1.3 What is asked a&o customers: Questionnaire design 

 

Keeping in mind the goal (understand if the brand identity and brand image of 

a&o coincide), to collect basic information about the brand perception, this author 

prepared a questionnaire made of eight questions (Q1, Q2…, Q8). 

The printed form (Figure 3.14) and the provision of a pen, should allow all kind 

of people to directly answer, without using any smart device, if possessed, 

connected to specific internet pages, or to use personal objects. 

Questions are made in English and the language used is as simple as possible in 

order to be understood also by low-level English-speakers.  

As far as the questionnaire design is concerned, it is built with structured and 

unstructured questions186. Among the structured, the multiple choice of answers 

characterizes the most questions (Q1, Q2, Q3, Q9) but in some cases it is changed 

with a Likert-scale with five response categories ranging from totally disagree to 

totally agree (Q4) or a dichotomous structure: male or female (Q6). In the yes-no 

question (Q5) a “don’t know” possibility was added to add a neutral alternative. 

Then an unstructured question (Q7), being open-ended, let the participant answer 

in his/her own words the Country of origin. 

The first two questions are based on the abstract concepts suggested by D. Aaker 

in the book Managing brand Equity187. The brand image can be better associated 

to abstract concepts such as animals, personalities, etc. and letting the respondent 

use the fantasy specially in the first questions, could increase his/her general 

involvement in the answering process. 

The third requirement aims to select the canals of marketing a&o passed through 

to be chosen. If the majority of respondents affirm that the a&o web marketing or 

                                                           
186 MALHOTRA, NARESH K.; NUNAN, DANIEL; BIRKS, DAVID F. (2017); Marketing research an 
applied approach, 5th edition, UK, Pearson, pp 371-405 
187 AAKER, DAVID (1991); Managing brand equity, pp 115 
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aohostel.com led them to come in this house, then it will indicate that what a&o 

marketing team does is correct and efficient. 

The fourth question, synthetizes three different opinions: whether a&o Hostel is 

good for families, business people and groups. A Likert scale from 1 (totally 

disagree) to 5 (totally agree) is suggested for each target group. With this question 

it is possible to understand if the new target is welcome or at least expected in 

these Hostels by other customers. 

Then the question number 5 aims to understand if the experience by a&o which 

clients lived had been appreciated, with a consequent hypothetic start of positive 

Word of Mouth (WOM) for a&o.  

The last three questions are simply statistically relevant. In particular, the primary 

presence of millennials (within 18 and 34 years old), should be confirmed by the 

majority of that age range. 
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Figure 4.1 Questionnaire form 

 

4.1.3 When: during the rebranding 

The a&o Hostels rebranding process, which began in 2017, will finish in 2020. 

Until then every property of the chain will have its own identity and image. The 

newest houses will continue to convey the original design and in the meanwhile, 

the old-designed accommodations will upload their changes gradually also in the 

web pages. Anyway what a&o conveys is honest: if a rebranding has not done yet, 

the website will not show false new pictures but the actual situation. Actually, the 



93 
 

headquarter ordered not to close the houses in which renovation has took place, 

because it is the only way to earn money also in this difficult period.   

Customers, looking for information or pictures in booking websites, can have 

several expectances about the single hostels and the services they will find in. 

Employees thus, play a very important role in this case, because they have to 

convey the new core brand values to customers,  and to minimise the potential 

negative associations connected to the old design (if still present). 

 

 

4.1.4 Where: Venice and Nuremberg 

 

The a&o Venice, being one of the newest houses did not need redesign, but 

Nuremberg, on the contrary, started in the summer of 2018 to renovate the 

internals and will finish to rebrand its rooms by 2020. 

The challenge with this questionnaire is to show if clients, of both the German city 

and the Italian one, have similar perceptions about the company brand, besides the 

work in progress. In particular, it will emerge whether these brand associations 

coincide with the ones a&o tries to convey though its rebranding strategy. Will 

families, business travellers and couples other than the core guests (groups and 

backpackers) find a friendly and adequate place? Is a&o perceived as a good place 

for all of them? Is a&o perceived as a unique hostel chain expanded all over 

Europe? 

