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Abstract 

 

This qualitative research project investigates the use of internal marketing in legitimation of 

individual performance targets. The study considers how individual performance targets can 

be legitimized through internal marketing in the absence of financial incentives. Empirical 

evidence is drawn from a case study conducted at a leading commercial bank in Finland. The 

data is collected from interviews with employees and management. The study fills a gap in 

the literature as legitimacy judgements at the individual level lack sufficient research. The 

findings show that a multifaceted approach to internal marketing that goes beyond direct 

communication is necessary for desirable outcomes. A focus on facilitating meaningfulness 

in work is also shown to have an impact. Prior research on similar topics stated a need for 

further qualitative research in varying organizational settings. This paper not only 

contributes to the literature by providing evidence from a new environment but also 

provides practical advice for managers in financial institutions. 

 

Key words: legitimacy, internal marketing, MiFID2, meaningful work, performance targets, 

communication 
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Use of internal marketing in Legitimation of individual 

performance targets  

 

1.Introduction 
For any organization to thrive, the actions undertaken by it must be seen as 

legitimate, meaning that they do not break the social contract of the organization (Dowling 

& Pfeffer, 1975). This legitimacy is necessary for a firm to gain societal acceptance for its 

access to scarce resources (Angeli & Jaiswal, 2015). Legitimacy is pursued both externally 

towards stakeholders and society at large, but also internally towards the members of the 

organization. Suchman (1995) examines two approaches to managing legitimacy: strategic 

and institutional. The strategic approach focuses on the efforts of individual actors within 

organizations to establish and maintain their legitimacy through specific actions, such as 

building reputation or managing stakeholders' perceptions. Distinct from this is the 

institutional approach, which considers symbolism and garnering of societal support. This 

paper considers legitimacy as it is used in the internal context of the organization and thus 

focuses on the strategic approach.  

As the strategic approach covers the managerial aspects of legitimacy, employee 

performance and management fall under its purview. A key aspect of management is making 

employees feel that their work is meaningful, this meaningfulness can be jeopardized by 

over datafication of the work (Martela & Pessi, 2018; Stein et al., 2019). Alongside 

meaningfulness, performance targets and resulting pay incentives are important as they are 

a method of signalling desirable activities to the workers (Aime et al., 2010). When 

implemented well, incentive programs have a beneficial impact on employee performance 

(Cameron & Pierce, 2002). But what can be done to legitimize performance targets when 

pay incentives are not an option?  

While legitimacy as a topic is well researched from numerous perspectives, it lacks in 

specific areas (Fisher et al., 2017). As legitimacy is largely viewed as an institutional 

discipline, the role of individuals and their perception of legitimacy is lacking sufficient 
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research (Finch et al., 2015). Research aimed at filling this gap should be structured around 

the differentiation between levels of legitimacy, those being propriety (individual) and 

validity (institutional) (Haack et al., 2021). In recent literature validity is much more 

thoroughly researched than propriety (Zelditch, 2004). More evidence for this can be drawn 

from the extended literature review of organizational legitimacy research by Díez-Martín et 

al. (2021), who show that a significant majority of research is focused on the institutional 

approach. This research aims to rectify this imbalance by providing insight into an 

unexplored phenomenon, the legitimation of employee performance targets. Analysing this 

will not only contribute to the theoretical gap but also be of great practical relevance. The 

managerial implications are significant as understanding how performance targets can be 

optimally legitimized to the workforce can lead to meaningful changes in the managers 

modus operandi. This is especially relevant for managers communication methods, as 

improved communication can lead to better legitimacy (Prado-Roman et al., 2020).  

The communication within an organization is referred to as internal marketing. 

Internal marketing is used to achieve customer satisfaction through communication of ideas 

and values to the internal members of the organization (Sadeghloo et al., 2014). Internal 

marketing can create conflicts between theory and practice. The conflict is between the 

theoretically accepted and often organizationally stated aim of customer service being the 

priority, and the practical communication that can result in a push for a sales mentality over 

anything. Evidence of these conflicts has been found in UK retail banks (Papasolomou‐

Doukakis & Kitchen, 2004). The authors suggest more research is needed on the topic in 

financial institutions with varying settings. They also suggest any research should be 

qualitative in nature.  

 In their paper on the emergence of legitimacy Drori & Honig (2013) define internal 

legitimacy as: “the acceptance or normative validation of an organizational strategy through 

the consensus of its participants, which acts as a tool that reinforces organizational practices 

and mobilizes organizational members around a common ethical, strategic or ideological 

vision”.  Importantly this definition lacks a description of how legitimacy is derived, top-

down or bottom-up. In practice aspects of legitimacy are derived in both ways. Of interest 

for this research are the ways in which internal marketing is used to communicate the top-

down aspects, and subsequently how they are received by the personnel. These legitimacy 
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judgements have been studied through the lenses of psychology and institution theory. Tost 

(2011) divides legitimacy judgements into three distinct categories: instrumental, relational 

and moral. These factors alongside validity are used to make a judgement. Legitimacy is a 

broad concept; thus, it is necessary to narrow it done to a single level of analysis for the 

purposes of this research paper. 

 Legitimacy as a concept is complex as it is examined from varied perspectives based 

on the levels of analysis. Viewing legitimacy as property analyses the organization and its 

external environment, while legitimacy as a process considers multiple organizations in a 

macro level environment. Thirdly, and most relevantly to this paper, legitimacy as 

perception examines the relationship between the organization and the individual. In this 

dynamic the focus is on the individual as the evaluator of the actions brought about by the 

organization (Suddaby et al., 2017). This research aims to discover the internal marketing 

methods deployed and the implications in the organizational practices and resulting 

legitimacy judgements. How these legitimacy judgements and the relevant internal 

marketing communication can be observed in practice requires empirical evidence. The 

setting for this research will be discussed in the following parts.  

 The sale and marketing of financial services in the European Union is governed by the 

MiFID (Markets In Financial Instruments Directive) 2 directive, implemented 3.1.2018. This 

legislation limits the remuneration structures that can be provided to staff for sales and 

marketing of investment products to consumers (Directive 2014/65/EU). These sales remain 

an important part of operations for commercial banking organizations. Hence the question 

arises how can these organizations legitimize sales-related performance targets to its 

employees? This will be investigated from a multitude of perspectives in this paper. A more 

thorough problem formulation as well as the exact research question and sub question(s) 

are shown in the chapter on problem formulation. 

 Following a theoretical literature review, further empirical research will be conducted 

through a series of interviews. The interview subjects are employees of an industry leading 

Finnish commercial bank. To ensure anonymity, this bank will be referred to with the 

pseudonym BigBank. The employees are members of a team that have had individual sales 

performance targets implemented recently. The performance targets that were in use are 
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linked to customer service, and included average handle time, availability as percentage of 

time at the office and customer satisfaction, all clearly in line with the stated goal of 

customer service as shown by Papasolomou-Doukakis (2002). Within the last two years, the 

individual performance targets have been expanded to include a sales target of getting 

customers to begin or expand their savings/investments at BigBank. The targets, alongside 

their societal reasoning and relevance, will be examined more thoroughly in the methods 

section of this paper. The paper aims to gain insight through interviewing members of the 

work force and management who have been working in the same team through this time of 

change. More specifically, the interest is on the use of internal marketing in legitimizing the 

sales targets as legislative factors limit the use of traditional means such as financial 

incentives and career progression. 

