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There is a direct   
correlation between  

profitability and
the quality of a 

company’s internal  
marketing



Internal marketing and the bottom line
The direct correlation between profitability and the quality of a
company’s internal marketing was first quantified by a 1994 study 
by Heskett et al, who developed a model that identifies the factors 
that lie between internal service quality and revenue growth:

The service-profit chain



The study demonstrated that where employees provided high levels 
of service in their relationships with colleagues, employee satisfaction
and loyalty improved, which in turn had a positive effect on every link 
in the chain to higher profitability.

In a similar study, employees who are engaged with the brand were
found to be 43% more productive1 than those who were not. Another
recent investigation of small to medium-sized UK companies by
management consultancy RightCoutts revealed that almost half the
employees had never spoken to their CEO, and nearly a quarter didn’t
even know their CEO’s name. The report concluded that this lack of
contact between leaders and staff was detrimental to business growth
and profitability as well as staff motivation. 

1 Hays Marketing study
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Employee recognition   
is an aspect of 

internal marketing
that’s about much more  

than simply making 
people feel good



1. Using awards to recognise employees 
and communicate brand values
Employee recognition is an aspect of internal marketing that’s about
much more than simply making people feel good. As well as being 
an effective staff motivation and retention tool, a good recognition
programme can have a profoundly beneficial effect on organisational
culture by helping to create a work environment where people enjoy
what they do because they know that their individual contributions 
are valued.

Awards must be linked directly to brand values, of course. 
The ‘AXA Heroes’ awards campaign Woodreed ran for AXA 
Insurance, for example, culminated in a glittering awards ceremony
where each category reflected a core AXA value. And to maximise
employee involvement at all levels and give them a sense of 
ownership of the awards, the winners were nominated by 
their peers.

Internal marketing strategies
Having devised and implemented internal marketing strategies to satisfy
a variety of objectives for many clients over the years, Woodreed has
accumulated vast experience in this field. Here are some examples.



A big departure from the company’s previous awards schemes, 
this move to values–based recognition brought three major 
benefits: 

� It added a human element by presenting more inclusive and
emotionally meaningful awards

� It made the scheme uniquely ownable by AXA employees 
and their brand

� It helped to engage employees on their journey from brand 
cynics to brand evangelists. 



2. Using champions to cascade communications 
Because messages are likely to be more favourably received if 
they come from peers rather than ‘on high’, nominating or electing
communication champions at every level in every department and 
on every site is a good way of securing the support of all employees. 
As well as acting as local conduits for information from the top, such
champions are best placed to involve their colleagues and encourage
them to take ownership of delivering the brand experience. 

Woodreed used this approach to promote an internal event to unveil 
a new advertising campaign. A friendly informal message was spread
electronically via the Communication Champions, forewarning staff 
of a rumoured ‘happening’ on a particular evening that they should
therefore try to keep free. This mechanism not only disseminated 
the message rapidly throughout the company without compromising
security, but also ensured that the recipients read and took notice 
of it. As a result, one in three employees attended the event in their
own free time, well above expectations. 

3. The lectern vs. living the brand
Just as people learn more through experience rather than being told,
employees are more likely to remember brand values if they see them
in action rather than being lectured about them. ‘Death by PowerPoint’
is a waste of everyone’s time.

However dry or abstract your subject matter, its presentation must
never be either. We specialise in devising alternative presentational
formats and media based on the strength of learning through experience
rather than expecting people passively to absorb reams of facts.



Take something as unexciting as a mid-year strategy update, for
example. Instead of listening to the monologues of a succession 
of brand managers, how about working with professional actors to
create an involving experience – perhaps interrupting a deliberately 
dull presentation which would then turn into lively and apparently
impromptu audience-involving debate where the key issues of the
strategy and results would be examined? There are many different
alternative delivery methods that in themselves can increase audience
interest and message retention in this way.

One way of instilling abstract brand values in employees is to make
positive examples out of staff whose behaviour most closely reflect the
values concerned. Woodreed ran an initiative for AXA PPP healthcare
in which we found employees as examples of a different value each
month. These people then starred in that month’s communication
piece, relating work situations that exemplified the value in question.
For example the telemarketing admin team demonstrated the key
virtues of the Team Spirit value including good communication,
interdependence, supportiveness and pursuing common objectives.

Another way of gaining a deeper understanding of the brand is to
literally wrap the brand experience around the employee by making
their environment reflect the brand. Examples of this range from the
extreme – turning your head office into a 3D embodiment of your
brand, such as Nike World in Oxford Street – to simpler measures,
such as having values boards around the workplace or a values charter
or brand book at reception, bringing the brand to life through words 
and pictures. 
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How do you stop 
internal marketing

from becoming 
wallpaper?



