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Brief and objectives: 
To have a Field Sales Team that is enthusiastic about the introduction of KASPER by 
creating a sense of excitement through communication and engagement activity, so that the 
new technology is adopted quickly and embedded successfully. 
 

Rationale behind campaign, including research and planning: 
A key pillar of Kellogg's European Business Strategy - its 2020 Growth Plan - is to 'Win in 
Store'. However, recent financial performance has been challenging with sales falling across 
all categories, as a result of a general decline in the Cereal market. 
 
The system being used by Field Sales in-store was out-dated and out-of-line with their peers 
and was holding them back in-store. 
 
Kellogg decided to invest in what is widely considered to be the number one tool in the 
market for its Field Sales teams across Europe. 
 
Project aim: set the Field Sales team up for success and enable them to make the perfect 
sales call by providing the right technology to complement their Sales training. The ultimate 
outcome of this was intended to be more visits to more stores each week, with an increase 
in sales value of $3m per annum*. 
 
Project given go-ahead April 2016 for tool to be built, trained, launched and delivered to 393 
colleagues in twelve European locations by March 2017. Most colleagues did not have 
English as a first language. 
 
* Kellogg is a global business, all financials are in US dollars. 

 

Strategy and tactics, including creativity and innovation: 
Strategy: 

 Ensure awareness of the tool across the region, especially with end-users 

 Ensure end-users understand this is about changing the way they work and is a 
positive change with no adverse impact on headcount 

 Ensure we generate excitement around the launch and monitor colleague reaction to 
address areas of concern 



 Ensure we manage risks to the project from other areas of the business to make sure 
we do what we say we will do 

 Ensure colleagues have reasons to believe in the success of the tool and know 
what’s in it for them, celebrating success as the tool is introduced 

 
Tactics: 
Create Awareness 

 Creative logo (see next section) 

 Remote teams across Europe - use local Single Points of Contact (SPOCs) to 
communicate key messages. We involved them in communication planning, 
supported them with Communication Toolkit (tips and slides they could use to 
present case for change etc.) 

 Initial launch communication from Project Manager 
 
Build Understanding 

 Regular drumbeat of communication: minimum weekly for six weeks: 

 ‘What to Expect’ communication explaining what would happen over next 40 days i.e. 
what you need to know, diary dates, how to ask questions etc. 

 Launch video in local language 

 Yammer groups and Yammer Q&A Sessions (a first for Kellogg) 

 Joining Instructions ahead of training (a first for Kellogg) 

 Intranet portal hosting training materials and communications 

 Dedicated KASPER e-mailbox to answer queries 
 
Listen – and Manage Resistance 

 Surveys conducted pre and post training 

 SPOCs regularly asked for anecdotal feedback about how people feeling 

 Resistance in Nordics where SPOC went on long term absence – highlighted 
engagement challenges he hadn’t addressed: 
o Advised Project Lead to liaise with Sales Directors and hold regular conference 

calls with team to answer questions and reassure 

 Resistance in Germany/Austria where team older and reluctant to use new 
technology: 
o Case studies used to tell positive stories about benefits of new ways of working: 

from less admin time to closing deals without usual delays 
 
Generate Excitement 

 Positive Case Studies: 
o Wave one, feedback during testing 
o Wave two, what wave one think about KASPER now they are using it 

 Communication interventions for training to ensure sessions had energy and 
engaged delegates: 
o SPOCs briefed in advance to play their part in generating excitement on training 

day. We quoted Charlie Chaplin: “A day without laughter is a day wasted” and 
provided suggestions: playing music, organising quizzes, ice-breakers etc. 

o Film of European Vice President for Sales - his hopes KASPER would improve 
day-to-day life in-store. Very personal, not corporate, subtitles for each country 

o Cardboard cut-outs of KASPER created to bring sense of personality to training 
sessions; KASPER branded give-aways, relevant to their role e.g. insulated 
coffee mugs to use in cars as they are field based 

o Feedback posters for training room to capture and address questions and 
concerns 

o Encouraged use of Yammer during training to share photos with new iPads 
 



Keep Our Promises 

 Risk Assessment carried out regularly to ensure we were delivering what we 
promised 

 Where issues affected engagement (e.g. Nordics), communication solutions were 
recommended and executed (outlined above) 

 
Celebrate Success 

 Case studies about how individual Field Sales Reps were welcoming KASPER into 
their lives, to make enthusiasm contagious across borders 

 It was especially important to tell those stories to markets yet to go live so they felt 
confident their peers were adjusting and could start to get excited about the benefits 
they were seeing 

 Example case study attached as supporting document 

 Members of the European Leadership Team taken into stores to see KASPER 
working in the field. Their incredibly positive feedback was shared with the SPOCs to 
thank them for helping to make the launch a success. 

 

Implementation of tactics: 
Enthuse previously implemented another Kellogg project, also for the Sales team. This was 
called K-TIE and we created a character to give a personality to what is essentially, an IT 
tool. 
We recommended this project be represented with a character also, a male to complement 
female K-TIE. See image attached. 
We agreed on the name KASPER (Kellogg Accelerating Sales Performance and Enabling 
Reps.) and a strapline: The number one Field Sales Tool for the number one Field Sales 
Team. 
Having a character helped to generate excitement and, since launch, colleagues have been 
heard to say: “I love that little man!”. 
 
 

Demonstrate how the campaign links to the wider communications strategy: 
Ensure colleagues are engaged in turning the business around 
Encourage colleagues to use Yammer in the absence of a travel budget 
Boost morale following extensive redundancies - give reasons to believe 
 

Measurement and evaluation, including evidence of real engagement or 
behavioural change: 
29% increase in sales 
 
KASPER adding $44,000 of extra sales value every day 
 
27% more stores visited each week 
 
92.5% of colleagues say they have a desire to make the change 
 
Survey was conducted before, during and after training - 
Awareness: 85% before training 
 
Desire to change: 92.5% (Germany/Austria moved from 53% to 100%; Holland from 71% 
to 100% pre and post training) 
 
Knowledge level following training: 82% (90% outside of Nordics) 



Ability: Following training, 100% of end-users said they felt able to use KASPER, with 66% 
feeling their ability was already ‘Good’ or ‘Proficient’ 
 
Reinforcement: “I understand the consequences for the business of not changing”: 93% 

Budget and cost effectiveness: 
£15,000 disbursement budget plus fees of £16,000 
Increase in sales has covered these costs in approx. one day! 

 


