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The world of work is changing. And as consultants we’re in  
a privileged position. The sheer breadth of what we do provides  

a satellite view of what’s going on in many worlds of work.

Hello.
INTRODUCTION

hat view shows us there’s massive overlap 
in the challenges organisations are facing. 
When an international bank is introducing  
a new diversity and inclusion policy,  
the Internal Communications (IC) lead  

comes up against many of the same problems faced by  
her equivalent at a high street retailer. A major charity 
looking to stem the flow of colleague turnover might  
learn from a construction company with an 
ageing workforce recruiting to meet the 
demands of fast growth.

But we appreciate that the demands  
of day-to-day delivery can make it difficult  
to scan the horizon and think big picture 
and long-term. We know that business 
confidentiality – and reputation – means  
it can be hard to talk freely about the  
challenging environments in which  
we work and the tough decisions  
we make every day to support it.

 And that’s why we’ve created  
this, the inaugural scarlettabbott  
World Changers report. 

 We’ve interviewed senior IC leaders from global brands, 
reviewed data from hundreds of hours of audits and  
talked with our Insights, Strategy, Culture & Change,  
Employee Engagement and Behavioural Science experts.  

The result is 10 key trends, grouped into three themes. 
You need all of them on your radar.

Evolution shines a light on our changing worlds of work. 
We peer into the chasm between our developing attitudes  

to diversity and inclusion, and how we act to embed  
those attitudes in our workplaces. We discuss the future  
of the intranet – is it dying or just shape-shifting? And we 
prise open the skills gap caused by an ageing workforce  
and the birth of jobs that didn’t exist a decade ago. 

Communication reflects how the explosion in peer-to-peer 
messaging and social media has changed the way we talk to 
each other. Drowning in fake news, we’re throwing the lifeline 

of truth and authenticity out there, while 
in a related piece, we look at how citizen 
journalism can save (or sink) overburdened 
IC teams. And we ask: if everyone’s  
a leader, who’s getting stuff done?

Amplification lifts the lid on the 
most recurrent hopes and fears we’ve 
uncovered while surveying thousands  
of employees over the past few months.  
A rising epidemic of loneliness is 
impacting performance. We reveal  
what helps people get their job done  
– and thrive. And we float the notion  
that organisations might improve  
performance by getting clear on  

purpose before letting the world know about it.
We’ve put our big ideas and opinions down in black  

and white, but there’s no full stop. We want to hear from you. 
What are you doing to tackle these challenges? What issues 
do you think we should explore in the future? We intend for 
World Changers to start conversations: conversations that 
excite, intrigue, innovate and, ultimately, improve our  
worlds of work. Tell us what you think.   ••
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Evolution.

We intend for  

World Changers to 

start conversations:  

conversations that  

excite, intrigue, 

innovate and, 

ultimately, improve  

our worlds of work.”

T

32

WORLD CHANGERS 2020 |  INTRODUCTION INTRODUCTION |  WORLD CHANGERS 2020



THEME #01

Evolution.
06 THE INCLUSIVITY LAG

09 BORN-AGAIN INTRANETS

12 9-5  UNTIL  95?

15 MIND THE SKILLS GAP 

4 5

WORLD CHANGERS 2020 |  CONTENTSWORLD CHANGERS 2020 |  EVOLUTION EVOLUTION |  WORLD CHANGERS 2020



t has become increasingly 
imperative in response not  
only to the changing attitudes  
of customers and employees,  
but also increasing pressure  

from investors and governments. 
The independent but government-supported 

Hampton-Alexander Review committed to 
achieving a 33% target for women in leadership 
teams of FTSE 350 companies by 2020i.  
Gender pay gap reporting became  
a UK legal requirement in 2018.  
And many large organisations have 
accelerated their efforts to create 
diverse workforces that represent 
the communities they serve and to 
unlock the gains of a more inclusive 
culture, including increased levels of 
innovation and customer satisfaction. 

THE LACK OF ‘DO’
However, while mindsets keep 
evolving, action and impact appear  
to be lagging behind.

Studies show we are happier, healthier and more 
motivated when we feel like we belongii because 
we don’t feel the need to edit or alter any aspect 
of ourselves to fit in. In a survey by EY and YouGov, 
90% of UK employees said ‘belonging at work’ is 
important to them but 36% of those people don’t 
personally feel that sense of belongingiii. 

In diverse groups – women, racial or ethnic 
minorities, and those who identify as LGBTQ – 
75% say they have not personally benefited  
from their companies’ diversity programmesiv. 

Despite efforts to improve the working  
experience of minority individuals,  
these have not made a meaningful impact. 

 
THE COMMS DISCONNECT
The disconnect between mindset and  
action arises from the source of messaging  
around diversity and inclusion (D&I). 

In some organisations, D&I is driven by 
employee networks and not an official HR or  

IC strategy. This provides people 
with a safe space to champion 
specific issues. 

But too many networks can  
dilute the overall message and  
restrict the audience. 

It also runs the risk of creating  
an ‘us vs. them’ divide – whereby  
a minority group campaigning  
for equality can feel aggravating  
or threatening to people in  
the majority. For example,  
equal pay is an issue that  
might land better if championed  

by a gender equality network as opposed  
to a women-only network.

LEADERSHIP DIVERSITY
At the other end of the spectrum,  
messages about D&I are being sent by  
leaders or are centrally distributed by  
internal communications teams.  
More often than not, leadership teams  
don’t represent the visible diversity that  
they claim to be so committed to.  ⊲⊲

I

IC and HR 

teams can use 

their influence 

to bring about 

change for  

the better.

Diversity isn’t 
a new issue ...

Bridging the diversity and inclusion gap between 

evolving mindsets and lagging actions. 

The inclusivity lag.
EVOLUTION #01
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⊲⊲  In the UK, there are still more men named 
John who run FTSE 100 businesses than there 
are women-run businesses. In January 2018, 
there were just seven female FTSE 100 CEOsv. 

Although leaders provide a highly visible 
platform to raise awareness, the gap arises when 
this messaging isn’t backed up with action.  
Any organisation claiming to be diverse and 
inclusive but unwilling to invest in meaningful 
change that levels the playing field for people from  
minority backgrounds is likely to be view cynically.

