
 

Driving business performance and productivity through staff 
engagement, culture and communication 

 
1. Synopsis 

 
Traditionally we manage businesses using hard measures like revenue, profit and 
productivity, but this is just a scorecard of all the activities of a business. The 
challenge is to manage all the inputs, or ‘levers’ that drive the hard measures of 
revenue, profit and productivity. Obviously, the organisation’s products/services 
and cost structure are significant contributors, but less obvious is the broad 
spectrum of staff performance that is influenced by organisational culture which 
is the unwritten reference that drives behaviour, effort and decisions. 
 
Core to creating a coherent and effective culture is communication: from the 
leadership to the business, peer to peer and input and feedback from staff back 
into the business and leadership. Not all good ideas come from the top. Effective 
and consistent communication leads to greater levels of positive staff engagement 
which is the ultimate driver of organisational performance and productivity. 
 
Traditionally, the internal communication function is managed poorly. It suffers 
from a lack or prioritisation, lack of proper stakeholder engagement, poor 
planning, lack of strategy and superficial measurement. 
 
However, some organisations are getting it right. These are the organisations that 
attract the best talent, have low staff turnover, innovate faster and generate 
better financial results. 
 
Where employees have a high level of engagement, companies have a 19% 

increase in operating income *. 
 

2. The problem 
 
Consistent, clear and compelling communication is a critical factor in building and 
maintaining organisational culture, driving employee performance and managing 
staff safety and compliance. And particularly so for larger organisations that are 
spread across multiple floors, sites, cities or countries. 
 
However, gaining the mindshare of employees is becoming increasingly difficult as 
the amount of communications increases - email inboxes are overflowing, a 
plethora of collaboration tools are being deployed, mobile devices are always at 
hand and social media is a constant distraction. 
 
Traditionally, organisations may have sent a newsletter to staff to communicate 
company updates, safety/OH&S messages, staff promotions and recognition, 
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upcoming events, product launches, business KPIs, welcome messages for new 
staff, birthdays, company ads and TVC's performance metrics and media snippets.  
 
The newsletter has largely been replaced by the Company Intranet which has 
become a hidden repository of information that is rarely accessed. 
 
Only 13% of employees say they regularly access their company Intranet on a 

daily basis *. 
 
Most organisations lack an integrated communication plan for their staff which is 
a key audience for the business - not only because effective communication 
builds culture, enhances business performance, increases compliance and reduces 
accidents - staff are important ambassadors for the business through their 
families, social media networks and personal relationships. They influence 
potential customers and potential employees. Smart organisations understand the 
importance of staff advocacy. 
 
Engaged staff means improved business performance, but 
 

Only 13% of employees are highly engaged in their work *. 

 
Contributing to the broader problem is a lack of understanding and 
acknowledgment of the correlation between organisational culture and business 
performance. 
 
According to a Motivosity survey, less than 2% of US CEOs even look at employee 

engagement survey results *. Because of this, culture develops organically and 
internal communication is done on a ‘best efforts’ basis, often by relatively junior 
employees who are more tactical than strategic and lack strong stakeholder 
management skills. This is surprising given that engagement is a significant lever 
driving business performance. 
 

3. What are the impacts and costs of poor communication and culture? 
 
Poor communication results in poor and fragmented culture and has wide ranging 
implications for the business. Here are some examples: 

 
1. Inability to attract high quality talent 
2. Staff attrition/turnover 
3. Diminished sense of belonging 
4. Poor compliance with policy and OH&S requirements 
5. Lack of staff alignment on key messages, company performance, strategy, 

value proposition, etc. 
6. Development of siloes or ‘islands’ within the business 
7. Lack of staff advocacy 
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Ultimately, these factors will lead to low staff productivity and poor business 
performance. 
 
We will explore culture later, while it is a more abstract concept, communication, 
which drives is more concrete and controllable. So effective communication 
ladders up culture, which ladders up to engagement which ladders up to business 
performance. 
 
A large public sector organisation revealed that staff engagement with all internal 
communications was less than 5%. Less than 5%! 
 
