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EFFECTIVE WORKPLACE COMUNICATIONS

Introduction

This toolkit summarises the material in a one day workshop run by 

Luminous Consulting on Effective Workplace Communications. 

The workshop, and this toolkit, is designed for people who are not 

professionally trained communicators who want to be more strategic 

about their everyday communications in the workplace to achieve better 

business outcomes and build their professional brand.  

It is designed to help people to think differently about the way they 

communicate at work, align communications with business objectives, 

and be able to create and deliver clear and meaningful messages. It also 

covers ways to measure the impact of communications. 

3
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Chapter 01:  
Rethinking workplace  

communications

Why does it matter? 

Rethinking communications 

Understanding the impact of your communications 

What does your behaviour say? 

Everyday opportunities to engage 

Key points
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Why does it matter how well people communicate in the workplace? Work 

still gets done, right? Well, it might, but not as well or effectively as it 

could if people fully understood the impact of their communications.  

For example, a big mistake people make when it comes to organisational 

communications is to assume everyone got the message. But simply 

sending information out into the ether does not mean it has been 

received, or achieved the desired effect.  

Learning how to be more effective in your communication will result in a 

better ‘hit rate’ in terms of reaching and resonating with the intended 

audience.  

5

“One of the biggest 
problems in 

communication is the 
illusion it has taken place” 

George Bernard Shaw 

Why does it matter?
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Organisations with effective change and communication 
are 3.5 times as likely to significantly out perform their 
peers.  
(Towers Watson, 2013-14) 

Why does it matter?

Research shows that effective organisational 

communication positively effects performance and 

business results – so it’s worth investing time in getting 

good at it.   

6

Improved communication and collaboration through social 
technologies could raise the productivity of interaction workers 
by 20 to 25%.  
(McKinsey Global Institute, 2012). 

Open communication between management and 
employees increases employee performance.  
(Neves & Eisenberger 2012) 

High levels of customer service (80%) and effective 
communications (73%) were rated as the top two factors likely 
to bring organisational success. 
(Harvard Business Review, 2013) 

Effective employee communication is a leading indicator 
of financial performance.  
(Towers Watson, 2010) 

EFFECTIVE WORKPLACE COMUNICATIONS
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The way we communicate with colleagues and key stakeholders can make or 

break those relationships so it is useful to know a thing or two about workplace 

communications – and that it is not just about what we write or what we say. It’s 

also about what we do. 

Interestingly when I ask people on my effective communication training courses 

what they think internal communication is, they inevitably say “The intranet ”, 

“Staff newsletters” or “What the comms team does”. 

It’s not that they are wrong, exactly. It’s just that that is a fairly narrow definition. 

And as long as people think it’s someone else’s job, they are unlikely to be open 

to learning a lot about it. 

A more helpful definition of internal communication is one that looks beyond 

the transactional communication outputs (such as newsletters and intranet 

stories) towards more intangible things that make organisation’s work,  

Rethinking workplace communications

such as relationships, motivation, involvement, trust, loyalty, allegiance and 

knowledge. 

Alessandra Mazzei, for instance, talks about a resource model view of internal 

communication that promotes ‘active communication behaviours’. That is, 

where people seek out, use and share information purposefully, engage in 

horizontal and cross-functional communication, inform management about 

problems, and disseminate positive information about the organisation’s 

reputation. Essentially it’s about the organisation’s culture, and its impact on 

performance. 

So when you look at internal communication in that way, it starts to become 

much more clear that everyone has a role to play, and that people at all levels of 

an organisation can have an impact. 

EFFECTIVE WORKPLACE COMUNICATIONS
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T
So communications is not just the outputs we produce. It’s also about 

behaviour. 

What you do communicates a powerful message. If there’s a conflict between 

what you say and what you do, your reputation and professional brand 

suffers. 

You can’t NOT communicate – if you say nothing, when you should be saying 

something, that sends a message (that you don’t care enough to keep people 

informed or that you don’t appreciate their efforts). 

And if what you say doesn’t match up with what you do – you are also 

communicating something (that you don’t mean what you say, and that your 

communications isn’t credible).  

Think about unintentional messages you might be sending. For instance, if 

your answerphone message says “Your call is important to me” but you don’t 

return the call, what does that do for your credibility? 

8

DO

TRUST

SAY
Understanding the impact 
of your communications

Communications is not just the outputs we produce. It’s also about 

behaviour. 

