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Jim Shaffer: “Most internal communication 
functions are cost centers. They spend money 
informing employees but have little to no impact on 
making money, saving money, or influencing what’s 
important to shareholders and customers. “ 
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What are we talking about 

Organizational 
Comms 

Internal 
Comms 

Employee 
Comms Organizational Communications: 

 the way in which an organization gives 
the public and its employees
information about its aims and what it is 
doing

 Internal communication:
 the management of relationships with 

internal stakeholders. It encompasses  
formal and informal communication that 
takes place internally at all levels of an 
organization, including hierarchical 
communication

 Employee communications 
 Employee communication by definition in 

the business world, involves the 
communication or exchange of 
information, ideas, opinions and feedback 
with and among employees to collaborate 
in a work environment to achieve the 
desired results as set by the management 
and the employee.
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https://dictionary.cambridge.org/us/dictionary/english/organization
https://dictionary.cambridge.org/us/dictionary/english/public
https://dictionary.cambridge.org/us/dictionary/english/its
https://dictionary.cambridge.org/us/dictionary/english/employee
https://dictionary.cambridge.org/us/dictionary/english/information
https://dictionary.cambridge.org/us/dictionary/english/its
https://dictionary.cambridge.org/us/dictionary/english/aim


There is ROI in good communications 
 Companies that communicate effectively have a 19.4% 

higher market premium than companies that do not
 Shareholder returns for organizations with the most 

effective communications were 57% higher
 Communication effectiveness is a leading indicator of 

financial performance
 Firms that communicate effectively are 4.5 times more 

likely to report high levels or employee engagement 
 Companies that are highly effectives communicators 

are 20% more likely to report lower turnover rates. 
 (SOURCE: Watson Wyatt Worldwide 2005/.2006 Communication ROI 

Study) 



What are the excellent companies doing? 

 They are 26 times more likely to make extensive 
use of measurement

 They are 15 times more likely to benchmark
 What are they measuring: 
 Productivity
 Behavior change
 Business outcomes
 Focus on continuous improvements



Jim Shaffer’s 4 Steps to Value Creation

 Get your leaders on board.
 Assess your current skills and activities
 Build a business case with a value proposition that clarifies what 

you will and won’t do in your results- and value-driven role.
 Start improving critical results in areas that matter to the 

business.
 Ask these questions to get you started:
 Where are the best opportunities to improve performance by 

better managing the communication system?
 What’s the size of the opportunity?
 What are the root causes of the under-performance?
 What will it cost to improve?
 Is the ROI acceptable?
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The basic rules for internal communications in 
2018
 Where you communicate is less 

important than how
 Prioritize the recipient over the 

medium
 Trust is a prerequisite 
 Authenticity is the barrier for 

entry
 It’s not about how much you 

publish or even how much is 
received, it’s about your 
mission & what your 
stakeholders do with the 
information when you put it 
out there 



 Awareness doesn’t mean 
anything unless someone 
takes action

 Engagement only matters if
it yields better performance
or more loyalty

 Motivation starts with the 
WIFM (What’s In It For Me?) 
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Presenter
Presentation Notes
Back in the last century, people believed that eyeballs mattered because there were years and years of data that said they did. AT & T and Procter & Gamble had reams of proof that if you reached 10 million women between the ages of 18 and 35, you sold xxx cases of shampoo. Then, when Online media came along they made a leap of faith that “unique visitors per month” equated with number of subscribers per month. It was fiction but it was an agreed upon fiction and it provided some very big numbers, and we all know that executives LOVE big numbers. The problem is that Facebook and Twitter haven’t been around long enough to have that kind of proof. So we need to look at very different numbers, like click thrus and purchase and actually measure outcomes. It’s a very different concept. 



