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Case Study 2015

Ready for Tomorrow!

Project details

Client: 
SGL CARBON SE, Wiesbaden

Client projeCt management: 
Birgit Reiter, Head of  
Group Human Resources 
Lars Rottschäfer, Head of  
Global Reward & Mobility

projeCt period: 
September – December 2014

agenCy lead: 
Simone Schmitt-Schillig

graphiCs lead: 
Gabriele Schwab

text (german): 
Birte Rolff

BaCkground

SGL Group is one of the world’s leading manufacturers of carbon-based products, from carbon 
and graphite to carbon fiber and composites. The corporation has 42 production sites around 
the globe, 23 of which are in Europe, and a service network that covers over 100 countries. 
Roughly 70  % of SGL‘s employees are based in Europe.

In order to secure the SGL Group’s long-term position in the market, the company decided in 
2014 to implement a realignment. One important element of this was a restructuring of the 
incentives and compensation program for Senior Management. The new compensation system 
was to be very closely coordinated with the company’s new overall strategy and the changes 
were to be easily understood and well communicated to all managers involved in the program.

the agenCy’s task

Unequity was contracted with the job of developing a strategic and creative concept for 
communicating the new compensation structure, all in the context of the company’s  
realignment and with the support of in-house SGL teams for implementing the  
communications campaign.

Challenges

• The strategic realignment and its associated implementation resulted in sweeping changes 
at the company. Communicating the new structure needed to therefore quell apprehen-
sions, provide transparency and create understanding for the necessity of the measures all 
while appealing to management that they were also responsible for endorsing and carrying 
out the changes.

• Many of the multipliers involved in the communications effort were also part of the  
target group. 

• At the time of the briefing, a number of details of the new compensation system were  
still unclear. 

• Communications needed to begin quickly in order to prepare managers in time for the 
changes that were coming. 

• All of the materials needed to be produced in both English and German right from the 
start since roughly 150 managers worldwide had to be reached. 

• The communications had to take into special consideration that significant cuts were going 
to be made for the additional company pension plan for managers in Germany, but that it 
would still be an attractive overall remuneration package based on fair market practices. 

• The greatest challenge was getting the Senior Managers to sign off on the changes in new, 
personalized employment contracts by the end of 2014.

The new compensation program for Senior Management at the SGL Group
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Creative implementation 

In October 2014, Unequity began work on a comprehensive 
communications strategy and a variety of creative concepts, which 
then led to the development, implementation and creation of the 
related materials and media. The campaign was based on the  
positive, motivating motto “Ready for Tomorrow!” and the design 
of the media played into the idea of “Acceptance” of the corpo-
rate strategy, the required steps to be taken and of course the 
new employment contracts.

The main component of the campaign was a high-value folder 
that was personalized for each recipient and sent off in the post. 
The flexible leaflet structure of the portfolio made it possible to 
simply arrange the various compensation elements into a format 
that met the individual needs of each manager – recipients only 
received content that was relevant to the their situation. An index 
provided structure for the contents and made it easy to find one‘s 

way through the paperwork. The layout of the pages describing the 
compensation system contained two languages as well as graphics 
to make it readily understandable. Other elements of the folder 
included a personalized letter, additional documents and the new 
employment contract that needed to be signed. To round out the 
package and provide a useful and charming bit of extra motivation, 
each recipient received a high-quality fountain pen as a gift.

A multilevel e-mail campaign accompanied each stage of the 
process, from initial information to the contract signing. Local HR 
representatives from each country were informed of the changes 
and the planned communications campaign and given guidelines 
for their own roles in the overall effort. Regular calls were offered 
via WebEx in which the Board of Directors could speak directly 
with Senior Managers.

Communication objectives

Changes to the compensation structure required managers to 
agree to a new contract. The goal of the project was therefore 
clearly defined: Signatures on new contracts. 

To achieve this objective, all of the communications were outlined 
in a milestone format. All Senior Managers in Germany, Europe, 
Canada, USA, GB, Malaysia and China needed to be reached and 

thoroughly informed of the new compensation system. The com-
munications needed to be transparent and direct in order to build 
confidence in the measures; answer as many potential questions as 
possible in advance; promote understanding and acceptance of the 
new contractual conditions; and clearly convey the fact that every-
one benefits from sustainable development at the company.