What you do communicates a powerful message. If there’s a conflict between 

what you say and what you do, your reputation and professional brand 

suffers. 

You can’t NOT communicate – if you say nothing, when you should be saying 

something, that sends a message (that you don’t care enough to keep people 

informed or that you don’t appreciate their efforts). 

And if what you say doesn’t match up with what you do – you are also 

communicating something (that you don’t mean what you say, and that your 

communication isn’t credible).  

Think about unintentional messages you might be sending. For instance, if 

your answerphone message says “Your call is important to me” but you don’t 

return the call, what does that do for your credibility? 

8
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What does your behaviour say?

9

How are your actions impacting peoples’ perception of you and the 

professional brand of your team or organisation?  Think about  the 

message you send if your company or team values 

EFFECTIVE WORKPLACE COMUNICATIONS

“The most 
important tool you 
have in your entire 
arsenal is integrity”  

Zig Ziglar 

say this… …and you do this:

We believe in making it 

easy  

We are stronger together 

We take pride in our work 

We are here to help

Make it hard for customers to 

deal with you 

Work in silos 

Send out work full of errors 

Make yourself unavailable
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How do you need to be 
perceived?

As demonstrated in previous pages – how we behave communicates 

something, and that can positively or negatively affect how we are 

perceived. That’s why we need to think about communication being 

about more than collateral (posters, brochures and newsletters). You can 

use all the right words, but there are risks in relying heavily on printed 

material if it’s not backed up by behaviours.  

So, how DO you want to be perceived? How do you want your team or 

your organisation to be perceived? More than that, how do you NEED to 

be perceived to be able to achieve what you need to at work – given that 

much of what we achieve requires working with others?   

Put some time into thinking about this and whether the way you are 

communicating – through various modes – is helping to build the right 

professional brand for you.  

10
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The way you write your meeting 

invitation 

How you write your email 

What you say and how you come 

across in meetings 

What you say in conversations at 

the coffee machine, at the water 

cooler, or in the elevator.

Everyday opportunities to engage

Every interaction you have is an opportunity – a ‘moment of truth’ – where you communicate something 

about you/your work/whomever you are representing. Not only an opportunity that you may or may not 

choose to take up – as mentioned previously, you will communicate something, whether you plan to or not.  

Internal communication is not just about big announcements and something you do only through complex 

communications strategies.  

Everyday interactions are opportunities to build either a positive or negative perception. 

If you need to build understanding of what it is you and your team do, how you can add value, or what you 

need help to achieve – then spot everyday opportunities to connect with your stakeholders and tell your 

story – it doesn’t always have to be planned or formal. Do it everyday. 

EFFECTIVE WORKPLACE COMUNICATIONS



SLIDE

PAGE

EFFECTIVE WORKPLACE COMUNICATIONS

LUMINOUS CONSULTING LTD © 2016

Your elevator pitch
You may have heard of the concept of an elevator 

pitch – it’s a one or two minute pitch, usually about 

yourself or what you do, and is based on the 

concept of selling yourself to someone in the time 

it takes to travel up 30 floors in an elevator.  

A common problem I come across when talking to 

people about their challenges with internal 

stakeholders is they think people don’t know or 

understand the what they do, or can do for them.  

Practicing an elevator pitch that succinctly sums 

this up can be useful, so that you are prepared any 

time the opportunity comes up in your everyday 

interactions at work. You can use this to describe 

yourself, or what your team does.  

There are various approaches to developing 

elevator pitches. Personally I like the following 

three simple steps adapted from Christine Clapp’s 

article in Toastmasters Magazine (August 2015). 

12

Step 1: In your first sentence, describe yourself as 

a solution to a problem that your customers face. 

They won’t care so much what your actual job title 

is or about the technical descriptions of your work 

– but the value you add. Keep it simple and focus 

on how you can help them. How do you make their 

life easier? Your first sentence is the most 

important.  

Step 2: Tell an anecdote – a short story to explain 

your motivation for doing what you do, or that 

illustrates the value your work adds to customers. 

Keep it brief.  

Step 3: Start a dialogue by concluding with an 

open-ended question. That way you can learn more 

about your customer and therefore be better 

placed to form a relationship with them or help 

them.  

1. Describe yourself as a 
solution to a problem 

2. Tell an anecdote 
3. Start a dialogue
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Effective communication matters Build trust

Effective communication matters because it lifts 
performance and impacts relationships. 