Some of the internal communications tasks are really just ‘hygiene’ and are easily 
solvable. For example: 
 

         74% of employees have the feeling they are missing out on company news *. 

 
Behind the problem of ineffective communication is the underlying problem that 
many organisations do not have an integrated communication plan for their staff 
nor anybody who is fully accountable for the internal communications function 
and its outcomes. 
 

60% of companies don't have a long-term strategy for their internal 

communications *. 
 
Poor communication and culture not only inhibits positive performance, it can 
result in direct costs for the business, for example: 
 

● Reduced discretionary effort and productivity. 
● Accidents and OH&S issues 
● Brand value is diminished and diluted due to lack of understanding and 

inconsistency  
● Poor process compliance 
● Staff offering the wrong product or making false claims 

 
Each staff member will sit on a scale or spectrum from ‘destructive’ to ‘above and 
beyond’. This type of distribution is natural, but pushing staff towards ‘above and 
beyond’ will obviously positively impact business performance and destructive 
staff will cost you money. 
 
Brand dilution 
 
A business’ brand is an important intangible asset on the balance sheet because it 
influences future sales. While the brand is a set of promises to a customer, it is 
encapsulated in the business’ logo and design style, or ‘look and feel’ inconsistent 
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application of the brand will result in its dilution and a loss of value. This is 
particularly a problem for larger organisations that work across multiple locations 
and where new employees join an organisation due to an acquisition. 
 
In addition to the physical representation and application of the brand, the brand's 
values need to be understood and embraced by staff which needs to be reinforced 
through ongoing communication. Again, in this case, communication is simply a 
hygiene task. 
 

4. What is organisational culture and why is it so important? 
 
The SHRM (Society for Human Resource Management) says: 
 
“If an organization's culture is going to improve the organization's overall 
performance, …...and beliefs and values must be widely shared and firmly upheld. A 
strong culture can bring benefits such as enhanced trust and cooperation, fewer 
disagreements and more-efficient decision-making. Culture also provides an 
informal control mechanism, a strong sense of identification with the organization 
and shared understanding among employees about what is important.  
 
Conflicting messages regarding corporate culture may create distrust and cynicism, 
which can prompt, or help employees justify, actions as deleterious as 
embezzlement. Experts say that cultural inconsistencies may also cause workers to 
grow discouraged, to believe management is disingenuous, to doubt statements 
from higher-ups and to be less inclined to give their best effort” 7. 
 
It should be pointed out that culture is not ‘good’ or ‘bad’, rather different 
industries require different types of culture to perform optimally. An effective 
culture provides a competitive advantage and builds a ‘moat’ around a business. 
Culture has many dimensions, but ultimately, it is an unwritten set of shared 
values that drives decision making and behaviour. Here are some examples of 
cultural dimensions: 
 

- People orientation v task orientation 
- Innovation and high appetite for risk v risk management and stability 
- Individual work orientation v collaboration and team decision making 
- Attention to detail v big picture 
- Aggressive v passive 
- Outcome focus v process focus 
- Hierarchical decision making v autonomy 

 
For example, an innovative IT business might have a highly collaborative, high risk 
culture whereas a bank would emphasise low risk and process compliance. 
 
So while different organisations will thrive and be effective with different 
‘cultures’, each organisation must be clear on what will work for them and create 
Sydney • Melbourne • Brisbane • Auckland • Novi Sad • Cagayan de Oro 
 
1800 519 658 info@engagis.com www.engagis.com 



 

clarity and consistency across the organisation. And culture is more than just a list 
of behaviours, values and aspirations on a whiteboard. There needs to be 
consequences for non-compliance and they need to be embedded within the 
business. Organisations with strong cultures have peer to peer reinforcement. 
 
As part of an integrated internal communications plan, the creation and 
reinforcement of organisational culture is a strategic objective. The benefits of the 
culture being enhanced organisational performance, ability to attract better talent, 
lower staff attrition and higher staff engagement scores. 
 

5. The opportunity 
 
Improved communication, culture and engagement improves business 
performance both through reduced costs and increased output. 
 