But IC and HR teams can use their bird’s eye 
view of activity taking place across the organisation 
to represent the voices of their people and exert 
influence upwards and downwards to bring about 
change for the better. Helping everyone access 
and understand D&I messaging is key to delivering 
change that doesn’t just benefit minority individuals, 
but all of us.   ••

BUSINESS OPPORTUNITIES

1. Develop a strategy that bridges the 

gap between grassroots activities and 

organisational decisions that strive  

for an inclusive culture 

2. Create a clear story about why D&I matters, 

help people understand what’s on offer  

to support them and why particular issues  

are highlighted 

3. Bring together those at the vanguard of 

thinking and those who are lagging behind 

4. Form clear steps for individual employees  

to take action and get involved in creating  

that inclusive environment. 

The intranet of the future?  

Make way for digital comms with a vision.

Born-again 
intranets.

EVOLUTION #02
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BUSINESS OPPORTUNITIES 

1. Use research, data and insight to understand  

the problem your digital strategy is trying to 

solve and create a vision. Ask questions, find 

out what people are trying to do. Where are 

the business bottlenecks? What’s keeping 

your marketers, sales teams, customer-service 

managers and CEO up at night? 

2. Create a digital strategy that combines 

business goals with employees’ needs 

3. Know what you need to deliver on the strategy 

– most likely, an ecosystem of platforms,  

each with a clear purpose and answering a 

defined need. Structure this around a centre 

that signposts and integrates. Don’t be afraid 

to try, test, learn, fail and start again  

4. Support your teams to understand the power  

of your chosen tools. Telling them that Teams 

has video chat isn’t enough: you need to  

help them understand how video chat  

can connect them to colleagues in other sites.

The dawn of  
the digital age ...

The 
inside 
view.

purred a generation of  
IT-savvy people to construct  
intranets to meet what they 
thought their companies  
needed, just as great and 

sophisticated monoliths like Stonehenge  
were once built. Places to store, to share, to unite.

Packed with files and data, these giant sites 
enjoyed their day in the sun for a while.  
But soon, people stopped using them because, 
over time, they weren’t as good at doing what 
they were originally set up to do. Like Stonehenge 
they stayed around, for reasons no one really 
understood, while a plethora of new structures  
and platforms sprang up to meet specific needs 
that intranets couldn’t.

The legacy of all this is a crowded and confusing 
communication landscape. According to McAfee, 
the average large company now uses 1,935  
unique cloud servicesvi.

SO ARE INTRANETS ON THE WAY OUT? 
It’s not that intranets are irrelevent.  
But large, unwieldy, ‘one place for absolutely 
everything’ platforms built without a vision  
are no longer fit for purpose. The future?  
A decentralised digital workplace that brings  
tools and people together to serve clearly  
defined functions. 

To encourage genuine dialogue with your 
workforce and support collaboration, you’ll need 
solid, timely insight to introduce the right tools  
for the job. The intranet might be one of  
these tools, but it won’t be the only one.

S
WHAT DOES THIS  EVOLUTION LOOK LIKE?
A true digital workplace is a smart collection of 
channels and tools, powered by clever tech and 
an intuitive interface, that answers our employees’ 
communication needs more effectively.  
Underlying this creation will be a digital 
communication strategy that is an integral  
part of your overall communication strategy.

The digital strategy will focus on people.  
No more reactive (or, worse, static) platforms 
providing ad hoc solutions to ‘perceived’  
everyday needs. A good digital strategy aims to 
solve business problems and takes a realistic look 
at your organisation’s connectivity infrastructure.  
Do the people you’re communicating with have 
screen access? Do they work on a shop floor with 
poor mobile signal? Do they have to surrender  
their personal devices at the door? Are they drivers,  
out on the road all day?

With the right insight, a digital strategy informs 
the channels and platforms that help the people  
in your business, and, by extension, your customers,  
to do amazing things – in ways that support 
innovation and fuel business growth. 

AND AS FOR THE INTRANET OF THE FUTURE …
It won’t try to be all things to all people. It will still 
serve a purpose as a central platform, but it will 
focus on doing its core functions brilliantly  
and letting the new suite of digital tools that  
complement it shine. It will concentrate on  
the things it does best. According to the Simpplr 
State of the Intranet Report 2019, 51.19% of  
intranets don’t have clearly-defined goals.  ⊲⊲  

hen building something great, pausing to do 
the groundwork is key. And it can be tough. 
The business wants something quickly and  

an array of products all promise to do everything you 
could want. IT is throwing budget at the new project. 
And it’s internal comms that is putting the brakes on  
– we need to be strong!

At The AA, we learned from what went before:  
from large amounts of time and money invested in  
a platform no one uses any more. This time around,  
we were cleverer.  
More strategic.  
We asked the business 
what it really needed, 
and, from that, 
articulated the vision.  
We identified  
clear outcomes  
and explored  
all the digital apps and 
tools we already had  
to find out where the 
gaps were. And we then 
formed a plan to bring it all together.

We launched our new intranet a year ago and  
are measuring its success against those outcomes.  
The metrics show significant impact on our 
engagement scores, on collaboration, and for the  
first time ever, we feel like we’re connecting  
with our frontline people – in vans and in call centres.

So don’t be afraid to slow things down initially. 
Businesses that do the groundwork can expect  
a big leap forwards.

MELISSA MASTERTON,  
HEAD OF INTERNAL COMMUNICATIONS  
AND ENGAGEMENT,  THE AA 

The next era of intranets 
will have a clear purpose. 
Without this they’ll be  
just rocks in a field.

... for the first 

time ever we feel 

like we’re really 

connecting with  

our frontline people 

– in vans and in  

call centres.

⊲⊲  The next era of intranets will have a  
clear purpose, linking what the business  
wants to do with how people go about doing it. 
Without this, they’ll be just rocks in a field,  
with people scratching their heads wondering  
what they’re doing there.   ••

W
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hen conversations around 
generations in the workforce shine 
a light on GenZ and millennials. 
But the needs and value of 
those on the other end of the 

generational spectrum shouldn’t be neglected. 
It’s a group that already makes up 31% of the 

UK workforcevii, and that percentage will only rise. 
Government projections predict adults over 50  
will make up more than 50% of the UK population  
by the mid-2030sviii. But the Centre for Ageing Better 
reports that 80% of UK businesses haven’t discussed 
the ageing workforce in any strategic mannerix. 

