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with primary research based on open individual interviews with 
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Theoretical framework: The framework consists of theories on internal marketing and 
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1. Introduction  

In this chapter the concepts of internal marketing and employer branding are presented and 

discussed as the background for the problem this study concerns. The research question and 

purpose are presented and lastly the limitations are explained. 

 

1.1 Problem background  
Employer branding, first brought up in 1996 by Ambler and Barrow is about market a 

company as a place to work instead of its offerings in terms of services or products. Ambler 

and Barrow (1996) tested the application of brand management techniques to human resource 

management. They concluded that companies that works with employer branding more easily 

can attract the best candidates when recruiting new employees and they also have a higher 

retention rate particularly among their more highly skilled people (ibid.).  

The relationship between a company and its employees is usually described as a 

psychological contract and it contains obligations between the company and the employees 

(Rousseau, 1989). It exists only in the minds of individuals, what the individual believe that 

he/she owes the company and the company’s obligations in return (ibid.).  During the last few 

decades there has been a change in the business environment that also has affected the 

psychological contract (Hendry & Jenkins, 1997). The psychological contract used to be an 

exchange of loyalty for security, between the company and the employee. The change in the 

business environment means that the companies no longer can offer job security and a 

guaranteed career within the company. Instead the company offers the employees transferable 

skills to give them opportunities to train and better themselves so that they will have a chance 

to manage their own careers (ibid.). This change also makes it harder for companies to retain 

the talent in the company, workers change jobs more frequent and there is a lack of well-

educated and talented employees on the market (Moroko & Uncles, 2008).  

The part of employer branding that focused on retaining talent is very similar to theories of 

internal marketing. Much of the theories of internal marketing are about satisfying the internal 

customers, the employees (Berry, 1981). Satisfied employees can better deliver a satisfying 

product to the end customer and satisfied employees will hopefully also stay loyal to the 

organization (ibid.). Much attention has been focused on internal marketing within the area of 
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service marketing, and it has been described as a philosophy as well as a strategic and tactical 

management instrument (Grönroos, 1985). 

1.2 Problem discussion  
In Sweden 2012 there is a lack of hirable engineers (Statistics Sweden, 2012) and the 

prognosis is that by 2030 there will be a lack of 50 000 hirable engineers (Statistics Sweden, 

2013). The importance of retaining the employees in this sector must therefore be high. Both 

employer branding theories and internal marketing theories speak of retaining employees 

(Ambler & Barrow, 1996; Berry, 1981). In employer branding theories researchers mean that 

companies that have a strong employer brand will have employees who strongly support the 

firm’s values and therefore also have a strong commitment to the firm (Backhouse & Tikoo, 

2005). Internal marketing focuses on satisfying the employee’s needs in order to encourage 

good performance and discourage quitting (Berry, 1981). 

Even though retaining employees is a topic that is often discussed in the theories mentioned 

above, it is not as studied as company performance, and it is hard to get a grip of what 

activities within companies that actually focuses on retaining the employees.  

1.3 Research question  

What is the main contribution of internal marketing activities which help satisfying 

employees’ needs at an engineering company; retaining employees or company performance? 

1.4 Purpose  
The purpose of this study is to map the activities used for satisfying employee’s needs in an 

engineering company and with the support of theory concretize their contribution to employee 

retention and company performance. 

1.5 Limitations 
The theories are studied with a point of view based on satisfying employees’ needs through 

internal marketing activities, therefore this study is limited to only the internal perspective of 

internal marketing and employer branding. This study is also limited to internal marketing 

theories which regard service companies. 
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2. Theoretical frame of reference 

In this chapter a framework of theories concerning internal marketing and employer 

branding are presented. The chapter also explains the relationship between the employee 

and organization in terms of the psychological contract and employee’s needs at the 

workplace which in this study are used as a foundation for the empirical data.  

 

2.1 Internal marketing 
Internal marketing has especially been developed since the early eighties (Berry 1981; 

Grönroos, 1981). According to Grönroos (1985) the topic was first introduced by service 

marketing researchers, as a philosophy as well as a strategic and tactical management 

instrument. Through the years internal marketing has been seen as a process by which 

marketing tools and techniques can be used to motivate employees to achieve the 

organization’s goals and objectives (Grönroos, 1981). Employees have been seen as internal 

customers, where internal marketing have been used as a tool to achieving employee 

satisfaction, to make them better equipped to deliver a satisfying product to external 

customers (Berry, 1981). Internal marketing have also been spoken of as a tool that together 

with human resource management can be used to attract and retain employees (Miles & 

Mangold, 2004). Grönroos (1985) address that an organizational change might be necessary 

for the internal marketing process to be successful.  

Berry and Parasuraman (1992, p. 25) defines internal marketing as: “attracting, developing, 

motivation and retaining qualified employees through job products that satisfy their needs”. 

The definition of internal marketing varies and there is no exact definition generally accepted 

(Gounaris, 2008). Ahmed and Rafiq (2003) says that internal marketing is the mean to 

enhance organizational effectiveness, but it is a concept which is hard to understand and 

operationalise. For internal marketing to be effective it is not just of importance to understand 

the need and use of it, it also needs to be successfully implemented and followed up, which 

many researchers see a shortage of (Aurand, Gorchels, & Bishop, 2005; Keller, 2002; 

Thomson & Hecker, 2000). 

2.1.1 Internal marketing in service companies 

Zeithaml and Bitner (1996) define services as deeds, processes or performances. When it 

comes to service-products it is typically hard to separate production from consumption. Goods 
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are usually first produced, then sold and after that consumed. Most services are first sold then 

produces and consumed simultaneously (ibid.). The customer is often present while the 

product is being produced, he or she can even be in close contact or a part of the production 

process (Zeithaml, Parasuraman, & Berry, 1985). Because of this inseparability between 

production and consumption the consumer in many cases has a very direct interaction with the 

service production personal (Zeithaml & Bitner, 1996). The interaction is longer and more 

intimate then with manufactured consumer goods (ibid.). Unlike manufactured-goods services 

are usually hard to save or keep and the customer satisfaction is very much depending on 

what happens in “real time” (Zeithaml, et al., 1985). Therefore employee’s actions at the 

production moment can play big part in the consumer’s satisfaction level (Zeithaml & Bitner, 

1996).  

2.1.2 Employees as customers 

Berry (1981) looked at internal marketing as viewing employees as the organizations internal 

customers. Employees exchange human resources for jobs that provide, for example 

economic resources. He means that people can choose to buy or quit jobs just as with any 

other product. That is why companies need to think of jobs as products and try to design them 

to encourage buying and good performance and discourage quitting. The marketing strategies 

applied to market the company’s services and products to the external customer can also be 

applied internally. Just as marketing externally is used to satisfy external customer’s needs, 

internal marketing can be used to satisfy the needs of the internal customers, in this case the 

employees (ibid.). Ahmed and Rafiq (2003) bring up Berry’s thoughts about employees as 

customers. They say that the logic behind this way of looking at employees is that by 

satisfying the needs of the employees these will then be better suited to deliver the quality 

needed to satisfy the external customers. Satisfied employees make for satisfied customers 

(Bansal, Mendelson, & Sharma, 2001; Zeithaml & Bitner, 1996). 

2.2 Satisfying needs 
According to Kotler, Armstrong, Wong and Saunders (2008) marketing is "the science and 

art of exploring, creating, and delivering value to satisfy the needs of a target market at a 

profit. Marketing identifies unfulfilled needs and desires. It defines, measures and quantifies 

the size of the identified market and the profit potential". According to this definition it is 

important to understand the needs of the customer, and as Berry (1981) states, internal 

marketing can be used to satisfy the needs of the internal customer, meaning the employee.  
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There are several theories that describe motivation and human behavior, Ramlall (2004) 

identified need theory as one of the most relevant theories when looking at how motivation 

can impact employee commitment in an organization. Abraham Maslow (1943) presented a 

theory of five basic needs; psychological, safety, love, esteem and self-actualization, which 

are seen as motivators. Maslow's hierarchy of needs is a well-known need theory, maybe the 

best-know theory according to Stum (2001). 

Aon Consulting Ltd did extensive research in employee commitment and came up with the 

performance pyramid with five levels of needs which turned out to be similar to Maslow's 

hierarchy of needs, even though this was not intended (Stum, 2001). Maslow's hierarchy of 

needs was in one way translated into the organizational environment, attempting to 

understand the motivators that lead to commitment amongst the employees (ibid.).   

2.2.1 Employee’s needs at the workplace 

The interactions between supervisors and the workforce create an environment that motivates 

and retain employees. Therefore the individual supervisor has a great responsibility of 

implementing the different elements in order to meet the expectations of the workforce (Stum, 

2001).    

The need for safety 

Employees must experience physical well-being, like knowing that the company is committed 

to workplace safety, along with a psychological belief that they are free from fear, 

intimidation and harassment at the workplace (Stum, 2001). Ahmed and Rafiq (2003) declare 

that internal marketing processes must create trust to make employees feel safe to be candid 

and also to share their knowledge, which make them feel psychologically safe. Bansal, et al. 

(2001) speak of employment security which can be created by providing employees with 

reasonable assurance that they will not be laid off, even during tough economic cycles. 

The need for rewards 

Compensation and benefits are considered to be fundamental, it is basically about overall 

recognition and reward for performing your job (Stum, 2001). According to Pfeffer (1995) 

benefits such as bonuses, employee stock option plans, and also non-financial rewards as for 

example to show recognition, provide security and fair treatment and are great motivational 

tools within organizations. Also, he says that if employees are responsible for enhanced level 

of performance and profitability they will want to share the benefits. Bonuses that are based 

on the company’s profitability give the individual employee a sense of belonging and 
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encourage employees to identify with the whole firm (ibid.). Berry and Parasuraman (1992) 

consider rewards to have a too narrow focus on financial incentives. They mean that 

responsibility and authority, a personalized development plan, and training should be 

considered to be among the more important rewards. Financial rewards are important but far 

from everything (ibid.). 

The need for affiliation  

People need to feel that they are part of something larger than themselves, they need to feel 

that they belong to something (Stum, 2001). Employees in an organization must feel that they 

are more than just "workers", if they feel that they belong to the team they will do their best to 

contribute to the work of the organization (ibid.). Maslow (1943) describes that when it comes 

to the love needs, people hunger for affectionate relations and strive with great intense to find 

a place in a group. 

The need for growth 

Employees want to be able to change, learn and experience new things at work, they want to 

grow as individuals and they also want the organization to grow (Stum, 2001). Lee and 

Bruvold (2003) mean that through sustained employee development, like providing 

employees with skill acquisition and career development, the well-being of the employees is 

enhanced, and it also leads to an increase in the company’s productivity. And the workforce 

want to see changes and improvements in the organizations processes, products and customer 

satisfaction (Stum, 2001).  

The need for balance 

It is important for employees that they can combine work with other areas of life (Stum, 

2001). There is a need of finding a balance and the management must recognize this and make 

sure that the employees are seen as people not just as workers (ibid.), for example parents 

who try to combine work and family (van Engen, Vinkenburg, & Dikkers, 2012). There are 

arrangements that the company can provide in order to support employees in their attempt to 

combine work and care responsibilities, such as parental leave, part-time work and flexible 

working hours (ibid.). Management must recognize these needs and make sure that the 

employees are seen as people not just as workers (Stum, 2001). 

