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Memorandum: 
To: David Kirchhoff, President & CEO of Weight Watchers International, Inc. 
From: Mary Krulia, Director of Corporate Communications  
Date: April 8, 2010 
Subject: Communications Strategy Proposal to Weight Watchers 
 

Dear Mr. Kirchhoff: 

Since Weight Watchers tends to employ members, it is fitting that I was brought on to the 
team as the new director of corporate communications. When I was a senior in college, 
Weight Watchers changed my life. In less than a year I lost 35 pounds. Not once did I 
consider switching to another weight loss program. With the support of Weight Watcher 
counselors, my family and my friends, I met my goal. Reading this you might think I was 
just another voice in the choir of testimonials from Weight Watchers customers. What’s 
different is that I am now an employee who wants to see our external communication 
strategy improve. Sadly college was a few years ago, and the number of weight loss fads 
and programs has increased as well as their advertisements. The competition is arduous, 
and with the economic downturn we need to focus on our communication strategies in 
order to increase revenue for 2010. In this memo I will address our challenges, a plan to 
address those challenges, and implementation tactics.  
 
I. The Company Background, Mission, and Position in Weight Loss Industry:  

Since our inception in 1963, Weight Watchers International has become the world’s 
leading weight loss service provider.  Starting in 1961 by our fearless leader Jean Nidetch 
at her home in Queens, New York, Weight Watchers is a force to be reckoned with on a 
global scale (pun intended), with over 28,000 employees, 1.4 million members and 
50,000 meetings in 30 countries1. With the Flex, Core, Online, and other developing 
programs, Weight Watchers provides multiple modes for customers to meet their goals 
according to their preference. From changing ownership to expanding the brand, it is 
clear that our vast network stems from our simple mission: to help people lose weight in a 
sustainable way by helping them adapt a healthier lifestyle and a healthier relationship 
with food and activity. As your message clearly states on our website, to be successful, 
we must constantly innovate to find new ways to help more members and subscribers2. 
This, Mr. Kirchhoff, is where I come in. 

 

 

 

 
                                                        
1 http://www.answers.com/topic/weight-watchers  
2 http://www.weightwatchers.com/about/his/hello.aspx  
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II. Statement of Challenge: 

Last year, Weight Watchers saw an 8.9% growth rate with a net income of $177.3M 
(growth of 13.2%),3 which is encouraging since membership went down as quick result 
weight loss solutions went up. So why is Weight Watchers number 17 on a recent list of 
Best Voted Diets in 20104? With all of our available programs and easy-to-track Point 
system, what is preventing us from reaching the top spot? 
 
In addition to advertisements, Weight Watchers can be an expensive program if 
customers do not choose the online option. Due to the recession, membership fees are 
proving burdensome5. It costs about $120-200 for a monthly pass or roughly $17 per 
month online (with a $65 three-month initial fee). The cost per pound of weight loss is 
about $6-10, not including food. Comparing costs, diet programs that are centered on 
packaged foods could be appealing to those with tighter budgets6. While we are thankful 
that recent ads about our credibility were squashed in court, we still must face these 
challenges7. 
 
Our challenge is, ironically, to gain some weight. We must beef up our audience, tip the 
scale to push out our competition, and pack on our positive slogans. The two biggest 
barriers we face involve competition and cost. Other diet plans have more advertisements 
and cost less. We need more positive exposure. Our communications plan, entitled: 
Points, Programs, and Promotion: the 3 P’s of Success, will address these issues and 
expose our brand in an effective manner.  

 

 
III. Communications Initiative: Points, Programs, and Promotion: The 3 P’s of 
Success 

1. Objectives:  
Weight Watchers must implement the 3 P’s to achieve the following 

goals: 
a. Points: Emphasize the benefits of the Weight Watchers lifestyle to 

revamp our brand 
b. Programs: Utilize social media and online initiatives to attract a wider 

audience 
c. Promotion: Use our spokeswoman to our advantage by increasing 

advertising 

                                                        
3 http://www.answers.com/topic/weight-watchers  
4 http://www.topdietreview.com/  
5 http://www.allbusiness.com/medicine-health/diet-nutrition-fitness-dieting/12635850-1.html  
6 http://moneywatch.bnet.com/saving-money/article/diet-plan-review-best-ways-to-lose-weight/377880/  
7 http://moneywatch.bnet.com/saving-money/blog/devil-details/diet-smackdown-pits-valerie-bertinelli-
against-weight-watchers/1409/ 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2. Messages: 
Weight Watchers must follow the 3 P’s by unwaveringly promoting the 

following messages: 
a. Weight Watchers is not a diet, it is a lifestyle 
b. Weight Watchers has safe and effective programs to work with you 
c. Weight Watchers is flexible with any schedule 
d. Weight Watchers permits and encourages dining out 
e. Weight Watchers is appropriate for people of different ages and 

varying weights   
3. Internal and External Audience, Constituencies, and Targets: 