 

4.2 a&o Hostel Venice and its image  

 

4.2.1 a&o Hostel Venice description 

 

The Hostel of Venice, opened in July 2017, is placed next to the train station of 

Mestre (mainland of Venice). This structure has been the first to emerge in an area 

considered until 2017, suburb and degradation. With 1000 beds the Hostel 

increased  in 2018  the attendance in Mestre by 10%. In 2019 other 1000 overnight 
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stays will be added with the construction of an equal building (a&o Venice II)188. 

In few years, then,  in this place there will be also four hotels (thanks Austrian 

investments) with 1900 rooms and will rise bars and restaurants. Thousands of 

customers necessitating of services will walk and spend increasing the 

employment in this city.189 In this renewed area, people will walk and no more 

only pass by car because the street, that connects the train station and via Trento 

(university and business place), will become a nice way.190  

The design in a&o Venice is a kind of middle step because it is very closed to the 

new design thought by BWM but created with a more Italian style. The average 

age of a&o customers is in the range 20-39 years old. They are tourists who sleep 

by a&o to save money and to spend them in the city. 

Venice reviews are outstanding good: 4.3 of 5 Stars for 850 Guest Reviews191, and 

the quantity too because of the so many advert travellers. The number of advert is 

accordingly, much higher in Venice than in other a&o colonised cities. Here, there 

are more or less 90% effective travellers and 10% groups while, normally, the 

mixture of groups in travellers is 35% groups, and the rest is covered by individual 

travellers.  

High and low season play an important role for the conduction of an 

accommodation activity. Notwithstanding the attractive touristic city a&o 

selected, the a&o team has to fight against the low turnout of the winter months.  

The graph “Overnight stays in Venice” shows the monthly number of overnight 

accommodations in a&o Venice from its opening (July 2017) up to the end of 

2018. 

After the first three positive months in which the stays fluctuated between 20.000 

and the 25.000 per month, the drastic negative slope between October and 

November reached the lowest peak in January 2018 with less than 10.000 

(precisely 9.513) people sleeping there. After a slight growth between February 

                                                           
188 https://nuovavenezia.gelocal.it/venezia/cronaca/2017/11/13/news/boom-dell-ao-di-mestre-
in-100-giorni-85-mila-clienti-1.16114066 
189 http://www.veneziatoday.it/cronaca/inugurazione-ostello-vempa-via-ca-marcello.html 
190 http://www.veneziatoday.it/cronaca/inugurazione-ostello-vempa-via-ca-marcello.html; 
Mestre, inaugurazione dell'ostello della Vempa di via Ca' Marcello; 28 luglio 2017; 16:05 
191 aohostels.com 

http://www.veneziatoday.it/cronaca/inugurazione-ostello-vempa-via-ca-marcello.html
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and March accommodations rose by circa 11.000 from 13.966 in March to 22.040 

in the month of April and remained stable until August 2018. From then on, 

numbers have been diminishing and it is expected that, the by the end of the year, 

the number of overnight stays will decrease to 12.500 (around half of the summer 

arrivals, but circa 2.000 stays more than the previous year). 

The year 2018 will conclude with 216.014 expected occupied stays. 

 

 

Figure 4.2  Overnigt stays in Venice 

 

Month 
Overnight stays 

2017 

Overnight stays 

2018 

Total 93.000 216.014 

Jan   9.513 

Feb   12.503 

Mar   13.966 

Apr   22.040 

May   22.946 

Jun   22.136 

Jul 3.022 23.135 

Aug 23.084 22.633 

Sep 23.273 20.930 

Oct 21.760 19.212 

Nov 11.583 14.500 
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Dec 10.278 12.500 

Table 4.3  Overnight stays in Venice 

 

4.2.2 What people really think about a&o Venice 

 

After having prepared the questionnaires, in the last week of January 2019 fourty 

a&o clients were asked to answer honestly and freely to the structured and 

unstructured questions present in the paper sheet. Since the temperature and the 

wheather of the week made it possible, the respondents had been stopped and 

asked in front of the building during a smoking break, arriving from or going to 

the train station, after a visiting day, going out for a dinner and so on. 

Through a simple analysis, done using excel instruments, emerged then the 

following results. 