2.2.2 Knowledge within service companies 

Grönroos (1981) defined the objective of the internal marketing function as getting motivated 

and customer conscious personnel. The objective of internal marketing has expanded and 
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shifted over time as with the definition, and objectives such as bringing the workforce closer 

together and strengthen the corporate brand from within has been added (Ahmed & Rafiq, 

2003; Aurand, et al., 2005; Davis, 2001; Keller, 2002). But Grönroos’ objective from 1981 is 

still part of the internal marketing philosophy especially when it comes to front-line service 

employees, or buyer seller interaction as Grönroos (1985) describes it.  Berry and 

Parasuraman (1992) even says that successful internal marketing is a necessity when it comes 

to practicing service marketing successfully. 

Service-products are usually heterogeneous, especially when the product is a performance, 

meaning the product might vary depending on who controls the performance. The 

heterogeneity connected with services is mostly a result of human interaction (Zeithaml & 

Bitner, 1996). Therefore it is very important to include employees in the company’s vision 

and goals, both because it helps to motivate the employee but also to make sure all the 

employees are going in the same direction (Zeithaml & Bitner, 1996; Foster, Khanyapuss, & 

Cheng, 2010). Successfully communicating the organizations strategies and goals will also 

help the employees to understand how they can contribute to the organization’s success, 

which then will make them feel more valued and a part of the organization (Berry & 

Parasuraman, 1992; Barnes, Fox, & Morris, 2004). 

In the eighties Grönroos (1985) wrote about the risk of internal marketing being looked at too 

narrowly. He meant that internal marketing is not just traditional marketing activities which 

should be applied internally, but that it should also be viewed as a managerial philosophy. 

Internal marketing is not something that companies can choose not to have, it occurs naturally 

as soon as one member of an organization tries to influence another (Davis, 2001). Grönroos 

(1985) mean that a “marketing-like” internal approach can most effectively influence and 

motivate employees to customer-consciousness, market-orientation and sales-mindedness. He 

also address that internal marketing need to become a part of the strategic management 

philosophy, therefore the first target group of internal marketing is not the employees on the 

floor but top management. 

The ongoing development activities in an organization are mainly employees learning from 

managers, therefore it is very important in organizations to keep developing managers so they 

can be better teachers for the employees (Berry & Parasuraman, 1992). The everyday training 

can also be by learning from co-workers who are especially skilled at something (ibid.). To 

invest in developing employee´s skills and competency, by for example letting them take 
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courses and go through training, will not only make them better skilled, but also strengthen 

the commitment they have to the company (Lee & Bruvold, 2003). Thomson and Hecker 

(2000) talks about buy-in, they mean that employees have a choice whether to buy-in the 

company’s objective and strategies. They talk about two different types of buy in. Intellectual 

buy-in is about getting the employees aware of the company’s business, its problems and 

strategies. The emotional buy-in is about building commitment and engages employees in the 

achievement of goals (Thomson & Hecker, 2000).  

When it comes to training and development it is important that it is not just an event that after 

it is finished is considered done, training and development needs to be constantly ongoing 

(Berry & Parasuraman, 1992). Employee’s satisfaction and sense of feeling comfortable at the 

workplace is very important (Ahmed & Rafiq, 2003). A satisfying environment is also 

important for the success of internal marketing activities, such as sharing information and 

knowledge. The employees need to feel safe to share their knowledge without fear of not 

being valued after they give up their knowhow (ibid.).  Another side of sharing information is 

for employees to feel that they are a part of something big, to being able to contribute is also a 

parameter that increase employee satisfaction (Kale, 2006).  

2.2.3 Interaction within service companies 

Internal marketing is very much a matter of communication which is the most common form 

of internal marketing used within companies (Ahmed & Rafiq, 2003). The most credible 

source of communication between managers and their employees is face-to-face meetings, 

other communication such as email, phone and the company intranet, are less intimate (Stum, 

2001). Informal internal sources of messages can consist of interactions between employees, 

managers or friends who work for the company, and helps employees adjust to their jobs and 

get to know the organization (Miles & Mangold, 2004).  Consistency is one of the key 

ingredients in internal marketing, especially when it comes to how matters are communicated 

but also when it comes to management involvement and how employees are consulted in 

different decisions (Stum, 2001). It is also important that the internal communication is in line 

with what the company is communication externally, not only because it makes the 

communication more believable but also because it helps the employees to better deliver a 

unified message to external customers (Ahmed & Rafiq, 2003; Sharma & Kamalanabhan, 

2012). 
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By successfully applying internal marketing activities, such as for example communication, 

the individual person will have an easier time connecting with other people in the 

organization (Davis, 2001). Therefore it can be used as a tool to close the gap internally 

between different parts of the organization. It is important that everyone in the company can 

get the picture of how their job has an impact on the organization as a whole. By improving 

internal interactions between departments and functions it is easier for the individual person to 

see the bigger picture of their individual work, this is necessary to improve the performance 

of the company and its employees (ibid.).  

As with external marketing it is vital to conduct marketing research internally to identify what 

the internal needs are (Berry, 1981; Grönroos, 1985). It can help the company understand 

what the employees think of the company’s performance and policies, and also be a tool for 

management to receive direct feedback on employee satisfaction to find what can be changed 

to increase satisfaction (Berry, 1981). By knowing the employees, the company can make 

better decisions, for instance what kind of training that would be most effective (Berry & 

Parasuraman, 1992). By being informed about the employees’ interests and perceived 

knowledge the managers can more easily see where training would be most effective (ibid.). 

2.2.4 Relationships within a company 

Davis (2001) talks about internal relationship marketing as a concept where managers and 

employees develops a partnership, he is not alone with the idea that there is a need for 

relationships and strong connections within the organization. Ahmed and Rafiq (2003) mean 

that when employers value and commit to employees, the employees values and commit in 

return, and a relationship is established.   

Davis (2001) looks at different approaches to internal influence and he means that internal 

marketing is a result of how managers and organization members relate to each other. He 

talks about different styles to promoting corporate priorities and programs and how this 

affects the use of internal marketing. When it comes to for example decision making one 

manager can make a decision on his/her own and use internal marketing as a tool to make the 

decision travel down the line to the affected employees, whereas another manager use internal 

marketing as a tool to reach consensus about decisions with different levels in the 

organization (ibid.). Grönroos (1985) mean that the success of internal marketing is very 

much depending on managerial philosophy and he pushes the importance of management’s 

involvement in the process of internal marketing. What managing style is being used might 
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not even be a conscious decision, it might as well be a pattern of history or managerial 

preferences (Davis, 2001). Internal marketing includes both the ongoing influence of existing 

patterns as well as internal programs and campaigns which aims to promote a particular 

objective, strategy or issue (Grönroos, 1985; Davis, 2001). 

Internal marketing is the tool for management to plan and build, close and flexible internal 

relationships (Ahmed & Rafiq, 2003). To have good internal relationships contributes to 

employee satisfaction and at the same time it helps internal processes. It increases efficiency 

and it also improves internal supply chains. Internal marketing activities gives a clear picture 

to the internal market that the company values its employees, and only when this commitment 

is shown is it likely that the employee becomes committed to the company’s success. By 

creating the best possible atmosphere and environment for employees, the company also 

creates a great source for competitive advantage (ibid.).  

Understanding, intimacy, trust and commitment are according to Ahmed and Rafiq (2003) the 

key ingredients of internal marketing. Trust for example is important in the relationship 

between co-workers since it creates an environment where conflicts and disagreements can be 

resolved in a constructive manner (Niehoff & Paul, 2001). The workplace atmosphere needs 

to be a place where employees feel safe to be candid and relaxed (Ahmed & Rafiq, 2003).  

Companies must be consistent in what they request from their employees and what they 

promise in return (Rousseau, 1989). Promises should be made in advance in order to motivate 

the employees, and the promises must be fulfilled according to the agreement. If not, the 

company may lose the employees trust which most likely would hurt the relationship between 

the organization and the individual. If the company manages to consistently deliver requests 

and promises they will gain consistent perception of obligation and entitlement from their 

employees. It is also important to understand what the employees expect from the 

organization. If the organization fails to respond to an employee’s contribution in a way that 

the employee expects, the psychological contract will be violated and the relationship will be 

damaged, and a damaged relationship is not easily restored (ibid.). 

2.3 Employer Branding 
Employer branding is the application of branding principles to human resource management, 

it is used by companies to attract the best possible talent and also to retain the talents in the 

company (Backhouse & Tikoo, 2005). 
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The concept of employer branding was first brought up by Ambler and Barrow (1996) with an 

explorative study amongst UK companies. They tested the application of brand management 

techniques to human resource management, and the conclusion was that companies who 

actively work with what Ambler and Barrow called employer branding has a higher retention 

rate, particularly among their more highly skilled people. They also found that these 

companies have an easier time attracting the best candidates when recruiting new employees. 

Their definition of employer branding is: “the package of functional, economic and 

psychological benefits provided by employment, and identified with the employing company” 

(Ambler & Barrow, 1996, p. 187). 

A company which has a well perceived and strong external employer brand will not only 

attract better workers (Backhouse & Tikoo, 2005). The external employer brand also provides 

the new recruits with assumptions about the employment and the organization. The recruits 

will carry this in to the organization already in the early stage of employment, thereby from 

start support the firm’s values which enhance their commitment to the firm (ibid.). 

Employees’ attitude and commitment to its firm has been shown to be very important to a 

company’s success (Foster, et al., 2010; Mosley, 2007). A committed and strong workforce 

creates a great competitive advantage, and also is hard to imitate (Backhouse & Tikoo, 2005; 

Mosley, 2007; Priem & Butler, 2001). Employer branding aims to coordinate internal beliefs 

with external brand messages (Ambler & Barrow, 1996; Martin, Beaumont, Doig, & Pate, 

2005).  

2.3.1 The psychological contract 

To meet the promises made, and fulfill the employees’ expectations of employment, is part of 

creating a psychological contract (Martin, et al., 2005). For a psychological contract to 

emerge a relationship must be built so that the individual feel that he/she and the organization 

have obligations towards each other (Rousseau, 1989). It starts with interactions between the 

individual and the organization, like offer and acceptance of employment. Then expectations 

emerge, both from the organization and the individual. If the organization provides consistent 

patterns of incentives, they will have satisfied employees and the retention rate will be high. 

Then the individual will trust the organization and its managers, which creates a 

psychological contract. The psychological contract is the belief of mutual obligations between 

the individual and the company (ibid.).  
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Hendry and Jenkins (1997) say that the psychological contract used to be an exchange of 

loyalty for security. Employees were loyal to the organization and in return they were 

guaranteed job security until retirement. But because of the changes in the business 

environment companies cannot offer job security and a guaranteed career within the company. 

Therefore it is necessary for the companies to provide their employees with transferable skills 

and to give them opportunities to train and better themselves so that they will have a chance to 

manage their own careers, this is the new way of looking at the psychological contract (ibid.). 

