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ABSTRACT 

Internal brand building is an important innovation in developing stronger customer relationships.  It 
is based upon a new collaboration between marketing and human resources.  It can convert all 

organizations into a sustainable, high performing customer-centric profit centres. It is strongly 
believed that brand building is confined to the marketing silo. But this is not true. Brand building 

aims at integrating the relationship-building competencies of the marketing and HR functions. 
Internal brand building produces high-performance employees. This in return gives better revenue, 
profit margins and purchase of a broader portfolio of products.  It also gives a boost to higher levels 

of employee engagement. Highly engaged employees create highly engaged customers. Internal 
brand building is an innovative practice for bringing employees closer to customers. This article 

provides an overview of internal brand building challenges in Indian retail sector.  
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“In this ever-changing society, the most powerful and enduring brands are built from the heart. They 

are real and sustainable. Their foundations are stronger because they are built with the strength of 
the human spirit, not an ad campaign. The companies that are lasting are those that are authentic.” 

 – Howard Schultz, Pour Your Heart Into It: How Starbucks Built a Company One Cup at a Time 

 

“By weav ing the brand messages into employees’ everyday experiences, managers can ensure 

that on-brand behavior becomes instinct ive.” –Collin Mitchell, Harvard Business Review, 
January 2002  

 

INTRODUCTION 

Scenario around branding is quite alarming. In fact, state of brand trust is at the lowest ebb, with just 

10% people saying they trust brands as much as they used to do (Moss, 2010). A lot of money is 
spent on asking what people think of their business,  however, the good responses are accepted and 
the bad ones are ignored resulting in loss of money, jobs and huge corporate and personal reputations 

(Moss, 2010). While corporate brand building for external stakeholders suffers due to selective 
response of the companies towards market research on brand perceptions, there is hardly any effort 

to even look at the internal branding which is so crucial for success of the companies in the long run.  
Moreover, no company is willing to invest in internal branding research (Mitchell, 2002).   

Internal branding research is in a formative stage. Hence, there is hardly any universally acceptable 

definition of the concept in place. Canadian Marketing Associa tion has defined internal branding as a 
process of ‘promoting the company brand values amongst employees’.   According to MacLaverty, 

McQuillan & Oddie (2007), internal branding is a set of strategic processes that align and empower 
employees to deliver the appropriate customer experience in a consistent fashion; these processes 

http://www.goodreads.com/author/show/53761.Howard_Schultz
http://www.goodreads.com/work/quotes/90329
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include, but are not limited to, internal communications, training support, leadership practices, 

reward & recognition programs, recruitment practices and sustainability factors.  

Fostering internal branding entails the following (MacLaverty, McQuillan & Oddie, 2007):  

 Living the corporate values; 

 Leveraging the corporate brand strategy to reinforce brand requirements internally and reach 
out to potential recruits externally; 

 Activities, processes and communication involved in empowering associates; 

 Create and demonstrate consistent brand experience at all touch points.  

IMPORTANCE OF BRAND-BUILDING 

Companies often face the dilemma of the decision whether to brand or not. Most of the companies 

are not aware about the importance of brand-building. Some face the constraints related to financial 
resources, poor infrastructure, lack of knowledge regarding positioning and promotional strategies 

etc. Increasing globalization has made branding an essential part of marketing. Retail goods 
comprise of products meant for consumption by the consumer. Therefore Brand-building for retailers 
is an important exercise which should be started as early as possible in order to allow a firm to 

develop a competitive advantage over other existing firms in the market. Domestic firms can tackle 
increased competition due to globalization through Brand-building. 

Consumer decision-making process is influenced by brands. Branding provides the seller an 

opportunity to attract and retain loyal customers. An association with the present and potential 
customers provides a basis for differentiation. It also helps to deliver enormous value in terms of 

enhancing brand equity of the firm. A brand is an impression of the perception, images, quality and 
trust of a product or service in the mind of the customers. It is a promise of what will be delivered or 
experienced. Almost all types of products can be branded by giving it a meaningful name as well as 

identifying the attribute that differentiates their product offering from that of the competitor’s 
product offering. 