In order to effectively transmit objectives and messages, the 3 P’s must 
make a conscious effort to address the following targets: 

a. Stakeholders are current customers who may be tempted to switch to 
another weight loss program 

b. Potential customers considering other programs 
c. Shareholders and employees 
d. Institutional Investors who may invest in the competition 
e. Activists who promote competitive programs 

4. Media: 
Every time I turn on my television I see Dan Marino and Marie Osmond 
promoting NutriSystem in one of their many commercials, or Valerie Bertinelli 
(and now Jason Alexander) for Jenny Craig. Around the New Year I saw 
numerous Weight Watchers commercials, but they have definitely tapered off. 
There are countless programs offered through Weight Watchers, but the 
promotion aspect is lacking. Now that Weight Watchers acquired Jennifer Hudson 
as the spokeswoman, it is imperative that we compete with these ads. The 3 P’s 
must therefore match the message to the appropriate mediums (listed below) in a 
timely manner: 

a. Social Media (Twitter, Facebook, blogs, etc.) 
b. Traditional media (Radio, print, television) 

 
It is also important to consider the time of day for advertisements. Matching 
advertisements with niche communities is key to expanding the customer 
network. For example, Weight Watchers has specifications for nursing mothers8, 
so during the daytime have ads with nursing mothers providing testimonials of 
their success in losing the baby weight. Online, advertisements should promote 
the new iPhone application and the online program to attract technologically 
savvy customers9. In addition, develop an initiative for employees to go to college 
campuses or set up stands in malls to attract a younger audience and emphasize 

                                                        
8 http://www.weightwatchers.com/about/prs/wwi_template.aspx?GCMSID=1003191  
9 http://www.weightwatchers.com/templates/Marketing/Marketing_Utool_1col.aspx?pageid=1092821 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the free trials in addition to offering coupons. We should also consider giving 
student discounts. 
 
However, we must be careful with our advertising campaign. We do not want to 
shout at our customers with more ads10. Rather, we want to create awareness that 
we are utilizing social media to encourage customer-to-customer interaction. 
Word of mouth is a powerful thing. We should develop advertisements that direct 
our customers to our social media sites – to go where they already are – and 
encourage their engagement. We want to not only connect our customers but also 
show audiences who may not have thought about a weight loss program that we 
are a community and have a successful program for them. 
 
5. Modalities: main methods of implementation 

The 3 P’s will focus its efforts for revamping the Weight Watchers outreach 
initiatives in the following five ways: 

a. Research and interact with the groundswell (customers in online 
settings) for continued efforts to develop customer loyalty 

b. Encourage employee ideas 
c. Promote new offers and market these projects in a strategic manner 
d. Develop partnerships with businesses 
e. Research new initiatives to contend with the competition  

6. Desired Outcome: 
There are two short-term goals in this initiative. The first is to increase 

advertising with our new spokeswoman, Jennifer Hudson.  The second is to 
develop a public blog for the website that encourages willing employees to post 
and both fellow employees and customers to comment.  

The long-term goal is that, through our efforts, Weight Watchers will be the 
most popular and interactive weight loss program at the end of the year.    
7. Timeline: 

Over the next three months, employees will interact with the groundswell. 
After this period, employees will engage in a focus group to discuss issues from 
customers. They will then send a report to me and I will write you another memo 
requesting a meeting to discuss our next steps. For the time being, we must focus 
on our advertising. The sooner we get Jennifer Hudson in commercials, the better. 

 
IV. Implementation: 

1. Emphasize that Weight Watchers Fits 
a. Using the 3 P’s, we must use our slogans to our advantage in our 

advertisements 

                                                        
10 Bernoff, Josh, and Charlene Li. Marketing in the Groundswell. Boston: Harvard Business Press, 2009. 
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b. Differentiate our program from the competition 
i. Increase the advertisements that promote dining out while 

emphasizing the freedom Weight Watchers allows 
ii. Highlight our recipe options, especially since many 

competitors have pre-packaged meals 
iii. Develop advertisements that focus on different lifestyles 

2. Consider new options and ideas  
a. If there are new ideas for programs, now is the time to introduce and 

discuss them in focus groups and online.  Below are some examples to 
ignite conversation:  

i. Offer items sold at meetings online 
ii. Offer coupons for food via Twitter (Weight Watchers brand 

online and in grocery stores, as well as for partnering brands 
and restaurants)  

iii. Have a featured customer, including before and after pictures 
and a YouTube video on the Facebook fan page and the 
website that is updated weekly 

iv. Promote testimonials from customers and post a running 
banner on the Home page of the website 

v. Increase partnerships with chain restaurants (already with 
Applebee’s and recently with McDonald’s in New Zealand11) 

vi. Seek a male spokesperson, possibly an athlete12  
vii. NutriSystem appeals to men and people suffering from 