2.Literature review and problem formulation 

 The following literature review first provides a thematically formatted overview of 

the relevant literature on the topic of legitimacy. The chapter begins with an overview of the 

most important concepts and continues to dive into legitimacy and into communication. The 

most relevant aspects of this overview are then considered in combination with literature 

from the management and legal literature to ground the empirical part of this research 

paper. 

As a complex topic (Suchman, 1995) legitimacy can take many forms (Bitektine, 

2011). It can be summarized to state that legitimacy is an important aspect of a firm’s image. 

It allows for the firm’s pursuits to be viewed as socially acceptable, meaningful and 

predictable (Suchman, 1995). This is important in a world with scarce resources. Being 

viewed as legitimate allows a firm preferential access to the scarce resources (Drees & 

Heugens, 2013). Expanding from this generalized view, legitimacy as a topic can be 

somewhat vague as its definition changes depending on the circumstances and level of 

analysis. 

Legitimacy is built upon three aspects. Firstly, the object of legitimacy being the 

entity that is evaluated. Secondly, the audience that bestows legitimacy upon the object. 

And finally, the relationship between the two (Schoon, 2022). Drawing from these 

distinctions, this paper works from a perspective where the object is the recently 
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implemented set of sales performance targets and the audience are the employees. 

Relationships such as this within a firm are considered internal legitimacy.  

 Internal legitimacy refers to the acceptance of operations of an organization by other 

parts or members of the same organizations (Kostova & Zaheer, 1999). Whilst the legitimacy 

an organization projects to external stake holders and society at large has been well and 

thoroughly researched the internal aspect lacks such depth in literature (Brown & Toyoki, 

2013). Internal legitimacy is a topic that centres around communication. Narratives and 

discursive strategies play a key role in development of legitimacy (Golant & Sillince, 2007). 

Communication strategies are built upon the three classical Aristotelian dynamics. These 

dynamics refer to the unique approaches to convincing the target. The dynamics are pathos 

(emotional), logos (rational) and ethos (authoritative) (Higgins & Walker,2012). The 

argumentation used within an organization can be analysed through these three dynamics. 

Having narrowed the broad topic of legitimacy to a more focused view of internal legitimacy, 

as well as distinguishing its link to the topic of communication. In the following parts, it is 

necessary to examine these concepts more in depth.  

2.1 Internal legitimacy: 

 Viewing legitimacy as a managerial endeavour draws from the distinction outlined by 

Suchman (1995). Legitimacy in its strategic form considers the actions managers undertake 

to garner popular support. In other words, to legitimize organizational procedures to the 

target population, in this case workforce.  Whilst the institutional aspect of legitimacy, 

referring to the manner in which an organization legitimizes activities to society at large, is 

important it remains outside the scope of this paper.  

Garnering popular support is conditional on the subordinates accepting the 

managers right to dictate actions, this acceptance is managerial legitimacy (McNulty, 1975).  

It is expected that acceptance of management decision rises with perceived legitimacy. 

Further, perceived legitimacy of individuals increases through observing peers endorsing 

management. Perception of management legitimacy is formed through endorsement and 

authorization (Yoon & Thye, 2011). Endorsement is formed by an employee’s peers (bottom 

up) whilst authorization is a form of top-down legitimacy drawing from a mandate issued 

higher in the organizational hierarchy. Endorsement is considered a more successful and 
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reliable method of increasing legitimacy than authorization. However, the question remains 

if this remains true in practice. This research will aim to determine how the subjects perceive 

the forces of endorsement and authorization, and further to what extent feel compelled by 

them. 

Focusing on the individual assessor is a part of legitimacy called propriety. It refers to 

the level the subject (individual) deems the object of Legitimation to be just and socially 

acceptable. The consequences of this individual judgement are significant as if the objects 

actions are deemed undesirable the resulting behaviour will range from disregarding the 

object to outright resisting, depending on the severity of the object’s infraction (Haack et al., 

2021). This resulting behaviour is then expected to spread through to peers in line with the 

findings of Yoon & Thye (2011). This research considers the propriety of the employees, with 

the management and their message and communication being the object. An important 

factor in developing an employee’s propriety is the perceived meaningfulness of the work. 

Meaningfulness of work is not a tangible facet of the work but rather a judgement made by 

an employee (Lepisto & Pratt, 2017). It encompasses a feeling of fulfilment and connection 

to a stronger purpose over mere financial rewards (Martela & Pessi, 2018). Over datafication 

of work in the 21st century can be seen as a threat to meaningfulness (Stein et al., 2019). 

Ensuring employees find their work meaningful is important as meaningful work increases 

desirable outcomes for the organization such as less risk of turnover and greater 

commitment to the organization (Steger et al., 2012). 

As discussed, what is legitimate in an organizational context means what is necessary 

or desirable. Legitimation is the process that forms legitimacy, this is done through inputs 

that are projected on to the objects of the action (Ridgeway et al., 1998), for example a 

group of employees. Pay incentive programs rewarding performance are a way of signalling 

desirable actions in an organization (Aime et al., 2010). Pay incentives are a useful tool for 

building legitimacy in organizations. They can increase employee motivation and job 

satisfaction, leading to improved job performance and organizational outcomes (Cameron & 

Pierce, 2002). It is important that the pay incentives are designed and implemented carefully 

for them to achieve positive effects. For example, incentives should be tied to specific 

performance targets that are challenging but achievable and should be accompanied by 

clear and accessible criteria for measuring performance and determining appropriate 
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incentives (Milkovich & Newman, 2008). For incentives to be successful, they should be 

communicated clearly and consistently to employees, and must be viewed and perceived as 

fair and equitable by members of the organization (Latham & Pinder, 2005). A study by 

Garbers and Konradt (2014) reviewed the existing research on the usefulness of pay 

incentives on individual and team performance. The findings show that financial incentives 

can have a positive effect on performance. However, it must be noted that the size and 

nature of the incentive as well as the context in which it is offered, can influence the 

effectiveness. The review also suggests that individual incentives may be more effective for 

routine tasks, while team-based incentives may be more effective for complex tasks. Hence 

the literature suggests that financial incentives are useful not only in improving employee 

performance but can also work as a tool in building legitimacy and communicating desirable 

actions to the workers. But what to do if financial incentives are not an option? 

 

2.2 Communication: 

 As discussed prior, internal legitimacy as a concept centres around communication. 

The methods of convincing recipients through communication are the base of management. 

This chapter examines methods of communication and argumentation.  