There are few reasons for employees to remain loyal to an organization, this because of the 

downsizing, restructuring and mass layoffs that comes with the mergers and acquisitions 

many organizations are going through (Hendry & Jenkins, 1997; Niehoff & Paul, 2001). It is 

important for organizations to understand the psychological contracts and to uphold these 

since that enhance the employees’ organizational commitment and their intention of staying 

an employee (Niehoff & Paul, 2001).   

2.3.2 Employer branding and internal marketing 

Ambler and Barrow (1996) is not alone in the thought of bringing marketing in to human 

resource management, these ideas have also been widely spread in the arena of internal 

marketing. Aurand, et al. (2005) mean that internal marketing and employer branding in the 

literature is basically synonymous. Their conclusion is that there is great potential in the 

cooperation between human resource management and internal marketing, and they see great 

room for improvement within the companies (ibid.).  

Aggerholm, Andersen and Thomsen (2011) also bring up cooperation between human 

resource management and marketing. When creating a strong and sustainable relationship 

between the organization and the employee, the employee's personal morals are expected to 

merge with the corporate morals.  They mean that because of this, the company then also 

needs to have morals that the employee would be willing to merge with. Therefore they also 

include corporate social responsibility as an important element in employer branding theory 

(ibid.).  

The definitions for internal marketing and employer branding are at time very similar and 

there is definitely a strong connection between the two concepts (Aurand, et al., 2005). 

According Miles and Mangold (2004), employer branding utilizes all the organizations 

systems and because of this it can go beyond the limits of internal marketing. Foster, et al. 

(2010) suggests internal marketing as a concept to ensure that employees deliver the brand 
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promised to external customers and employer branding as a way to recruit the right candidates 

in order to ensure a high-quality delivery of brand promised to external stakeholders.  
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3. Methodology 

In this chapter the choice of methodology used in the study is explained. Selection of case 

and strategy for gathering data is presented and conditions for this research in terms of 

validity and reliability is given. 

 

3.1 Methodological approach  
The deductive approach means that the researcher looks at existing theories to get an idea of 

what reality looks like and then collect data to investigate if the expectations really match 

reality (Jacobsen, 2002). Some mean that when using the deductive approach the researcher 

unconsciously tend to only search for data that supports the theories of which the study is 

based on. The opposite of the deductive approach, is inductive. When applying an inductive 

approach to a study the researcher collect all relevant data with no expectations, then the 

collected data is systematized and theories are formulated. The critic on this approach is that 

humans cannot collect all relevant information because everyone has their idea of what is 

important or not, this affects which data is collected (ibid.).            

Because there are so many different internal marketing activities which contribute to different 

objectives within organizations, an inductive approach would have meant collecting data 

about all of these, which was unnecessary since the study was limited to internal marketing 

activities that could satisfy employees’ needs. In order to only get the desired activities the 

choice fell on the deductive approach for this study. 

3.2 Quantitative or qualitative data  
Jacobsen (2002) says that quantitative method gives information in numbers whilst qualitative 

method gives information in words. A qualitative method is more flexible than a quantitative, 

and that makes it easier to adjust the collection of empirical data to the environment that the 

respondents appear in. Quantitative method demands categorization before collecting the data, 

whilst qualitative method means collecting data and then divides the data into categories and 

analyzing it (ibid.).  

Since this study has a descriptive research problem the qualitative method was chosen. 

Jacobsen (2002) says this method makes it possible to dig deep and find nuanced data. This 

study focuses on few respondents whilst examining a nuanced reality, which gives the study 

an intensive research design. Such a design aims at getting the fullest picture possible within a 
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certain context (ibid.), which is why it was chosen. The deductive approach meant exploring 

the theories and detecting interesting themes to investigate further. The application of a 

qualitative method provides a great opportunity to understand how the respondents interpret 

and incorporate these themes in their context.  

3.3 Primary and secondary data  
Primary data is data that is collected for the first time, meaning that the researcher collect the 

data aiming to address the specific research issue (Jacobsen, 2002). Secondary data on the 

other hand, is data that has already been collected. This type of data is collected for another 

purpose than the current research which means that there might be some difficulties when 

applying the data to the current research problem. Therefore weighing the information and 

being aware of the purpose for which the data was collected is important when selecting 

secondary data (ibid.).  

In this research primary data was the main source of information since this type of data 

addresses the specific research issue. Secondary data was used as a complement, and also to 

support the primary data. When selecting the secondary data, the source and for what purpose 

the data was collect was carefully considered.   

3.4 Selection of case  
When selecting cases, the research design must be taken into account (Jacobsen, 2002). This 

study has an intensive research design which often means that few units are studied and the 

aim is to look at a certain context in order to obtain the full picture of something. Many case 

studies focus on a single case, like an organization or a specific event, but it is possible to use 

more than one case which would make the study more general, rather than specific. Multiple 

case studies are often used when explanations and reasons are wanted (ibid.).   

In order to fulfill the purpose of this study, internal marketing activities had to be found in a 

specific context, therefore it was decided to focus on a single company which could be seen as 

a critical case. Flyvbjerg (2006, p. 229) states that a critical case can be defined as: “having a 

strategic importance in relation to the general problem”. When identifying critical cases it is 

best to look for most likely or least likely cases (Flyvbjerg, 2006).    

Three criteria were set, when looking for a critical case. First, it had to be a service company. 

Secondly, it had to be a company who operates in a sector where there is a lack of hirable 

employees which was narrowed down to the engineering sector. Thirdly, it had to be a 
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company who work actively with employer branding. The company identified as a critical 

case is called ÅF, and the division looked at is division industry, business area south. 

1. ÅF is a service company, which means that their employees are their main asset and 

are therefore very valuable to the company. Internal marketing was first brought up 

within the service sector and are consequently more developed in this field (Grönroos, 

1985). Therefore more theories are applicable on service companies than on product 

companies, giving the study a more solid base.  

2. ÅF’s employees are engineers within different areas of expertise. Looking at the 

Swedish labor market it is clear that there is a lack of engineers, and according to a 

recent study the prognosis is that by the year 2030 there will be a lack of about 50 000 

engineers in Sweden (Statistics Sweden, 2013).   

3. ÅF was ranked as the 5th ideal employer 2012, by Universum Global when 

professional engineers were asked. Universum Global refers to itself as the global 

leader in employer branding. They rank the ideal employer in different fields every 

year (Universum global, 2012). A company who rank high on these lists could be 

considered to be successful in their external marketing of their employer brand.     

Considering what is mentioned above, ÅF can be described as a service company who require 

engineers, a workforce of which there is a lack of in Sweden, and they work actively with 

their employer brand. Therefore employee retention is most likely important for ÅF and on 

these premises they were chosen as a critical case for this study. 

When using an intensive research design and especially when selecting only one case the 

possibility of generalizing is quite limited, as to compare with extensive research design 

where the result often can be generalized to an entire population (Jacobsen, 2002). But 

extensive research designs provide relatively superficial data which is disconnected to the 

context (ibid.), therefore the intensive research design with one critical case was better suited 

for this study.    

3.5 Conducting the research  

3.5.1 Collecting theoretical data  

Books and journal articles have been used to explore existing theories. The main subjects 

looked at were internal marketing and employer branding. Within these concepts, needs 

theories and psychological contract were further studied. The collection of the theoretical data 

was mainly conducted on the Internet, using Google Scholar and databases offered by 
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Halmstad University. Keywords were used in various combinations when searching the web 

for theoretical data, the main keywords were: ”internal marketing”, ”employer branding”, 

”needs theory”, ”psychological contract”, “relationship”, “retention”, “marketing”, ” 

employees”, “needs”. Articles that could not be found on the internet were ordered through 

the library at Halmstad University.     

The older articles in this study have been used with consideration to the risk of the 

information being outdated, therefore only information occurring in recent studies has been 

used. The reason many of these articles were required was because they can be considered to 

be the foundation for the different concepts.  

3.5.2 Collecting empirical data  

Type of research  

There are different types of methods for collecting qualitative data, the first is the individual 

open interview which is suitable when relatively few respondents have been selected and the 

individuals’ thoughts on a subject are of interest (Jacobsen, 2002). The second alternative is 

group interviews, where several respondents are interviewed together, which gives them a 

chance to discuss the subject between themselves. The themes discussed in group interviews 

need to be quite narrow, otherwise the discussion can easily take off in the wrong direction 

making it hard to analyze the collected data. The third method for collecting data is 

observation, where behavior is observed, and the fourth method is to study documents which 

can be suitable when the collection of primary data is impossible or it is interesting to see how 

others has interpret a situation (ibid.).    

For this study it was decided to use open individual interviews since it allows the interviewer 

to get a good insight in the respondents’ thoughts on the subject and makes it possible to get a 

deeper understanding of the responses. Also secondary data in the form of annual reports were 

used as a supplement to the data collected through interviews.  

After the determination to use open individual interviews the way of conducting them had to 

be decided. They can be made face-to-face, over the phone, via email, etc. In order to better 

understand the individual and his/hers thoughts on the activities the interviews were 

conducted face-to-face.   

A problem with interviews face-to-face is the so called interviewer effect, which can be 

minimized if the interviews were to be conducted over the phone (Jacobsen, 2002). But 
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interviewing someone over the phone makes it hard to catch the nuances and all those things 

that the respondent does not say out loud. Therefore interviews face-to-face does not threat 

the reliability of the study at the extent that interviews over the phone might have done (ibid.).  

The open individual interview is a type of interview that is similar to a normal conversation, a 

dialogue, and there are several levels of structure to consider whilst constructing an interview. 

It can be anything between fixed questions in a decided order to a conversation with no 

interview guide and no pre-decided order (Jacobsen, 2002).  

In this study the interview was relatively un-structured. The initial questions were general and 

more structured in order to get basic information about the respondents and their work, which 

created a relationship between the respondent and the researchers. This according to Jacobsen 

(2002) is important in order to make the respondents feel comfortable to speak openly. The 

rest of the interview was based on themes about the employee needs presented in the 

theoretical frame of reference. The idea of having un-structured interview questions was to 

get the respondents own thoughts, more structured questions would have led to more leading 

questions.   

Contacting ÅF   

The first contact was with the business area manager of division industry, business area south. 

He forwarded the request of ÅF's participation in this study to the employer branding project 

manager at ÅF's headquarters in Stockholm. The contact was via email and it was decided 

that an initial interview was to be conducted with both the employer branding project manager 

and the human recourse director. This interview was conducted over the phone and gave both 

parts a chance to reflect on the subject and whether ÅF was suitable for this study.   

After the initial interview it was decided that ÅF would participate in the study and the 

business area manager was contacted again. There was a discussion about which managers 

could be suitable as respondents. When choosing the respondents it was vital that the 

respondents were managers on different levels in a direct line from top to bottom. The 

decision fell on the business area manager, two market area managers who works directly 

below him and then two group managers, one below each of the two market area managers. 

The respondents chosen are marked dark grey in the organizational chart below.  
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Figure 1. Organizational chart, ÅF division industry, business area south. 

Interviews were also conducted with the director of human recourses and the employer 

branding project manager. 