The brand attributes differentiate a product from its competitors in the market. But the employer 
ignores the concept of Internal Branding. The employees must represent the brand that holds value to 
its customers. Customer expectation regarding the product needs to be given top priority. Business 

ethics play a major role in brand-building and ethical practices adopted by the employees help to 
build trust in the mind of the customers. 

Developing new brands begins with segmentation, targeting and positioning (STP) of the target 
market. It helps to identify the key attributes and benefits of the market selected for the introduction 
of the product. After needs of the target market have been identified, a brand name which should be 

identifiable with the target group is to be developed. Appropriate marketing mixes of the end-users 
identified during STP stage are to be developed. The seven P’s of marketing mix should match the 

target population. A mismatch can result in the failure of the product due to the gap between 
customer expectations as compared to the actual product delivered after commercialization stage. 
Profits determine the value of the brand for the manufacturer in the long-run. The firm will have to 

develop a brand to maintain its brand image by introducing new products and services under the 
same brand.  

Building a brand image also facilitates greater and easier flow of credit from the banking sector to 
the service and manufacturing sectors. It also helps in minimizing business risk and provides a 
platform to connect buyers and suppliers through the online platform. With good credit rating, 

competencies of high quality, advanced technology, packaging and labeling, aggressive marketing, 
expensive advertising and promotion activities can be developed. Established brands earn easy 

credibility as they are more acceptable to the customers and the stakeholders. All people involved in 
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the process from production stage till the final commercialization of the product get benefit of the 

credibility earned. 

INTERNAL BRANDING IN RETAIL 

The retail sector plays an important role in the growth of any country. In India, this sector has 

evolved dramatically from traditional village fairs and street hawkers and established itself into 
magnificent malls and lush outlets.  

The purchasing power of Indian urban consumer is growing. The branded products like garments and 
accessories and even food are becoming lifestyle products and are widely accepted by the urban 
Indian consumer. The Indian retailers need to take advantage of this obvious growth and avail 

opportunities to diversify and introduce new formats for the brand building process.  

The retail function needs to be established as a brand. It should not be limited to retailers selling 

branded products. The focus should be on building a brand of the retail business itself. To face tough 
competitive pressure from local as well as global retails, Indian retailers must come to recognize the 
value of building their own stores as brands. This will strengthen their market positioning, 

communicate quality as well as value for money. Sustainable competitive advantage will depend on 
how well they translate their core values which are a combination of products, image and reputation 

into a coherent retail brand strategy.  

There is no doubt that the Indian retail scene is booming. A number of large corporate houses have 
already made their foray into this arena. Today the organized players have attacked every format of 

the retail category. The Indian retail scene has witnessed a fall of big retail houses in absence of a 
well thought out branding strategy.  

Terms like globalization, process management and value based management are concurrent in 

management in retail companies. People are one of companies’ key assets. Retail means working and 
serving customers in a more direct and personal way. Special attention and actions from retail 

companies is needed to fulfill the demands of an increasing number of well informed and 
sophisticated consumers. Keeping in view the changes in both national and international contexts, it 
is important to have the right people successful and sustainable business.  

Retailing is a major labor intensive industry. Companies in this sector need to re-organize and adapt 
their structures to become more efficient. Long store opening hours and peaks in the trading days 

demonstrate necessity for part-time workers and flexible framework. Emotionally, the workforce 
needs orientation and vision in changing times. The HR function in the retail company has to provide 
support to employees and management mentally and professionally in fulfilling their tasks in terms 

of future company goals. The future world of retailing will need a more formative and proactive style 
of HRM. 

TRANSFORMATION OF THE INDIAN RETAIL SECTOR 

The Indian organized retail sector is facing severe challenges and these are stopping the Indian retail 
industry from reaching its full potential. The Indian consumer has undergone a major change in 

behavior since the earnings are more now. The western influences and number of women in the 
working force is increasing. The demand is for luxury items and better quality. A customer wants all 

facilities of eating, shopping and entertainment under the same roof.  

