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Foreword

When constant change is everyday business, now more 
than ever organizations must cut through the day to 
day noise to drive their most critical and strategic 
growth initiatives forward. But the way that we change 
has changed. Slow, incremental change has given way 
to rapid, enterprise-wide transformations. And in an 
increasingly noisy world, leaders struggle to create the 
clarity their employees need to understand the change 
that’s happening, why it’s happening and their role in it.

At Poppulo, we believe it’s time for a new approach to 
employee communications. A personalized approach 
that enables leaders to cut through this noise and 
create clarity around key change initiatives. An agile 
approach that enables leaders across the enterprise 
to communicate consistently, securely, scalably 
and on-brand. A data-driven approach that ties 
communications initiatives to the business outcomes 
leaders are accountable for achieving.

Working with many of the most successful companies 
in the world, we know they share our belief in how 
crucial employee communication is to achieve their 
business outcomes.

It’s why we’ve commissioned C-suite advisor and 
communications leader Zora Artis to create this 
Poppulo resource. In it, she looks at how the best 
leaders bring their people with them on their change 
journey, and explores real-life examples of the role 
communication plays in strategic alignment, employee 
engagement, and employee experience.

We hope you find it helpful.

Andrew O’Shaughnessy,
Founder & CEO, Poppulo
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As business leaders, we recognized even 
before COVID-19 that the pace and scale 
of change, disruptive technologies, and 
changing stakeholder expectations have 
driven the need to re-examine business 
models and strategies, and rethink how 
we work and deliver value.

The decisions we make are based on 
context, relevant data and insights, our 
appetite for risk, and who we are as an 
organization. Our ability to evolve and 
change depends on the robustness of 
our strategy, mindset, people (leaders, 
employees, stakeholders), and alignment 
of our teams across the organization.

Enter COVID-19, the unforeseen and 
ultimate disruptor presenting both risk 
and opportunity. It’s been a stress test for 
organizations’ cultures, values, and agility. 

It’s accelerated innovation, the adoption 
of new ways of working and efficiencies.

Systems, processes, and technology 
have all been critical success factors 
here, but without effective employee 
communication these would not have 
worked. Why? Because you need to bring 
your people with you on your journey of 
change and transformation, whether it’s 
in the midst of a crisis or not.

This paper looks at a selection of high-
performing organizations that have been 
able to leverage effective employee 
communication to help them deal with 
uncertainty and complexity, and/or 
embrace the opportunity to innovate and 
accelerate transformation.

Executive summary

McKinsey Research: 1. McKinsey Quarterly, 2. How to beat the transformation odds

change initiatives fail1

3 out of 4

more likely to succeed2

8x
When leaders communicate openly 
and across the organization about 

the transformation’s progress.

https://view.ceros.com/mckinsey/the-changeable-organization-desktop/p/1
https://www.mckinsey.com/business-functions/organization/our-insights/how-to-beat-the-transformation-odds
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Transformation requires a workforce that 
understands and embraces change. It 
necessitates that your people are engaged, 
aligned, and have a positive experience 
and connection to the workplace and the 
work they do. This is where employee 
communication is front and center.

High performance organizations in this 
paper that have leveraged employee 
communication, show that it effectively:

Reinforces that people are the 
priority. Demonstrating care 
for the safety and wellbeing 
of the workforce, customers 
and community, as well as 
enabling two-way dialogue and 
empowerment.

Reframes the narrative. A 
clear and easy to understand 
articulation of the 
transformation and change 
story that can be adapted to 
context.

Helps to build resilience 
capability. Mitigating the risk 
of stress, fatigue and potential 
burnout associated with 
uncertainty, disruption and 
accelerated change.

Establishes a single source 
of truth. Breaking down 
misinformation and risk, and 
reinforcing credibility and trust 
in the organization and brand 
amongst employees, customers 
and community.

Supports authentic and 
transparent leadership. An 
instrumental driver of brand 
trust, employee engagement 
and experience, higher 
productivity and growth, and 
workforce retention.

Clarifies focus and practice. 
Creating shared understanding 
of direction, mutual 
expectations and guiding 
framework for decision making.

Key takeaways
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purpose and values resonate with their workforce and 
other stakeholders.

As leaders and communicators it is imperative that 
you communicate the why, to make it relevant to 
employees in their day-to-day work. This is what 
employee communication enables as it works with and 
across the whole organization. Organizations that get 
it right get the outcomes they want to achieve.