The sample considered was composed by 21 men and 19 women 

The majority of respondents (62,5%) is aged 18-34: the so called millennials. Then 

follow the adults aged 35-50 (25%), while the last 12,5% of respondents’ age 

range was between 51 and 70 years old. The extreme categories had not been asked 

because not found in that period. 

Most of respondents (74%) come from Europe; the next point will delineate the 

Europeans’ composition. Then follow customers from other continents e.g. 

America (in particular from Brazil, Chile, Argentina), Asia (Korea, South Korea) 

and Africa (Egypt, South Africa) with 8% each, and  Russia with 2%.  
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Figure 4.4 Respondents' provenience Continents 

 

Looking more in detail the European respondents’ composition (Figure 3.18), 

Italians and Germans are the most populous respondents’ sample reaching about 

the 30%  attendance each. Follow English, Spanish, Scottish and Austrians with 

7%, and then, in a minor percentage, the French with 4%. The minority of 

respondents, reaching 3% each, are Estonian, Croatian and east europeans from 

Romania, and Ukraine. 
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Figure 4.5 European respondents' provenience 

 

Quite all the respondents will recommend the a&o Hostel Venice to family friends 

and colleagues, while only two respondents were unsure. Nobody found the 

experience by a&o so horrible not to reccomment it to others.  

Looking at the bar graph (Figure 3.19), 28 out of 40 respondents agree that a&o is 

good for groups (Figure0-5): the hostel main target.  Also the sum of positive 

feeling for all of three target groups overcomes the negative perceptions associated 

to the hostel’s features. The basic style of a&o is positively perceived also for 

families and even business men, even if only 17 of them affirmed that. Indeed 

skepticism about the adaptability of a Hostel  to a business or family context, is 

still present among respondents who do not agree with the likeability of the hostel 

for the two target groups. 
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Figure 4.6 Likability for families, business travellers and groups 

 

The most used canal to interact with a&o has been a booking website such as 

Booking.com or Expedia (11 respondents), followed by a&o advertise in Internet 

through social media, email and directly through the aohostels.com website (8 

answers) or a past experience by a&o (7 answers). The word of mouth (WOM) 

has helped a&o to be known too; as a matter of fact 5 of the 40 respondents were 

there thanks a positive commitment of a friend or a family component. Only one 

person was concious of the rebranding phase and came to Venice to see in person 

the evolution. Other customers affirmed to be there by having searched in internet 

a “low budget” or  “near to the city” accommodation or because of work (their 

fims booked for them a room by a&o). 

The Questions 1 and 2 were useful to understand how people perceive the brand. 

Travellers, associating the acronym a&o to words  and to four different animals 

(with their character description) revealed the corporate brand image they 

perceived. 

“Accessible” and “Original” would be the meaning of  a&o if it was a composition 

of words (Figure 4.7). This acronym - somebody affirms to be associated to 

Alexander192 (or Andreas) and Oliver, the two a&o founders, others to alpha and 

                                                           
192 https://www.ahgz.de/news/personalien-neue-fuehrungskoepfe-bei-ao,200012240903.html 
Neue Führungsköpfe bei A&O: Die Hostelkette holt den Architekten Alexander Schober und den 
Revenue-Experten Hubertus Hessel ins Team. 

https://www.ahgz.de/news/personalien-neue-fuehrungskoepfe-bei-ao,200012240903.html
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omega - shows some of the main features of a&o: central and affordable, renewed 

in design and consequently original. The second best word associated to the letter 

A (All over Europe), then, makes understand that a&o is really perceived to be 

spread all over the European continent. The words that received less than 10 votes 

instead, make reflect about those aspects. For example the originality of  a&o 

covers the organizative or the open aspect of the company. 

 

 

Figure 4.7 A and O association to ideal words 

 

Furhtermore, in question number 2, four different well known animals were 

presented to respondents (Figure 4.8). The association of a&o to a LION 

(adventurous and assertive) gained the first place in consumers mind with a 34% 

answers while the DOLPHIN (extroverted and flirty) and the SHEEP (cautious 

and lives in a numerous company (family, friends)) tied for second best. The figure 

of the WOLF (intimidating and works well with others) has been considered only 

by the 10% respondents. In addition a respondent proposed also the elephant 

because of the physical dimensions of the Hostel (characterized by big buildings 

and a lot of rooms). 
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Figure 4.8 What animal is a&o? 