Respondents Abbreviation  Date of interview 

Business area manager BA manager 29-04-2013 

Market area manager electrical 
automation and mechanical 

MA manager electrical 
automation & mechanical 02-05-2013 

Market area manager industrial IT  MA manager industrial IT 02-05-2013 

Group manager industrial IT  Group manager industrial IT  02-05-2013 

Group manager automation  Group manager automation  25-04-2013 

Director of human recourses  HR director 24-04-2013 

Employer Branding project manager EB project manager 24-04-2013 

Table 1. Presentation of respondents. 

To find the nuanced data required in order to identify different categories of activities and 

through that fulfill the purpose of this study, enough data had to be gathered so that categories 

of activates would emerge. Conducting interviews with these respondents would give the full 

picture of the internal marketing activities at ÅF’s division industry, business area south.  
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Conducting the interviews   

The first interviews were at the headquarters in Stockholm with the HR director and the EB 

project manager. The idea of these interviews was to get the company’s point of view. With 

the two of them representing the company it was possible to get their interpretation of internal 

marketing activities, and also to get an idea of the work of ÅF in general before looking more 

closely at division industry, business area south. 

The interviews were about 30-60 minutes long and were conducted in conference rooms at the 

respondents’ offices. A recorder was used at every interview. According to Jacobsen (2002) 

some respondents react negatively to recorders, making them very quiet. But the advantages 

of using a recorder were predominantly, since it makes it easier to keep a good conversation 

going making the interview flow, therefore a recorder was used in every interview, 

complemented by written notes.   

Asking questions  

By having a vague structure of the interview and asking the respondents what activities they 

use to satisfy various needs, it was possible to get a broad picture of the internal marketing 

activities.  

When conducting interviews there is an issue with leading questions, these should be avoided 

but Wärneryd (1986) states that even when trying hard to avoid them, the questions are 

usually somewhat leading anyway. During the interviews in this study the researchers were 

conscious about the nature of the questions and how they were asked. Jacobsen (2002) speak 

of the importance of being able to shift in the role as an interviewer depending on the 

respondent. Some respondents are very articulate and have a lot to say, whilst others are very 

quiet. When conducting the interviews for this study, some respondents were not detailed 

when answering the main questions, therefore some complementary questions had to be 

asked.  

3.6 Analytical method  
The focus of the analysis can be either on respondents where every individual is observed on 

its own, the respondents’ answers are not compared to each other. Or the focus can be to 

compare several respondents, looking more closely at the topic, not looking so much at the 

individuals (Jacobsen, 2002). For this study a combination of the two was used, according to 

Jacobsen (2002) most qualitative studies require a combination of the both. They complement 
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each other given that the analysis could start with looking at the individual and then move on 

to the topic-related analysis, which is how the analysis was conducted in this study.  

An analysis is based on three things, describing the data, systematize and categorize it, and 

finally combine and bring some order to the data (Jacobsen, 2002). The first step in describing 

the data was to transcribe the recorded data into writing. It was a time consuming task but as 

Jacobsen (2002) points out, the advantages of being able to jump back and forth in the 

conversation and also to be able to write notes in the margin, makes it all worthwhile.  

The next step is to overview the data in order to find the subjects that emerge, and then 

categorize it. Jacobsen (2002) says that:”categories must have their base in data. They must 

emerge from the observations and interviews we have available”.  

When analyzing the data collected for this study different themes of activities were detected 

and three main categories emerged. The main categories were interaction, knowledge 

exchange and building relationships and sub-categories emerged within the main categories.     

The categories were compared to the theoretical frame of reference in order to determine their 

main contribution to the organization. With the support of theory the various categories were 

placed on a line depending if their main contribution leans more towards employee retention 

or company performance. Note that contribution to employee retention does not exclude 

contribution to company performance and vice versa. This was used as tool to illustrate and 

simplify the analysis.  

3.7 Reliability and validity  

3.7.1 Reliability  

The method chosen for a study affects the results. The respondents can be affected by the 

researchers and the conversations character and content is very much affected by the parties 

participating in the conversation (Jacobsen, 2002). An issue for this study could be the vague 

structure of the interviews, making some of the respondents insecure about the questions. 

Most of the respondents could answer the questions right away, in exception a rephrasing of 

the question was required and in rare cases, guidance in form of an example. However, the 

data collected by using guidance have been used carefully or not at all.  

Another threat to the reliability is the risk of the researchers being careless when recording 

and analyzing data (Jacobsen, 2002). When only using notes the risk of missing data is 
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extensive, therefore the interviews in this study were recorded making it possible to go back 

and listen to the interviews again.  

When analyzing the data and placing the empirical data in categories it might be randomly 

done if the researchers are not cautious and making sure that all data is managed as 

objectively as possible (Jacobsen, 2002). However, when analyzing data it will always be 

influenced by the researchers to some extent. To minimize the risk the categories in this study 

were carefully checked and questioned before they were considered final. 

During the analysis patterns were detected and categories emerged. Matching patterns were 

found in the theoretical frame of reference. This could be an indication that the data could be 

considered relevant since the theoretical frame of reference was gathered before data was 

collected. The fact that the questions were unstructured, the risk of the researchers having 

theory in mind and therefore asking leading questions was minimized. 

3.7.2 Internal validity  

Internal validity is a question about whether or not a phenomenon has been described in a 

correct way (Jacobsen, 2002). The two ways of testing the internal validity is to verify the 

research and conclusions compared to others research, or to critically review the results. This 

study was sent to the business area manager in order to get face validity, validity at a first 

glance. This was done in order to make sure that the study renders ÅF’s division industry, 

business area south in a correct way.  

Also the sources of information were critically reviewed. Jacobsen (2002) says that it needs to 

be questioned if the respondents chosen were the right ones and if they really gave the correct 

information. A source that is close to a phenomenon is considered more reliable than someone 

who is not close to the phenomenon. In this study the respondents were managers, who are the 

ones responsible for implementing the internal marketing activities, making them very close 

to the phenomenon studied. The fact that the respondents were interviewed separately and at 

their offices, can have minimized the risk of the context affecting the respondents answers.      

3.7.3 External validity  

External validity measures to which extent the results of a study can be generalized (Jacobsen, 

2002). The case chosen affect the external validity to a great extent, great consideration must 

be put into the choice of case, otherwise the selection could be misguiding (ibid.). This study 

did not aim to generalize within a population, therefore the external validity could be 

questioned. However, since this is a study conducted in a critical case the results of the study 
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can most likely be applied on other cases, as Flyvbjerg (2006) says about critical case studies: 

“if it is valid for this case, it is valid for all (or many) cases”. A lot of effort was put into 

finding a valid critical case, which increases the external validity of this study.   
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4. Empirical data 

In this chapter the empirical findings are presented. The content is a result of interviews with 

ÅF’s human resource director, ÅF’s employer branding project manager and five managers 

on different levels in division industry, business area south. Secondary data collected from 

ÅF’s annual report has also been used. 

 

4.1 The critical case – ÅF  
ÅF describe itself as a leading technical consulting company with about 6800 employees and 

a turnover of about SEK 8 billion. They do business all over the world but have their base in 

Europe, the headquarters is in Stockholm, Sweden. Their business is divided in to three 

divisions: infrastructure, energy and industry (ÅF AB, 2012).  

This study has its focus on division industry, business area south. The central managed 

functions of human resources and employer branding are also included in the study.  

At ÅF, engineers with many years of experience work together with young engineers (ÅF 

AB, 2011). In 2012 they were ranked as the 5th most popular workplace when professional 

engineers were asked, according to Universum Global’s list “Sweden's Ideal Employers 

2012” (Universum Global, 2012). In the annual report from 2011 ÅF says that the company 

with the most exciting future is the company who will attract and retain the best employees 

(ÅF AB, 2011).  

4.2 ÅF and internal marketing 
When asked, the HR director (personal communication, 24-04-2013) describes internal 

marketing at ÅF as almost everything they share information about. It is everything they 

communicate, what they do and how they do it, she says: “it is all a part of how we are 

perceived as an employer”. Expectations are created based on what kind of employer ÅF is 

perceived to be, and it is very important to live up to the expectations internally. 

For the HR director (personal communication, 24-04-2013) internal marketing can be many 

things, everything from handling hard situations when people need to be laid off to arranging 

an office gathering or how to recognize when someone has achieved something extra good.  
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ÅF does not have an appointed internal communicator and there are no special goals or 

strategies when it comes to internal marketing. Sometimes there is cooperation between the 

communication department and the human resource department and there is someone direct 

responsible for the intranet. But this is an area where the HR director (personal 

communication, 24-04-2013) sees room for improvement at ÅF. Sometimes an internal 

communicator might be helpful, for example when it comes to communicating decisions 

made by top management to the employees, to help these better understand the reasons behind 

the decisions (HR director, personal communication, 24-04-2013).  

External communication and branding also affects the internal market. The external 

communication and exposure makes more people aware of the ÅF brand. When people 

outside of ÅF knows and recognizes the brand, it brings acknowledgement and pride to the 

people working within the company (HR director, personal communication, 24-04-2013). 

Internal marketing at ÅF has improved over the years (HR director, personal communication, 

24-04-2013). The last 10 years ÅF has gone from about twenty separate companies, all with 

their own management, towards something more united. Today ÅF acts as one company with 

common goals and strategies (ÅF AB, 2012), “now there are tools to be more clear with the 

internal communication, there is no decision that top management makes that is not aimed to 

the overall objectives” (HR director, personal communication, 24-04-2013). 

ÅF have something they call One ÅF, it is a strategy that focuses on joining their resources, 

shared methods and collective experiences. “One ÅF is the firm base for the corporate culture 

and shared values of ÅF” (ÅF AB, 2011). 

The strategy materializes in a few different ways. For example on ÅF’s intranet, where news 

are communicated, both global and also personalized deepening on what groups being 

followed. The EB project manager (personal communication, 24-04-2013) explains that she, 

for instance, automatically follows the groups for Sweden, Stockholm and Communication 

because that is where she is working. In addition she can also choose to follow the groups she 

wants news from and it is also possible to create your own groups. Additionally to the 

received news there are discussion forums and tools for uploading different documents and 

such within the groups (EB project manager, personal communication, 24-04-2013). Another 

part of the intranet is more formal and organized. It is a module created to manage projects 

and documents, both to keep the information safe but also to make it easier and safer to share 

with clients and co-workers. To take note of the projects and documents the right 
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authorization is required, everything is protected with passwords (EB project manager, 

personal communication, 24-04-2013). According to the MA manager for electrical 

automation and mechanical (personal communication, 02-05-2013) One ÅF is very much 

about “selling the whole company”, and to work together.  

Recently ÅF has started a campaign with a goal to share what goes on at the different ÅF 

offices in Sweden, they call it ÅF TV on tour. They travel around and interview the co-

workers, both at offices but also the co-workers who are working at a client’s offices (EB 

project manager, personal communication, 24-04-2013). 