Communication is a key component in organizational or institutional change 

(Cornelissen, et al., 2015). Argumentation has a direct effect on the recipient’s judgements 

(Hoefer & Green, 2016). The approaches to argumentation can be epitomized into the three 

Aristotelian dynamics of pathos, ethos and logos (Higgins & Walker,2012). Discursive, or 

communication, analysis is a key method of investigating change in an organization (Philips 

et al., 2004). As communication and communication analysis are broad topics, they must be 

narrowed to facilitate a deeper understanding of the most crucial aspects for this paper. As 

the paper tackles issues of internal legitimacy, internal organizational communications will 

be examined in the following part. 

 A type of communication within an organization is internal marketing (Tsai, 2014). 

Internal marketing began as a methodology to improve customer service quality (Qaisar & 

Muhamad, 2021).  Internal marketing aims to achieve this improvement through 

communication of ideas and values to the internal members of the organization, to achieve 
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success externally (Sadeghloo et al., 2014). This process is vitally important especially in 

service industry firms where differentiation and employee moral are key to success 

(Alhakimi & Alhariryb, 2014). It takes the form of educating and motivating employees to 

achieve the goals the organization deems worthy (Papasolomou-Doukakis, 2002). For 

employees to make their best efforts to produce in ways desirable for the organization they 

must be committed to the organization (Ramos, 2018) and accept the pursued 

organizational goals. Papasolomou-Doukakis (2002) shows that issues can arise within 

banking organizations following disconnects in the internal marketing communication. The 

presented evidence suggests that a customer service-oriented approach is desirable as this 

remains the only way to gain an advantage in a highly competitive homogenous industry. 

Contrary to this the internal marketing often communicates a sales focused approach. This 

disconnect with the stated aim and what is conveyed in practice can lead to discontent 

amongst employees. A successful and coherent internal marketing campaign can be the 

deciding factor between success and failure. Ullah and Ahmad (2017) epitomize this by 

concluding:” organizational performance and internal marketing have strong linkage”. Due 

to the importance of internal marketing on an organization’s performance, the methods of 

internal marketing will be investigated next.  

 For internal marketing to be successful it must be taken seriously and be coherent 

with practice. Especially in finance organizations problems can arise, as outlined prior. The 

methods used for internal marketing have a substantial effect on the outcomes. The 

principles or methods can be summarized into three: investing in staff development, viewing 

individuals or departments as internal customers, and rewarding through extrinsic and 

intrinsic rewards (Papasolomou‐Doukakis & Kitchen, 2004). Similar dimensions were found 

by Huang & Rundle-Thiele (2015) who reviewed prior research and subsequently confirmed 

empirically three dimensions. The dimensions are internal communication, training, and 

internal market research. This significant overlap of concepts suggests a level of robustness 

to the dimensions of internal marketing. 

 As internal marketing is a concept centred around communication, Papasolomou-

Doukakis (2003) studied the rhetoric used. The results showed conclusively that motivation 

is an integral part of the rhetoric deployed. These findings are drawn from a retail banking 

organization and are thus highly applicable to this research. As shown however internal 
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marketing is more than mere rhetoric. Employee development is a key facet of internal 

marketing and cannot be overlooked. raining of employees not only improves their skills but 

also creates a common perception of the organizations vision, leading to better performance 

(Ottenbacher, 2007). In the following part the concepts discussed prior will be combined 

with an empirical case to develop a research question.  

 

2.3 Problem formulation and research question: 

 

 As shown, legitimacy as an umbrella term means actions that are seen as meaningful, 

desirable, proper, or appropriate within the norms and values accepted by society 

(Suchman, 1995). Legislation is a distinct border for this social acceptance. All activities that 

are legal are not legitimate but most all activities that are illegal can be assumed to be 

illegitimate. Employees viewing the performance targets they are given as legitimate is key 

for the effectiveness of the targets. The link between internal marketing and employee 

dedication to performance targets (viewing them as legitimate) is shown by Mazzarolo et al. 

(2021). Their research findings suggest that:   

"when employees realize that their bank has adequate reward mechanisms, obtained 

through internal marketing actions, there will be greater reciprocity in the employment 

relationship. It increases their organizational commitment, accompanied by a greater 

propensity of bank employees to adhere to the strategies of their employers. In practice, this 

means that employees will possibly be more committed to achieving the targets set by the 

banks”. 

Having established the linkage, this paper investigates the specific internal marketing actions 

that can be used to achieve legitimacy for given performance targets. As this research is 

carried out in a retail banking organization, it is regarded as a financial institution. Thus, it 

falls under the purview of the MIFID 2 legislation that is applicable to all organizations in the 

financial services industry within the European Union. The MIFID2 legislation builds upon the 

MIFID 1 legislation, as the later was shown to have gaps following the 2008 financial crisis 

(Busch, 2017). MiFID 2 extends the legislation and now equities, commodities, debt 

instruments, futures and options, exchange-traded funds, and currencies are all covered by 
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the agreement. One of the key aspects of MiFID 2 is the requirement for financial service 

firms to have remuneration policies and practices that are aligned with the long-term 

interests of their clients and do not create conflicts of interest, these requirements are 

outlined in the article 27. The article states: “remuneration and similar incentives shall not be 

solely or predominantly based on quantitative commercial criteria” (Directive 2014/65/EU). It 

is later clarified that this statement extends to consideration in future promotion decisions. 

This legislation creates an environment where employees are prohibited from being directly 

incentivised to market financial products. This marketing still remains a vital aspect of a 

bank’s business operation. Thus a disconnect, similar to that found by Papasolomou-

Doukakis (2002), appears in the internal marketing of a banking firm. The stated aim remains 

to improve customer service, but quantitative targets remain for the sale/marketing of 

financial products. As following the MiFID 2 legislation direct incentivised compensation is 

not an option in legitimizing these targets, a differentiated method must be found. The 

perceived legitimacy of numerical targets is also of interest as datafication of work metrics 

can positively or negatively influence the quest for meaningfulness (Stein et al., 2019).  

 The aim of this research paper is to understand how propriety (Haack et al., 2021) 

develops for performance targets in the absence of financial incentives. In order to 

understand how propriety develops, one must consider the effects of endorsement and 

authorization (Yoon & Thye, 2011). Further, as the relevance of argumentation in 

organizational change is established by Hoefer & Green (2016), the methods of internal 

marketing and argumentation (ethos, pathos and logos) used by management are of 

interest. This is particularly the case as shown by Golant & Sillince (2007) who cite discourse 

and narratives (communication) as builders of legitimacy. These communicational aspects 

are expected to contribute to the employee’s legitimacy judgements (Tost, 2011). Thus, the 

research question derived is as follows: 

“How can performance targets be legitimized in the absence of financial incentives?” 

This research question is not only of important practical relevance but also relevant to the 

existing literature on internal legitimacy. Due to the influence of internal marketing on the 

topic a sub question is deemed necessary. The sub question is: 

“How can internal marketing communication be used to build legitimacy?” 
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Research of this kind should be done through qualitative interviews in order to gain a deep 

enough understanding of the phenomenon as questioners lack necessary depth 

(Papasolomou‐Doukakis & Kitchen, 2004). The context of the organization and teams that 

will be researched, alongside the methodological and ethical decisions will be discussed in 

the following chapter. 