 
AGE VERSUS TALENT
As businesses become increasingly reliant on 
older talent – and this talent retires – the ageing 
workforce is a discussion that needs to be on  
the lips of everyone in leadership. 

That means more than simply replacing talent as 
the labour pool shrinks. Considerations should 
include how to help workers navigate retirement 
mindfully, including not just financial readiness,  
but also social readiness. 

Many older workers 
are looking for an 
extended, flexible 
working life. In fact, the 
Department for Work and 
Pensions found that only 
17% of workers believe 
the best way of retiring 
is that traditional vision, 
where you work full-time 
until reaching retirement 
age and then stop workingx. Companies must look at 
policies that support a phased or flexible retirement 
to meet this growing demand.  ⊲⊲ 

W

... the ageing workforce is 
a discussion that needs to 
be on the lips of everyone  
in leadership.

It’s easy to 
overlook workers 
over 50 ...

Societal demographic shifts are dramatically 

changing the labour pool. 

9-5 until 95
EVOLUTION #03

1312
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BUSINESS OPPORTUNITIES

1. Create an engagement strategy to address 

questions of reskilling, formal methods for 

knowledge transfer and phased retirement. 

Bringing this to life needs cooperation  

between HR and IC teams and it’s a  

significant change-management initiative 

2. Harness privileged moments, such as 

recruitment sites, selection and onboarding. 

Use this time to share testimonials from  

older workers to excite new employees, 

regardless of age, about the positives  

of their job and working at the company 

3. Widely communicate the more innovative and 

inclusive elements of your people proposition, 

such as phased retirement, to encourage 

employees to take advantage of them. 

⊲⊲  THE SKILLS EXTINCTION RISK
Knowledge and talent availability are a looming 
threat to businesses. As workers retire,  
essential skills are in danger of extinction.  
Younger workers are often not systematically 
trained for specialised functions – or they simply 
don’t want to do certain jobs. 

For example, one large UK utility found it was 
struggling to replace critical construction and 
operation jobs as employees retired because newer 
staff weren’t interested in performing these roles. 
The solution? An innovative campaign to recruit 
from an economically and socially deprived area that 
helped revitalise both the town and its business. 

Reskilling will also become increasingly important 
as people work longer. What does a second or  
third career look like? For example, a colleague’s  
92-year-old neighbour sells advertising space, 
part-time, on a site for holiday homes. The company 
works around her schedule, and they both thrive. 

WHAT ARE THE BENEFITS?
The biggest barrier is often a lack of awareness  
of how organisations can and do accommodate 
older workers’ needs, as well as the roles on offer.  
Educating managers on how to accommodate the 
needs of older workers for workforce planning is 
critical and shouldn’t be assumed. With proper 
planning, businesses can find ways for our whole 
workforce to thrive.

B&Q, the UK’s largest DIY retailer, serves as 
a shining example of recruiting older workers. 
In a pilot store that only hired people aged over 
50 (yes, that would be now be considered age 
discrimination), they found profits were 18% 
higher, employee turnover six times lower and 
absenteeism 39% lower than comparable storesxi. 
The trick is to spot the opportunities and areas in 
which older workers could thrive and transition 
them into those roles.

In summary, recruiting and retaining older 
workers is going to be more important than ever  
as the pool of available incoming talent changes.   ••

MIND THE SKILLS GAP |  EVOLUTION |  WORLD CHANGERS 2020

Think beyond traditional roles and  

what’s in your job description.

Mind the  
skills gap.

EVOLUTION #04

As workers retire, 
essential skills are in 
danger of extinction.
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A revolutionary  
approach to success ...

s outlined in Michael Lewis’s 
2003 book Moneyball: The Art 
of Winning an Unfair Game. 
Previously, the professional game 
relied on old-school selection 

methods that discriminated against players for all 
kinds of random reasons, often just because they 
didn’t have the right ‘look’. But Oakland Athletics’ 
general manager Billy Beane was convinced that 
data is at the heart of successful team selection, 
rather than the arbitrary methods that have  
always held sway in the professional game.  
So, he reached out to an economist with an  
affinity for baseball. That decision changed 
baseball forever.

Like Beane, forward-thinking businesses are 
increasingly turning to creative approaches to filling 
unmet business needs. Today, employers face a 
growing skills gap because of resource shortages 
and the fact that modern technology is moving 
faster than people’s experience can keep pace. 

A

People are working  

in roles that didn’t 

exist when they  

were children.

New jobs are being created. And they’re so new,  
it’s impossible to recruit an experienced hand.  
A recent study by computer giant Dell estimated 
that 85% of the jobs that will exist in 2030 haven’t 
even been invented yetxii.  

People are working in roles that didn’t exist 
when they were children, and LinkedIn’s talent 
blog predicts the rise of new jobs such  
as drone traffic optimiser, digital currency  
adviser and self-driving car mechanicxiii.

SPOT SKILLS,  NOT TASKS 
Smart businesses focus on skills, not tasks  
and job titles on a CV. By mapping the skills  
of their entire workforce, they’re using 
technology to spot those vital abilities in  
surprising places. IBM’s AI-powered talent 
management tool is one of the best known  
in this space. The UK is the second-largest  
market for the platformxiv, using it to identify  
the skills that businesses need for specific roles, 
and looking within the existing workforce  
to unearth people who may have them.

What might this look like? Bill currently  
works in accounts, but his strategic dexterity  
with numbers, plus his impressive presentation  
skills, make him the perfect candidate for an  
open role in a completely different department. 

It means looking for talent in sectors that 
companies may not have previously considered. 
Netflix’s former Chief Talent Officer Patty McCord 
has shared how the company took a creative 
approach, searching banks and insurers  
to find people who knew how to handle  
large masses of dataxv.  ⊲⊲ 

BUSINESS OPPORTUNITIES 

1. Foster a culture where your learning and development  

strategy is a key component of your overall business planning. 

Make sure you regularly communicate the offerings available  

– and share stories about the people who’ve trodden  

unusual career paths 

2. Boost learner engagement. Talent development must  

tap into the potential and preferences of all employees 

3. Examine your internal ways of working strategy –  

ask yourself: what bad habits are we locked into  

because it’s the way things have always been done? 