Where are they getting the messages?
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Transparency: The cure for relationship 
problems
 Transparency increases trust 
 Transparency is: 
 Disclosing what you have to disclose
 Disclosing what you want to disclose
 Disclosing what you do NOT want to disclose but 

it’s the thing to do



6 steps to standards-compliant measurement
Step 1: Rethink your definition of 

“communicate

Step 2: Understand the Environment 

and Where They Really Get Information

Step 3:  Agree on Clear, Measurable 

Goals

Step 4: Step 4 : Select a Benchmark to 

which to compare your results 

Step 5: Define the Criteria of Success

Step 6: Select Measurement Tools and 

Collect Data 11

6 Steps 
to Success

1

2

3

4

5
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Step 1: Rethink your definition of 
“communicate”
 Employee communications is a two-way process
 Internal Comms must participate in making strategic 

decisions
 Research is used for planning not just evaluation
 To define issues, relevant stakeholders, problems to 

solve, appropriate strategies
 Communications takes place at three levels:
 Program  
 Organizational
 Societal
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Step 2: Understand the Environment and Where 
They Really Get Information

 Where do they go for 
information? 

 Why do they care?
 Because it’s necessary 
 Because it is trusted 
 Because there’s something in 

it for me 
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Step 3:  Agree on Clear, Measurable Goals

Engage as Owners 

Trust 

Recommend  

Cost savings 
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 Definitions of “Success” 



Goals & Suggested Metrics 
Engage as 
Owners

With Employees
• % increase in 

“engagement score” 
in pulse survey

• % increase in of 
employees who 
participate in extra 
effort 
action/volunteer 

Improving 
Perceptions & 

Creating Advocacy 

• % increase in awareness 
of Acme Corp’s CSR 
activities & community 
involvement 

• % of employees 
agreeing that they have 
a clear understanding 
and are informed of 
how work contributes 
to achieving Acme Corp 
goals.

• % change in ratio of 
favorable to 
unfavorable coverage & 
conversations 

Support the 
business 

• Adherence to budget

• % increase in revenue 
per Communications 
employee (by source 
coding of revenue)



Goals, Actions, and Metrics 
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Goal

Retain/increase 
funding

Increase access to  
highly qualified 

candidates 

Communications role 

Increase public 
support/reduce 

opposition in 
designated ridings

Enlarge and improve 
relationships with 
mentors, teachers 

and other 
influencers 

Outcome Metric 

% increase in 
support/votes

% increase in highly 
qualified recruits 

Activity Metric 

Increase in % of 
supportive 

conversations in 
designated ridings

% improvement in 
relationships with 

influencers 



Activity Metric 

• % increase in participation 
rates in CSR program

• % increase in message 
understanding 

• % increase in message 
comprehension 

• % increase in community 
goodwill

• % reduction in recruitment 
costs 

• % reduction in employee 
churn  

Goals, Actions, and Metrics 
Goal

Increase Employee 
Engagement

Increase Advocacy 

Support the 
business

Action

• Messaging events
• Leadership involvement
• Culture communications

• Connect & engage with 
customers online

• External messaging
• Strategic communications 

outreach

• Entertainment events
• International outreach to 

support new markets 

Outcome Metric 

• % increase in employee 
engagement 

• % increase in desirable 
employee sentiment 

• % increase in belief in 
Acme Corp as referred 
and responsible brand

• % increase in advocacy
• % increase in desirable 

customer engagement

• % increase in source 
coding  revenue per 
employee. 

17



-6
-4
-2
0
2
4
6

Jan Feb Mar Apr May June

% point change since last month

Share of desirable voice Share of undesirable voice

Unique visits to Website Engagement Index

Sample Integrated Dashboard 
Brand Metrics 

-20
0

20

Jan Feb Mar Apr May June

% point change since last month

Share of desirable voice in biologics

Visits to UnderstandingBiologics.com

Share of desriable HepC voice

Share of undersirable voice in HepC

-10

0

10

Jan Feb Mar Apr May June

% point change since last month

Desirable Oncology SOV

Innovative positioning in media

Visits to abbvie.comresearch-innovation

Innovation social engagement index

Perception of AbbVIe as Oncology leader

-5

0

5

10

Jan Feb Mar Apr May June

% point change since last quarter

Ratings on trust

Employee knowledge of "Way We Work"

Understanding of Strategic Objectives

Reduction in Say/Do gap

Culture Metrics Science & Innovation Metrics 

On-Market Products 



Step 4: Establish benchmarks

 Past Performance Over Time
 Old CEO vs New CEO
 Old CCO vs New CCO 
 Last quarter vs this quarter 