 

Consequently summing up the associations, a&o Hostel is seen as a chain that is 

not intimidated by challenges and has a confident and forceful personality being, 

in the meanwhile, extroverted, playful, careful to avoid potential dangers and 

numerous. 

These thoughts mirror the brand identity a&o Hostels developed and it means that 

the message the company transmitted through the advertisement and directly with 

its product has been enough clear. 

 

4.3 a&o Hostel Nuremberg and its image 

 

4.3.1 a&o Hostel Nuremberg description 

 

A&O Nuremberg is the 17th house used by the Berliner company to welcome 

tourists coming from all over the world in another historical city. A&O invested 

2,5 million on the structure considering that the 25-year lease amounted to 10 

million.193 Its strategic location, next to the city centre of the medieval city, 

provides good connections to the train station, long distance public transports and 

local traffic. 

                                                           
193  https://www.aohostels.com/de/presse/pressemeldungen/pm/201/ 
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On the 1st March 2011, after less than a year of work in progress, the former office 

building started to accommodate up to 300 people in its 116 rooms: 58 double 

(two beds), 46 family (four beds) and 12 shared (six beds) rooms.194  Twenty-four 

employees were engaged to work in the hostel and among them three were fix and 

6 apprentices. The hostel was built with the older style and because of it, it now 

needs a renewal; that is why it has reached only 3.7 of 5 Stars considering the 1985 

Guest Reviews.195 

High and low season play an important role also by A&O Nuremberg. Except the 

month of December, characterized by the presence of the Christmas market in the 

city, the low turnout of the winter months does not contribute to increase 

significantly the income of the company (Figure 4.9).  

The table “Overnight stays in Nuremberg” shows the monthly number of 

overnight accommodations in the A&O hostel of Nuremberg of the last five years, 

from 2013 up to the end of 2018. 

Between 2013 and 2017, during the first six months the seasonal accommodation 

rate fluctuated between circa 5.000 and 7.000 overnight stays per month and only 

in July it usually reached the highest peak between 8.000 and 9.000. From then 

on, numbers decreased until September where again a fluctuation of overnight 

accommodations led to the second positive peak of December. 

In the last five years, the overnight stays-occupancy rate of the hostel had fluttering 

numbers with yearly totals at around 80.000 stays; but after the decision of A&O 

to merge with TPG and starting the rebranding process, the positive consequences 

have been reflected on the arrivals also for Nuremberg. 

 

                                                           
194 Dienstag, 1. März 2011; Jetzt offen: Das A&O Nürnberg Hauptbahnhof; 
https://www.ahgz.de/news/jetzt-offen-das-a-o-nuernberg-hauptbahnhof,200012183882.html 
195 aohostels.com 
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Figure 4.9 Overnight stays in Nuremberg 

 

Actually, comparing the year 2016 with the following 2017 and 2018 ( Figure 

3.16)  it is clear that several factors such as the change of name, logo and design 

and a more compelling marketing campaign, have increased awareness and 

positive perceptions of actual and potential customers.  

In particular, 2018 has been an outstanding positive year for A&O Nuremberg 

because the overnight stays increased by circa 10.000 form 83.875 up to 91.443. 

 

 

Figure 4.10 Overnight stays in Nuremberg 

 

Between June and September 2018, the hostel started to convey the new a&o 

concept and changed: the design of reception, lobby bar and breakfast room, the 

employees uniforms, marketing material, and the sign. This last required more 

Months Overnight stays 2013 Overnight stays 2014 Overnight stays 2015 Overnight stays 2016 Overnight stays 2017 Overnight stays 2018

Total 81058 78865 76.699 79.954 83.875 91.447

Jan 5220 6263 4.869 6.062 4.985 6.393

Feb 5672 5955 5.703 6.068 6.393 6.494

Mar 6733 5164 5.668 5.333 5.953 7.876

Apr 6134 6032 5.183 6.062 6.476 7.522

May 5952 6522 6.509 6.221 6.500 7.665

Jun 6395 6868 6.801 5.995 7.002 7.563

Jul 8205 8359 8.693 8.310 8.931 9.155

Aug 8050 8153 7.894 7.692 8.066 8.151

Sep 6324 6528 6.895 6.501 6.780 7.622

Okt 7321 6577 6.400 7.725 7.691 7.406

Nov 6928 5865 6.036 6.647 6.834 6.900

Dec 8124 6579 6.048 7.338 8.264 8.700
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time than other hostels to be substituted because of  the necessity of permissions 

to stop the local traffic, since the building is close to the street.  