What you say needs to match what you do if you 
want to have the trust and confidence of your 
stakeholders.

Consider what your behaviour communicates Consider

Communication is more than words – it’s also 
about behaviour.

Everyday interactions are opportunities to help 
(or hinder) customer perceptions.
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Chapter 02:  
Aligning communications 
with business objectives

Cutting through the noise 

Starting with the business outcome 

Five steps to focus your communications 

Opportunities to apply the framework 

Key points

14
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Cutting through the noise

If this passage (left) resembles the level of communications planning in 

your workplace, then you are not alone. It is obviously not the most 

effective approach to communications but it happens all the time – 

people send information out into the ether and just hope it will land.  

Through this chapter, I’ll show you a more effective approach because, 

let’s face it, there’s a lot of noise out there that you need to cut through if 

you want to be heard. People get overwhelmed by the sheer volume of 

information coming at them as they are constantly connected through 

smart phones and devices, and getting swamped by emails.  

If you really want  make sure your communication is having impact and 

able to cut through the noise, you will need to do a bit of planning in 

advance.  

15

“The Voyager spacecraft is moving at 
25,000 miles an hour into outer space, 

destination unknown.  
Aboard is a message. A description of 
Earth and its inhabitants written in 

binary code, zeros and ones.  
We have no idea where this message is 
going or what sort of intelligence may 
find it. No idea if they will understand 
it. If understood, no idea what they will 

do as a result…” 
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What is the 
business outcome 

you need 
communications to 
help you achieve? 

Align your communications 
with business objectives
Before you decide how to communicate, think about why you want to communicate in the 

first place. Consider the business outcome you need communications to help you achieve 

and make that your starting point. 

This might not be the starting point people are used to. As I mentioned in chapter one, when 

it comes to communication, people often want to start at the end output, such as producing 

a newsletter or brochure or poster for the wall. Starting with the business outcome helps you 

to think of all of the opportunities and risks, and better informs decisions around messages, 

audience, and selection of channels.  

Once you are clear on the business outcome, think about what you need people to do 

differently in order to address your business issue or achieve your outcome, and then think 

about what they would need to know, think or feel in order to do that. 

Identify the gap between what they currently do and what you need them to do. This will 

help prioritise and focus your communications.  

Consider these things before you set up your meeting, write your email, or prepare your next 

presentation. The following pages will step you through this process.   
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5 steps to focus your communications
1. Identify the business issue you need communications to help you address 

To be strategic about your communications, you need to start by asking “What business objective do I need 

to meet, or issue do I need to address, that communications can help with?” (NOT “I need a brochure”). 

2. Identify who will help (or hinder) you to achieve that 

Select a key internal stakeholder or customer that can either help you achieve what you need to, or who 

could get in the way of you achieving it. (You’ll need to work through steps 2-4 for each of your 

stakeholders). 

3. Consider what you need them to know, think, feel, or do 

Consider what action you need your stakeholder to take, and what knowledge or attitudes will help them to 

do that.  

4. Consider what they currently know, think, feel or do 

What are they currently doing, and what is their level of knowledge or current attitude? 

5. Evaluate the gap. Herein lies the communication opportunity 

Using this information, you are now better placed to determine the objectives of your communications and 

develop your messages accordingly. (See Foundations of effective workplace communications – chapter 

three).  

EFFECTIVE WORKPLACE COMUNICATIONS



Use this template to run through the exercise (from the previous page) for each of your key stakeholders.  
To download a copy of this template visit www.luminousconsulting.co.nz.  

Business outcome: ___________________________________________________________________________________________________________ 

Key stakeholder:  ____________________________________________________________________________________________________________ 

IDEAL GAP / OPPORTUNITY 
Know  
Information and knowledge 
 
 
 
 
 
 
 
 
 
 

Think / Feel 
Attitudes and beliefs 
 

Do  
Actions and behaviour 

CURRENT 
Know  
 
 
 
 
 
 
 
 
 
 
 

Think / Feel 
 

Do 
 

 
LUMINOUS CONSULTING LTD © 2016
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Opportunities to apply the 
framework

You can apply the ‘know, think/feel, do’ framework every day to improve 

the focus and effectiveness of your communications at work. For  example 

when: 

writing an email 

preparing for a meeting with a key stakeholder or customer 

in a team meeting to brainstorm a particularly complex  situation 

analysing a problem customer relationship 

preparing to brief your communications team or consultant. (See more 

on how to do this on the following pages.) 