Challenge your blind spots and try fresh ways of thinking.

⊲⊲   LEARNING AND RELEARNING ARE KEY
Companies must reinforce the importance of 
learning and relearning. With fresh skills in heavy 
demand, they need to make sure their training 
programmes are up to scratch if they’re going to 
keep pace. According to Harvard Business Review, 
the building blocks essential for organisational 
learning are a supportive learning environment, 
concrete learning processes and practices, and 
leadership behaviour that provides reinforcementxvi. 

With forward-thinking businesses focusing on 
skills and fit rather than tasks, the way teams and 
departments are put together will naturally evolve. 

That means companies must create  
and communicate a culture of belonging  
and development — outside traditional  
organisational structures. Employees stay  
with a business when they feel they belong  
and when they have career mobility.  
Recruiting for fit will result in less of a  
mismatch between company and colleague  
– and that benefits everyone.   ••

16 17
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Fake news ...

In an uncertain world where the truth is hard to find,  

employees are looking to their employers  

to be a reliable and authentic voice.

Disinformation 
crisis.

COMMUNICATION #01
ake profiles. Dishonest leaders at 
the highest levels of government. 
Businesses building value on 
flimsy foundations. Take WeWork, 
for example. Its leaders built  

an enormous valuation based on little more than  
a promise of community and technology changing 
the world, which proved to be the undoing of its 
initial public offering (IPO)xvii.

The world in which we communicate is a 
confusing and complex one to navigate right now. 
Audiences struggle to find their way through the 
fog of falsehood in everyday communication.  
And this distrust of the outside world can infiltrate 
our worlds of work. When cynicism taints the 
outside world, it seeps internally. 

F

Audiences struggle 

to find their way 

through the fog of 

falsehood in everyday 

communication.

THE THIRST FOR AUTHENTICITY
It’s no surprise that our insights show employees 
are craving authenticity. The 19th annual Edelman 
Trust Barometer, which measures trust across 
institutions, sectors and geographies in 27 
countries, cited trust at work as the biggest  
issue of last yearxviii. Employees certainly crave 
authenticity in the messages they receive from  
their organisations. The good news? The same 
report found that 75% of employees trust  
their employers. 

It’s an important relationship that merits 
investment and nourishment. Particularly when  
you consider that 58% of employees look to their 
employers to be a trustworthy source of information 
about social issues and other important topics on 
which there is no general agreementxix.

THE ROLE OF LEADERS
In challenging times, 71% of people think it’s 
critically important for leaders to have a voice  
and actively respond to the situation at handxx.  
It’s here that authenticity shines out as an untapped 
opportunity. The key is to move beyond a simplistic 
understanding of authenticity. The best leaders  
take the helm in troubled times by understanding 
the complexities around what being authentic  
really means – and what it sounds like.

And employees are calling out distant leaders 
who don’t communicate effectively. The research 
we’ve carried out for our clients in 2019 shows 
colleagues are looking for answers to their work-
related questions in news apps before employee 
social networks because, in uncertain times, 
seeking the truth matters more than opinion.  ⊲⊲

2120
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The 
inside 
view.

uthenticity, for me, is about going  
back to basics – and having strong 
measurements in place. People often  

tell me ‘you can’t measure internal comms’.  
Of course you can! And you should.

It’s a pretty straightforward formula. It starts  
with having great content that brings your actions 
and your values to life. You make it relevant for 
people and you measure the impact. And then  
you show that return on investment through 
colleague engagement, customer satisfaction, 
revenues – or whatever key indicators are right  
for your organisation.

LIVING THE TRUTH
Authenticity starts with all of us. You need to bring 
your true self to work. I’ve been on my own leadership 
journey and I’ve learned you can’t act being a leader. 
People can suss out a fraud immediately. 

Outside work, I volunteer for the Scouts.  
I’m the Chief Commissioner for the Scouts in Wales. 
It’s something I care about so much that I get 
emotional – and that’s OK. Showing vulnerability  
as a leader helps people understand who you are 
and what you care about, which helps build trust.

Showing humanity is important because 
it’s people that deliver performance. When we 
communicate, if we truly show the hearts and  
minds of the people doing the work, we’re  
building our authenticity. And our stories  
swell with integrity.

NO GUESSWORK
We’ve got something called Great Experience 
Makers in Great Western Railway.  
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It’s all about living our values and doing the best  
we can, according to six pillars of customer service.

We share stories of the people behind the projects, 
doing great things, linked to the strategic objectives  
of the company. And then we pull out those values. 

There’s a role for communicators to help  
our colleagues tell that story, but it’s about using 
their words and their authentic emotion because 
that’s what speaks to the hearts and minds  
of other people. 

We could tell a lovely story, but if we don’t link 
it back to values of the company and the strategic 
priorities, what’s the point? It’s all about that blend 
for me: the storytelling and the call to action.

It’s also vital not to shy away from the issues  
that matter to people. Some topics might be 
unpalatable to the organisation because we 
disagree, or there’s a view that isn’t in line with 
our values, but we need to have an honest 
conversation about them. 

CHANGING CULTURE
Authenticity creates a community of people  
who have a sense of ‘that’s the way we do  
things around here’. And that’s how you  
change cultures. 

It’s easy when you set your mind to it.  
I think we’ve been bedazzled by glitzy channels. 
But if we’ve got a clear narrative and a clear content 
strategy, it doesn’t matter how basic the channel is 
– it just needs to work. It’s about getting the right 
message to the right people at the right time.

RHIAN MOORE,  
HEAD OF INTERNAL COMMUNICATIONS,  
GREAT WESTERN RAILWAY (GWR)

⊲⊲  BUILDING MEANINGFUL RELATIONSHIPS
For leaders, acting authentically at critical  
moments isn’t just about being transparent.  
It’s about taking people on the journey with you. 
Truth-seeking employees see straight through 
those businesses that pay lip service  
to corporate social responsibility or values.  
They’re turning away from companies who 
acknowledge World Mental Health Day without  
any real evidence that they support employees’ 
mental health for the other 364 days of the year.

In a world lacking trust, strategic internal 
communication is the opportunity to make  
a difference. As businesses, leaders and  
individuals, investing in authenticity is vital  
for success into the 2020s.   ••

BUSINESS OPPORTUNITIES 

1. Build trust: commit to authenticity at all levels  

of the organisation. How can trust blossom? 