Leaders clearly recognize that investing in 
effective communications across the enterprise 
is the essential lever in change that drives 
business results.

Introduction

A recent global survey of executive leaders identified 
opportunities that would have a long-term impact 
upon their organizations and society. These include 
accelerating digitally-driven transformation, rethinking 
business models in response to shifting customer 
expectations, redefining ways of working, and reducing 
costs.

Although this is not likely to surprise, it does show that 
COVID-19 accelerated the need to adapt with speed and 
galvanize innovation and transformation.

What may surprise is that in the top five priorities 
the cadence and transparency of communication was 
included, as well as the need to ensure their vision, 

https://www.conference-board.org/research/csuitechallenge/C-Suite-Challenge-2020-Covid19-Recovery


7How employee communication drives business outcomes

Where employee communication drives tangible value

Research for Poppulo’s whitepaper Going beyond 
engagement: The business value of Internal 
Communications for the C-Suite confirmed that 
employee communication is the enabler of strategic 
alignment and implementation, employee engagement 
and experience, and organizational culture. When it 
was done well, organizations demonstrated:

• Higher productivity and performance,
• Retained talent,
• Strengthened brands, and
• Were in a better position to mitigate risk

There are numerous examples of organizations that 
deploy employee communications to great effect to 
drive business outcomes and truly engage their people.

In the following sections, we explore case studies of 
Aurecon, Bayer, and Adobe and the role communication 
plays in greater alignment, employee engagement, and 
employee experience, and how BHP and Deloitte are 
concentrating on going beyond shareholder value for 
greater impact on their communities and society at 
large.

Going beyond engagement: The business value 
of Internal Communications for the C-Suite

DOWNLOAD WHITEPAPER →

https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
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1. Strategic alignment

Alignment is about organizational clarity. It’s the ability 
to bring people together around a shared purpose 
and values in order to achieve greater results. Deloitte 
research shows that purpose-driven organizations 
report 30% higher levels of innovation and 40% higher 
levels of workforce retention than their competitors.

There’s a vast amount of research that supports the 
value of strategic alignment to an organization’s 
success, and many executives understand this, 
yet, in practice, only 13% actually do it well. These 
transformational organizations show what’s needed to 
build strategic alignment:

• Absolute support and commitment from the C-suite 
and the next tier down 

• The narrative is embraced by employees and is key 
to employee communication

• Cross-functional partnerships exist across the 
organization for internal communication, particularly 
with HR and Executive Leadership

8

https://www2.deloitte.com/content/dam/Deloitte/uk/Documents/consultancy/deloitte-uk-consulting-global-marketing-trends.pdf
https://www2.deloitte.com/content/dam/Deloitte/uk/Documents/consultancy/deloitte-uk-consulting-global-marketing-trends.pdf
https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
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Australasia’s Most Innovative Company – Aurecon

About Aurecon —

Aurecon is a progressive engineering, 
design and advisory firm with 5000+ 
employees in locations across Australasia 
and the Middle East. It’s well into its five-
year Future Ready transformation journey 
based on the pillars of innovation, digital, 
eminence and leadership.

Its Asian footprint meant they began 
addressing COVID-19’s impact on their 
business in January, giving them a head 
start in preparing for the pandemic. 
As design thinkers problem-solving is 
hardwired in their DNA (i.e. purpose, values, 
vision), digital platforms available and agile 
ways of working. Their goals were to take 
care of their people and customers first, 
and then accelerate innovation at scale.

Communications 
approach —

Aurecon appointed a ‘COVID-19 Steerco’ 
team to coordinate and oversee the 
response to COVID-19. The team created 
a set of guiding principles for decision 
making that aligned with their DNA, 
developed business continuity plans 
for every location, and created internal 
communications and engagement 
programs.

Aurecon’s first priority is the health, 
safety and wellbeing of employees. 
There are inherent risks within their 
profession and the sectors they serve. The 
pandemic added extra layers of anxiety 
and fatigue, which if left unaddressed 

CASE STUDY

would impact precision at the expense 
of clients and their bottom line. Being 
aware of the Edelman findings that 
employer communications, alongside 
health authorities, are the most trusted 
source of information on COVID-19, Aurecon 
created a central COVID-19 Resource 
Hub. The company moved from crisis 
communication to providing employee 
communication support that aligns with 
their transformation pillars and their DNA. 
To do this, Aurecon:

1. Switched from communicating crisis-
response to building broader resilience, 
actively talking about mental health and 
wellbeing, and reinforcing availability 
of Employee Assistance Programs, 
particularly in regions with lockdown 
restrictions.