One of the benefits of having this type of discussion in a team meeting is 

that everyone becomes more aware of the issues and challenges or needs 

of key stakeholders, and also of the objectives. All members of the team 

are then better placed to be advocates or champions for the team when 

they have interactions with your internal stakeholders.  

19
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Getting the best value from 
your communications team

Most teams don’t have unlimited communications resources at their 

fingertips, nor an unlimited budget to bring in external communications 

contractors or consultants.  

This toolkit will provide you with some tools and knowledge to build your 

own communications capability, but there will always be times when you 

need to engage communication professionals to help you. When you do, 

you want to get the best return on your investment (of either time or 

money). 

The following page provides some tips on how and when to engage 

communication professionals to get the best value.  

20

Companies that are most 
effective at change 

management are 4.5 times as 
likely to involve change and 

internal communication 
professionals at the earliest 
stage of planning – when 

they’re identifying the 
problem or opportunity.  

Source: Towers Watson, 2013-14
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Tips on engaging your communication team
1. Engage early 

One of the most important ways in which you can get ensure you get the best value from your communication team or consultant is to engage early – not at 

the final stages of your project. When brought in at the planning stages, they can help spot opportunities and any potential risks. It’s far better to avoid or 

mitigate risks, than to have the risks eventuate and then bring in the professionals to help manage the mess. 

2. Think about your business need 

Think about your business need before talking with your communication team, using the know, think, feel, do framework. Time and resource is often limited 

so prepare as though you were going to visit an accountant or lawyer (okay, so the communication team won’t normally charge by the six minute block, but 

if that helps focus your thinking then use it!). The point is, think about what you really need help with from a business outcome perspective before you brief 

your communication professional so that you can have an informed conversation.  

3. Go prepared and share what you know 

Have you thought about who the key stakeholders are that can help or hinder you achieving what you need to? Again, use the framework and think about 

what you need them to know, think, feel or do. Go prepared and share what you know. Nobody knows your business like you do. 

4. Let them worry about the ‘how’ 

Focus on the why and let them worry about the how. Whether you need a brochure, a poster, a newsletter, or something else – they can help make that call. 

Going into discussions with a fixed view about how you want to communicate will limit the conversation and the value your communication professional can 

add.

EFFECTIVE WORKPLACE COMUNICATIONS
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Key points from Chapter 02
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Focus on the business outcome Look for opportunities every day

Start by asking: what is the business outcome 
you need communications to help achieve?

Use this approach in your everyday 
communications, including to get the most value 
from your communication team.

Think about your audience

Consider what your audience needs to know, 
think, feel or do to achieve it.

EFFECTIVE WORKPLACE COMUNICATIONS
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Chapter 03:  
Foundations of effective 

workplace communications
Look at the big picture 

Using the 5 Ws and H formula 

The Who – think about your audience 

The When – think about your timing 

The Where & When – think about your channels 

The What – think about your message 

Clear communications framework 

Key points

23

03



Look at the big picture

The quality of your message will determine the effectiveness of your 
communication. But to be clear about your message, you need to look at the big 
picture. 

As outlined previously, there are things you can do to help guide your 
communication – such as being clear about why you are communicating in the first 
place.  

In this chapter, I’ll outline the other fundamental elements of workplace 
communications and and also give you some tips on clarifying your messages.  

24EFFECTIVE WORKPLACE COMUNICATIONS
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Using the 5 Ws and H formula
In journalism school we were taught to check that we had all the important elements of a story by using the 

5Ws and H formula – that is, the who, what, when, where, why and how.  

This simple formula can also be used to help you remember and think about the important elements of your 

communications. For instance: 

  

Why are you communicating?                             (Objective) 

What do you need to communicate?               (Message) 

Who do you need to communicate with?       (Audience) 

When do you need to communicate it?          (Timing) 

Where and How should you communicate? (Channel) 

The why is the objective of the communications, which is what we touched on in chapter two. The what is the 

message, which I’ll explore in more depth shortly. In these next few pages, I’ll cover the who (audience), 

when (timing) and where and how (channels).   

EFFECTIVE WORKPLACE COMUNICATIONS



The ‘WHO’ –  
Think about your audience
Identify your audience 
First, you need to identify who your audience or key stakeholders are. 