By acknowledging the weaknesses,  

strengths, goals and the objectives of  

the business – openly, in approachable  

and accessible communications  

2. Create advocates – once you’ve earned trust, 

encourage key influencers to become engaged 

advocates, committed to the company vision. 

You can do this in lots of ways: dedicated 

ambassador networks are most common  

3. Stop saying and start doing – deeds, not words. 

Use your channels purposefully and coach 

leaders to do the same. Encourage them 

to show their humanity and vulnerabilities. 

Communicate face to face and peer to peer. 

Find the people behind the stories and  

let them tell their truth. 

A
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ome people are leaders.  
Some people are followers.  
Lead, follow or get out of  
the way. This epigram has  
its flaws, but it touches on  

an irrefutable truth for most organisations:  
they need both effective leaders and effective 
followers if they’re to succeed in the long term.  
And yet the focus is almost always on leadership.

It seems that people in Western capitalist 
economies are obsessed with being leaders.  
In the last 50 or so years, there have been more  
than 1,000 scholarly studies into  
the styles and characteristics of  
great leadersxxi. Type ‘leadership 
books’ into Amazon and you’ll be 
faced with about 75 pages of results.  
Now search for ‘followership books’; 
this will only yield about 12 pages  
and many of the titles listed  
will feature the word ‘leadership’.

This obsession with leadership 
presents questions. If everyone is  
busy figuring out how to be a leader, 
who’s actually getting things done? 
And how can a leader possibly 
navigate such a vast canon of literature to realise 
their leadership nirvana?

Charlie Sampson, executive coach and founder  
of the Business Coaching Academy, regularly  
sees people and organisations wrestling with  
these problems. “Businesses don’t need everyone 
to be a leader,” Sampson says. “Leaders typically 
need to be disruptive, visionary and challenging.  
You need a few of them, but mostly you want people 

who are great at managing things operationally.”
We can’t, however, forget about leadership and 

focus solely on followership. The two are symbiotic. 
Perhaps, though, we should focus more on the  
role of a leader as an enabler of great followership 
(and vice versa).

GIVING PEOPLE A  REASON TO FOLLOW
Research dating as far back as the 1980s has 
shown that great followers have four common traits: 
commitment to something beyond themselves; 
strong self-management and critical thinking; 

competence and focus; and couragexxii. 

A leader can’t simply give these  
to a person, team or organisation,  
but they can help to create an 
environment that nurtures them. 

The first, in particular, falls  
squarely within Sampson’s articulation 
of the leader’s role as visionary. 
Defining an organisation’s purpose, 
setting its vision for the future  
and identifying specific ambitions –  
then communicating these in an 
inspiring way – are, primarily, the 
responsibilities of leaders. That’s not  

to say that they should be done in a vacuum,  
but you probably don’t want all your middle 
managers and frontline colleagues ignoring their 
day jobs in favour of big picture, blue-sky thinking.  

LEADING AND FOLLOWING WITHIN A  CULTURE
It’s worthwhile for leaders to appreciate the role 
of culture when considering how to create an 
environment that empowers followership.  ⊲⊲ 

S

Businesses 

need both 

effective leaders 

and effective 

followers if 

they’re to 

succeed in  

the long term.

An enduring truth ...
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Too many MCs, not enough mics:  

practical steps to demystify leadership.

The leadership 
cult.
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IC teams in the danger zone need to shift from 

creator to curator while heeding the risks.

The rise of the 
citizen journalist.

COMMUNICATION #03

⊲⊲  Followership, and therefore leadership,  
is always culture-specific to some extent.  
What constitutes courage in one category  
might not translate to another.

The same goes for competence.  
For example, in one culture, competence is  
likely to manifest itself as an ability to follow  
rules closely and consult continuously with 
colleagues and managers, whereas these  
traits might be frowned upon in a culture  
that’s characterised by competition, autonomy  
and speed. Leaders should consider, therefore,  
whether the right culture exists for followers  
to excel to the benefit of the organisation.

In the context of most organisations,  
you’re probably not a leader if no one’s 
willing or able to follow you. By the same token,  
if you turn everyone into a leader, there won’t  
be anyone left to do the following and you’ll 
devalue great followership.   ••

BUSINESS OPPORTUNITIES 

1. Think and talk about why your organisation is here (its purpose), 

where it wants to be in a few years’ time (its vision) and what, 

specifically, it wants to achieve (its ambition). Then engage 

people in the strategy to get you there. If done thoughtfully, 

with the right collaboration at the right time, this will give great 

followers something to believe in and commit to 

2. Assess your existing organisational culture scientifically and 

then consider whether it’s creating an environment in which 

great followers can benefit themselves and the business.  

If not, something needs to change 

3. Get a fresh perspective every now and then. Use listening 

mechanisms ranging from full communication audits to 

quick temperature checks so you can understand what your 

employees are thinking and saying. Also consider talking  

to an external coach; they’re more likely to ask the questions  

that colleagues won’t, no matter how approachable you are. 
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⊲⊲   Colleagues at the sharp end can give us the 
context and first-hand accounts we need to paint  
a more richly detailed picture of life at work.

But as IC professionals, we need to be vigilant. 
The key is, and always will be, collaboration.  
Reach out, find your authors and content creators 
and invest in them. Make them feel valued, 
purposeful and involved. Train them. 

Lazy factchecking and full reliance on organic 
social media content can go very wrong. If the  
facts are inaccurate, whose reputation does  
that harm? Whose trust does it break? Not the 
citizen journalist. The buck lies with us if we  
choose to blindly use their content.   ••

BUSINESS OPPORTUNITIES 

1. Let local news stay local. Citizen journalism  

is immediate and authentic – and it fills the  

gap that overstretched IC teams can’t reach.  

But let’s elevate the hero stories  

2. Resist the temptation to accept content at  

face value. It can only form part of your  

content strategy: a strategy that relies  

on honest, high-quality journalism 

3. Stay strategic. Do the messages fit with  

what your business wants to say? That means 

using your network of citizen journalists  

to add colour and depth to your story,  

without letting them lead the agenda.

The 
inside 
view.

think there is a fear in internal  
communications that user-generated  
content can clog up our channels and that,  

if you give people a voice, they won’t always  
use it how we’d like them to – strategically. 