Companies with high engagement scores experience a 26% increase in annual 

revenue *. 

 
Company culture is a critical driver of organisational performance and critical 
driver of culture is effective communication. There are a plethora of studies that 
prove this. 
 
85% of employees are saying they’re most motivated when management provides 

regular updates on company news *.  
 
Where employees have a high level of engagement, companies have 19% increase 

in operating income *. 
 
MIT research shows that enterprises with a top-quartile employee experience 
achieve twice the innovation, double the customer satisfaction, and 25% higher 

profits than organisations with a bottom quartile employee experience * 
 
Employee productivity increases by 20% to 25% in organisations where employees 

feel connected *. 
 
Formulation of a communication strategy will depend on the specific business 
objectives that need to be addressed, and there is likely to be multiple. For 
example: 
 

(a) Create a culture of safety awareness to reduce accidents, workers 
compensation claims and lost time 

(b) Increase employees’ understanding of company goals and create a sense of 
belonging 

(c) Boost staff engagement scores on internal surveys 
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(d) Breakdown silos within the business 
(e) Improve staff productivity 
(f) Improve brand consistency 
(g) Stimulate innovation and creativity 
(h) Increased process compliance 

 
6. Seven Recommendations 

 
Here we outline seven practical steps for improving business performance through 
a consistent and contributing culture, underpinned by effective internal 
communication. 
 

1. Determine the most effective culture for your organisation 
 
The definition of the business’ culture should be part of strategic business 
planning. What culture is not, is a list of ten motherhood statements on a piece of 
butcher's paper that have been cooked up in an executive offsite. Culture is the 
invisible framework in an organisation that guides decision making and behaviour. 
 
As we have outlined, there are different dimensions to culture and the right 
culture needs to be matched to a particular organisation and industry because the 
success drivers will vary. For example, are results driven by risk management, 
innovation, internal cooperation or internal competition? Some organisations 
promote individual ‘lone wolf’ working, others foster internal competition, while 
others promote teamwork and collaboration. 
 
A leading global IT vendor ‘marks down’ employees that don’t make mistakes 
because it is a proxy for not taking risks which is a precursor to innovation 
whereas a bank would have a low tolerance for mistakes. 
 
The process for creating culture is beyond the scope of this paper, but one 
important consideration is that there needs to be some sort of consequences for 
non-compliance or undesirable behaviours will propagate throughout the 
organisation. 
 
The right culture, effectively implemented, will drive organisational effectiveness. 
 

2. Business objectives need to interlock with communication objectives 
 
The creation of a communications plan and the setting of communication 
objectives needs to fit within the framework of the broader business objectives. 
Understanding the business objectives is part of the communications planning 
process. 
 
Internal communication is a contributor to business and people level objectives 
such as productivity, staff attrition, staff engagement, etc., but as a function, 

Sydney • Melbourne • Brisbane • Auckland • Novi Sad • Cagayan de Oro 
 
1800 519 658 info@engagis.com www.engagis.com 



 

internal communication can only be held to account for communication outcomes. 
Communications can inform, change feelings or change behaviour. However, 
content and messaging, when communicated effectively will facilitate the 
achievement of the broader business goals. 
 
Standard protocol is that all external communications should be communicated 
internally first, as a matter of courtesy, inclusion and alignment. 
 
Typical communication objectives include: 
 

(a) Intranet views 
(b) eDM opens 
(c) Attendance at F2F events 
(d) Content submissions from staff 
(e) Staff surveys: either engagement level or to test messaging 
(f) Engagement with social content 
(g) Compliance with policy 
(h) Attendance at social functions 

 
3. Define a suite of communication channels  

 
An internal communications plan should leverage a number of different channels, 
both online and physical. Physical channels are important because staff in 
different locations may have different information requirements and physical 
communication in common spaces is effective and creates a sense of community. 
 
Not only does having multiple channels provide reinforcement, different channels 
are more effective for different functions. 
 
For example, the Intranet is a great repository of information, but driving staff 
there can be done with a physical channel such as digital signage. 
 