3.Methodology 

 

 This methodology chapter begins with an outline of the research strategy. Following 

this an overview of BigBank and the general setting of the research subjects. It will continue 

to show the data collection methods and analysis techniques that will be used. The chapter 

focuses on why relevant decisions were made regarding the research strategy. Finally it will 

conclude with ethical considerations of this research project, including data security. As 

shown in the previous chapters literature review, there are strong standing theories on 

legitimacy and communication. In this chapter it is outlined how these concepts will be 

researched further. The research is qualitative as it aims to achieve a deep understanding of 

the subjects thought and feelings on the matter.  

3.1 Research strategy 

 

 This research aims to understand the internal marketing communication in regard to 

legitimation of individual performance targets. As shown by Papasolomou‐Doukakis & 

Kitchen (2004) research on this topic should be qualitative in nature. The research is best 

conducted as a case study. A case study is a research method focused on an in-depth 

exploration and analysis of a specific group, or situation. It is commonly used in research 

across many fields including sociology and business (Johansson, 2007). A case study consists 

of four distinct phases. The design of the study, conducting the study, analyse the case and 

finally development of a conclusion (Tellis, 1997). Case studies are very useful when studying 

complex and unique cases that are difficult to replicate or generalize. The research at hand 

fits this description as despite a strong generalized theoretical basis the circumstances of the 

case are unique.  Case studies allow researchers to gain a deeper understanding of a 

particular case, and the findings can be used to inform theory development or to answer a 
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research questions. Yin (1994) is a leading researcher on case study methodology. He argues 

that case studies are an appropriate research method when the research question is focused 

on how or why a certain phenomenon occurs.  Overall, case studies are a valuable research 

method that can provide detailed insights into complex and unique cases. They can be used 

together with other research methods to generate a comprehensive view of a phenomenon. 

This is not to say that case studies are without limitations. They are often criticized for 

lacking generalizability, as the findings may not apply to other cases or populations. 

Additionally, the subjective nature of the data collection and analysis can enable potential 

biases to contaminate the research (Meyer, 2001). 

 After deciding a research question and determining that a qualitative case study is 

the desired method for investigating a further distinction must be made (Baxter & Jack, 

2008). For this research the most fitting is exploratory case study. One of the main 

advantages of an exploratory case study is that it allows for an in-depth understanding of a 

complex phenomenon. It can subsequently help to identify potential variables or factors that 

may be important for further research.  Data collection methods for an exploratory case 

study can include interviews, observations, and document analysis. The data collected is 

typically qualitative in nature. The data is then analysed using thematic analysis or content 

analysis to identify patterns. For this research interviews are the main chosen method of 

data collection as questionnaires lack the necessary depth and flexibility to investigate the 

interplay between two, already individually complex, topics. 

 

3.2 Case description: 

 As stated earlier BigBank is a leading commercial bank in Finland. The organization 

works as a network with departments dedicated to different activities (all within customer 

service for the context of this paper). Broadly they can be categorized as general customer 

service, loans and wealth management. The team being analysed in this research is part of 

the general customer service with a specialisation in death estates.   

 The performance targets for general customer service department were expanded, 

from the customer service indicators of average handle time, availability and customer 

satisfaction, to include targets on customers added to the wealth management services. The 
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target is measured as number of customers added to a wealth management service. These 

new targets are referred to as sales performance targets. The wealth management services 

are further segmented based on the amount money the customer has available for 

investing, however they are all valued equally for this sales target and will thus not be 

differentiated further. The wealth management target is considered exceedingly important 

for the death estate teams. This is due to the fact that the age profile of the Finnish 

population is skewed by the large post World War two generations. As of 2021 23.1% of the 

population was over 65 years old. In the three years leading up to 2019 the number of over 

70-year-olds grew by over 100 000 people (Tilastokeskus/Stats bureau).  65- to 74-year-olds 

as of 2019 were the cohort with the largest median net household wealth of all age groups 

(Appendix 1). These factors together with the knowledge that the life expectancy in Finland 

for males is 79 years and females is 85 years are leading to an unprecedented societal 

wealth transfer. Only in 2019 €5,640,000,000 (5,64 billion euros) was transferred via 

inheritance in Finland (Tilastokeskus/Stats bureau). Keeping or adding to the assets under 

management is vitally important for a bank during this time of change. Thus motivating 

employees to meet sales related performance targets is important for operations. As 

examined prior the employees cannot be financially incentivised in this. Thus, examining 

how to best use internal marketing to legitimize the sales performance targets is of 

substantial practical interest. In the following chapter the necessary data and method of 

analysis will be discussed. 

 

3.3 Data: 

 The data used comes from two distinct sources. Firstly, interviews from the 

participants and management, secondly existing literature. The interviews are semi 

structured in nature. Semi-structured interviews are used in qualitative research projects as 

they combine elements of both structured and unstructured interviews. In a semi-structured 

interview, the researcher has a set of predetermined questions but also has the flexibility to 

explore unanticipated themes that arise during the interview. This is because the researcher 

can ask follow-up questions and probe further into the participant's responses, allowing for 

a more detailed understanding of their experiences and perspectives. This allows for greater 

flexibility that is necessary to find all underlying phenomena. The interviews will be recorded 
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as audio and then transcribed into text. For this step the decision to be made is what kind of 

method to use, the spectrum ranges from intelligent verbatim to full verbatim. A full 

verbatim transcription is a type of transcription that collects every utterance and sound in a 

recorded conversation, including things such as filler words, stutters, pauses, and nonverbal 

cues such as laughter or sighs. This is desirable in situations where the smallest details are of 

major relevance, such as legal or medical settings.  The alternative end of the spectrum is 

intelligent verbatim.  Intelligent verbatim transcription is a method of transcription that 

captures the essence of what is being said while removing any unnecessary words, 

repetitions, and fillers. The benefits of this are the easier readability and improved 

consistency.  Bucholtz (2000) suggests that in social sciences intelligent verbatim is the 

preferred method of transcription. The transcription is done in Finnish as the interviews 

were conducted in the participants native language. The parts directly relevant to the 

analysis section will be translated into English. The chosen coding method is inductive 

coding. Inductive coding is a type of coding approach used in qualitative research. It involves 

developing codes from the data itself rather than using existing codes derived from the 

literature. Inductive coding allows for more, as opposed to deductive, open-mindedness in 

analysing the data and avoids imposing preconceptions or assumptions onto the data. This 

decision was made despite the strong existing theory base that could facilitate a deductive 

approach. The theory base is generalized but lacks the specificity required for a deductive 

approach. This study is conducted in a different country than most existing papers. Thus, an 

inductive approach allows for greater variance and makes possible the emergence of new 

themes. As finding repeating patterns in the data is crucial to the research. This is not to say 

that existing literature is disregarded as the codes and data will be tied to the existing 

literature in the discussion section.  

 The inductive methodology that is used is the Gioia Methodology (GM). The GM is a 

methodology that allows for inductive concept generation whilst achieving higher qualitative 

rigor (Magnani & Gioia, 2023). This high rigor is achieved as the methodology shows the raw 

data’s step by step progression first to codes, then 2nd order themes and finally aggregate 

dimensions (Gehman et al., 2018).   

