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Abstract: This chapter argues that in an era of consumer scepticism towards corporate
sustainability claims, the most credible and potent digital marketing asset is an authentically
engaged workforce. Moving beyond transactional employee advocacy programs, we explore
how principles of Organisational Behaviour (OB) specifically Organisational Citizenship
Behaviour for the Environment (OCBE), psychological ownership, and social identity theory
can be strategically cultivated to turn employees into voluntary, trusted micro-influencers for
the organisation’s sustainability goals. The chapter provides a framework for building a
‘green culture’ conducive to digital advocacy, analyses the critical balance between
empowerment and policy, and offers metrics for measuring impact beyond engagement,
concluding that sustainable digital marketing must be an inside-out process to achieve
authenticity and impact.
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1. Introduction:
The Authenticity Deficit in Digital Sustainability Marketing

1.1 The Crisis of Trust: Consumers are increasingly sceptical of top-down, corporate-led
sustainability communications, often dismissing them as "greenwashing" or "purpose-
washing"” (Seele & Gatti, 2017; Vredenburg et al., 2020). Digital platforms have amplified
this scrutiny, enabling real-time fact-checking and collective scepticism.

1.2 The Rise of the Employee Voice: In this landscape, the employee voice emerges as a
critical vector for credibility. Peer-to-peer communication is trusted more than official
corporate channels (Edelman Trust Barometer, 2023). Employees are seen as "insider
experts” whose lived experience lends authenticity to organisational claims, effectively
humanising the ESG (Environmental, Social, Governance) report.

1.3 From Program to Culture: Traditional, incentive-based employee advocacy programs
often yield staged, inauthentic content. This chapter posits that authentic digital advocacy for
sustainability must be an organic outgrowth of organisational culture, not a mandated
marketing campaign. It represents a strategic fusion of OB, HR, and digital marketing.

1.4 Chapter Roadmap: We will integrate OB theory with digital marketing strategy, provide
a framework for fostering genuine employee advocacy, and analyse contemporary cases to
illustrate successes and pitfalls.
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2. Theoretical Foundation: Organisational Behaviour Meets Digital Advocacy

2.1 Organisational Citizenship Behaviour for the Environment (OCBE): Defined as
discretionary, non-rewarded acts by employees that contribute to environmental sustainability
(Boiral, 2009). This is the core OB construct for voluntary advocacy. Digital advocacy (e.g.,
sharing a company's sustainability post, creating LinkedIn content about a workplace
initiative) is a modern, visible manifestation of OCBE in the social media age.

2.2 Psychological Ownership: The feeling that "this is our company and our sustainability
mission.” When employees feel a sense of ownership, they are more likely to invest
themselves cognitively, emotionally, and behaviourally in promoting and defending the
organisation (Pierce et al., 2001). Digital storytelling becomes an act of stewardship and
identity expression.

2.3 Social Identity Theory: Individuals derive self-esteem from their membership in
respected groups (Tajfel & Turner, 1979). A strong, positive organisational identity centred on
meaningful sustainability goals makes employees proud to associate themselves publicly with
the company online, reinforcing their social identity and fulfilling self-enhancement needs.

2.4 Synthesis: Sustainable digital advocacy flourishes where OCBE is culturally
encouraged, psychological ownership is structurally fostered, and a proud, purpose-driven
social identity is cultivated and consistently reinforced by leadership actions.

3. Cultivating the Soil: Building a ‘Green Culture’ for the Digital Age

3.1 Leadership as Narrative-Shapers and Symbolic Actors: Leaders must "walk the talk.”
Their decisions, resource allocations, and internal communications are the primary source
material for employee stories (Schein, 2010). Symbolic acts like a CEO taking public
transport to a climate conference become powerful, shareable digital assets.

3.2 Participative Goal-Setting and Co-Creation: Involve cross-functional employee groups
in defining and shaping local sustainability goals (e.g., zero-waste in their office, green
commuting challenges). Participation increases commitment (Locke & Latham, 2002) and
provides authentic, granular stories to share (Boiral et al., 2015).

3.3 Internal Storytelling and Digital Literacy Workshops: Equip employees with narrative
skills and basic content creation confidence. Move from data points to compelling stories.
Workshops validate employee experiences as valuable content and reduce the anxiety of
public sharing.

3.4 Creating Shareable Internal Milestones and Rituals: Celebrate the journey, not just the
destination. Internal "green hackathons,” volunteer days with photo-ops, and awards for
sustainability champions create a continuous stream of authentic, employee-generated content
moments.

4. The Empowerment-Policy Nexus: Guidelines for Authentic Voice

4.1 Autonomy vs. Cohesion — The "Voice Framework™: Implement a "traffic light" system:
Green (encouraged personal stories/learnings), Amber (areas requiring disclaimer or
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guidance), Red (confidential financials, unreleased data). This provides clarity without
stifling creativity.