At the market area industrial IT, they work quite intensely with internal marketing at the 

moment. The market area is quite new and the internal marketing activities they work with 

aims to promote the market area within ÅF (MA manager industrial IT, personal 

communication, 02-05-2013). The MA manager for industrial IT (personal communication, 

02-05-2013) explains that they have had presentations about their market area at the bigger 

offices such as Stockholm, Göteborg and Malmö. Industrial IT is a small group of about 60 

people. The group manager for industrial IT (personal communication, 02-05-2013) say that 

these presentations have really brought awareness to what ÅF and industrial IT is capable off 

and many has been impressed “can we do all this?!”. 

4.2.1 Communication  

Division industry, business area south has about 300 employees and an annual turnover of 

SEK 500 million. The business area is divided in to four market areas: industrial IT, food and 

pharma, automation and Denmark (BA manager, personal communication, 29-04-2013). 

The BA manager (personal communication, 29-04-2013) meets with the four market area 

managers once a month for a management meeting, which takes place at different offices in 

the business area. In this way they show themselves at the different offices and it also gives 

them a chance to meet the people working there. In addition to the scheduled meetings he 

explains that he tries to visit the different offices continuously, but it depends a little on how 

far away it is, “every office should have a visit at least once a year” (BA manager, personal 

communication, 29-04-2013).  

There are differences within the business area when it comes to how the consultants work, 

some work in-house at an ÅF office and some works at the client’s office. It is different in 

different market areas (BA manager, personal communication, 29-04-2013). For example, in 
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the industrial IT department most of the consultants work in-house, the MA manager for 

industrial IT (personal communication, 02-05-2013) says that the business in this market area 

is geographically independent. The biggest clients for the office in Nynäshamn is for example 

located in Denmark and Finland, it would not be possible for the consultants to be placed at 

the clients office.  

The market area manager for industrial IT, is responsible for about 60 people. His market area 

consists of four groups located in Piteå, Karlstad, Nynäshamn and Malmö. Every group has a 

group manager, who together with the market area manager meets once a month for a 

management meeting (MA manager industrial IT, personal communication, 02-05-2013).  

The group manager for industrial IT is responsible for 16 consultants. They meet for a group 

meeting every month but since most of these consultants work in house, meaning that they 

work in the same building, they meet on a daily basis (Group manager industrial IT, personal 

communication, 02-05-2013).  

According to the MA manager for electrical automation & mechanical (personal 

communication, 02-05-2013) within his market area about half of the consultants works in-

house with projects and the rest work at clients offices. There are about 150 people from 

Halmstad to Malmö, which he is responsible for.  

In addition to the scheduled monthly meetings, at the different levels, the managers also say 

that communication often takes place via telephone, e-mail or personal contact, depending on 

the type of connection. At least once a year the managers should also have an employee 

performance review with the employees that they are directly responsible for (BA manager, 

personal communication, 29-04-2013). 

4.3 ÅF and Employer Branding 
The EB project manager is responsible for ÅF’s brand as an employer. In practice that means 

that she does a lot of student fairs, she works with the student unions and young professionals. 

Through different networks people are gathered and ÅF can provide lectures when they think 

it would be a good opportunity to market themselves as an employer (EB project manager, 

personal communication, 24-04-2013). 

The EB project manager is also responsible for spreading what message ÅF want to portray as 

an employer to other people in the organization who are also attending events and fairs to 

market ÅF’s employer brand. She is the contact person for matters concerning these fairs, she 
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can help with how the booth people should be dressed and where the name tag should be 

place, for example. She makes sure that the guidelines are followed so that ÅF delivers a 

unified picture of their brand as an employer (EB project manager, personal communication, 

24-04-2013). 

Besides fairs and events ÅF also promote their employer brand through advertisement and 

storytelling. This means that they use forums such as Facebook and LinkedIn to share stories 

about what ÅF do, both things that employees at ÅF does and about projects that ÅF is 

involved in (EB project manager, personal communication, 24-04-2013). 

When getting the question if ÅF has any employer branding activities internally, the EB 

project manager (personal communication, 24-04-2013) describes that sometimes at fairs she 

brings co-workers from different departments to help share what ÅF do. They get a briefing 

about ÅF message as an employer, and how this is communicated, other than that the EB 

project manager explains that she looks at employer branding as something external and 

internally it would be called talent management which HR is responsible for (EB project 

manager, personal communication, 24-04-2013). 

The EB project manager sees great importance in that the conveyed message of ÅF as an 

employer is consistent with the actual organization. Then the co-workers at ÅF can recognize 

the message, it is not just something made up by marketing people at the headquarters.  Last 

summer a study was conducted to develop an employment offer. The keywords they came up 

with were passion, the heart in technology and team player. These words are now used as a 

base in ÅF’s work with employer branding (EB project manager, personal communication, 

24-04-2013). 

4.4 Activities for satisfying needs 
Below follows a summary of the answers given by the respondents when confronted with the 

needs, formulated in the theoretical frame of reference. They were asked about what meaning 

the needs could have at their workplace and what the company could do to satisfy them. 

4.4.1 Safety 

The responsibility of making sure that employees feel psychologically safe lies on the 

managers (BA manager, personal communication, 29-04-2013). Managers must have their 

eyes open to notice if something is wrong, for example if someone is being bullied (MA 

manager industrial IT, personal communication, 02-05-2013).  The group manager for 

industrial IT (personal communication, 02-05-2013) says that he has never experienced 
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anything serious so far, but that he would use external help if necessary. ÅF has an 

occupational health service where employees can turn if it is so serious that they need to talk 

to a psychologist or someone else, but it is every employees own responsibility to make 

appointments if necessary (MA manager electrical automation & mechanical, personal 

communication, 02-05-2013). According to the HR director (personal communication, 24-04-

2013) the psychological health is hard to handle, what they can do is to train their managers in 

being observant so they can detect if an employee is not feeling well. The employee 

performance review can be seen as an opportunity for the employees to tell their manager if 

something is bothering them, but the climate at the workplace should be such so that the 

employees feel that they can talk to their manager whenever they need (MA manager 

electrical automation & mechanical, personal communication, 02-05-2013).  

One difficulty is the workload. It is very individual how much a person can work before it is 

too much which makes it hard to notice if there is a problem (HR director, personal 

communication, 24-04-2013). What the managers can do is to look at the time reports to see if 

someone is working a lot of overtime (EB project manager, personal communication, 24-04-

2013).   

4.4.2 Rewards  

The employees can feel belongingness and loyalty through rewards and that makes them stay 

within the company which is important since the employees are ÅF’s main asset (EB project 

manager, personal communication, 24-04-2013). According to the HR director (personal 

communication, 24-04-2013) just a word of appreciation can be enough to acknowledge a 

great performance, but this kind of things are usually difficult to handle since it cannot be put 

in agreements.  

All respondents mention the result based salaries/bonus system that ÅF has, for the mangers a 

part of the salary is based on results while the consultants have a fixed salary but with a bonus 

depending on the company’s result (BA manager, personal communication, 29-04-2013). 

Each manager gets an individual target which can be based on economics, growth or even 

something like employee satisfaction, it could be identified through an employee survey that a 

manager has had some difficulties with employee satisfaction, and to improve this a target 

concerning employee satisfaction can be set (MA manager industrial IT, personal 

communication, 02-05-2013). The point of having variable salaries is to create drive and 

motivation (HR director, personal communication, 24-04-2013). ÅF offers several benefits to 
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their co-workers, all are gathered in an advantage portal where the employees can find them 

(MA manager electrical automation & mechanical, personal communication, 02-05-2013). 

Some of the benefits were mentioned more frequent by the respondents, like insurance, health 

care grant, cabins that the employees borrow/rent and company cars that works somewhat like 

leasing cars. The different advantages are variously known and mentioned by the different 

respondents. The HR director (personal communication, 24-04-2013) says that the company 

offers certain things and it is up to each and every one to judge if they are to be seen as 

advantages based on their personal preferences.  

There are also other types of benefits that ÅF offers, for instance they have 28 days of 

vacation every year and they always have the 23rd of December off (HR director, personal 

communication, 24-04-2013). The possibility to put aside money for retirement (MA manager 

electrical automation & mechanical, personal communication, 02-05-2013) or to sign up for 

an advantageously stock program (BA manager, personal communication, 29-04-2013). The 

EB project manager (personal contact, 24-04-2013) think that rewards and advantages can be 

used as a tool to help employees feel belongingness and loyalty to the organization, and she 

stresses the importance of this within the consulting business since the employees is their 

main asset, “we would be nothing without the employees” she says.  

The privilege of working in a team can be seen as a reward since it is in the human nature to 

seek belonging (MA manager industrial IT, personal communication, 02-05-2013). Also to 

reinvest in employees training is a reward. To enhance the team spirit the group manager for 

industrial IT (personal communication, 02-05-2013) thinks it is best to avoid individual 

rewards, when someone has accomplished something out of the ordinary he can for example 

reward the entire group by sending them on a course.  

4.4.3 Affiliation 

Clothes with the ÅF logo helps employees associate to each other and it creates a sense of 

belongingness (MA manager industrial IT, personal communication, 02-05-2013). When 

participating in different kind of events the representatives from ÅF should be dressed in the 

same way to create one unit (BA manager, personal communication, 29-04-2013).  

Some of the employees work “in house” whilst others work at the clients office, and there is a 

risk that the employees who work at a clients office lose their sense of belonging towards ÅF 

and identify themselves more with the client (HR director, personal communication, 24-04-

2013). One way to come to grips with this problem is the monthly group meeting where the 
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members of the group share information about what is going on in their projects combined 

with some sort of activity, it can be anything from breakfast or dinner to bowling or driving 

go-carts (EB project manager, personal communication, 24-04-2013; BA manager, personal 

communication, 29-04-2013).    

At various offices they have Klubb ÅF, a social club for the co-workers at ÅF. Each club gets 

sponsored by the company with a given amount of money for each of their members and then 

representatives from the employees arrange the club activities (HR director, personal 

communication, 24-04-2013). The activities can be for example wine tasting or see a play at 

the theater, the BA manager (personal communication, 29-04-2013) stresses that this is to 

create belongingness. According to the HR director (personal communication, 24-04-2013) 

not all offices have a club since it usually requires a larger office, and the group manager for 

automation (personal communication, 25-04-2013) confirms by saying that Klubb ÅF does 

not exist in the office in Halmstad.  

The MA manager for industrial IT (personal communication, 02-05-2013) speak of ÅF’s 

brand as a way to create belongingness, he says that an attractive brand creates good 

associations. ÅF sponsors for example different events like the Olympic Games. These type 

of sponsoring is an external activity which also has a positive effect internally (BA manager, 

personal communication, 29-04-2013; MA manager industrial IT, personal communication, 

02-05-2013). The hiring of different athletes has helped strengthening the brand, and they 

participate in meetings, both internally and externally (MA manager electrical automation & 

mechanical, personal communication, 02-05-2013).    