Retailing has undergone a transformation over the past decade. It is much more than 
merchandising.  A manufacturer can no longer just rely on sales to take place by ensuring 

availability of his product. He has to visualize a customer in a form of a story character, with 
desires and aspirations, and for building long- lasting relationships. The Indian consumer expects 

more and more each time he steps into a store. Retail is not confined to selling a product or a 
service. It relates to selling an unfulfilled desire, hope, an aspiration and an experience that a 
consumer would like to repeat.  
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Brand building is the new buzz word to make the retail sector stronger and competitive. Internal as 

well as external branding efforts will provide sustainability to this sector in the long run. An 
unprecedented level of commitment to and investment in the people will provide them with the tools 
and resources they need to exceed the expectations of customers. A sincere initiative from a 

company that has long demonstrated a commitment will help its employees live the brand.  

REQUISITES FOR INTERNAL BRAND BUILDING IN THE RETAIL SECTOR 

Internal brand building is an important new innovation in building stronger customer relationships.  
It is based upon a new collaboration between marketing and human resources.  It can convert all 
organizations into a sustainable, high performing customer-centric cultured organization. It is 

strongly believed that brand building is confined to the marketing silo. But this is not true. Brand 
building aims at integrating the relationship-building competencies of the marketing and HR 

functions. Internal brand building produces high-performance customers. This in return gives better 
revenue, profit margins and purchase of a broader portfolio of products.  It also gives a boost to 
higher levels of employee engagement. Highly engaged employees create highly engaged custo mers. 

Internal brand building is an innovative practice for bringing employees closer to customers.  

Internal branding requires the marketing and HR to work together, use a shared process to coordinate 

the relationship building inside the organization with employees and the relationship building outside 
the organization with customers. This will have a direct impact on improving the value customers 
receive and as a result will have a positive impact on the organization’s financial results and a key 

performance indicator of industry leader.  

A marketing executive has to manage relationships between a company and its customers. He has to 
create a customer-centric discipline for the organization through cajoling, inspiring and encouraging 

employees to safeguard the best interests of the customer. HR executives are responsible for 
managing the relationship between the company and its employees. The employees have to be 

motivated to align and focus their efforts on delivering value to customers. HR’s perspective is to 
create a brand of the organization from the inside-out. Symmetry has to be created between the two 
perspectives to enable organizations to effectively build a stronger brand through relationship 

building.  

According to Karl D. Speak, a global expert, the relationship between marketing and HR can be 

viewed as an iceberg. For example- an iceberg represents the Marketing’s efforts to attract new 
customers and increase the performance of existing customers which is readily seen by the public. 
HR’s efforts to develop a connection between employees and the company are represented by the 

part of the iceberg below the surface.  

Marketing has the responsibility for managing the relationship between the organization and its 

marketplace. The focus of the organization should be on building its brand of doing business on the 
basis of the needs of its targeted customers. Marketing also has the responsibility for making sure 
that the customers give due credit to the organization for consistently delivering the much coveted 

unique value.  

Brand building is done through the effective use of marketing communications. The focus is on 

building a strong brand that is sustainable in its ability to engage and attract new customers more 
effectively than competitors. The majority of employees have an active part in brand building and 
the most sustainable impact on the value delivered to customers. The marketing profession is 

changing and many marketing executives are adopting a broader, more realistic approach towards 
brand building. There is a need to support the traditional brand-building activities by brand-building 

efforts from within for internal branding. Convincing the senior management team of the importance 
of internal brand building is a challenge for the marketing executive since only a minority of them 
has experience with internal brand building. As with all innovations, internal brand building is not 

easy to implement and runs a high level of career risk. Even if senior management supports the new 



Periyar Journal o f Research in Business and Development Studies, 1(2), Ju ly-December 2016, ISSN 2456-0987(O)  
26 

Bi-annual e-Journal published by Periyar Management and Computer College, New Delhi  
 