But the tools we have at our disposal now, and  
the times in which we live, mean we have a huge 
opportunity. We need to train our people to be  
citizen journalists and influence them to be as  
strategic as possible. It’s difficult to do because it takes 
time and money, and it feels disruptive – and some 
businesses aren’t ready for colleagues to disrupt. 

But I like disruption. There’s a prevailing issue  
to solve in our industry: too much noise alongside  
time-poor people trying to do their job. A useful 
tactic to get their attention is by being intentionally 
disruptive. Citizen journalism may be the key to that.

How can we help our internal citizen journalists  
to become more strategic? We need to allow them  
to be authentic, honest and communicate their reality, 
while we create that line of sight so they can see what 
they’re doing for the business. Give them the hook,  
so they can create the narrative for us.

But of course, there’s a caveat. Giving people the 
keys to the car doesn’t mean we’re happy to let them 
drive away in it – they need lessons. Don’t just give 
them a tone of voice document: dedicate an hour a 
month to an open-door workshop, in various locations 
if you can manage it. It will help you grow your 
network, build stronger relationships and make  
sure different parts of your business understand  
what you’re trying to achieve.   ••

ANDREW HUBBARD,  
INTERNAL COMMUNICATIONS  
AND ENGAGEMENT SPECIALIST

hile juggling growing demands,  
we can’t always be first on  
the scene when something 
happens in the business.  
Cue internal citizen journalists.

Outside the world of work, the citizen journalism 
movement has exploded because everyone has 
access to the internet in their pockets. The person 
in the street – in the right place at the right time – 
captures raw footage that tells a version of the  
truth through their eyes and device. 

And the same idea is cropping up within modern 
organisations too. Harnessing your people on the 
scene to do exactly what you’d be doing if you could 
be everywhere shares the burden and gives us  
all intimate access to events as they happen.

With three-quarters of IC teams now operating  
at fewer than five membersxxiii, that shift from creator  
to curator is necessary – but it carries risk. 
 
WHERE’S  THE RISK?
Ironically, citizen journalism often begins when  
chaos explodes. Disasters can happen in inaccessible 
places, in countries where communication is poor 
or where authorities are secretive. Even if the 
witnesses simply happen to be first on the scene 
at an emergency, the stress and uncertainty of the 
situation means their testimony can sometimes be 
highly inaccurate.

We all saw the footage of the man wielding the 
narwhal tusk to tackle the London Bridge attackerxxiv  
– a scene of bravery captured on camera for the 
world to see, and viral within moments of the act  
of terrorism. Citizen journalism at its strongest.
But what about Princess Anne apparently  
snubbing Donald Trump at Buckingham Palacexxv? 

W

With some  
IC teams  
shrinking ...

The video makes it appear she has little  
enthusiasm to meet the president. But what  
actually happened was that the Queen was  
looking to see who was next in the receiving 
line and Anne’s shrug meant it wasn’t her.  

STOP.  REFLECT.  MITIGATE.
As internal communicators, there’s a lesson to learn. 
Access to modern technology – particularly video 
– can help negate inaccurate testimony.  
But there’s nothing like real-life context to back 
up what we think we saw – and that’s why citizen 
journalism has to work hand in hand with accurate 
reporting and factchecking. If you’re using internal  
citizen journalists, you need to do the same  
to make sure misinformation doesn’t spread  
within your organisation. 

The person in the street (or in your business)  
isn’t a journalist – they’re someone who happens  
to be in the right place at the right time with  
a device in their hand. Their first-hand footage  
can play an important part in how we build the 
picture of the events – and often, it’s playing out  
on Yammer or Workplace before people even think 
of sending it to IC – but it won’t be the full story. 

We’re hearing about businesses forced to build 
internal social media teams to police Yammer  
as it teeters on the brink of becoming the  
Wild West of fake news, doing more harm  
than good and disrupting operational messages.

STRENGTH IN NUMBERS
Internal citizen journalists can be powerful.  
Let’s check in with our champions, use them  
as sources and leads for content, and help  
us to establish a rapport at our locations.  ⊲⊲ 

First-hand footage can play 
an important part in how we 
build the picture of events, 
but it won’t be the full story.

I
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his changing workforce 
demographic and dynamic  
brings new challenges and  
new opportunities. 

Despite – or perhaps  
because of – having more means to communicate 
and connect than ever before, GenZ is also 
the loneliest generation to datexxvi. This lack of 
connection is having drastic impacts on mental 
health, as loneliness can reduce self-esteem and 
increase depression and suicide rates.

BEYOND A BUZZ WORD
Mental health support isn’t new, 
but in recent years, it’s been  
given higher priority by 
companies and governments.

This is partly because of 
increased visibility. In 2018, the 
government published the first 
national Loneliness Strategy 
and appointed a Minister for 
Loneliness to investigate ways  
to combat the problemxxvii.  
In 2019, it launched the  
Let’s Talk Loneliness campaign, 
which brought together organisations such  
as Mind, Public Health England and The  
Marmalade Trustxxviii and was supported by 
businesses and other organisations.

The health impacts of loneliness are well  
studied and include high blood pressure, 
a weakened immune system, anxiety and 
depressionxxix – conditions that can result in 
increased medical insurance claims for  
employers and decreased productivity. 

The growth of remote working may be exacerbating 
feelings of loneliness. The Office for National 
Statistics has reported a steady increase  
in home workingxxx – and with workplace 
conversations playing a significant part in many 
employees’ daily social interactions, the lack of 
these could be increasing social isolation.

BIG ISSUES,  BIG IMPACTS ON BUSINESS
The business impacts of poor mental health  
are well documented. Independent charity  
The Centre for Mental Health estimates that these 

conditions cost UK employers 
almost £35 billion in 2017 alonexxxi.  
That’s why an increasing  
number of businesses are 
investing in programmes  
designed to support their 
employees’ wellbeing.  
However, it’s by no means  
a standard offering in the UK.  
In fact, Deloitte’s 2018 Global 
Human Capital Trends report  
found that only 36% offered  
mental health counselling  
to their staffxxxii.