In 2019, it will continue to modify all the other rooms (bedrooms, meeting rooms) 

and, by 2020, the whole hostel will be totally renewed basing on the new corporate 

standards. 

As expected from this revolutionary process drastic changes could happen also 

among employees and this is the case of Nuremberg with the replacement of the 

house chef and of several employees at the end of year 2018. This will be another 

challenge for this hostel in the forthcoming years. 

 

4.3.2 What people really think about a&o  Nuremberg 

 

After having prepared the questionnaires, in the last week of January and in the 

first week of February 2019 fourty a&o customers were asked to answer honestly 

and freely to the structured and unstructured questions present in the paper sheet. 

Since the A&O employees and their chef agreed to distribute the questionnaires, 

respondents were asked during the check in moment to take the questionnaire, fill 

it at the end of their trip, and return it during the check out. Unfortunately only 22 

questionnaire had been completed in this way; the others  have been personally 

distributed by the author to clients met in the main hall of the hostel during the 

first week of february 2019.  

Through a simple analysis, done using excel instruments, emerged then the 

following results. 

The sample considered was composed by 21 women and 19 men. 

The majority of respondents (90%) is aged 18-34: the so called millennials. Then 

the adults aged 35-50 and the between 51 and 70 years old composed the 5% of 

the sample each. The extreme categories had not been asked because not found in 

that period. 

Most of respondents (57%) come from Europe; the next point will delineate the 

Europeans’ composition. Then remaining customers come from other continents 

e.g. 26% of them  come from America (in particular from Brasil, USA, Argentina, 
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Mexico), 14% from Asia (Korea, Taiwan, India) and Africa (Angola) had only 

one representative (3%). 

 

 

 

Figure 4.11 Respondent’s provenience Continents 

 

Looking more in detail the European respondents’ composition (Figure 3.18), 

Germans are the most populous respondents of the sample reaching about the 48%  

attendance. The second most popolous were Italians 18% followed by Spanish 8% 

and French 5%. The minority of respondents, reaching 3% each, come from Swiss, 

Romania, Ukraine, Poland and Greece. 
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Figure 4.12 European respondets’ provenience 

 

Also in Nuremberg, as in Venice, many respondents will recommend the a&o 

Hostel to family friends and colleagues, however here there are more unsure 

respondents (four) and two out fourty considered the experience by a&o so 

horrible not to reccomment it to others.  

Looking at the bar graph (Figure 3.24), 24 out of 40 respondents agree that a&o is 

good for groups: the hostel main target.  Also the sum of positive feeling for all of 

three target groups overcomes the negative perceptions associated to the hostel’s 

features. The basic style of a&o is positively perceived for families even if only  

14 of respondents affirmed that. They are not totally sure by agreeing with the 

fitting of a&o also for business travellers. 

Indeed skepticism about the adaptability of a Hostel  to a business or family 

context, is still present among respondents who do not totally agree with the 

likeability of the hostel for the two target groups. 
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Figure 4.13 Fitting for families, business travellers and groups 

 

The most used canal to interact with a&o have been recommendations of friends, 

family members or colleagues (11 respondents).  Followed booking websites such 

as Booking.com or Expedia (9 respondents), a&o advertise in Internet through 

social media, email and directly through the aohostels.com website (5 answers) or 

a past experiences by a&o (3 answers). The curiousity for rebranding led 3 out 40 

people to come to Nuremberg to see in person the evolution. Other customers 

affirmed to be there because of the “friendly budget”, the choices of other people 

(group, fims booked for them a room by a&o). 

The Questions 1 and 2 were useful to understand how people perceive the brand. 

Travellers, associating the acronym a&o to words  and to four different animals 

(with their character description) revealed the corporate brand image they 

perceived. 