 Interviews were conducted with the employees of BigBank until a saturation point 

was found and no new observations were likely to add new insights. During the interview 
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process the saturation point was reached as early as seven or eight interviews. Despite this, 

additional interviews were conducted to increase the reliability and validity of the data. A 

total of 10 employees were interviewed. Additionally, to these interviews, the manager of 

the team was interviewed. This interview will serve as representation for internal marketing 

of the object in this research. The employee interviews alone are used to represent and 

analyse the subject’s propriety. 

3.4 Ethics:   

 Ethics are an important consideration in any research project, including qualitative 

research. In a qualitative thesis, it is essential to ensure that ethical guidelines are followed 

throughout the research process, from the planning stage to the final report. The American 

Psychological Association (APA) has established a set of ethical guidelines for research 

involving human subjects. The APA's ethical principles are in place to protect the rights of 

participants, ensure the integrity of the research process and promote responsible conduct 

of research (APA, 2017). The principles centre around five distinct attributes. Firstly, 

informed consent should be obtained from participants before beginning the research. 

Participants should be fully informed about the purpose and potential risks of the study. 

They should also be informed about their rights as participants and be given the opportunity 

to ask questions and to withdraw from the study at any time. Second and third are 

confidentiality and privacy.  These points make sure the identities and personal information 

of participants should be protected. Researchers should ensure that any and all data 

collected is kept confidential and that it is not shared with anyone who is not involved in the 

study. This is especially true for research containing in depth interviews. Alongside the 

general ethical issues present in most qualitative research, interviews have an additional 

focus on considerations of privacy and confidentiality (Allmark et al., 2009). The next aspect 

of ethical consideration is data management, meaning all collected data is stored in a secure 

manner limiting the chance of exposure to anyone without authorization. Finally, the 

considerations of reporting findings and debriefing. The researchers should make sure that 

the findings are presented accurately, honestly and without bias. Following the conclusion of 

the study a chance should be presented to participants to ask questions and view the results 

of the research (APA, 2017).  
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So, how will the aforementioned guidelines be implemented in this research? All 

participants will be given the necessary information on how their interviews will be used, 

before asking for informed consent to participation. Interviews are conducted face to face in 

a private room, the transcribed data will be handled anonymously. Participants will be 

referred to as “participant 1” “participant 2” and so on. The information on the identity of 

participants under each pseudonym will be held by the researcher alone. Participants may 

drop out of the study at any time of their choosing. All participants will be presented with a 

copy of the final report upon its completion. 

 

3.5 Quality of research and limitations 

 

 When conducting any research, it is vital to be aware of the quality of the research as 

well as any and all limitations. Validity and reliability are the concepts used to ensure the 

accuracy and credibility of the study results. In a case study, validity means the extent to 

which the findings actually represent the real-world phenomena being studied. Reliability 

refers to the consistency and stability of the findings over time and across different 

researchers, this is to say the findings a repeatable in future studies (Brink, 1993). To 

increase validity, it is important to use multiple data sources. For reliability it is necessary to 

follow standardized principle in conducting the research. However, it is important to note 

that case studies that are exploratory in nature may not meet the same standards of validity 

and reliability as quantitative research methods. This makes the consideration of the 

limitations even more important.  

 According to Creswell (2014) the limitations in case study research are numerous. 

Firstly, limited generalizability, as case studies that focus on a single case the findings may 

not be generalizable to other populations or settings. Secondly the researcher's personal 

biases and interpretations can affect the results of a case study. This can take the shape of 

excluding certain data or focusing on a selection of cases that are more interesting or that 

support the researcher's hypotheses. Finally, the subjectivity of qualitative data makes 

achieving validity or reliability challenging. In the next chapter the empirical findings will be 

shown.  
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4. Findings 

 

 This chapter will analyse and present the data gathered through the interview 

process. To explain the setting of the case study, the analysis will start by showing the 

current state of affairs as described by the participants, and more over how the situation has 

changed in recent years. From here the analysis moves to consider the factors affecting the 

participants propriety and following legitimacy judgements. Following the findings regarding 

legitimacy the chapter will show internal marketing methods deployed by management. 

Each 2nd order theme will be discussed separately, a full coding tree is available in appendix 

4.  

4.1 Legitimacy  

4.1.1 Current state 
 

 The interview began with the participants explaining what their work consists of. 

“The work consists of helping and advising the customers right from the death of a relative 

all the way to the distribution of the inheritance” (participant 3).  The channels were this 

work takes place are numerous and consist of three main routes. “I answer the phone for 

death estate related calls, I handle customers electronic mail that has attachments, and now 

I do the death estate out call where we contact the family member of the deceased and offer 

guidance on handling the death estate as well as offer the banks services in making the 

estate inventory deed” (participant 4).  Having established the nature of the work, the next 

step was to explore how the employee’s performance is measured and more specifically 

what kind of performance targets are set for them. The measurements can be classified into 

two distinctions, customer service targets and sales targets. The customer service targets 

measure how many cases an employee handles and how they spend their time at work also 

customer satisfaction is followed. “They measure how many calls I take, how many messages 

I answer and when I have been online or when I have been at lunch” (participant 1). “The 

teams customer feedback is discussed weekly” (participant 7). In addition to these targets 

the team has been set individual sales targets. These targets consist of the employee getting 

consent from clients for a colleague to contact them regarding wealth management services.  

“From every single call we need to find the possibility for sales” (participant 1). When asked 



 
 
 

21 
 

to further explain the sales process: “They are savings products. I don’t directly sell but a 

colleague does, I get the consent of the customer that they can be contacted or in some cases 

transfer them directly to the savings department. If someone has a lot of money I make a 

premium or private tip” (participant 1). So, the members of the estate team do not do the 

direct selling to a customer but they make the first pitch and through that gain the consent 

for a colleague to make contact and finalise a deal. The targets are internally referred to as 

sales targets and can be treated as such. The target for these sales is set at four a week per 

individual employee. The target of four was implemented only this year, prior to that in 2022 

the target was set at two. Looking back two years no sales targets were set at an individual 

level. “In the beginning of the estate team there were no sales targets and it was only 

focused on customer service. In the last few years it has been noted how much we are 

leaking money and we are now trying to hold on to it and channel it within the company” 

(participant 1). So within only a few years individual sales targets are first established, and 

then further raised. Even with the targets raised, due to legislative restrictions, meeting 

them results in little tangible benefit. “I understand it can’t be 5€ per tip or 50€ per estate 

inventory booking because things would get crazy. But something is needed because we get 

the same pay regardless of if you made one sale or a hundred. You might get an honorary 

mention but no benefit” (participant 3).  This has resulted in a feeling that more is demanded 

from the workers without additional compensation. Having established the current state of 

affairs, the next part will examine the factors that affect the propriety and legitimacy 

judgements of the employees. 