Several of the managers mention that they go on corporate trips sometimes and the MA 

manager industrial IT (personal communication, 02-05-2013) points out that those trips are 

meant as a tool to create belongingness and that it is important to do things together. Kickoff 

is also an activity that is used within the industrial IT department they have done group 

activities designed to promote the team spirit (MA manager industrial IT, personal 

communication, 02-05-2013; Group manager industrial IT, personal communication, 02-05-

2013). The MA manager for electrical automation and mechanical (personal communication, 

02-05-2013) highlights the fact that the employees are very important, since they are ÅF’s 

main asset. He feels that they do a lot to strengthen the group, especially since many 

employees work at clients’ offices.  
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Industrial IT has promoted themselves internally about what they do, and now they definitely 

feel like a part of the organization (Group manager industrial IT, personal communication, 02-

05-2013). The group manager for industrial IT also mentioned a that in 2005 they got to 

present their work for the top management and everyone was very impressed, seven years 

later the CEO still remembered this, which the group manager for industrial IT  felt gave the 

department recognition. 

Affiliation is also created by the interactions between co-workers at the office, for example by 

talking over a morning coffee (Group manager automation, personal communication, 25-04-

2013). The HR director (personal communication, 24-04-2013) says that this is a matter 

which is considered very important by the employees according to employee surveys. 

Furthermore, she believes that even if an employee finds the job uninteresting, they can still 

pull through as long as they have fun with their colleagues and feel that they belong to the 

team.  

4.4.4 Growth 

It is important to face new assignments and when returning to the company and sharing the 

knowledge they gained during a project it enriches the employees (HR director, personal 

communication, 24-04-2013). Thinking and performing in new ways and questioning things 

can encourage development. Development can take place when employees feel that they earn 

trust and get more challenging tasks from the managers (BA manager, personal 

communication, 29-04-2013).  When the employees engage and share responsibility it leads 

to development (Group manager industrial IT, personal communication, 02-05-2013). 

ÅF Academy is an internal training unit in Stockholm, they offer training in for example 

project management, consulting knowledge, business acumen and leadership (HR director, 

personal communication, 24-04-2013). There is also an introduction course that everyone has 

to attend (MA manager industrial IT, personal communication, 02-05-2013). The course is 

about ÅF in general, what the company stands for and its values. When becoming a manager 

there is a mandatory manager’s course. However the department is not limited to only use the 

courses offered by ÅF Academy, it is possible to buy training externally as well (MA 

manager industrial IT, personal communication, 02-05-2013). For example, ÅF Academy 

does not offer any technical courses, therefore external training can be used and ÅF has 

agreements with that kind of companies (Group manager industrial IT, personal 

communication, 02-05-2013). 



33 

 

A program called tool box has also been mentioned, it is internal training in professionalism, 

sustainability and teamwork for example (Group manager automation, personal 

communication, 25-04-2013). It is the managers who educate the employees, so the training 

take place at group meetings (MA manager electrical automation & mechanical, personal 

communication, 02-05-2013).   

Every year ÅF conduct an employee satisfaction survey to find out how employees 

experience the company, basically how it looks internally. The result of the survey can then 

be used as a tool for developing the co-workers, an action plan is established and then the 

group is responsible to go through with the plan. The manager is responsible for providing 

tools and resources, but in the end it is not his problem it is their problem, so the entire group 

need to work together to implement the action plan (Group manager industrial IT, personal 

communication, 02-05-2013).  

The development for every individual is discussed at the employee performance review. The 

manager and the employee looks at the company’s needs and the individual’s needs and 

creates a plan for development (MA manager industrial IT, personal communication, 02-05-

2013). The group manager for industrial IT (personal communication, 02-05-2013) says that 

he as a manager has certain requirements on his employees. They need to have a plan for their 

future and what they want to achieve, because that gives him an idea of how to satisfy their 

needs and make them want to stay within the company. 

The first thing the MA manager for industrial IT (personal communication, 02-05-2013) came 

to think about when discussing development was personal growth through professional 

development. Training strengthens the employees in their role as consultants and gives them a 

chance to develop themselves (Group manager automation, personal communication, 25-04-

2013), and according to the group manager for industrial IT (personal communication, 02-05-

2013) “if you develop people, you develop the company as well”.  

According to the HR director (personal communication, 24-04-2013) the development 

employees go through makes them more important to ÅF because of the knowledge they 

possess.  

The intranet is a tool where all co-workers can share information, everyone can post 

information about their work, and this brings awareness about what the company's capable of 

(EB project manager, personal communication, 24-04-2013). Also news from ÅF units all 
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over the world is presented on the intranet (MA manager electrical automation & mechanical, 

personal communication, 02-05-2013).  

4.4.5 Balance 

The HR director (personal communication, 24-04-2013) sees difficulties with balance and 

what the company can do to help employees find the balance between work and personal life, 

since the perception of what balance should be is very individual. One thing that several of the 

respondents mention is that ÅF has flexible working hours. The MA manager for industrial IT 

(personal communication, 02-05-2013) says that it gives possibilities for each and everyone to 

create balance. Working at ÅF means freedom with responsibility, and those who cannot 

handle that does not work as a consultant for a long time (MA manager electrical automation 

& mechanical, personal communication, 02-05-2013).  The group manager for industrial IT 

(personal communication, 02-05-2013) stresses that as long as the projects are finished on 

time he does not interfere with when it is done, as long as everyone within the project work 

together and agrees with the arrangement. Furthermore, the MA manager for electrical 

automation and mechanical (personal communication, 02-05-2013) says that the managers are 

well aware of what every consultant is doing within their projects, and with the time reporting 

as a tool they can see if something is not right.  

The manager has to coach the employees in creating balance, and these kinds of things are 

discussed at employee performance review (BA manager, personal communication, 29-04-

2013).The BA manager (personal communication, 29-04-2013) think it is important not to 

overachieve, when the employees go home they should focus on their families. He encourages 

people to turn off their cell phones when going on vacation. The EB project manager 

(personal communication, 24-04-2013) says that the cell phones, which employees are 

allowed to use privately as well, can make you lose balance in one way since you are always 

available. But on the other hand it gives a possibility to bring your work along if you have to, 

which creates a lot of flexibility. The group manager for industrial IT (personal 

communication, 02-05-2013) says that within many projects there is a possibility to work 

from home, so instead of not coming to work at all when for example a child is not well, the 

employee can work from home whilst taking care of the child. Another thing ÅF offers is 

extra amounts of money for parental leave besides the amount given by the Social Insurance 

Agency, which may encourage employees to use the right of parental leave and in that way 

create balance between work and personal life (EB project manager, personal communication, 

24-04-2013). 
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5. Analysis 

In this chapter activities occurring in the empirical data have been categorized and analyzed 

by seeking understanding in theoretical frame of reference How ÅF view internal marketing 

and employer branding have been analyzed in comparison to the theory concerning the basic 

elements of these concepts.  

 

5.1 Internal marketing - basic elements 
The HR director (personal communication, 24-04-2013) considers internal marketing at ÅF to 

be everything they share information about. For her, internal marketing can be many things, 

anything from handling layoffs to recognizing a great performance. When it comes to internal 

marketing at ÅF there are no special goals or strategies, and there is no internal communicator 

who is responsible for these activities, even though  the HR director says having an internal 

communicator could be helpful sometimes. The theory means that internal marketing is to be 

seen as a mean for motivating employees (Grönroos, 1981), making them satisfied so that 

they will deliver a satisfying product to the customer (Barry, 1981).  

The HR director (personal communication, 24-04-2013) explains that during the past ten 

years ÅF has merged from about twenty separate companies into one united company, which 

has created tools for more clear internal communication and all decisions are now made with 

consideration to the overall objectives. This is in line with what Grönroos (1985) addresses, 

that an organizational change might be necessary for the internal marketing process to be 

successful. One ÅF is the strategy that focuses on joining resources, shared methods and 

collective experiences (ÅF AB, 2011). It is about selling the whole company, to work together 

(MA manager electrical automation & mechanical, personal communication, 02-05-2013).  

According to theory it is important for the internal communication to be in line with what the 

company is communicating externally. This makes the internal marketing more believable 

and it can for example help employees deliver a unified message externally (Ahmed & Rafiq, 

2003; Sharma & Kamalanabhan, 2012). The HR director (personal communication, 24-04-

2013) states that the external communication and branding also affects the internal market, 

since it brings acknowledgement and pride to employees when people outside the company 

recognizes the brand. Employees can be seen as internal customers, meaning that internal 

marketing can be used to satisfy their needs, as well as external marketing can be used to 
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satisfy the need of the external customers (Berry, 1981). The campaign ÅF TV on tour travels 

around the different offices in Sweden and aims at sharing information about what is going on 

within ÅF (EB project manager, personal communication, 24-04-2013). 

5.2 Employer branding – basic elements 
Most of the work the EB project manager does is external, it involves controlling and 

organizing ÅF’s attendance at different work fairs. She is responsible for how ÅF portrays 

itself as an employer and that ÅF delivers a unified picture of their brand as an employer (EB 

project manager, personal communication, 24-04-2013). According to Backhouse and Tikoo 

(2005) employer branding is used to attract the best possible talents and also to retain the 

talents in the company. Ambler and Barrow (1996) concluded that companies that actively 

works employer branding have a higher retention rate, particularly among their more highly 

skilled people. They also found that these companies have an easier time attracting the best 

candidates when recruiting new employees (ibid.).  

In 2012 ÅF was ranked as the 5th most popular workplace when professional engineers were 

asked according to Universum Global’s list  “Sweden's Ideal Employers 2012” (Universum 

Global, 2012). Backhouse and Tikoo (2005) mean that a company which has a strong external 

employer brand will not only attract better workers, it will also contribute to something 

positive for the company when the new recruit is employed. The new employee will already 

in the early stage of employment support the firm’s values which enhance the commitment to 

the firm (Backhouse & Tikoo, 2005). The EB project manager (personal communication, 24-

04-2013) sees great importance in that the message she is conveying of ÅF as an employer is 

consistent with the actual organization, that the co-workers at ÅF can recognize the message. 

That is why they conducted the study in the summer of 2012 to see why people work at ÅF. 

Coordinating internal belief with the external brand message is one of the objectives of 

employer branding according to theory (Ambler & Barrow, 1996; Martin, et al., 2005).  

The EB project manager (personal communication, 24-04-2013) explains that the internal 

activities of employer branding would be what they at ÅF calls talent management which HR 

is responsible for. She views employer branding as the external activities ÅF does to attract 

great employees. Employer branding theories talk about the connection between marketing 

and human resource management (Aggerholm, et al., 2011; Ambler & Barrow, 1996). 

According Miles and Mangold (2004) employer branding utilizes all the organizations 

systems and because of this it can go beyond the limits of internal marketing.  
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5.3 Categorized activities 
Below follows categorized activities that have occurred in the empirical data when discussing 

activities that satisfies the needs explored in this study. There are three main categories which 

each also contains sub categories.  

The theoretical frame of reference have been used to understand and determine if the 

categories mainly contribute to employee retention or company performance, since these are 

the main objectives of internal marketing according to theory (e.g. Ahmed & Rafiq, 2003; 

Berry,1981).  

In order to illustrate and simplify the analysis the categories have been placed on a line. Note 

that contribution to employee retention does not exclude contribution to company 

performance and vice versa, the categories are placed according to their main contribution 

according to analyzed theory and empirical data. The main categories are: knowledge 

exchange, interaction and building relationships. 