Continued ›

https://www.aurecongroup.com/careers/culture/dna
https://www.edelman.com/research/edelman-trust-covid-19-demonstrates-essential-role-of-private-sector
https://www.aurecongroup.com/statements/17-march-2020
https://www.aurecongroup.com/statements/17-march-2020
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2. Shifted from communicating remote 
working tools to reimagining the future 
of work, workplaces and wellbeing.

3. Recognized how amazing their people 
were at finding opportunities to 
be innovative, support each other 
and deliver for their clients. The 
communications team sourced and 
developed video stories which showed 
how their people were true to the 
Aurecon DNA. These were shared by 
the CEO and set up as screen savers to 
reinforce their focus and transformation 
journey.

Since the onset of their transformation 
journey, Internal Communications in 
collaboration with HR, have focused 
on three things to engage and align 
employees:

• Give them something to believe in 
(strategy, direction and framework)

• Give them someone to believe in (leaders 
with clear vision that employees could 
trust and engage with)

• Give them someone who believes in them 
(leader development and open dialogue)

Results —

Employee engagement was maintained, 
and the majority of Aurecon’s employees 
felt supported through the pandemic and 
believed that the leaders demonstrated 
care for their health and safety. As a 
result, Aurecon’s business performance 
has been strong – delivering an on-budget 
performance for the financial year, with the 
first quarter of FY2021 also on target.

Aurecon has received many awards and 
accolades, and was honored by the 
Australian Financial Review’s BOSS Most 
Innovative Company, Most Innovative 
Professional Services Company and Best 
Social Impact Innovation, and is the only 
consulting engineering firm on LinkedIn’s 
Top Companies 2019 list.

“Soft signals of change have speeded 
up. Don’t waste the crisis, use it to be 
transformative.”

— Danielle Bond, Group Director, Brand 
Marketing & Communications, Aurecon

https://www.aurecongroup.com/about/latest-news/2020/october/aurecon-afr-most-innovative-companies
https://www.aurecongroup.com/about/latest-news/2020/october/aurecon-afr-most-innovative-companies
https://www.aurecongroup.com/about/latest-news/2020/october/aurecon-afr-most-innovative-companies
https://www.aurecongroup.com/about/latest-news/2020/october/aurecon-afr-most-innovative-companies
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2. Employee engagement

Arguably, employee engagement can focus upon the 
individual, but the strength for internal communication 
is to focus on the power of the collective. In an 
environment of uncertainty, complexity and ambiguity, 
the collective effort to drive shared purpose and 
business performance becomes more important than 
the individual.

If handled with authenticity and transparency by 
leaders it becomes a powerful tool for reinforcing trust 
and credibility of the brand. This was evidenced in 
Airbnb CEO’s open letter to his employees addressing 
how they were dealing with the pandemic, why they 
were transforming and how it would impact the 
workforce. 

Gallup has extensive research that shows that engaged 
employees produce better business outcomes, such as 
higher productivity, higher sales, higher profitability, 
better customer experience, fewer safety incidents, 
lower absenteeism, in good or bad times.

11

“The fundamental elements (employer-
employee relationship) are the same as 
with any other human relationship: mutual 
trust, encouragement, empathy, and good 
communication. These attributes create a 
supportive environment where employees can 
feel psychologically safe and satisfied and 
deliver their best work.”

— The boss factor: Making the world a better place 
through workplace relationships, McKinsey

https://news.airbnb.com/a-message-from-co-founder-and-ceo-brian-chesky/
https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
https://www.mckinsey.com/business-functions/organization/our-insights/the-boss-factor-making-the-world-a-better-place-through-workplace-relationships
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Addressing reputation risk from the inside out – Bayer

About Bayer —

Bayer Canada, is part of the global Bayer AG life 
sciences company. After acquiring a competitor in 
crop science, Bayer faced several very public litigation 
cases in the US. This had a significant negative impact 
on Bayer’s brand reputation around the world. It also 
impacted Bayer employees in all divisions, who did not 
understand the science behind one of the essential 
products in the acquired brand portfolio and were 
uncertain who to believe.

In Canada, an internal employee survey showed that 
58% of employees had a negative perception of the 
company because of the acquisition. Bayer knew if 
their employees did not believe what they were saying 
publicly, then why should their customers believe 
them?