4.1.2 Propriety 
 

 As change occurs in an organization legitimation is necessary for the members to 

view the change is just. At the individual level this is called propriety. In this part the analysis 

focuses on how propriety judgements are formed within the death estate team at Big Bank 

regarding the implemented performance targets. Viewing the targets set as legitimate 

improves the employee’s motivation to pursue the targets. Motivation was thus a key 

question in the interview process. When asked about their motivation to pursue the sales 

targets the main source was found to be an internal drive to achieve targets rather than 

anything facilitated by the organization. “We don’t benefit financially but of course I have an 
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internal motivation to meet targets” (participant 2) “Sure I always want to do good and be 

good but also like I don’t want to do too much or extra when I get noting more” (participant 

5). The participants mostly presented this same view that the targets are there and if they 

meet them, it’s nice but there is no additional drive to pursue them. They are viewed as 

largely arbitrary; this is due to the fact that the perceived consequences of meeting or not 

meeting the targets are no existent.  “it is implied between the lines and sometimes even 

stated directly that these need to be met, but they can’t say that if the sales aren’t full you 

can go work somewhere else, so it’s very challenging” (participant 3).  With the lack of a 

direct tangible benefit or disciplinary action for meeting or not meeting set targets an 

alternative approach is required. From the interviews it became clear that individual rewards 

are not the only factor affecting the participants propriety. Two other factors arose 

consistently during the interview process, meaningfulness and communality.  

4.1.2.1 Meaningfulness 

 The meaningfulness of the sales made was a factor for numerous participants. They 

found the method of counting all sales regardless of size as equal demoralizing. “To be 

honest the targets don’t motivate me, I get satisfaction when someone or some people get a 

large inheritance, and I can get good clients for us. Meaning these premium clients or people 

getting tens of thousands, but I’m not necessarily motivated to push forward when people 

get two- or even five thousand because we all know they have something to spend it on and 

the first instinct isn’t to put it in a mutual fund” (participant 3).  This sentiment was widely 

held that meeting the target is not impossible or even difficult but making the pitch to all 

clients, even those with smaller sums of money is not seen as relevant. This relevance and 

meaningfulness aspect arose in a different away, in the importance of feedback. Currently 

after gaining the consent of the client for them to be contacted, the participant fills the 

clients information into the system and this is the end of the process. A desire to get 

feedback on what happened after this stage was stated in numerous interviews. “sales 

would be more enjoyable if we got feedback, now we get nothing. So if I promise a client that 

they will be contacted it feels distasteful if they are not. Now we are told to just focus on 

doing your own job but that’s not enough. It would be enough to get a message that the 

client was contacted and that a sale was made or not made, nothing more specific” 

(participant 1).  This desire to see the relevance of one’s work makes a difference as then 
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you are not only working for yourself to get a mark in the statistics but also helping a 

colleague in a different department. This perceived relevance through helping a colleague 

touches upon the second factor communality.  

4.1.2.2 Communality  

During the interview process it was revealed that the individual level of analysis for 

the sales targets is not seen as very motivating. When questioned on ways to improve the 

communality factor arose often. Rather than working for one’s own results, with the 

aforementioned lack of consequences. It would feel more legitimate to work for a common 

good, in this case the good of the team, the manager and the wider organization. When 

asked how the process could improve: “by looking at the team as a whole because we are 

working on many different channels, so also add the sales made in the out call to the team 

score. Everyone can’t always work with a one track mind because there are other things that 

take time” (participant 7). “even though it (making a sale) doesn’t show anywhere for 

ourselves, we work in a network and it means there is work for a colleague” (participant 6).  

“of course our team is very united and wants to work for a common good and for the 

manager. Surely if the manager as an authority demands some results we are all grownups 

and will do our best, it does not necessarily require financial incentives but some kind of 

carrot would be nice” (participant 2). On a firm scale the targets are indeed set at a team 

level, from here they are purely mathematically divided to the team members individually. 

When asked how the individual targets have been justified: “they have not been and the 

manager just argues that the team target has been divided to the members equally” 

(participant 4). Yet the level of analysis being practiced is the individual. Working for a 

common good would make the pursuing of sales feel more legitimate as it would not only 

add to the individual’s performance statistics but also help the team succeed.  

4.2 Internal marketing 
 

 In the following chapter the use of internal marketing surrounding the performance 

targets is investigated. The analysis is divided into two sections. The first considers the 

communication and argumentation of the targets that happens proactively from the 

management to the employees. Secondly the performance reviews and feedback on 
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employee performance alongside possible improvements in the organizations internal 

marketing. 

4.2.1 Communication and argumentation 

 Performance targets set by an organization must be presented to the members of 

the organization who are expected to meet the targets. They must be communicated in a 

way that they are viewed as legitimate. When questioned on the method of argumentation 

(ethos, pathos or logos) for the legitimacy of the targets the responses were to a degree 

mixed. The disparities in views were split between the more rational and emotional 

arguments. A more largely held insight was the use of authoritative argumentation. ”they 

are dictated that this and this many, so the numbers are dictated from above to us” 

(participant 1). The emotional and rational arguments were used regarding the importance 

of the targets for the customer and for the organization. The rationally argued importance 

for the organizational performance was clear to all participants with no exceptions. Both the 

rational and emotional arguments used in pitches to customers were also understood by the 

participants. But the dyadic relationship between performance targets and the employee 

was solely based on authoritative argumentation. In this case authoritative argumentation 

means that the targets are given and the communication is that these must be achieved, 

without further reasoning. “There is no argumentation other than these are set from above 

and these need to be met. There is no choice or say given to the individual” (participant 4). 

“well numbers are always given from above, in a large organization like this there is little 

room to talk about forming the number, it’s a given number” (manager 1). 

 Communication that affects an individual’s thoughts on organizational circumstances 

originates from two distinct sources. One being communicated from higher in the hierarchy 

known as authorization. The second being emanated by peers and called endorsement. 

These two aspects were investigated in the interviews. The interviews showed that the 

employees do discuss the targets and performances amongst themselves but at a limited 

scale. “if I succeed and get sales I talk with a close colleague and discuss how I got here and 

what to do next” (participant 7). “sometimes but we don’t have jealousy in our team. But we 

do ask for consultation and think things over together” (participant 2). “more to do with 

what someone has done or I hear what someone has said it gives me ideas on what to say 

myself” (participant 3). The conversations between colleagues were found to consist of how 
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to execute the work rather than discussing the legitimacy of it. The communication 

considered more relevant to the legitimacy judgements was the one originating from higher 

in the hierarchy. “I guess the things that come from above, that you need to do this, this and 

this amen” (participant 8). This finding that authorization is key in forming an individual’s 

legitimacy judgements, only amplifies the importance of organizational communication and 

internal marketing.  

 

4.2.2 Feedback and improvements   

 As shown in the literature review, internal marketing as a term is broader than mere 

direct communication and argumentation. This part will consider these multifaceted aspects 

of internal marketing alongside the findings regarding how employee performance is 

reviewed. How employee performance is reviewed is an important facet of communication. 