5.3.1 Knowledge exchange 

This category contains activities which can be categorized as knowledge exchange, both 

between the organization and workforce and within the workforce. The sub categories are: 

providing skills, organizational courses and sharing knowledge. 

Providing skills  

As the HR director (personal communication, 24-04-2013) mentioned ÅF offers training 

through ÅF Academy. ÅF also offer training through external education companies (MA 

manager industrial IT, personal communication, 02-05-2013). Theory says that letting 

employees take courses or go through training will make them better skilled and also 

strengthen their commitment to the company (Lee & Bruvold, 2003).  This type of training 

will also provide employees with transferable skills so that they can manage their own 

marketability and careers which according to Hendry and Jenkins (1997) strengthen the 

psychological contract in the new business environment. This is important since the 

downsizing and restructuring many companies goes through gives employees few reasons to 

remain loyal to an organization (Hendry & Jenkins, 1997; Nienhoff & Paul, 2001). 
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The indication of what is mentioned above could mean that providing employees with skills 

contribute more to employee retention. To have better skilled employees would however also 

contribute to company performance, therefore the category is placed as followed: 

 

Organizational courses  

All employees has to participate in an introduction course where they learn about the 

company’s values, what the company stand for, and about ÅF in general (MA manager 

industrial IT, personal communication, 02-05-2013). This includes the employees in the 

company’s vision and goals, which theory says is important because it helps motivating 

employees and make sure that everyone is going in the same direction (Zeithalm & Bitner, 

1996; Foster, et al., 2010). Successfully communicating these things helps employees 

understand how they can contribute to the organizations success (Barns, et al., 2004; Berry & 

Parasuraman, 1992), which is important when it comes to service products since the product 

might vary depending whom performs the service (Zeithaml & Bitner, 1996).  

The MA manager for industrial IT (personal communication, 02-05-2013) speaks of a 

mandatory manager’s course which all new managers have to take. This can be related to 

what Grönroos (1985) said about internal marketing needing to become a part of the strategic 

management philosophy, which makes the top management, not employees on the floor, the 

first target group of internal marketing.  

The courses mentioned above can be connected to Thomson and Hecker’s (2000) theory 

about different types of buy-in. Through the courses the company addresses the intellectual 

buy-in by getting the employees aware of the company’s business. The emotional buy-in that 

is about building commitment and engage the employees in the achievement of goals, would 

be the next step in order to achieve complete buy-in. Berry and Parasuraman (1992) speaks of 

ongoing development, meaning that training and development should not be considered done 

when finished, it must be ongoing. This kind of development is mainly learned from 

managers which make it important for companies to keep developing managers to make them 

better teachers (ibid.). An example of this is tool box, an internal training program in 

professionalism, sustainability and team work, where the managers are teaching the 
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employees (Group manager automation, personal communication, 25-04-2013; MA manager 

electrical automation & mechanical, personal communication, 02-05-2013). Ongoing 

development is also achieved though the plan established at the employee performance review 

(BA manager, personal communication, 29-04-2013).  

The indication of what is mentioned above could mean that engaging employees in 

organizational courses mainly contributes to company performance. Therefore the category is 

placed as followed: 

 

Sharing Knowledge 

The HR director (personal communication, 24-04-2013) says that when going through 

development, employees become even more valuable to ÅF because of the great knowledge 

they come to possess. Developmental activities show employees that the company values 

them (Ahmed & Rafiq, 2003). For employees to then being able to share the knowledge that 

they have, makes them feel like a part of something big, and that they are able to contribute. 

For this sharing to occur it is very important to create a safe environment where employees 

can feel safe to share their knowledge without being afraid of giving up their knowhow and 

therefore being less valuable to the company (ibid.). The group manager for industrial IT 

(personal communication, 02-05-2013) has had a positive experienced of sharing information 

and knowledge, when the CEO showed interest in the work of the department after seeing a 

presentation of their work several years earlier.  

The department industrial IT has had presentations about their work at various offices, which 

is an internal marketing activity that the department uses to promote themselves internally 

(MA manager industrial IT, personal communication, 02-05-2013). These presentations have 

brought awareness of what industrial IT is capable of (Group manager industrial IT, personal 

communication, 02-05-2013). Creating and aligning internal relationships across departments, 

functions and employees, improve the work of the company and the employees (Ahmed & 

Rafiq, 2003).  
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The indication of what is mentioned above could mean that sharing knowledge contribute 

almost equally to both employee retention and company performance. Therefore that category 

is placed as followed:  

 

5.3.2 Interaction  

This category includes activities that that can be categorized as interaction.  Both formal 

interaction and informal interaction are included in this category. The sub categories are: 

meetings, everyday interactions and sharing information. 

Meetings  

There are scheduled meeting on different levels in the market area. The BA manager 

(personal communication, 29-04-2013) have for example a management meeting with the 

four market area managers once a month and the market area manager also have a 

management meeting with his group managers once a month. The monthly meeting is also 

occurring within the different groups (Group manager industrial IT, personal communication, 

02-05-2013). Theory says that when it comes to communication which is a big part of internal 

marketing, the most credible source of communication is face-to-face, and that consistency is 

one of the key ingredients (Davis, 2001). The reason why it is important for the company to 

successfully apply internal marketing activities such as communication is that the individual 

person will have an easier time connecting with other people in the organization. Therefore it 

can be used as a tool to close gaps within the organization (ibid.).  

In the empirical data meetings came up as tool to satisfy the need for affiliation. Within ÅF 

there are employees whose day to day work takes place at a client’s office, this can be a 

problem because the employee can feel more related to the client than to ÅF. Meetings are 

used as a tool to come to address this problem, at the meetings the group share information 

about what goes on in their projects (BA manager, personal communication, 29-04-2013; EB 

project manager, personal communication, 24-04-2013).  
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The indication of what is mentioned above could mean that meetings contribute mainly to 

company performance, but because of the contribution to affiliation it would also contribute 

some to employee retention. Therefore that category is placed as followed: 

 

 

Everyday interactions  

Affiliation is created by the interactions between co-workers in the office, for example by 

talking over a morning coffee (Group manager automation, personal communication, 25-04-

2013). Informal internal sources of messages can consist of interactions between employees, 

managers or friends who work for the company. It helps employees adjust to their jobs and 

get to know the organization (Miles & Mangold, 2004). The HR director (personal 

communication, 24-04-2013) says that everyday interactions are a matter which is considered 

very important by the employees according to employee surveys. Furthermore, she believes 

that even if an employee finds the job uninteresting, they can still pull through as long as they 

have fun with their colleagues and feel that they belong to the team.  

The indication of what is mentioned above could mean that everyday interaction mainly 

contribute to employee retention. Therefore that category is placed as followed:  

 

Sharing information  

Another type of interaction within ÅF is through the company’s intranet, where news and 

information is shared (EB project manager, personal communication, 24-04-2013). Everyone 

can post information about their work, and according to the EB project manager this brings 

awareness to what the company is capable of. According to theory this type of interaction 

between different departments and functions in an organization is very important (Davis, 
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2001). It makes it easier for the individual person to see the bigger picture of their work which 

is necessary in order to improve the performance of the company and its employees (ibid.).  

The indication of what is mentioned above could mean that sharing information contribute 

mainly to company performance. Therefore that category is placed as followed:  

 

Formal interaction with the individual  

In the empirical data employee performance review is a reoccurring activity when it comes to 

satisfying the suggested needs. The activity comes up when talking about growth, balance and 

safety. At the review a plan for the individual employee is developed, and is also followed-up 

by the manager with the help of tools from human resources (MA manager industrial IT, 

personal communication, 02-05-2013). A developed plan requires a certain commitment from 

both the employee and the employer (Group manager industrial IT, personal communication, 

02-05-2013). Ahmed and Rafiq (2003) mean that when employers value and commit to 

employees, the employees values and commit in return. The mutual commitment is a big part 

of the psychological contract. It is important for the organization to uphold the contact since it 

enhances the employee’s organizational commitment. (Nienhoff & Paul, 2001).  The MA 

manager electrical automation and mechanical (personal communication, 02-05-2013) also 

sees the employee performance reviews as an opportunity for the employees to tell their 

manager if something is bothering them. The BA manager (personal communication, 29-04-

2013) mentions the employee performance reviews as a good opportunity to coach the 

employees in creating balance, if there is a need for that.  

Regularly ÅF conducts an employee satisfaction survey, in order to “check the pulse” on the 

organization (ÅF AB, 2012). In the theory Berry (1981) talks about how these types of 

internal marketing research activities are important in order understand what the employees 

think of the company’s performance and policies. It can also be a tool for management to 

receive direct feedback on employee satisfaction. The group manager for industrial IT 

(personal communication, 02-05-2013) sees this survey as a great tool when it comes to 

developing his department. He explains that after the survey is completed the answers are 
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analyzed and after that a plan of action is established. He also explains that it is not only he as 

a manager who is responsible for the plan, he need to make sure that the tools and resources 

are there but it is them up to the employees themselves to run the action plan. He feels that the 

employees can develop through taking part of the responsibility. When there is a problem it is 

not only his problem it is their problem (Group manager industrial IT, personal 

communication, 02-05-2013). Theory says that by knowing the employees the company can 

make better decisions, for instance what kind of training that would be most effective. By 

being informed about the employees’ interests and perceived knowledge the managers can 

more easily see where training would be most effective (Berry & Parasuraman, 1992).  

The indication of what is mentioned above could mean that formal interaction with the 

individual contribute equally to employee retention and company performance. Therefore that 

category is placed as followed:  

 

5.3.3 Building Relationships 

This category includes activities that that can be categorized as building relationships, both 

between the organization and workforce and within the workforce. The sub categories are: 

giving responsibility, benefits and affiliations. 

Giving responsibility 

In the empirical data of this study flexible working hours and the possibility to work from 

home comes up several of times as activities that helps satisfying the need for balance. The 

MA manager for industrial IT (personal communication, 02-05-2013) mentions that the 

flexibility gives possibilities for each and every one to create their own balance. The phrase 

freedom with responsibility is also frequently occurring in this context in the empirical data. 

The group manager for industrial IT (personal communication, 02-05-2013) stresses that as 

long as the projects are finished on time, he does not interfere with when it is done, as long as 

everyone within the project work together and agrees with the arrangement. The MA manager 
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for electrical automation and mechanical (personal communication, 02-05-2013) says that 

working at ÅF means freedom with responsibility, and those who cannot handle that does not 

work as consultant for a long time. 

According to Ahmed and Rafiq (2003) trust and also commitment are some of the key 

ingredients of internal marketing. They also stress the importance of having a satisfying 

workplace atmosphere and mean that internal marketing is the tool for management to build 

close and flexible internal relationships. Stum (2001) points out that it is the interaction 

between managers and the workforce that creates an environment which motivates and retains 

employees. Therefore the individual manager has a great responsibility of implementing 

activities in order to meet the expectations of the workforce (ibid.). When it comes to the need 

of balance in the empirical data the BA manager (personal communication, 29-04-2013) think 

it is important not to overachieve, when the employees go home they should focus on their 

families. ÅF also offers is an extra amount of money for parental leave besides the amount 

given by the Social Insurance Agency. This may encourage employees to use the right of 

parental leave and in that way create balance between work and personal life (EB project 

manager, personal communication, 24-04-2013). Stum (2001) sees the importance of 

management recognizing the need of combining work with other areas of life and make sure 

that the employees are seen as people not just as workers. According to Davis (2001) the 

success of internal marketing is very much depending on management philosophy. What 

managing style being used might not even be a conscious decision, it might as well be a 

pattern of history or managerial preferences (ibid.).  