Do this by thinking about: 

which groups of people can help you achieve your business 

objectives? 

who do you need to know, think, feel or do something differently? 

who is interested and has the power to influence the outcome – either 

positively or negatively?  

Get to know them 
Next, you need to get to know them. What are their needs? What works 

for them? If you don’t know, do some research. It will help you to 

communicate more effectively with them. (See also power / interest 

matrix page 28) 

26PAGE
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When thinking about who you need or want to 
communicate with, there are some traps that new players 

tend to fall into. Don’t be one of those people… 

Traps for the unwary 
Don’t assume people know what you know. This is particularly important 

for leaders and managers who tend to be privy to more detail and context 

than others. Again, if you can do some research and find out the current level 

of awareness, knowledge and attitudes of your audience, this will help. If you 

don’t have the time and resources to conduct in depth research, at least give 

this some thought. Put yourself in their shoes and think about their 

perspective.  

Beware of unconscious bias. Our subconscious can play tricks with us if 

we’re not careful, and lead to us making all sorts of assumptions about our 

audience and their needs and preferences. As an example, how often do you 

see the most extraverted and outspoken people being asked most often for 

their input into a meeting, on the assumption that the introverts don’t have 

anything valuable to add? That’s an opportunity lost.  

Don’t ignore the troublesome stakeholders. People sometimes avoid 

communicating with those they know will not be supportive of their 

initiative. I’ve seen this happen time and again, and it inevitably backfires. 

When you do your stakeholder and audience analysis, remember that you 

need to identify not only those who can help you achieve your outcome, but 

those who have the power to stop you achieving it. 

The ‘WHO’ – Think about your audience

EFFECTIVE WORKPLACE COMUNICATIONS
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Use this power / interest matrix to help with your audience analysis and 

communications planning. 

Those with both power and interest are your key players and where you 

should put most of your energy.  

28PAGE

The ‘WHO’ – Think about 
your audience

EFFECTIVE WORKPLACE COMUNICATIONS

Adapted from Mendelow, 1991
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The ‘WHEN’ – Think 
about your timing

Think carefully about the timing of your communications to avoid 

ending up with egg on your face.  

If everyone has already heard about the merger by the time you get 

around to telling the department about it, it’s a little too late. If you 

announce a decision before it’s actually been approved by the board or 

Chief Executive… well, that’s obviously too soon.  

29PAGE
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The ‘WHEN’ – Think 
about your timing

This is an example of the what can go wrong 

when not enough thought is put into timing. 

In this case, the minister involved was not 

happy about road rule changes taking place 

on April Fool’s Day – changes that involved a 

$1.2 million education campaign. 

LUMINOUS CONSULTING LTD © 2016



The ‘WHERE’ & ‘HOW’ –  
Think about your channels

Selecting the most appropriate channel through which to 

deliver your communications is another important 

consideration – and one that can undermine the 

effectiveness of your message if you get it wrong.  

For example, if you are struggling to word an email because 

you know the person receiving it is likely to be concerned 

about it – that could be a signal that you need to pick up the 

phone or set up a meeting.  

31PAGE
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To help you make the decision about which 

channel would be most appropriate, think about 

the level of concern your audience will have about 

the topic of your communication.  

In general, the higher the concern, the greater the 

need for personalised media. 

Some things will need multiple channels (for 

example, wide release, then follow up in team 

meetings), but this ‘Concern scale’ (right) can help 

you select the best channel for the initial release 

of information.  

The ‘WHERE’ & ‘HOW’  
– Think about your channels

10 
9 
8 
7 
6 
5 
4 
3 
2 
1

Verbal 1 to 1 

Verbal 1 to group 

Written (specific) 

Written (general) 

Electronic media

THE CONCERN SCALE

Source: Cropley Communications

EFFECTIVE WORKPLACE COMUNICATIONS
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Beware the limitations of email  
The most convenient isn’t necessarily the most effective 

– and doesn’t always save you time. I’ve heard people 

say they don’t have time for face to face meetings and 

therefore email becomes their default communication 

channel. But it’s a myth that it saves time in the long run 

– especially if there’s room for misinterpretation and a 

need to build relationships. Can you think about where 

an email exchange could have been more swiftly and 

effectively dealt with by having a conversation? 

Remember that avoiding potentially difficult 

conversations by emailing won’t necessarily avoid the 

problem – it will more likely make it worse.  