Communications approach —

Over a period of nine months from July 2019, Bayer 
Canada implemented an extensive employee 
communications campaign to:

• Reduce misconceptions about the safety of the 
product and educate employees on the importance 
of the molecule.

• Reduce negative sentiment towards the acquisition.
• Increase confidence, pride and employee 

engagement within the three divisions.
• Build employee understanding of the product and 

advocacy.

CASE STUDY

Continued ›
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They sought to make the information more accessible 
by building personalized learning tools to address 
employee concerns and make learning easier. A targeted 
and coordinated approach by building a network of key 
influencers within the organization to inform, educate 
and rebuild employee confidence.

Results —

Bayer Canada’s employee survey saw Bayer’s favorability 
increase to 94%, with the most significant increase in the 
crop science division.

“If our employees don’t believe what we are 
doing is right for the company, our brand 
sustainability, and for society, we are dead in 
the water.”

— Derrick Rozdeba, VP Communications, Public 
Affairs, Science & Sustainability, Bayer Canada

13
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3. Employee experience

Employee experience is what employees feel, observe 
and encounter as an employee. It affects engagement, 
culture, advocacy, customer experience and ultimately 
business performance. 

MIT found that organizations in the top quartile of 
employee experience were more likely to innovate, 
derive twice the amount of revenue from their 
innovations and their net promoter score was twice as 
high as those in the bottom quartile.

The pandemic has presented many organizations with 
the opportunity to rethink ways of working and the 
adoption of digital workplaces, whilst seeking ways 
to respect individual differences. Some, like Aurecon, 
have done this well but recent research from Microsoft 
and Atlassian show that employee experience and 
human connection needs more attention.

14

https://www.poppulo.com/resources/going-beyond-engagement-the-business-value-of-internal-communications-for-the-c-suite/
https://www.atlassian.com/blog/teamwork/new-research-covid-19-remote-work-impact
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The First Among Equals – Adobe

About Adobe —

Large IT corporations with high dependence to 
skilled employees, such as Adobe in India, faced an 
unprecedented challenge of staying productive while 
ensuring a safe workplace. The only option was to go 
virtual and to do so quickly and completely. Adobe 
decided to work from home until further notice. In 
India, Adobe has 6,000 employees across four major 
office sites. Moving such a large workforce to go 
virtual, almost overnight, became the biggest human 
resource related change project.

Communications approach —

A COVID-19 taskforce brought various enabling 
functions (including comms and HR) together for 
seamless execution of this ‘Go-Virtual’ strategy. 
The employee communications team was pivotal in 

managing the overall communication outreach within 
the Adobe ecosystem which consisted of layers of 
audience segments. Their approach was based on 
three pillars: 

1. Engagement of critical stakeholders using the 
DACI approach (Driver, Approver, Contributor and 
Informed).

2. Plan of action messaging targeting each audience 
group was provided with a communications toolkit 
to clearly demarcate their role and responsibilities. 
It had two tracks, moderated by the employee 
communications team.

• The first was the executive outreach led by 
the country manager and aligned with Adobe’s 
philosophy, key announcements and updates. 

CASE STUDY

Continued ›
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“Adobe is committed to delivering exceptional 
employee experiences. We continue to feature 
among the best employer brands in the 
region and globally, thanks to our distinct 
work opportunities anchored with employee-
centric philosophy, where innovation and 
creativity are recognized and rewarded. The 
communication teams are key evangelists 
in curating and expanding this ecosystem. 
Communication led engagement helps create 
trust between the leaders and team members, 
pride towards the brand, and camaraderie 
among workgroups – three essentials for a 
great place to work.”

— Sushant Vashisht, Head of Executive & Employee 
Communications – India, Japan & APAC, Adobe

• The second track was awareness, update, reinforce, 
and stay in touch for weekly cadence and providing 
a feedback mechanism between employees, leaders 
and enablement functions.

3. Single window communication to keep 
communications consistent and from a trusted 
source. This was released from two email addresses, 
both managed by the communications team 
– leadership communication from the country 
manager’s desk and rest from the employee 
communication mailbox. The idea was to keep the 
cadence of communications consistent, credible and 
coherent, and with one leadership face leading it 
throughout.

Results —

Adobe India employees have been working from home 
for over two quarters now, and the organizational 
culture is thriving, and business has reported record 
engagement and performance output.
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4. Going beyond shareholder value

Both BHP and Deloitte have a strong focus on impact 
beyond shareholder value, which is reflected in the 
impact they make to communities and society.