Messages by osmosis
Employees are busy, so how do you ensure that they notice and are
receptive to what you’re communicating? How do you stop internal
marketing messages from becoming wallpaper? 

One way is to reach staff as they go about their day, weaving the
information into the very fabric of their working lives, in everything
from car parking spaces to plastic cups, napkins and canteen trays. We
call this internal marketing by osmosis, and it ensures that everyone is
exposed to the message unobtrusively; it allows your messages to find
the audience rather than the other way round. 

The ‘Language of Success’ project we developed for Volkswagen is a
good example. Detailed research into employee behaviour led us to
propose a brand values communications campaign using a wide range
of ambient media including mugs, tins of sweets, murals and carrier 
bags.

Making the medium as easy as possible to access also increases 
the probability of the information hitting home, such as using podcast
downloads to allow busy employees to digest company information on
their daily commute or at any other time that suits them. In large US
corporations, online blogs by the leadership team are increasingly giving
senior management a human voice when communicating to staff.

Rethinking the incentive
In any sales-driven environment, incentive schemes traditionally follow
the same simple model: the more you sell, the bigger your reward. 
But in today’s environment of fickle brand loyalty and high staff
turnover, this may no longer be appropriate.



Like any other internal marketing initiative, incentive schemes should be
linked to brand values and encourage staff to engage with the brand by
rewarding them on a more qualitative basis. Excellence isn’t just about
big sales figures; it’s also about achieving standards that are in line with
the brand strategy.

This is the thinking that underpinned a radical scheme Woodreed
managed for Volkswagen Commercial Vehicles to shift the emphasis
from purely quantitative to more qualitative measures.

Although the performance indicators we selected still drive sales 
and recognise excellent process, they also support the brand strategy
and values. The resulting scheme empowers front line staff to set
themselves measurable objectives that can make a real difference 
to the customer experience, and a new customer service measurement
was also introduced to assess customer satisfaction as well as sales. 

Duncan Sands, Head of Operations at Volkswagen Commercial
Vehicles, is bullish about the scheme so far: “We spent years rewarding
the end result, often without knowing how we’d got there. We needed
to encourage Van Centres to take a longer term view and for them 
to concentrate on qualitative inputs rather than simply looking at sales.
We’ve worked with Woodreed to change the focus to a programme 
that will now incentivise a Van Centre to develop its people just as
much as it will reward them for achieving sales targets. Maybe one 
day we’ll remove sales incentives all together – but we’re not quite
there yet!” 
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Keep employees involved,    
give them a voice 

and act upon 
their feedback



Pearls of wisdom

Measurement
As with any campaign, measurement is essential. The good news is that
internal marketing initiatives are easier and less expensive to measure
than external campaigns, using a range of criteria such as annual
satisfaction and brand engagement surveys and pre- and post-activity
questionnaires (usually incentivised). The main priorities are to keep
employees involved, to give them a voice, to listen and then act upon
their feedback. 

Why use an outside resource?
Long gone are the days when internal marketing was the sole domain
of the HR department; since taking its place as part of the marketing
mix, it has moved towards the remit of the marketing team.

Using an external communications partner frees you from internal
politics and gives you an unbiased 360-degree view of what needs 
to be done, as a logical extension of your overall marketing
communications strategy.

Agencies with experience of internal marketing have much to
contribute in terms of finding fresh and powerful new ways to win the
hearts and minds of your people, while at the same time avoiding the
pitfalls and striking the right balance between effectiveness and not
being seen to waste money.  



Woodreed’s ten point plan:
� Establish a framework for measuring the campaign’s success

� Reach staff at every level of the business

� Allow people to experience first hand – don’t lecture

� Prove the link between brand and profit

� Recruit communication champions to be the mouthpiece, 
eyes and ears of the campaign

� Use creative ways to deliver the message

� Link employee award schemes closely to brand values 

� Speak plainly in clear language, not marketing jargon

� Don’t overload the audience with multiple messages 

� Seek to unify and invite employee participation and feedback



Woodreed acknowledges with thanks:

Alison Green, Senior Brand Manager, AXA UK

Duncan Sands, Head of Operations, 
Volkswagen Commercial Vehicles.

ins ide out  
th inking 
for  brands

49 The Pantiles, Tunbridge Wells, Kent TN2 5TE  t: 01892 515025  f: 01892 527868
e: hello@woodreed.com  w: www.woodreed.com