 

 

perspective on brand building, marketing executives do not have enough experience and level of 

organizational development competencies required to create change within the organization. 
Marketing executives are frustrated to see their organizations losing out on the opportunity to 
effectively build a stronger corporate brand. They also try to measure their legacy by building a 

brand equity that supports the organization’s growth well into the future. The internal brand-building 
program is to be implemented as the key to engage employees to perpetuate the brand with 

customers. A new approach to brand building is needed by marketing professionals to achieve the 
goals and increase contributions to the organization’s success as also for collaborations with a new 
partner. Marketing executives can become effective leaders in the future if they have an 

understanding of employee engagement and collaborate with HR.  

High-performing HR executives understand the positive impact of an aligned culture on business 

performance. It is a challenge to create a direct link between the two. The connection between 
culture and business performance is important for HR to transform its administrative function to the 
strategic function and plan use of its human capital. HR executives have skills of aligning and 

engaging employees’ behaviors to deliver value to customers’ needs of the marketplace. These 
competencies can be nurtured with effective leadership. The employees connect easily with a unique 

culture that creates a distinctive brand. The strategies are focused on activities that enable employees 
to connect with customers. It is a prerequisite for the HR executive to have a first hand and active 
knowledge of competition and customers by proper understanding of the brand.  

Employee engagement is essential for internal brand building and makes an impact on business 
performance. Such practices are required to be inbuilt during the formulation of human capital 
strategies aimed at targeting and impacting important organizational objectives. Many HR executives 

face a challenging task of collaborating with senior leaders to act on important business strategies. 
They try their best to connect HR strategies with market requirements but do not get much support 

from their marketing colleagues. Failure to make specific connections between marketing strategies 
and human capital strategies is dominant. Internal brand building is a customer-centered employee 
engagement framework which provides a direct line between HR and market-based strategies. The 

war for talent is the driving force for creating the concept of the employer brand. HR professionals 
embrace employer brand as a framework to improve their recruitment activities in tune with the 

modern marketing techniques. For some organizations employer brand has evolved into a concept 
used to describe and perpetuate the unique aspects of an organization’s culture. This latter approach 
is a step in the right direction for employer brand. Internal brand building takes employer brand and 

extends the uniqueness of the culture to ensure it creates distinctive value for a customer.  

Some organizations have false starts with programs that attempt to connect culture with business 

performance. HR executives are not able to use their vision and passion to connect culture with 
customer performance. The reasons are- 

1.  Marketing and sales have traditionally owned the customer and marketplace. The market ing 

department acts as a silo and perceives no reason to reach out to its HR peers. Lack of 
collaboration limits the contribution of HR professionals to add value in building stronger 

customer relationships. 

2.  HR has limited knowledge of the customer. This limited knowledge inhibits the HR executive 
from strategizing for human capital linked with customer performance.  

3.  HR is not involved with customer groups due to inexperience in marketing or sales. This has 
limited their role in conversations relating to customer relationships and marketing strategies.  

4.  There is a lack of a process that links HR initiatives with marketing objectives. Internal brand 
building is an innovative employee engagement technique that is customer-centric and bridges 
that gap. 
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5.  It is not easy to find a cause-effect link between employee engagement programs and 

measurable customer performance improvement. This has further created hurdles in the 
implementation of such a program.  

6.  HR has been given a limited role in corporate brand initiatives. Without HR’s involvement, 

any corporate brand program becomes just another short- lived campaign. The lack of 
collaboration limits the potential for HR to use its creativity and competencies. The corporate 

brand initiative does not convert into a program that engages employees in a more meaningful 
and sustainable manner. 

The issues of HR and marketing people can be reduced for the benefit of the organization by 

understanding that they can be solved if considered as the heart and soul of an organization like an 
iceberg. The top of the iceberg gets its respect from the power of what lies beneath the surface and 

the bottom gets its recognition from the top. Marketing area of an organization represents the top of 
the iceberg. It interacts with the outside world. HR represents the bulk of the mass that can impact 
the customer most. Together the iceberg is a force to consider.  