Two-way communication  
Top down one-way communications doesn’t work so 

well – in fact, organisations that encourage hearing 

from others outperform those that don’t. So never be 

afraid of using channels that give you better feedback, 

even if you think it might be negative (e.g. social 

media). 

Two-way communication enables feedback, and also 

helps to convert information into understanding. If you 

need people to understand something complex, you 

will need to use two-way communication so they can 

clarify and ask questions. 

  

The ‘WHERE’ & ‘HOW’ – Think about your channels

Organisations with the 
“appetite and courage” to hear 
from employees and encourage 
collaboration, typically perform 

better.  
Source: Towers Watson 

EFFECTIVE WORKPLACE COMUNICATIONS
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The ‘WHAT’  
– Think about your message

“I would have written a shorter letter, but 
I did not have the time”   

Blaise Pascal 

Having thought about the various elements of your 

communications planning, you can start to think about 

crafting your message. It takes time, not to mention skill 

and a bit of forethought, to make your message 

meaningful and succinct – which it really needs to be if you 

want to have an impact.  
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Some people tend to think that if they baffle their 

audience with big words and complex phrases, they’ll 

be thought of as highly intelligent and knowledgeable.  

In reality, that’s not generally the case. People will either 

switch off completely if the message isn’t clear – you’ll 

know from the blank stares – or worse, they’ll get 

annoyed.  

As it happens, keeping language simple and jargon free 

is one of the things that differentiates a high 

performing organisation from an average one.  

Recent research shows that high performing 

organisations are: 

Twice as likely to keep language simple and jargon 

free 

80% more likely to have a process for creating great 

corporate stories 

Twice as likely to make emotional connection to 

their audiences 

60% more likely to think about communication from 

the audience perspective. 

                         Source: Stephen Welch, 2015. 

  

The ‘WHAT’ – Think about your message

“The more complex, 
uncertain, ambiguous and 
diverse information is, the 

quicker people feel 
overwhelmed and lose their 
ability to effectively absorb 
and use the information” 

Source: IABC, 2009 

EFFECTIVE WORKPLACE COMUNICATIONS
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The ‘WHAT’ – Think 
about your message

There is a fine balance, though, between too simple and too complex. 

Keeping your messages simple and jargon free doesn’t mean making 

them so simple that people miss the point altogether. Yet if you make 

them too complex, people will lose interest. In this era of information 

overload, you can’t afford to lose your audience – the quality of your 

communication matters. 

It’s useful to remember that people will generally try harder to understand  

a more complex message if you can make a connection with their 

personal experience. So this is where you consider your audience research 

and think about ‘What’s in it for them?’. 
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A mantra I often use when talking to people about communication, and 

especially when they are trying to affect some kind of behaviour change 

is; If you want people to do the right thing, make it easy for them.  

First, articulate what it is you need them to do, then make it easy for them 

to do it. Be very clear. What exactly do you need people to take from your 

message?  

This sign I saw on a New York subway years ago is a great example of really 

clear and memorable message. It’s extremely simple, but hasn’t lost its 

meaning. And with the phone number and police logo, the call to action is 

obvious.  
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The ‘WHAT’ – Think 
about your message

Make it easy 
for people to  
do the right 

thing



To help keep your communications clear and succinct, use this framework 

(adapted from Cropley Communications): 

01: Topic (What’s happening? If email, this is your subject line) 

02: What this means is … (What’s happening) 

03: What it means for YOU is … (Personal impact) 

04: There reason we’re doing this is … (Rationale / context) 

05: Either What will happen next is … 

Or What we want you to do next is…  
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The ‘WHAT’ – Think 
about your message
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Key points from Chapter 03

To craft effective messages, think about:

Why (Objective) 

What (Message) 

Who (Audience) 

When (Timing) 

Where and How (Channel) 

Use the 5 Ws and H to remember the 
fundamentals of communications

what you need your audience to know, 

think, feel or do. 

use plain English  

balance between the complex and simple. 
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Chapter 04:  
Measuring your impact

Why measure? 

Everyday ways to measure your impact 

What to measure 

Feedback opportunities 

Final key points

40
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Why measure?