Summing up the results of question 1 (Figure 4.14), the most of respondents agree  

with the following two solutions: the association “Accessible and Open” or “All 

over Europe and Open”. These would be the meaning of  a&o if it was a 

composition of words, since both Accessible and All over Europe tied the first 

position among the possible answers for A. These acronyms show some of the 

main features of a&o: it is not only spread in several European countries and 

affordable, but is open too.  
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A&O is perceived as a simple Hostel that welcomes everybody and this 

accessibility depends also on this fact: its nature allows people pay what they need. 

The hostel is seen as more organized and online than original or avant-guard, but 

this depends on the future design changes it is going to do. As a matter of fact 

some respondents also selected the world Old to stress the necessity to change 

some design elements in the structure.  

 

 

Figure 4.14 A&O association to ideal words 

 

In question number 2 (Figure 4.15), respondents gave similar answers as in Venice 

to select one of the four different well known animals and that is why DOLPHIN 

(extroverted and flirty) and SHEEP (cautious and lives in a numerous company 

(family, friends)) tied the first position with 30% answers each. In this case the 

association of a&o to a LION (adventurous and assertive) gained only the second 

place in consumers minds with a 25% answers.  

The figure of the WOLF (intimidating and works well with others) ranked number 

4 with 15% agreement.  
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Figure 4.15 What animal is a&o? 

 

Consequently summing up the associations, a&o Hostel is seen as an extroverted 

and playful chain that is also numerous and careful to avoid potential dangers. It 

is partly seen as with a forceful and confident personality, not intimidated by 

challenges. 

These thoughts mirror the brand identity a&o Hostels developed and it means that 

the message the company transmitted through employees, the advertisement and 

directly with its product has been enough clear. 
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CONCLUSIONS 

 

 

The current muster thesis outlines the rebranding strategy a service company must 

apply to change customers’ perceptions about the organization. It presents a case 

study analysis to underline what are the passages a market leader does to rebrand 

its identity and repositioning its brand accordingly. The findings contribute to the 

service corporate rebranding literature. 

Utilizing repositioning frameworks of Trout and Ries and the renaming guidance 

of Aaker, the work then, focuses on the more recent studies of Muzellec and 

Lambkin, Merrilees and Miller and other practitioners.  

Muzellec and Lambkin196, in particular, have been selected dealing with the 

analysis of causes that lead companies to rebrand. They conducted the study using 

a cross-sectional sample of over hundred corporate rebranding cases, and therefore 

provided fundamental notions to increase the efficiency and knowledge of the 

rebranding process. The emerged descriptive data and the developed case studies 

suggest how to better manage the process. Actually the findings show that 

rebranding is necessary for a structural change, such as mergers and acquisitions, 

in order to adapt the brand identity and core strategy of the company to the new 

partnership. In addition, they affirm that marketing aesthetics are not so influential 

in brand equity as other factors, i.e. the employees’ behaviour. As a matter of fact 

this process has to be managed involving all stakeholders and should consider 

especially employees’ reactions. Nunchasiri and Udorn197, add the notion of brand 

relationship quality in the previous authors rebranding definition and confirm that 

a perceived similarity between new and old brand is not statistically significant for 

this relationship factor. They proved that a change of the brand relationship quality 

affects both relationship strength and future share of wallet (SOW)198: the higher 

the brand relationship quality, the higher the relationship strength as well as the 

average amount that a customer will spend per visit/purchase.  

A&O Hotels and Hostels was acquired by TPG in order to enhance the market 

leadership expanding the corporate brand in new markets and reaching new 

                                                           
196 MUZELLEC, LAURENT; LAMBKIN, MARY, (2006); “Corporate rebranding” 
197 NUNCHASIRI, NAREERUT; UDORN, PIPOP (2015); “Corporate Re-branding in Service Context” 
198 https://www.investopedia.com/terms/s/share-of-wallet.asp; WILL KENTON; Share Of Wallet 
(SOW);  ; 23.03.2018  

https://www.investopedia.com/terms/s/share-of-wallet.asp
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targets.  This could be done only by redesigning the corporate identity. The 

involvement of several stakeholders (employees, customers, partners…) have 

been fundamental for the development of the repositioning strategy.  