Today, there’s a general understanding of 
conditions such as depression, anxiety and  
bipolar disorder within business. But when it 
comes to loneliness, more companies need to start 
planning how to protect people’s mental health. 
How are they meeting the needs of their more 
vulnerable colleagues, so they feel less isolated, 
more included and more engaged in the business? 
How are avenues for fostering connectivity being 
created and promoted?  ⊲⊲ 

T

The growth 

of remote 

working may be 

exacerbating 

feelings of 

loneliness. 

As businesses 
welcome GenZ ...
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Business must adapt to manage the rising epidemic 

of loneliness and support isolated employees.

A lonely  
workforce.

AMPLIFICATION #01
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BUSINESS OPPORTUNITIES 

1. Understand – and continue to monitor –  

what type of support your employees want  

and expect. Those insights will be key to any 

mental health and wellbeing initiatives you 

develop as support moves beyond traditional 

employee assistance programmes 

2. Run a culture diagnostic to see what initiatives 

will land most favourably with your people.  

For example, a less open and vulnerable 

workforce will need different channels and 

messaging than a more inclusive workforce 

3. Use this insight to underpin your employee 

engagement strategy. This upfront strategy 

work means that when it’s time to  

communicate your new offerings,  

you’re communicating something  

employees want, in a way that will resonate. 

⊲⊲  How are remote workers included in the  
day-to-day operations? How will businesses  
invest in increased resources – both time  
and money – to create and communicate these  
vital programmes? Even the primary and most 
topical areas of focus will evolve over time,  
as the conversation and needs shift. 

Some companies are already starting to move 
beyond the general mental health awareness  
week activities to specifically target loneliness.  
Co-op has led this conversation with both 
colleagues and customers for five years, after a 
2015 member vote overwhelmingly singled it out as 
a top priority for actionxxxiii. That expressed need led 
to the formation of The Loneliness Action Group, 
in partnership with the British Red Cross, and the 
partners also provide support for the All-Party 
Parliamentary Group on Loneliness.

How businesses – particularly those leading  
HR, wellbeing, IC and engagement functions – 
support mental health will have to change.  
Those that embrace the change will pull away  
from their competitors.   ••
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The race to be  
purposeful is on ...

rganisations across the  
globe are doing some  
serious reflecting to identify  
– and in some cases create – 
their purpose. 

WHAT’S  THE PURPOSE OF PURPOSE?
Quite simply, a purposeful company knows  
why it exists. It understands the role it plays in  
the world and is inspired and driven by the pursuit 
of those ambitions. Purpose informs its strategy, 
values and goals, and is embedded in its culture.

AND THE BUSINESS CASE …
It might be a new concept but the  
usual suspects – including performance –  
are driving the trend. A recent EY survey  
of 1,470 global leaders found that a guiding  
purpose delivers improved performance.  
The survey also found that 97% of companies  
that integrate a broader sense of purpose  
into their DNA report a ‘good’ or ‘great deal’  
of incremental value from it. For example,  
42% say it ‘helps them attract and retain 
employees’, while 40% say purpose has  
a hand in ‘the ability to develop new and  
innovative productsxxxiv’. 

O

We’ve never had so much choice.  
Is it any wonder employees need 
help to find a sense of belonging?

WHAT’S  THE HUMAN ANGLE?
But a larger shift is in place. Companies recognise 
there’s a reciprocal human contract. Our workforces 
are becoming more transient as the gig economy, 
side hustles and job-hopping become the norm. 
Almost 40% of UK workers now have an extra 
income stream, and that number is expected  
to increase to 50% by 2030xxxv. 

A job for life is already largely a thing of the past 
but younger workers are increasingly prepared to 
move around to suit their ambitions. A 2018 Deloitte 
survey found that 43% of millennials plan to leave 
their current jobs within two years and only 28% 
have plans to stay beyond five yearsxxxvi.  ⊲⊲

BUSINESS OPPORTUNITIES 

1. Make your purpose aspirational: identify a purpose  

statement that allows room for growth and autonomy  

and offers a higher societal benefit. The specifics will help 

people choose which company they’d like to work for,  

allowing them to draw synergies between their own  

personal purpose and that of the organisation 

2. Live your purpose: no matter how enticing your purpose 

statement, if the organisation isn’t truly purpose-led, 

all will fall apart. The moment colleagues realise that  

the actual work is inconsistent with their expectations,  

few will hesitate to look for other job options 

3. Communicate your purpose: the purpose must be the  

guiding light that steers the direction of the company.  

It should empower colleagues, guide decision-making and 

lead activities, so communicating it clearly is paramount.

⊲⊲  WHAT’S  DRIVING THE CHANGE? 
Younger generations have never had so  
many choices. They can study, travel, become  
an influencer, kickstart a business with outside 
funding or join an environmental movement in 
south-east Nepal. A global economy means the 
world truly is your oyster. But that creates a lot  
of pressure, and there are no guardrails. 

So is it any wonder that these employees  
are looking for guidance on where to focus their 
efforts and how to find a sense of belonging? 

This is one of the factors driving businesses 
to use purpose to distinguish themselves  
from others. Setting out their purpose makes  
them more likely to attract and retain candidates 
who align with their worldview.

PURPOSE FOR ALL
But purpose isn’t just for younger employees. 
Sjoerd Gehring, Vice President of Talent  
Acquisition and People Experience at  
Johnson & Johnson, says: “There’s a common  
misconception that millennials are unique for 
wanting to do purpose-driven work. In fact,  
70% of US adults say it’s important to them  
that their actions help make a positive  
difference in the worldxxxvii.”

In such a transient and free society,  
with so many choices, people are considering  
what is truly important to them, defining their  
own purpose and looking for an organisation  
that matches those traits.   ••
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Cyber-attacks  
aren’t news ...

he devastating impact of a  
cyber-attack goes without saying – 
in financial terms alone, a 2019 IBM 
survey put the average cost of a 
data breach at almost $4 millionxxxviii. 

With 43% of all businesses having experienced 
a cyber-attack in the last 12 monthsxxxix, the cost 
implication can be crippling – not to mention the 
reputational and business continuity ramifications. 

Most businesses are ramping up their efforts 
to armour themselves against such threats. But while 
they’re busy focusing on the usual suspects, such as 
network failures, data breaches and external hackers, 
they could be missing a big blind spot: shadow IT. 