The definition of internal brand building for retail marketers dissolves into an internal 
communications campaign.  

 

ANALYSIS 

 

For the retail sector, internal brand building is an innovative marketing- led organizational 
development program designed to create an organic, lasting connection between employees and 
customers. This will comprise of the following components-  

 

Brand Platform Development 

For every successful internal brand-building process a clear, corporate brand platform must be 
simply stated and easily understood by employees.  

Internal Brand Immersion  

A set of training workshops immerse leaders and employees with relevant knowledge of brand and 
engage their understanding of the organization’s brand and each person’s role in the internal brand-

building process. Understanding brand on a personal level has broad appeal and applicability to 
almost all individuals, making learning about brand more appealing. This personal brand context 
creates a reliable learning bridge that establishes the importance and relevance of brand as a business 

relationship-building concept.  

Post-Immersion Reinforcement  

Training is to be followed by an integrated set of activities, such as post-training assessment, team 
coaching activities, and re-designed internal communications programs focused on reinforcing the 
key training concepts and targeted behaviors.  

Refine Key HR Systems and Measurement 

The purpose of these activities is to modify key HR systems, such as reward and recognition 

programs, recruitment and on-boarding programs and performance measurement systems. In 
addition, internal and external measurement programs are initiated to provide feedback on the 
program. 
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The behavior-change competency of the HR professionals is to be utilized to create customer centric 

employee engagement programmes. Brand building should become a team involving HR and 
Marketing professionals. 

Brand Building has to become a Team Effort 

For creating a sustainable, high-performing customer-centric culture, teamwork of marketing and HR 
is required for implementing the internal brand-building program.  

Working with innovative human resource professionals to tap the power of internal brand building 
provides new insights into brand building that cannot be explored alone in the marketing world. A 
collaborative model is required to build a strong corporate brand where the HR becomes marketing’s 

secret brand-building weapon to attract and grow high-performing customers and marketing provides 
the insight to create engaged employees passionate about making a difference for customers.  

This collaboration can create a strong corporate brand that engages customers a nd employees and 
may be termed as a perfect example of organizational innovation.  

 

Canadian Marketing Association (2006) has made a holistic attempt at synthesizing internal branding 
tools and techniques: 

 

Internal Branding 

Tools and 

Techniques 

Trends Commentary 

Current Practices Development Best Practices Challenges  

Internal 

Communications  

Employee newsletters; 

Regular employee 
town hall meetings; 
Push messages from 

president; Walk-the-
talk (communication 

through behaviour, 
esp. at senior level); 
Videos with 

messaging 
demonstrating brand; 

Employee story 
telling; Involvement in 
customer promise 

through a range of 
communication 

tactics; Senior 
management site 
visits. 

Hiring internal 

communications 
specialists; iPod 

casts for additional 
training support to 
regions. 

Senior management 

on-brand behaviour; 
Relevant personal 

communication; 
Vehicles that enable 
sustained consistency 

of message. 

The trade-off 

between reach 
efficiency and 

personalization; 
Constant 
communication is 

necessary for 
consistent 

execution. 

Training Support 

New hire orientation 

Increased support to 
employee 

Brand workshops 
(train-the-trainer); 

Refresh brand 
training programs; 
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including explanation 
of brand attributes and 

roles; Brand 
workshops; Customer 
sensitization; e-

learning; Brand values 
imbedded in training; 

Brand tool kits; 
Customer videos 
recording ‘what 

works’. 

 

engagement. Clarify effect of each 
division on customer 

experience; Customer 
enthusiasm programs. 

Consistency; e-
learning 

impersonal; 
Continued 
employee 

connection and 
motivation to live 

the brand. 

Leadership Practices 

Management 
development 
programs; Senior team 

personal site visits; 
Employee rating of 

leaders through 
regular performance 
reviews. 

Push senior 

management 
communications 
utilizing video and 

phone. 