 Peer Data from Industry Groups 
or Vendors
 i.e.:  Politemail 2018 Email 

Benchmark Data Report. ∞

 Whatever keeps Leadership up at 
night
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→ 7 
The number of emails per month that 
the average employee of a large U.S. 
company receives.
→ 20 minutes
That’s how much time the average 
employee spends reading company emails 
per month.
→ 59%
That’s how much of the company email 
content that employees actually read.
→ 10%
How much of the company email that is 
totally ignored.
→ 12%
The fraction of employees that actually 
click on a link included in company emails.
→ 40%
The % of employees who read at least 
30% of company messages.

Presenter
Presentation Notes
Measurement is a comparative tool. You don’t know if your results are good or bad unless you can put them into context, either looking at them over time, or in comparison to a peer group. The most important entity to measure against is whatever keeps your bosses up at night. 

http://painepublishing.com/measurementadvisor/wp-content/uploads/sites/4/2018/08/PoliteMail-2018-Email-Benchmark-Data-Report-002.pdf


Step 5: Define your  Kick Butt Index 

 You become what you 
measure, so pick your metrics 
carefully

 The Perfect KBI
 Is actionable
 Is there when you need it
 Continuously improves your 

processes & gets you where 
you want to go 
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Elements in an Employee Engagement Index
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Element Score

More likely to invest discretionary time .5

More likely to recommend to family & friends as a 
great place to work

1

Greater understanding of organizational mission 
vision & values

1.5

Greater understanding of key organizational 
messages 

2

Lower retention rate 2.5

Lower recruitment costs 2.5

Total 10
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Step 5: Pick the right measurement tools 

 If you want to measure messaging, 
positioning, themes, sentiment: 
Content analysis

 If you want to measure awareness, 
perception, relationships, preference: 
Survey research – i.e. Leader Say Do 
Study 

 If you want to measure engagement, 
action, purchase: 
Web, Social and E-Mail Analytics 

 If you want predictions and correlations 
you need two out of three



Using The Leader Say/Do Study to Align 
Leadership

Sample question: 
Which of the following best represents the most senior leader you interact 
with on a
regular basis?  In other words, who was the leader you had in mind when you 
thought about the behaviors in the previous question?”
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a. The  leader of the company  (CEO)
b.  The head of my business unit or function (usually a VP or GM)

c. A senior leader in my chain of command (e.g., a plant manager, site 
head, country manager, departmental head)

d. My manager (but not one of the above)



Q. 1      Leaders say this is
important

Q. 2         I see leaders in the 
company actively doing this 

For each topic below, please 
choose two answers in each 
row; one for each of the two 
questions.

To no 
Exte
nt
1 2

To some 
Extent

3 4

To a 
very 
great

Extent
5

Don’t 
know

To no 
Extent

1 2

To 
some 
Extent

3 4

To a 
very 
great

Extent
5

Don’t 
know

A Real priority/sub-goal
1 2 3 4 5 0 1 2 3 4 5 0

B Achieve “Best Place to 
Work” recognition

1 2 3 4 5 0 1 2 3 4 5 0

C Real priority/sub-goal
1 2 3 4 5 0 1 2 3 4 5 0

D Real priority/sub-goal
1 2 3 4 5 0 1 2 3 4 5 0

E Be a responsible 
corporate citizen

1 2 3 4 5 6 1 2 3 4 5 0

F Real priority/sub-goal
1 2 3 4 5 6 1 2 3 4 5 0

G Real priority/sub-goal
1 2 3 4 5 6 1 2 3 4 5 0

H Real priority/sub-goal 1 2 3 4 5 6 1 2
3

4 5 0

I Improve customer 
satisfaction scores to 
greater than 95%

1 2 3 4 5 6 1 2 3 4 5 0
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Thank You!

 For more information on measurement go to 
www.painepublishing.com

 For a copy of this presentation or to subscribe to Your 
Measurement Moment, our bi-weekly e-newsletter, give me 
your card or email me at measurementqueen@gmail.com

 Follow me on Twitter: @queenofmetrics
 Friend me on Facebook: Katie Paine 
 Or call me  at 1-603-682-0735
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