Diabetes. Ask if Weight Watchers should consider this as well 
viii. It takes work to stay on track. One slogan I heard during my 

meetings was, “If you bite it, write it!” This meant that 
customers on the Flex plan have to write down everything they 
eat because of the daily-allocated points. This can be daunting, 
so appeal to people who are constantly connected, like iPhone 
users. Adapt this saying to a new slogan: “If you bite it, type 
it!” Have the application cheer the user on toward their goal 
and continue the positive atmosphere. 

ix. Increase advertisements for the Lose for Good campaign since 
it benefits a charity annually but is not widely promoted13 

x. As more people flock to local markets, revamp the Weight 
Watchers Pick of the Season Program, which partners with 
distributors to highlight a particular fruit or vegetable and 

                                                        
11 http://www.media.asia/searcharticle/2010_03/McDonalds-partners-with-Weight-Watchers-Will-
consumers-buy-into-the-new-trend/39394?src=mostpop 
12 http://forum.lowcarber.org/showthread.php?t=409911  
13 http://www.mommieswithstyle.com/weight-watchers-lose-for-good-campaign-kick-off/ 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provides recipes14 
xi. Since New Years Resolution advertisements are too old at this 

point in the year, consider a “Swimsuit Program” to encourage 
new customers 

1. Slogans could be similar to the Jenny Craig, “Lose 20 
pounds for $20 (plus the cost of food)” slogan, such as, 
“Spring into a Swimsuit!” This could lead to an online 
interaction with a progress report. We can develop a 
contest and the winner would be followed all spring 
into summer where he or she wore a suit at the beach. 

2. If this is successful we could think of other seasonal 
contests (i.e. “Join Today and Lose Weight by the 
Beginning of Fall Semester!”) 

3. Research options 
a. With the ideas and feedback from focus groups, the Research and 

Development division will research practicality and return on 
investment for new options 

4. Use social media to our advantage  
a. In order to revamp our outreach initiatives, we must engage employees 

in focus groups and customers online  
i. The media relations department will work together to listen and 

respond to the groundswell 
ii. With the customer feedback, employees will meet in a focus 

group to discuss implementation timelines and practicality. I 
will monitor focus groups of employees and steer conversation 
to produce valuable information.  The focus groups will be at 
headquarters and one other location. They will be conducted 
both in person and online to accommodate employees who 
would like to participate.  Each focus group will last one-day 
maximum and will have a specific agenda 

iii. We should develop a blogging policy and encourage 
employees to participate 

b. With our blog in place we can cross-promote our social media sites 
(i.e. when we have a new blog post, the title will be on our Twitter 
feed with a link to our website, etc.) 

c. The current slogan contest is well under way but it needs to be 
promoted using social media15. Once the slogan is chosen, we must 
make an effort to highlight not only the slogan, but also the customer 
who thought of it 

                                                        
14 http://www.weightwatchers.com/about/prs/wwi_template.aspx?GCMSID=1010451  
15 http://www.888-3-florine.com/slogan_landing2.php  
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d. Be transparent 
i. Before our initiative, announce what we’re doing 

ii. During our initiative, update what is happening and encourage 
more involvement online 

iii. When the initiative is complete, thank those involved and 
promise to report findings  

iv. After pooling information, develop clear and simple messages 
to broadcast 

5. Success Metrics: 
Output Based Metrics Impact Based Metrics Outcome Based Metrics 
Measures Levels of 
Corporate Communication 
Activity 

Measures Changes in 
Stakeholder Awareness, 
understanding or attitude 

Measures changes in 
stakeholder behavior 

Employee feedback Focus groups Increased appreciation for 
valuing opinions 

Customer feedback Online forums  Increased appreciation for 
fostering relationships and 
promoting future business 

Research and Development Meetings  Analyze feedback 
Report Follow-up memo and 

meeting  
Address findings in 
research and development 
initiatives 

Implement new ideas If financially and 
collectively viable, put 
thought into action 

Increase in brand 
reputation, revenue, and 
increase leadership in 
industry 

     
V. Summary: 
Problem:  
Cost and competition prevent Weight Watchers exposure and membership. 
Plan: 
Weight Watchers must use a team effort to collaborate leadership, customer service, 
communications and research and development departments to revamp our 
advertisements and promote our positive brand with effective and simple messages 
through the communications plan: Points, Programs, and Promotion: The 3 P’s of 
Success. 
Methods: 

1. Research and interact with the groundswell (customers in online settings) 
2. Encourage employee ideas 
3. Promote new offers and market these projects in a strategic manner 
4. Develop partnerships with businesses 
5. Research new initiatives to contend with the competition 
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Implementation: 
1. Emphasize that Weight Watchers Fits 
2. Consider new options and ideas from focus groups and customer feedback 
3. Research options 
4. Use social media to our advantage 

 
Thank you for reading, Mr. Kirchhoff.  I look forward to our meeting today and our 
follow-up meeting in three months. 
 
Mary Krulia 
Director of Corporate Communications  

 
 
 
 