Leadership practicing 

on-brand behaviours; 
Explicit senior 
management 

endorsement of brand 
behaviours. 

Consistent 

application of 
brand 
requirements with 

annual planning 
process. 

Reward & 

Recognition 

Special events 

commemorating 
success milestones; 
Peer recognition 

programs; 
Performance reviews 

encompassing brand 
behaviours; 360 
degree feedback 

including peer, boss 
and customer 

feedback; In some 
cases, directly linked 
to compensation. 

Increased connection 

to brand. 

Peer recognition 

programs; 
Reinforcement of 

story-telling of on-
brand behaviour; 
Special events 

celebrating living the 
brand values. 

Connection of 

desired behaviours 
to brand values; 

Potential 
confusion with 
company values. 

Recruitment 

Practices 

Longer term strategy 

to continually build 
the skill within an   

organization to deliver 
the brand promise. 

Build separate 
recruitment practice 
within HR. 

Internal partnership 
with HR and 
Marketing; Research 

recruitment practices 
within the industry; 

Measure success of 
recruitments, number 
of responses, retention, 

why or why not 
retained. 

Cross-functional 
nature of task 
within HR and 

within the 
enterprise. 
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Sustainability 

Factors  

Internal 
communications; 
Internal focus groups 

with front-line staff to 
identify what they 

could be doing 
differently and deepen 
engagement; 

Continuous customer 
contact groups - fresh 

input to service 
experience. 

Recognition of 
connection to brand. 

Consistent, customer 
and employee relevant 

messaging. 

How to keep it 
real and relevant. 

(Source: CMA Internal Branding Qualitative Study, 2006) 

Internal branding is essential for augmenting competitiveness and long-term success of the 

companies in the sense that it can stimulate organizational identification and thereby converting 
committed and engaged employees into brand champions. Higher degree of organizational 

identification among employees enhances their voluntary participation in brand development and 
positive word-of-mouth (Löhndorf and  Diamantopoulos, 2014) and optimizes their intensity to 
engage with the customers in the best possible manner. Thus it is imperative for the companies to 

take internal branding a bit more seriously.     

 

Internal Branding in Indian Retail Sector 

The Indian retail industry has emerged as one of the most dynamic and fast-paced industries due to 
the entry of several new players and as such it accounts for over 10 per cent of the country’s Gross 

Domestic Product (GDP) and around 8 per cent of the employment –the country being the world’s 
fifth- largest global destination in the retail space (India Brand Equity Foundation, 2016). India’s 

retail market is expected to nearly double to US$ 1 trillion by 2020 from US$ 600 billion in 2015, 
driven by income growth, urbanization and attitudinal shifts (Boston Consulting Group and Retailers 
Association of India, 2015).  

However, Retail 2020 report of Boston Consulting Group and Retailers Association of India (2015) 
hints at a few challenges given below which can be mitigated by internal branding intervention: 

 need to become more relationship focused rather than only being transactional;  

 need to constantly talk to the customers and enrich experience at each customer touchpoint;  

 need to develop/nurture front-end and merchant talent and arrest attrition.   

Success of any internal branding initiative depends on how truly the top management walks the talk 

and lives up to corporate mission and vision with integrity. If the top management of an organization 
is willing to set up a transparent, responsive and accountable system in place, it is likely to have 
much greater impact than a hundred days training and workshop on how the employees should 

internalize the vision and mission of the company and identify themselves with the organization 
while surprising the customers at each touch point out of their own volition.        

 

CONCLUSION 

http://jsr.sagepub.com/search?author1=Adamantios+Diamantopoulos&sortspec=date&submit=Submit
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While internal branding is a pre-condition for long-term competiveness of organizations in all the 

sectors, it is all the more critical for retail sector in India which is poised to grow phenomenally and 
provide employment to large section of youth. Hence the leaders in retail sector should start looking 
inward in order to win the hearts of their internal customers before wooing the customers out there at 

the market place. And of course, internal branding tools and techniques suggested by Canadian 
Marketing Association can be the best bet for the purpose.     
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