Digital signage attracts attention, encourages collaboration and discussion, offers 
scope for video and animation and can push staff to channels such as the Intranet 
or to attend face to face briefings. People are 75% more likely to watch video 
rather than read text. Digital signage can also tailor messaging by particular 
locations. 
 
A suite of communications channels can include: 
 

(a) Email 
Becoming less effective but good for short, time sensitive or formal 
communications 

(b) Online or physical newsletters 
Becoming increasingly outdated, but successful newsletters are brief, 
tailored and well designed 
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(c) Intranet 
Plays the role of a repository/library of information and content 

(d) Physical bulletin board 
Effective in specific locations and facilitates contributions from staff 

(e) Face to face briefings and town halls 
(f) Social media channels 
(g) Digital signage 

Effective in strategic locations such as staff kitchens, foyers, near lifts, etc. 
Good for driving staff to other channels 
 

4. Identify and engage key stakeholders 
 
While internal communications is delivered by the internal communications or 
marketing or corporate communications, the customers are other stakeholders in 
the business as effective communication contributes to the achievement of their 
specific goals or KPIs. A communications plan will have multiple stakeholders and 
each will have their own area of interest. For example: 
 
HR > Staff engagement 
Marketing > Successful product launch 
Safety Officer > Reduction in workplace accidents 
CEO > Business performance 
Finance > Process compliance 
 
Developing a communications plan involves engaging with all stakeholders, 
understanding their KPIs or issues, creating a tactical communication plan and 
agreeing on measures of success. The content for the communications plan will 
typically come from each stakeholder or their team. Regular feedback should be 
provided during the communication program or campaign. 
 

5. Define a process for content curation, creation and approval 
 
The highest risk of failure relates to content as it relies on input from people who 
have other priorities. Information flow may be from a subject matter expert 
(relating to a key stakeholder) to the communication team or staff input which 
draws upon the employee community for contributions. 
 
So a process needs to be created for curating, creating and approving content. 
Then there needs to be a way of quickly turning the raw content into brand 
compliant and engaging content on the right format for the chosen channel. 
 
Increasingly, content management software is streamlining this process and 
reducing the timeline from submission to publishing. 
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Content should be customised for different audiences and locations. For example, 
let’s say your overarching message is about workplace safety. Here’s how you 
might customise that message for employees in different locations:  
 
In the warehouse: Remind workers of forklift safety, balanced loads, aisle safety 
and proper use of Personal Protective Equipment (PPE).  
 
In the plant: Focus on proper machine guarding, eye and hand protection.  
 
In the front office: Alert your employees of ergonomics and eye strain.  
 
Across all locations: Cover universal topics such as health & wellness and home 
safety. 
 

6. Create an inventory of content ideas 
 
There is a certain amount of ‘chicken and egg’ with internal communications. 
Initially, channels are set up to deliver certain messages to the business, but when 
the channels are created, they need to be fed with content. 
 
It is handy to create a checklist of content ideas to help in the sourcing and 
creation of content. 
 
The list might include things like: 
 

1. Media announcements 
2. New product launches 
3. Financial results and business updates 
4. Upcoming social events 
5. Safety messages 
6. Staff birthdays 
7. Staff promotion 
8. Reward and recognition 
9. New starter information 
10. New advertisements and campaigns 
11. Policy changes 
12. General news feeds 
13. Information on competitors 
14. Brand updates 
15. Communication of change and transformation programs 
16. Updates on competitors 

 
7. Measurement and metrics and measurement of success 

 
The ultimate measures of success of a communications plan are the KPIs of the 
key stakeholders, but as we mentioned, the communications function can only be 
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held directly accountable for the execution of the agreed communications plan 
and the specific communications measures we mentioned previously - event 
attendance, email opens, clicks to specific content on the Intranet, engagement 
with digital signage, etc. In addition to hard measures, regular staff surveys can 
test employee perceptions of different content and channels or an understanding 
of particular messages. 
 
By setting up a comprehensive measurement system, the Internal 
Communications function will be able to play a more advisory role in the business 
and make recommendations on which channels are most effective for a particular 
purpose, which content is most effective and how it should be presented. 
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