From the interviews it was found that the performance compared to set targets should be 

followed daily or weekly by the individual themselves, and meetings were this is discussed 

with the manager are help monthly. These performance reviews with the manager were 

pursued as to find the manner in which performance is reviewed. The interviews found that 

the general feeling amongst participants was that the review was mostly based around 

numbers and less a holistic approach. “now that the inhouse processes have been developed 

its gone even further into the direction that the numbers only matter” (participant 4). This is 

to say that the processes and measurements have developed far enough that the 

organization is comfortable trusting them with little additional information. Even though the 

participants widely stated that the manager in this case is not number oriented there is little 

choice as certain organizational standards must be met. “our manager knows us all as 

individuals but the numbers say a lot also” (participant 2). This view was stated also by the 

manager. “for my part I would change it, it’s hard because I’m not a number person. I’m 

always so interested in the client and hope the number is born from the customer service” 

(manger 1). Even with this sentiment, numbers play a large role in performance reviews.  

Internal marketing activities aim to orient employees in a way that is reflected in satisfaction 

for the end customer, in the next part how this is achieved will be discussed. 

 The main aspect that arose during the interview process regarding improvements 

was that of training. Specialised training was widely seen as a way to make the recently 
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implemented selling aspect a more natural part of the job. “I’m missing a certain kind of 

sales management, direct words to mouth on what to say to a customer” (participant 3). “I 

would prefer straight phrases that I could say” (participant 8). This kind of specialised 

training would place the necessary phrases and arguments at the disposal of the employees, 

making the process feel a natural part of the customer service process rather than a 

separate entity to be pursued. This thought was echoed by the manager. “training should be 

a lot better, we talk a lot about the benefits and why a customer should be using our wealth 

management services, but individual training on how to sell it there is room for 

improvement” (manager 1). 

The final desired improvement was some kind of extrinsic reward system, within the 

legal boundaries. This would add to the current situation that is largely reliant on employee’s 

internal motivation and thus intrinsic reward systems. “if there could be the possibility for 

some kind of incentive, like a pizza Friday and not for individuals but for a team target that 

everyone can work towards” (participant 10). The extrinsic rewards don’t need to be 

monetary or even large in value, but something tangible is desired. In the next chapter the 

existing literature will be tied to the empirical evidence in order to answer the research 

questions. 

5. Discussion, limitations and future considerations 

  

 The interviews conducted with employees of the death estate team at BigBank 

provided insights into the research questions of this paper. Found insights will be discussed 

in combination with the existing literature in this chapter. The interviews were semi 

structured in nature and thus were not identical, the discussions varied but centred around 

the topics shown in the prior chapter. The discussions regarding possible improvements in 

Legitimation turned out to provide the most relevant, practically applicable, findings.  

5.1 Building legitimacy through internal marketing 
 

Internal marketing as shown consists of the actions applied within an organization to 

its participants in order to improve satisfaction in the end customer. The question to be 

answered is “How can internal marketing communication be used to build legitimacy?”.  
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Internal marketing takes the form of investing in staff development (training), viewing 

individuals or departments as internal customers and finally rewarding through extrinsic and 

intrinsic rewards (Papasolomou‐Doukakis & Kitchen, 2004). Considering these aspects in the 

context of the empirical findings shows that a more differentiated internal marketing 

strategy is needed. The current sentiment from team members and management alike is a 

lack in specialised training, a key part of internal marketing (Huang & Rundle-Thiele, 2015). 

This desire for training and development was widely held by the participants, as this would 

make the sales part of the work more natural and thus more palatable. Training could 

embed the sales discussions as accepted method of operation in the work force and thus 

further legitimize any related performance targets. These insights from the participants are 

in line with the findings of Ottenbacher (2007) regarding the multifaceted benefits of 

employee training. This provides strong evidence, both theoretical and empirical, that 

specialised employee training should be pursued. Currently the internal marketing relies to a 

large extent on direct communication. Without tangible consequences for performance this 

strategy is insufficient.   

When questioned on the method of argumentation ethos, pathos or logos (Higgins & 

Walker, 2012) for the legitimacy of the targets the responses were to a degree mixed. A 

largely held feeling was the use of authoritative argumentation from the organizational 

hierarchy. The emotional arguments were centred around the legacy of death estates and 

thus suggested to be used as a sales pitch to the customer. Finally, the rational arguments 

comprised of the importance of sales to the firm and of investing to the customer. Whilst 

both arguments are valid, they fail to address the legitimacy of the performance targets in 

the dyadic organization to employee relationship.  

Creating a unified approach and vision with the workforce feeds into the 

endorsement (Yoon & Thye, 2011) and hence improves the propriety (Haack et al., 2021) of 

the employees. Regarding how propriety in employees develops through authorization and 

endorsement as shown by Yoon & Thye (2011), both were found to have an impact. 

However, the findings were not strong enough to support the proposition that the effect of 

endorsement is stronger.  
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The dedication of employees to pursue their targets improves through internal 

marketing that portrays an adequate reward mechanism (Mazzarolo et al., 2021). In this 

study the participants found that no adequate rewards were present. The thoughts on this 

were unanimous amongst the participants as the feeling remained that we all get the same 

pay every month regardless of performance. Improving upon this feeling is difficult due to 

the legislative limitations in place.  

The interview data alongside the existing literature suggest that a more varied 

approach should be pursued. Rather than relying on authoritative communication on 

targets, additional training would cement sales as part of the work rather than as an extra 

demand. This combined with a small tangible team level reward system, as suggested by 

Papasolomou-Doukakis (2003) in their management proposition 4:” Not only sales staff 

should be rewarded for their endeavours but also support staff. Both intrinsic and extrinsic 

forms of reward should be given for employee achievements”, would improve the legitimacy 

of numerical sales targets. As things stand, the findings are similar to the conclusion of 

Papasolomou‐Doukakis & Kitchen (2004) who state that: “at the time this study was 

conducted, internal marketing practice in banks appeared to be a way of “manipulating” 

employees to engage in behaviours that would enable management to achieve goals that 

lead to organisational benefits”.  Having discussed how internal marketing strategies can be 

used to build legitimacy, the next step is to answer the primary research question: “How can 

performance targets be legitimized in the absence of financial incentives?”.  

5.2 Legitimation in the absence of financial incentives 
 

A legitimate target is one that an employee finds compelling and worth pursuing. As 

shown by Suchman (1995) legitimate firms are perceived as more meaningful by the 

population. Applying the same understanding at the individual level it can be considered 

that meaningfulness and perceived legitimacy are connected. During the empirical part of 

the study, it was observed that meaningfulness of work was considered a key facet of what 

makes a performance target feel legitimate. The employees find meaning in the sales they 

make but through a quality over quantity approach. Despite this the sales are evaluated 

quantitively, and this results in a loss of meaningfulness. The findings are in line with the 

threat of over datafication shown by Stein et al., (2019). Especially when direct financial 
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incentives are unavailable, management should be careful that this over datafication and 

loss of meaningfulness does not take place. As shown by the interviews, the internal 

processes and metrics at BigBank have been developed to the extent that the organization is 

confident in exclusively trusting the numbers. This leads to the exact danger of employees 

feeling they are treated as mere numbers in a spreadsheet and feel a disconnect from 

meaningfulness in their work. The employees stated desire for meaningful work and 

evaluation reached beyond the distinction of quality and quantity. In line with the findings of 

Martela & Pessi (2018) on the meaningfulness of work, the participants displayed a desire to 

work for a larger purpose. This desire manifested in the form of the communality of the 

work.  