As well as the 5 Ws and H outlined in the previous chapter on the 

fundamentals of communications – there’s another element of 

communications to consider, and that is ‘measure’. There are a few good 

reasons to measure the impact of your communications, such as to:  

know whether you are hitting the mark – and change course if 

needs be 

ensure communications remains a priority – what gets measured 

gets done… 

assess your return on investment – of time and money 

avoid the ‘space shuttle’ scenario – of simply sending information 

out into the ether and hoping it lands.  
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There are various formal ways to measure organisational communications 

– such as annual internal communication surveys, employee engagement 

surveys, feedback forms and more.  

Responses to engagement survey questions such as “I know what the 

purpose of this organisation is” will give a few clues as the whether 

managers are taking their communication responsibilities seriously – but 

these results tend to be more generalised. 

The focus of this section is on highlighting the more informal ways in 

which you can measure your communications at work every day.  
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Everyday ways to measure 
your impact

You don’t need to wait 
for an annual survey – 

there are everyday 
ways in which you can 

gauge the 
effectiveness of your  

communications.
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Measure the impact 
When thinking about how to measure, stay focused on the impact. For instance, counting 

the number of emails sent or newsletters produced won’t tell you the impact you’ve had. 

Measuring whether they were received and read would be better – but, more than that, 

did the audience understand it?  If nothing changed (about their knowledge, attitude or 

behaviour) then perhaps not. Behaviour change is a sure way to tell that your 

communication has been effective. 

Measure everyday interactions  
In the earlier chapter I mentioned that every interaction you have at work is an 

opportunity – a moment of truth – in which you communicate something. And that you 

can use that to change perceptions, reinforce messages etc. These are also opportunities 

to measure your impact. And in a lot of cases, it’s immediate. Obviously face to face is 

better than email to measure impact. But even so, if you get a huge number of replies to 

your email where people are asking for clarification, or if they are sending you the wrong 

material that you requested, you can take that as a measure.  

What to measure
Other everyday ways to gauge the impact of your communications include: 

the amount of errors or re-work (if people you have instructed are making a lot of 

mistakes, perhaps your communication was unclear) 

the tone of queries or responses to your email (if people seem upset or confused 

by your email, how could you have communicated differently – either the clarity of 

the message or the appropriateness of the selected channel) 

body language (reading the body language of the people you are talking to will 

give you an immediate clue as to the impact your communications is having)  

checking for understanding (if you find you are spending a lot of time explaining 

or going over what you covered in a meeting, again, your communication may not 

have been clear).  
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What is in your blindspot? 
Knowing how to spot opportunities to gather informal feedback about your various 

communications is one thing. It’s another to actively encourage those feedback opportunities.  

What if you are unwittingly discouraging feedback through unintended messages you might be 

sending? For example, what was your immediate reaction when someone couldn’t understand 

something you sent or told them? Was it a reaction likely to encourage that person to tell you if it 

happens again? If not, you maybe cutting off a valuable source of information.  

To be open to feedback, you need to be open to learning what is in your blind spot – that is, those 

things others know about you, that you don’t know about yourself. 

Use the Johari Window (right) as a way to remind yourself to focus on expanding the ‘open’ rather 

than the ‘blind spot’ segments. Sometimes the best way to find out what is sitting in the blind spot 

is to ask – either through an open conversation with peers, colleagues or direct reports, or 

through 360 and other related tools.  

Feedback opportunities

	
	

OPEN	
	
	

	
	

BLIND	SPOT	

	
	

HIDDEN	

	
	

UNKNOWN	
	
	

KNOWN TO SELF UNKNOWN TO SELF

KNOWN TO 
OTHERS

UNKNOWN TO 
OTHERS

Johari Window. Luft & Ingham 1955
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Key points from eBook 

Communications is more than just words – match what you  say with what 

you do 

Everyday interactions are opportunities 

Start with ‘why’ – what’s the business need? 

Who needs to know, think, feel or do what? 

 Plan ahead for clear communications – use the 5 Ws and H  

Make it easy for people to do the right thing. Remember the ‘why’ and 

‘what’s in it for them’ 

Make the most of everyday opportunities to measure your impact. 

To be effective in your everyday communications at work, 
remember: 
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Contact Lucy for individual career and professional development coaching or to find out more 

about her training courses: 

lucy@luminousconsulting.co.nz  

+64 21 221 3939 

www.luminousconsulting.co.nz 

Lucy also publishes regular blogs on career transitions, leadership and employee engagement.  

To subscribe visit: 

 www.luminousconsulting.co.nz/blog/  
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