The indication of what is mentioned above could mean that giving responsibility mainly 

contributes to employee retention. Therefore that category is placed as followed:  
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Benefits 

At ÅF a part of the mangers salary is based on results while the consultants have a fixed 

salary but with a bonus depending on the company’s result (BA manager, personal 

communication, 29-04-2013). The managers gets individual targets, which can be based on 

economics, growth or even something like employee satisfaction (MA manager industrial IT, 

personal communication, 02-05-2013). According to the HR director (personal 

communication, 24-04-2013) the point of having variable salaries is to create drive and 

motivation. Pfeffer (1995) states that if employees are responsible for better level of 

performance and profitability for the company they will want to share the profits. Bonuses 

that are based on the company’s profitability also give the individual employee a sense of 

belonging and encouraging employees to identify with the whole firm (ibid.). Rousseau 

(1989) says that promises should be made in advance in order to motivate the employees. It is 

also important that the promise is fulfilled and that the organization is consistent both with 

what they request from their employees and what they promise in return to not risk losing the 

employees’ trust. Consistency with incentives and contribution is also one of the last steps in 

creating a psychological contract between the employer and employee (ibid.). The EB project 

manager (personal communication, 24-04-2013) stressed the importance of keeping their 

employees since ÅF is a consulting business and their employees are their product. She thinks 

that rewards and advantages can be a tool that can help the employees to feel belongingness 

and loyalty to the company. She mean that the main point of the advantages that ÅF have is to 

get people to want to work there, “we would be nothing without the employees” says The EB 

project manager (personal communication, 24-04-2013). Berry (1981) talks about the 

significance of treating employees as customers and that it is important for companies to treat 

jobs as products and that they try to design them to encourage retention and good 

performance. Rousseau (1989) brings up the importance of understanding what the employees 

expect from the organization, not only for the sake of being able to satisfy their needs but also 

in order to maintain the psychological contract. 

The group manager for industrial IT (personal communication, 02-05-2013) think it is best to 

avoid individual rewards. When someone has accomplished something out of the ordinary he 

can for example reward the entire group by sending them on a course. The MA manager for 

industrial IT (personal communication, 02-05-2013) also talks about teamwork as a kind of 

reward since it is in the human nature to seek belonging. Berry and Parasuraman (1992) 

writes that rewards sometimes has a to narrow focus on financial incentives and that 
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responsibility, a personalized development plan and training often is considered to be among 

the more important rewards. Financial rewards are important but far from everything (ibid.).  

The indication of what is mentioned above could mean that benefits mainly contribute to 

employee retention. But because of the factor motivation for good performance it also 

contributes to company performance. Therefore that category is placed as followed:  

 

Affiliations 

In the empirical data when talking to the respondents about the need to feel affiliation 

different activities came up such as Klubb ÅF and other after work activates. Also the 

monthly meetings are sometimes combined with an activity, such as breakfast, dinner, 

bowling or driving go-carts (BA manager, personal communication, 29-04-2013). According 

to theory affiliation means that people need to feel like they are part of a team (Stum, 2001). 

By creating the best possible atmosphere and environment for employees, the company also 

creates a great source for competitive advantage (Ahmed & Rafiq 2003). In the empirical data 

both profiling and branding was mentioned as a ways to create affiliation, to be associated 

with each other as a part of a group and also to feel belonging to the company (BA manager, 

personal communication, 29-04-2013; MA manager industrial IT, personal communication, 

02-05-2013; MA manager electrical automation & mechanical, personal communication, 02-

05-2013). The hiring of different athletes and sponsoring of different events have a positive 

effect internally (BA manager, personal communication, 29-04-2013). This can be connected 

to the later added objectives of internal marketing, which are; bringing the workforce closer 

together, and strengthen the corporate brand from within (Davis, 2001; Ahmed & Rafiq, 

2003; Keller, 2002; Aurand, et al., 2005).  

The indication of what is mentioned above could mean that affiliations mainly contribute to 

company performance. But because of the factor belonging to a group it also contribute to 

employee retention. Therefore that category is placed as followed: 
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6. Conclusion 

In this chapter the research question asked in the beginning of this paper is answered based 

on the result of the analysis. Implications that can be drawn from the conclusions are also 

presented and lastly recommendations for future research are given. 

6.1 Findings and conclusion 
The purpose of this study was to map the activities used for satisfying employee’s needs in an 

engineering company and with the support of theory concretize their contribution to employee 

retention and company performance. 

What is the main contribution of internal marketing activities which help satisfying 

employees’ needs at an engineering company; retaining employees or company performance? 

Before conclusions about the contribution of internal marketing activities at ÅF’s division 

industry, business area south are drawn, a base point for how the company views internal 

marketing and employer branding had to be established.  

Explicitly ÅF have no strategies or goals when it comes to internal marketing. However 

activities and objectives that through theory are defined as internal marketing is at ÅF 

managed within other functions such as the communication department and human resources. 

One ÅF is one example of a concept that can be looked upon as an internal marketing concept 

when comparing it to theories. The findings when it comes to the term internal marketing at 

ÅF is that it very much exists even though it is not distinguished as an independent concept. 

Employer branding is an established concept at ÅF, they have an employer brand project 

manager who is especially responsible for ÅF’s employer brand. They are also successful 

with their external work with employer branding, and are highly ranked as a place where 

processional engineers would like to work. However ÅF’s approach towards employer 

branding is somewhat different to theory. Employer branding at ÅF is externally focused as a 

tool to attract great employees. According to theory employer branding is also used internally 

to retain employees. At ÅF that objective is managed within other functions. Nevertheless ÅF 

manage, and see great importance in that the employer brand delivered is true to the internal 

believes and values. The findings when it comes to the term employer branding at ÅF is that it 

is an established concept, but not cohesive with the entire definition according to theory. 
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With a final summary of the tool used in the analysis it can be concluded that the internal 

marketing activities that helps satisfying the employee’s needs at the engineering company, 

ÅF – division industry, business area south, mainly seems to contribute to company 

performance. 

 

The contribution appears to be fairly even divided but more categories fall on the side of 

company performance. Since this conclusions has been reached in this critical case, the 

generalization implication would be that if internal marketing activities, that helps satisfying 

employee’s needs, does not contribute mostly to employee retention in this case, it most likely 

does not in any case. 

6.2 Theoretical implications 
The significance in the conclusion reached in this study could be that in order for theory to 

correctly address the matter of employee retention, the subject of activities’ contribution has 

to be further researched. This study has contributed with a concretization of the employee 

satisfying activities’ contribution to the objectives of internal marketing. This concretization 

can be relevant as a platform for studies of activities’ contribution to employee retention. 

In this critical case study the company’s definition of employer branding is not cohesive with 

the entire definition according to theory. It could be speculated whether this reflects in the 

conclusion of this study or not, since employer branding theories talk about the concept 

externally to attract talent and internally as a tool for working with retention of employees.  

6.3 Managerial implications 
This study has brought awareness to the contribution of internal marketing activities within a 

company. The conclusion reached in this study could be beneficial for organizations work 

with retention through internal marketing activities.  Also this study brings attention to the 

concept employer branding, and the differences in the theoretical meaning in comparison to 

the company’s use of the concept. It could be useful for companies to reflect on their use of 
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employer branding and maybe also view it as an internal tool. The question for engineering 

companies to reflect on would be if they, in the current and future business environment, are 

in enough control over how their employee’s needs are satisfied and what the contribution of 

this is to the company as a whole. 

6.4 Recommendations for future research  
As a critical case study this thesis has formulated generalized implications. It would be 

interesting to further investigate the contribution of activities that helps satisfying employee’s 

needs in more companies, for example in a least likely case to further investigate if the 

conclusion in this critical case could be coincidental. Considering that this is a result of 

activities mentioned by the company when talking about satisfying the employee’s needs, the 

question would be if these activities do not contribute more to employee retention than 

company performance, which does? 
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Appendix 1.  

Interview guide – human resource director 
 How long have you been working at ÅF? 

 What is your position at ÅF, and what does your work involve?   

 How long have you had that position? 

 What does the concept internal marketing mean at ÅF? 

o Definition? 

o Goals and strategies? 

 

 Has the work with internal marketing shifted over time? 

A short explanation is given to respondent about how we define internal marketing: 

“Marketing is about delivering value to satisfy the needs customers. Internal marketing is 

used to deliver value to satisfy the needs of the internal customer – the employees. That is why 

we now are going to talk about the employees needs at the workplace” 

 Safety –  the sense of physical and psychological safety at the workplace 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Reward – compensations and advantages for performance 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Affiliation – to feel like a part of the organization 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Growth – personal and for the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Balance – between work and private life – that it is recognized by the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 

 Is there anything you would like to add regarding the topics of this interview? 

 

 

 



 

 

Appendix 2. 

Interview guide – employer brand project manager 
 How long have you been working at ÅF? 

 What is your position at ÅF, and what does your work involve?   

 What does the concept employer branding mean at ÅF? 

o Externally? 

o Internally? 

 What activities do you have regarding employer branding? 

o Externally? 

o Internally? 

A short explanation is given to respondent about how we define internal marketing: 

“Marketing is about delivering value to satisfy the needs customers. Internal marketing is 

used to deliver value to satisfy the needs of the internal customer – the employees. That is why 

we now are going to talk about the employees needs at the workplace” 

 Safety –  the sense of physical and psychological safety at the workplace 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Reward – compensations and advantages for performance 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Affiliation – to feel like a part of the organization 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Growth – personal and for the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Balance – between work and private life – that it is recognized by the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 

 Is there anything you would like to add regarding the topics of this interview? 

 

 

 

 



 

 

Appendix 3. 

Interview guide – managers division industry, business area south 
 How long have you been working at ÅF? 

 What is your position at ÅF, and what does your work involve?   

 How long have you had that position?  

 How many employees are you responsible for? 

o How do these employees work: 

 At client’s office or in-house? 

 At the same office as you? 

o How often are you in contact? 

 What type of contact? 

A short explanation is given to respondent about how we define internal marketing: 

“Marketing is about delivering value to satisfy the needs customers. Internal marketing is 

used to deliver value to satisfy the needs of the internal customer – the employees. That is why 

we now are going to talk about the employees needs at the workplace” 

 

 Safety –  the sense of physical and psychological safety at the workplace 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Reward – compensations and advantages for performance 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Affiliation – to feel like a part of the organization 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Growth – personal and for the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 Balance – between work and private life – that it is recognized by the company 

o What needs do you think your employees have in this category? 

o What activities/tools does ÅF provide to satisfy these needs? 

 

 Is there anything you would like to add regarding the topics of this interview? 
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