The six principles then, devised by Merrilees and Miller, could have help the 

accommodation company to implement the rebranding phases. They explain in a 

simple way how to develop a rebranding process. Focusing on the current 

necessities, the authors suggest to overcome the problems by dividing the process 

in three phases.199  

In the first Phase is treated the re-visioning of the corporate brand. Actually this 

phase includes principles 1, 2 and 3. With the first principle, the core values of the 

corporate brand are maintained and the brand itself is modified and fostered to 

ensure a continuous relevance in the market. Core values remain consistent over 

time, while other dimensions evolve, if necessary, “to adjust to the environmental 

context”.200 The second principle suggests to bind the new brand with the revised 

one retaining some current brand concepts. While the third principle aims to serve 

not only the existing but also new target segments.  

Phase 2 focuses on obtaining stakeholder buy-in to the revised corporate brand. 

The fourth principle developed in this phase, suggests that well brand-oriented 

companies, through communication, training and internal marketing, are more 

facilitated to implement an effective rebranding process.  

Phase 3 focuses on the implementation of the corporate rebranding strategy.  Here, 

the last two principles suggest to align brand elements, integrating and 

coordinating the marketing mix and to build awareness through promotion 

informing, hence, all stakeholders of the renewed brand. 

This current study shows how A&O overcame these three phases. Maintaining the 

core features of the old brand (central, affordable and open to everyone) the hostel 

chain renewed the identity elements and the building design to maintain the 

leadership in the market. Indeed, the accommodation provider connected the old 

brand to the new one deleting the misleading Hotel concept from the brand name, 

adding in the logo some features that indicate internal and external stakeholders, 

the core values of the chain: honest, playful, different. As far as the third principle 

                                                           
199 CHAD, PAUL (2016); “Corporate Rebranding: An employee-focused non-profit case study”; 
Journal of non-profit & public sector marketing; vol. 28, no. 4, 327–350 
200 DA SILVEIRA, C., LAGES, C., SIMOES, C. (January 2013); “Reconceptualizing brand identity” 
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is concerned, the Berlin-based company aims to satisfy also a step up level 

customers: families, couples, and business travellers who seek well designed and 

efficient budget hotels. The new concept of youth hostel, with the presence of 

single, double and family rooms beside the shared rooms, allows different traveller 

categories to share the same accommodation. Common areas have been projected 

to allow customers to exchange ideas and share experiences using, besides, 

technology to reduce bureaucracy, and ease the use of the service product. 

Phase 2 is well developed in the company since the stakeholder participation in 

the process has been proactive. Trends analysis and brand audit, as well as internal 

data analysis allowed senior managers to take rebranding decisions. Furthermore, 

communication, training and the internal marketing it did in the recent years and 

is still doing allows stakeholders to be aware of what is happening.  

The implementation of Phase 3 aligns corporate brand name, logo, slogan and 

design by integrating and coordinating the several marketing strategies. In 

addition, it builds awareness through promotion informing, hence, all stakeholders 

of the renewed brand. Service corporate brands are mostly connected to intangible 

products and the figure of the employees are fundamental: by interacting directly 

with customers, they have to convey exactly the core values of the brand identity; 

a brand mantra, through few words may remind them what the company believes 

in. Few messages, with a simple and essential content, can easier enter in the 

potential customer’s mind.201 In the hospitality industry, in particular, the 

relationship between corporate brand, clients and workers is fundamental. 

Employees are distinguishing the several competitors. Managers202, aware of 

“potential internal resistance”, developed a “well-structured change management 

program to gain buy-in” involving stakeholders in the decision-making process. 

Internet and social media in particular play a fundamental role in this phase 

because they give the possibility to get in touch with actual and potential 

customers, both in reachable and hard-to-reach markets. Reviews and comments, 

as well as share of personal experiences in social media may rise or destroy the 

image of the company. Brand image is the reflection of how stakeholder perceive 

a company and can drive long-term growth and profitability if well managed. 

                                                           
201 RIES, AL; TROUT, JACK (1986); Positioning;  pp 47 
202 MERRILEES, BILL; MILLER, DALE (2008 );“Principles of corporate rebranding; pp 538 
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The case company was selected to examine the work in progress of a revolutionary 

process. What A&O is facing, by embedding the change, is already getting initial 

results on the brand image development. 