This focus chimes precisely with last year’s landmark 
declaration by nearly 200 chief executives, including 
the leaders of Apple, Pepsi, Amazon, and Walmart, that 
highlighted the importance of investing in employees 
and redefined the role of business in society.

1717

https://www.businessroundtable.org/business-roundtable-redefines-the-purpose-of-a-corporation-to-promote-an-economy-that-serves-all-americans
https://www.businessroundtable.org/business-roundtable-redefines-the-purpose-of-a-corporation-to-promote-an-economy-that-serves-all-americans
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BHP is transforming the mining business into a more 
progressive one that takes a stand on big societal 
issues in Australia such as Indigenous rights, climate 
policy and gender diversity. The transformation is 
dependent on employee communications. Their head 
of strategic communications illustrated the role of 
internal communications in strategic alignment, 
enablement and employee engagement as the 
business undertook a cultural shift, redeveloped 
new ways of working, and redefined its purpose and 
corporate strategy. It’s changed the mindset, approach, 
how they measure and hold each other accountable. 
It’s not just one or two deliverables as an outcome it’s 
the impact as a high performing and well organization.

Deloitte has a vision to be the most inspiring firm 
to work with, for its people, its clients and its 
communities. In setting the six strategic priorities, 
one of which is to protect and enhance their culture, 
they recognize that their success in delivering a profit 
and achieving their vision is underpinned by the 
impact they have on society and business. Deloitte 
has embedded its purpose, making impact that 
matters, and activated employees to share stories 
and examples of how this is done on social with 
#impacthatmatters. They apply this purpose-driven 
lens to their decision making and behavior. They 
hold themselves accountable for the work they do 
whether it’s paid, pro-bono or sponsorship reflecting 
on whether it will or did deliver a positive impact for 
society or business.

BHP Deloitte
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Conclusion

COVID-19 is a disruptor on a scale never seen before. 
In this lies a risk and an opportunity. The secret to 
leveraging both is your people. They will look to 
leaders for direction, clarity, empathy and support 
as your organization adapts to and navigates COVID 
Normal and the pathway to economic recovery.

As the case studies show there is a strong correlation 
in the role that effective employee communication 
plays in strategic alignment, employee engagement 
and employee experience. Combined, these drive 
tangible business outcomes, namely improved 
performance, innovation, productivity, reputation, 
employee attraction and retention, and minimizes risks 
and costs.

Employee engagement and employee experience 
go hand in hand, and employees with a positive 
experience are more likely to be high performers, work 
harder and stay longer in an organization.

A high performing organization that can seize 
opportunities to innovate and deliver stakeholder 
value balances employee engagement and alignment. 
Your people need to be committed, which is the 
engagement piece. But they also need to be connected 
and working together on the right things. That’s the 
alignment piece. Add to this the passion that comes 
from considered and tailored work environments 
and inclusive behaviors. That’s the experience piece. 
The glue that brings all these together is effective 
employee communication across the enterprise.

“If the COVID-19 pandemic has taught us 
anything, it is we cannot survive without 
innovation.”

— John McGuire, Chief Design Officer, Aurecon



20How employee communication drives business outcomes

Zora Artis, GAICD, SCMP, FAMI, CPM, is the CEO and 
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AusNet Services, AIA Australia, A2 Milk Company, 
GSK, LendLease, Weir Group, Marsh, the Victorian 
Government, Destination NSW and more. Zora has 
researched and authored thought-leading content 
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leadership.

She’s a current director of the Asia Pacific Region 
board of the International Association of Business 
Communicators (IABC), Vice Chair for the IABC World 
Conference 2021, and past director on the IABC global 
executive board.

Zora has won multiple awards for communication 
excellence and leadership, and is an awards judge for 
the IABC Gold Quills, WARC Awards, and the Australian 
Marketing Institute Awards.

Zora Artis,
CEO, Artis Advisory

About the author

https://www.linkedin.com/in/zoraartis/
https://www.artisadvisory.com/


Leading enterprises turn 
to Poppulo to create 
clarity and drive business 
results.
We’ve built an employee communications platform that enables 
leaders to cut through noise and create clarity around key change 
initiatives across the enterprise to drive measurable impact and 
business outcomes.

We’ve built it, and today it’s enabling more than 900 organizations 
in over 100 countries to communicate daily with 25+ million 
employees in a more agile, personalized and data-driven way. 
Creating the clarity people need to embrace change and the role 
they play in delivering their company’s ambition.

http://poppulo.com/
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