WHAT IS  SHADOW IT?
A relatively new trend in the world of work,  
shadow IT is a catch-all term for digital tools and 
projects used outside the control of – and often 
without the knowledge of – the IT department. 

And these unregulated tools are a much  
bigger problem for businesses than many realise. 
According to McAfee, the average organisation uses 
almost 2,000 unique cloud services – but most IT 
teams are only aware of about 30xl. Employees are 
adopting platforms such as WhatsApp for quick 
communication, and various cloud-based systems  
for collaboration and document sharing. 

WHY IS  SHADOW IT  ON THE RISE? 
The answer is a relatively simple one: when we’re at 
work, we want to recreate the seamless interactions 
we experience in the rest of our lives. But office  
IT can be outdated, limited or riddled with bugs.  
In an agile and innovative workplace culture,  
our ways of working have adapted accordingly.  

T
If the technology doesn’t keep up, employees will fill 
the gap with the tools they use in their personal lives. 

Software as a Service (SaaS) platforms are  
easily accessible and can meet complex needs at  
a fraction of the cost of traditional service providers 
or IT solutions. But every time an employee 
introduces a new piece of software or app,  
it opens a potentially dangerous cybersecurity gap. 

 
WHAT’S  THE PROBLEM?
Let’s imagine a potential scenario. An employee  
in the sales team for a large retailer has been 
working on its latest quarterly business review.  
It’s a large presentation, packed with graphs,  
stats and revenue figures, and it’s too big to  
send via email. So they log onto a free file-sharing 
platform, upload the presentation and send  
the link to their colleagues. 

This highly confidential document, holding 
business critical data, is now hosted on a  
publicly-accessible cloud platform. With the  
use of such platforms having rocketed by  
53% since 2018xli, it’s easy to see how this  
type of shadow IT is contributing heavily  
to cybersecurity threats. 

WHERE ARE THE OTHER DANGER AREAS?
Consider, as another example, the ramifications of 
a workplace harassment case where unauthorised 
messaging platforms are in play. Or the impact  
of a disgruntled former employee uploading data 
and insights taken from the company.

Organisations could restrict the use of such 
platforms. But consider the reasons for the rise  
of shadow IT in the first place; platform restriction  
is likely to have a wide-ranging cultural impact.  ⊲⊲

When it comes to tackling the biggest challenges  

in cybersecurity, businesses need to look inwards. 

IT in the 
shadowlands.

AMPLIFICATION #03

... shadow IT isn’t  

just an IT problem,  

it’s a behavioural one.
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⊲⊲  Adopting a hardline technology policy won’t 
solve the issue because shadow IT isn’t just an  
IT problem, it’s a behavioural one. We want to 
create cultures where employees can problem 
solve and collaborate using the latest tools and 
technologies that work for them but where they 
also have the awareness and skills to understand 
their technical limitations and flaws. 

So how can we do that? A better understanding 
of the gaps in your IT offering, from the perspective  
of both tools and culture, is the key to tackling,  
and even harnessing, shadow IT.   ••

BUSINESS OPPORTUNITIES 

1. Look into it: it’s easy to turn a blind eye  

to the pockets of shadow IT in your business. 

But by gathering insight on your existing tools 

and channels, either through audits or targeted 

focus groups, you’ll start to uncover those 

unmet needs  

2. Find the ‘why’: using this insight, explore  

why your IT isn’t living up to expectations.  

Has implementation been a challenge?  

Do employees fully understand the capabilities 

of the tools they have at their disposal?  

By getting a clearer picture of your why,  

you can target your efforts more specifically  

3. Assess your infrastructure: when viewed 

holistically, there may be gaps in your channel 

infrastructure that need to be addressed.  

Identify those gaps and look at how you can 

solve them. And you never know, one of 

the shadow IT platforms might be the  

perfect tool for the job and you can introduce 

it more formally 

4. Upskill your employees: make sure they’re fully 

equipped to make the most of the tools they 

already have. And educate everyone on the 

associated risks. Many people simply aren’t 

aware of the risks that come hand in hand with 

shadow IT: they might behave differently  

if they have a better understanding of the pitfalls.

CONCLUSION

Change is constant but it isn’t a problem when you adapt to  
meet the new circumstances you’re faced with. In business,  

as in nature, the failure to evolve can lead to extinction.  
The trends identified in this report need not be something to  

worry about. Rather, they are an opportunity. Prepare yourself to  
tackle them head-on, and be open to doing things differently. 

scarlettabbott is working with clients to do exactly this,  
helping them to get their businesses and people ready to meet  
the challenges they face. If you’re looking for a partner in this  
complex environment, talk to us: hello@scarlettabbott.co.uk

How will you 
change your

world of work

The 
inside 
view.

ecurity and risk is everybody’s responsibility  
– it has to be. 

I could tell you that I have 50,000 people  
in my team because everybody in the company needs  
to be in the security team. Everybody needs to think 
about the risk and genuinely understand it.  

Almost everything we produce will be connected  
in future. Individual data may have no inherent value,  
but we make big decisions based on those little bits  
of information. If someone gets inside and alters  
those ‘irrelevant’ morsels of data, we could make  
wrong decisions that cost us a fortune or, worse,  
have operational impact, and we’d have no idea. 

I could stop all our security problems in a heartbeat. 
I’d disconnect everybody from the internet and fire all 
the staff. But that’s not an effective business model,  
is it? So it’s about balancing the risk in everything we do.  

The language around cybersecurity has to change. 
Words like ‘data’ are scary to some people because 
they’re outside their comfort zone and they don’t ‘get it’.  
So the risk is that they take less care and ‘let the tech 
guys deal with that’. But it’s not a tech issue. 

Historically, security teams are appalling at telling 
stories about what’s happening. I think that’s born out of 
misguided secrecy and the fact that, when it works well, 
you don’t know we’ve been there. But when it goes wrong, 
we’re front and centre – and that’s a thankless task.  

But we know that the power of storytelling can 
change behaviours. We discovered an industry-wide 
intrusion from a nation state and stopped it. That is 
massive and will make a great story. I was proud of  
the team for doing it, balanced with the dismay that  
it happened at all. Authentic stories like that can  
blow people’s misconceptions away.

NEIL  CASSIDY,   
D IRECTOR CYBER SECURITY,  IT  RISK &  COMPLIANCE,  
ROLLS-ROYCE

S
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