The aim of this paper, is to show how customers are feeling the change. The 

customers point of view, being a fundamental buy-in source, improves the 

company originality and provides more and more useful information to progress 

the offer and beat the competition. Corporate rebranding, being “a systematically 

planned and implemented process”, should create a new favourable image and 

reputation for the proactive company as a whole.203  

To collect data it has been necessary to distribute questionnaires to eighty A&O 

actual customers. Some problems emerged in doing the questionnaire: 

- Design phase:  during the design of the questionnaire arose the dilemma to do 

either a statistic research with more than 20 questions or a simple questionnaire 

more similar to a satisfaction survey but not statistically analysable. The difficult 

of reaching the sample led to choose the simpler design. 

- Implementation phase: the collection of data in Nuremberg and Venice has been 

done in two different ways. The permission given by the hotel manager of 

Nuremberg allowed receptionists to distribute clients the A5 paper format 

questionnaires at the check-in moment. In Venice it was not possible and the 

researcher went personally to distribute them in loco. 

- Analysis phase: respondents coming from all over the world, answered to a 

questionnaire written in English. Some of them needed a direct translation of the 

content in their mother tongue provided either by the researcher or by the 

receptionists. Some questionnaires had been given to couples or friends,  and 

reported, hence, similar answers.  

Recalling the hypothesis enounced in the introductive part of this paper, it is 

possible now to confirm them or not. They are: 

H1: The brand image coincides with the new corporate brand identity of a&o 

                                                           
203 JUNTUNEN, MARI; SARANIEMI. S.; JUSSILA, R. (2009); Corporate rebranding as a process/  

TEVI, ALEXANDER; OTUBANJO, OLUTAYO (April 2013); “Understanding Corporate Re-Branding: 
An Evolution Theory Perspective”; International Journal of Marketing Studies; 5(3); Nigeria; pp 92 
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H2: The hostel chain is ready to welcome families and business travellers other 

than groups 

H3: a&o is a hostel chain expanded all over Europe 

The first hypothesis refers contemporarily to both a&o Hostels of Venice and 

Nuremberg. This hypothesis basing on the questions 1 and 2 of the questionnaire 

can be confirmed because, notwithstanding the different internal design of 

bedrooms (Nuremberg will change them only in the following year) answers are 

similar and categorize the Hostel as an affordable, and open Hostel distributed all 

over Europe. Basing on Aaker204 theories to analyse a brand image through 

comparisons with abstract elements the author searched in internet associations of 

human personalities with animals’ characteristics.205 The ideal association of the 

accommodation provider to several animals instead of only one, underlines the 

multifaceted character of the brand associated to the main characteristics of a lion, 

a dolphin and a sheep. A&O Hostels gained the adventurous-assertive 

characteristic since it is perceived as a confident and forceful brand that is also 

brave, by challenging the market competition. Furthermore, other characteristics  

(extroverted, flirty, cautious and numerous) confirm the company personality: as 

said its mission is to be playful, honest, and going to extend its products. 

The second hypothesis analyses how fit do customers think the hostel is for 

families and business travellers. In this case, the answers given to question 4 do 

not fully agree with the hypothesis because the suitability of the hostel families 

and business travellers do not equal the first place reached by the category of 

groups. The hostel is still seen a good place for groups of young people and not 

yet for families and business people. The effort the company must do to change 

this perception must continue to increase so that at the end of the rebranding 

process customers can unanimously agree that it is good fit also for the new 

targets. 

Finally, the third hypothesis, based on question 1 and 2, is accepted since 

customers are fully aware of the presence of the company all over Europe. The 

                                                           
204 AAKER, DAVID (1991); Managing brand equity; pp 140 
205 http://animalinyou.com/ 
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website and advertisement material the company constantly updates conveys 

customers enough information. 

In conclusion, basing on the results of the questionnaire analysis, it is possible to 

affirm that A&O Hostels is conveying a clear and effective brand idea to 

customers and potential ones. The favourable brand associations customers have 

in their mind mostly coincide with the corporate point of view. However, to prove 

if the second hypothesis can be accepted, it is necessary to wait for the end the 

work in progress by the end of 2020. Marketing tools the company adopted until 

now, should aim to strengthen further the fitting of the brand for the new targets. 
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