 Numerous participants identified community as a factor that improves their morale 

regarding the sales targets. The communality aspect surfaced in two distinct ways. Firstly, 

the desire for the level of analysis to be the team rather than the individual. As the team has 

multiple roles and the job is complex, the desire for group level analysis and rewards is in 

line with the review of Garbers & Konradt (2014). Secondly regarding continuity there was a 

desire to get a follow up on the customers transferred forward. In practice this means 

feedback from the colleague receiving the customer via transfer as well as information on 

what kind of deal was agreed. The feedback would provide a sense of helping colleagues by 

getting a view of their work, and thus working for greater good than oneself.  This continuity 

was identified as a way to make the sales part of the job feel more legitimate.  

5.3 Limitations 
 

 The main limitation present in the study is the lack of generalizability, as the case 

study considers a single team in a large organization. This resulted in the views of only one 

manager and their team being depicted. Despite the promised anonymity to participants, it 

is possible that personal relationships with the manager could affect the answers given. As 

the interviews are limited to the manager and team members and did not reach higher 

levels of the organizational hierarchy, the development of practices and standards is not 

discussed. The number of team members interviewed was 10, this would preferably be a 

larger sample. The sample was limited as only members who had experienced the entire 

transition of this case study could be included. 
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Another limitation to consider is the theoretical nature of legitimacy and internal 

marketing. This meant the participants were not familiar with topics beforehand and the 

ideas had to be discussed using more familiar vocabulary. Compounded with this was the 

necessity to conduct the interviews in Finnish and subsequently translate the key points into 

English. However, contending with this limitation is necessary to facilitate research in diverse 

settings.  

5.4 Future considerations 

 
 From understanding the limitations, it is possible to determine possible future 

research directions. Conducting similar case studies at different financial institutions would 

provide additional validity to the findings. A larger study, that considers the entire 

organization rather than one team, could provide insights into the development of the 

procedures and shed light on the thought process that has led to the current state. This 

would also work to eliminate the possible effect of personal relationships between team 

members and management. The organizations that would be researched should be in the 

financial sector of the European Union for the MiFID2 legislation to be applicable. 

 In future research the effect of cultural differences in the European Union would be 

of interest. Thus, research should be conducted in multiple countries. The difference in 

approach to datafication between generations was brought up as a difference maker by the 

manager in the interview. Researching this possible difference would provide a glimpse of 

what is to come and prepare managers to work with the new generation. 

Further research is also needed to determine how propriety develops through 

authorization and endorsement (Yoon & Thye, 2011) as no conclusive evidence was found in 

the empirical data of this paper. 

6. Conclusion 
 

 In this research paper an empirical case study is conducted in a death estate team at 

BigBank. The empirical findings build upon the existing literature, and work to answer the 

research question and sub question: “How can performance targets be legitimized in the 
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absence of financial incentives?” and “How can internal marketing communication be used 

to build legitimacy?” respectively. The paper contributes to the lacking research on 

legitimacy judgements at the individual level (Finch et al., 2015). The level of analysis is that 

described by Suddaby et al., (2017) as legitimacy-as-perception. 

To answer the question regarding the use of internal marketing to build legitimacy, 

the empirical findings show that especially in cases when financial incentives are not 

available, a coherent and multifaceted approach to internal marketing is necessary for 

legitimation. The findings show that employee development and extrinsic reward systems 

are key facets of internal marketing, a finding in line with Papasolomou‐Doukakis & Kitchen 

(2004). Especially specialised training is found to develop legitimacy amongst the employees. 

 Regarding legitimation of performance targets without financial incentives, it is 

shown that a focus on meaningfulness is desirable. Perceived meaningfulness of the work to 

a level higher than the individual results in improved propriety for the individual. The 

findings suggest that meaningfulness can be developed in two ways: focusing on quality over 

quantity and facilitating communality. Communality can be observed through the preference 

of team targets to individual ones and the desire to help colleagues, even in different 

departments.  The shown desire for a focus on quality compounds on prior evidence of the 

threat of over datafication (Stein et al., 2019).  

To conclude, strong evidence is shown that internal marketing should be pursued 

from a variety of angles as opposed to relying on direct communication. When financial 

incentives are unavailable the need for this multifaceted approach to internal marketing is 

amplified. It is also shown that fostering an atmosphere where employees work for a 

common good that is higher than their individual benefit results in desirable outcomes in 

meaningfulness and perceived legitimacy.         
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Appendix 
 

1.  
 

 

 

 

 

 

 

2. Interview questions: 

(Reminder of the RQ: “How can performance targets be legitimized in the absence of 

financial incentives?” sub question: “How can internal marketing communication be used to 

build legitimacy?” 

1. How are the wealth management targets communicated to you? FIN: Kuinka 

säästämisen ohjaus tavoitteista on viestitty sinulle? 

2. What kind of argumentation have you noticed regarding the wealth management 

targets? FIN: Millaisia perusteluita säästämisen ohjaus tavoitteisiin on annettu? 

3. In the absence of monetary incentives, how are you motivated to meet the targets? FIN: 

Koska rahallista insentiiviä ei ole, kuinka sinua on motivoitu saavuttamaan tavoitteet? 

4. What do you think/feel about the target and the communication around it? FIN: Mitä 

ajattelet tavotteesta ja sitä ympäröivästä viestinnästä? 

5. How have informal discussions with colleagues affected your feeling toward the targets? 

FIN: Kuinka kolleegoiden kanssa käydyt keskustelut ovat muokanneet ajatuksiasi 

tavoitteista? 

6. How do you think the communication could be improved? FIN: Kuinka viestintää voisi 

mielestäsi parantaa 
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3. Interview protocol: 

 

Start 

1. Begin by introducing myself and more importantly the research and thanking the 

interviewee for participating.  

2. Explain the purpose of the interview and how the information collected will be 

used.  

3. Emphasize the importance of anonymity in the research and assure the 

interviewee that their identity will be kept confidential. 

4. I explain the concept of legitimacy and what practical applications it refers to. 

5. Ask the respondent to answer in a manner assuming no prior knowledge of 

methods of operating at BigBank. 

Research questions 

Here recording begins. 

6. Begin with the first question, the questions are open-ended in order to allow the 

interviewee to tell their story and provide context. 

7. Follow up questions will be eagerly pursued, and short answers will not be 

accepted, this is done through making the interviews more conversational rather 

than a questionnaire. 

Ending 

8. Thank the interviewee for their time and willingness to share their experiences. 

9. Confirm that the interviewee is comfortable with the information they provided 

and that they understand how it will be used. 

10. Reiterate the confidentiality and anonymity of the participants. 

11. Ask the participants not to discuss their answers or questions before all 

interviews have concluded. 
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4. 

 