4.2 Training as Empowerment, Not Control: Train employees on responsible sharing
understanding the line between personal opinion and official statement, engaging
constructively with criticism, and representing their role without speaking for the entire
corporation. This builds psychological safety for online expression (Edmondson, 1999).

4.3 Providing Amplifiable Assets & Platforms: Create an internal "content bank™ with
approved key messages, high-quality visuals, and pre-drafted social posts that employees can
personalise. Some companies use dedicated internal advocacy platforms (like Sociabble or
Dynamic Signal) to streamline this process.

4.4 Handling Dissent and the "Shadow Narrative": A robust culture allows for constructive
internal dissent. Employees who feel heard through internal channels (e.g., town halls,
anonymous surveys) are less likely to voice frustrations publicly on platforms like Blind or
Glassdoor in damaging ways.

5. Case Study Analysis
5.1 Patagonia: Advocacy as Identity

Cultural Foundation: The mission "We’re in business to save our home planet” is
operationalised through HR (hiring for values), allowing paid leave for environmental
activism, and a corporate structure that prioritises planet over profit (Chouinard & Stanley,
2012).

Digital Manifestation: The BuyLessDemandMore campaign was amplified organically
by employees who personally championed repair and reuse. Their social feeds often feature
personal activism, creating a distributed network of authentic voices that blur with the official
brand.

OB Insight: Advocacy is a non-negotiable element of the social identity at Patagonia,
making digital sharing a natural, intrinsic behaviour.

5.2 IKEA: Democratising Sustainability Storytelling

Cultural Foundation: IKEA’s "People & Planet Positive" strategy is deeply integrated
into operations and communicated extensively internally. They invest in massive colleague
training on sustainability (IKEA, 2021 Sustainability Report).

Digital Manifestation: Employees worldwide share stories about local initiatives—from
solar panel installations on stores to community gardening projects. IKEA’s internal "I’'m an
IKEA co-worker" social media groups are hubs for sharing these stories, which often migrate
to public platforms like LinkedIn.

OB Insight: By empowering local stores and employees to own and share their unique
sustainability journeys, IKEA generates a diverse, credible, and hyper-localised global
narrative.
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5.3 Salesforce: Leveraging Technology for Internal Mobilisation

Cultural Foundation: The 1-1-1 philanthropic model and sustainability cloud are core to
identity. Employees are given volunteer time off (VTO) and are encouraged to champion
sustainability.

Digital Manifestation: Employees use Salesforce's own platforms (like Slack and
Chatter) to form "green teams,” organise events, and share successes. These internal
discussions frequently spill over into personal LinkedIn posts where employees showcase
their participation in company-led tree planting or carbon literacy training.

OB Insight: Using internal digital tools to foster community around sustainability goals
creates natural digital ambassadors. The company provides the platform and permission, and
the employees generate the authentic content.

5.4 (Counter-Case) The Failed Mandate: When Advocacy is Inauthentic

Scenario: A fossil fuel company launching a major "net-zero™ marketing campaign
mandates all employees to share a pre-written post on LinkedIn.

Likely Outcome: Low engagement, cynical comments from employees on other
platforms, potential public backlash from employees who feel the external narrative
contradicts internal realities (e.g., continued investment in fossil fuels). This highlights the
risk of imposing advocacy without the cultural foundation.

6. Measuring Impact: Beyond Likes and Shares

6.1 Traditional Digital Metrics: Engagement rates, earned media value, and share-of-voice
specifically tied to employee-shared content are important for marketing ROI calculations.

6.2 Organisational Behaviour & Talent Metrics:

Employee Engagement & Retention: Track retention rates of purpose-driven talent
cohorts. Use pulse surveys to measure pride in the company's sustainability efforts.

eNPS (Employee Net Promoter Score): Correlate scores with participation in
sustainability initiatives or awareness of advocacy efforts.

Internal ldea Generation: Measure the flow of sustainability-related suggestions from
employees via internal platforms, indicating active psychological ownership.

6.3 Recruiting & Employer Brand Impact: Monitor application traffic from sources citing
sustainability reputation. Use post-interview surveys to ask if candidate perceptions were
influenced by employee-generated content online.

6.4 Holistic View: The ultimate metric is a virtuous cycle: a strong green culture fosters
authentic advocacy, which strengthens the employer brand and consumer trust, which in turn
attracts and retains employees who further reinforce the culture.
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7. Conclusion: Marketing as an Outcome of Culture

The most compelling digital marketing for sustainable goals cannot be manufactured by the
marketing department alone. It must be co-created with and emanate from a genuinely
engaged workforce. Authenticity is a cultural output, not a communications input.

The strategic imperative for leaders is to architect organisations where Organisational
Citizenship Behaviour for the Environment is recognised, rewarded, and provided with
digital expression channels.

In this model, the marketing team’s function evolves from sole narrator to curator,
amplifier, and enabler of the employee-driven sustainability narrative. This inside-out
approach is the definitive path to building the trust, credibility, and human connection
required to make sustainability goals resonate in a crowded and sceptical digital marketplace.
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