Communicating Company Values
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Client: GAF
2013 (currently in progress)
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Communication Plan

VZ Communications developed the communication plan and tactics for this
initiative which began in January 2013 with a letter to employees from the
company president (drafted by VZ Communications).
STRATEGIES
Leadership commitment
Enlist leaders to share/communicate the values /proposition, demonstrate their application,
and hold employees accountable for living the values in their daily work activities.

Awareness and understanding
Ensure that employees are aware of the values/proposition, understand what it means,
understand why these values reflect our beliefs and culture, and support them and reflect them
in their actions and work. Rely on two-way communication to introduce the values/proposition
so that employees can ask questions to improve their understanding, and so that leaders can
demonstrate their commitment to living the values. Use collateral materials/tactics to
communicate, support and reinforce the values.

Behavioral change
Influence/encourage behaviors so that employees demonstrate the values in their daily actions
and activities at work. Ensure that we always communicate how our goals and objectives reflect
our values.
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Communication plan
GOALS
With effective communication and
leadership commitment, our values and
value proposition will become more than
mere words—they will be the verbal
reflection of our high-performance culture …
a culture that is embraced by all employees
and reflected in their attitudes and
behaviors as they hold both themselves and
others accountable for the ideals our values
represent.

OBJECTIVES
Ensure that all employees are aware
of the values and the value
proposition, know what they mean,
understand how these values reflect
our beliefs and culture, and
recognize that they can be reflected
in how we do our jobs. For some
employees, we also will begin to
communicate how they will be used
in the future to evaluate behavior
and job performance.

PHASES
1.
Awareness: Create initial awareness and understanding; begin a dialogue among employees
2.
Involvement and understanding: Develop an understanding of how the values and the
values proposition apply to employees (“What does this mean to me?” “What am I suppose
to do about it?”); develop an understanding of how these values represent what makes GAF
uniquely different
3.
Reinforcement and behavioral change: Influence/encourage behaviors so that employees
demonstrate the values in their daily actions and activities at work
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Communication timeline

Q1 2013: Awareness
Get leaders on board;
communicate with
employees in writing and
face-to-face

Q2 2013: Involvement
and understanding
Create the visual
workplace; tell stories

Q4 2013 and beyond:
Reinforcement and
behavioral change
Measure and reward
based on how well
employees demonstrate
the values in their work
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Tactics
LEADERSHIP COMMITMENT
• In 1Q2013 letter, CEO mentioned the new values/proposition and our plans for
sharing them company wide; repeated message in quarterly President’s briefing.

• CEO introduced the values in a separate letter, explaining how these are more than
mere words—they reflect our culture and should be reflected in how we do our jobs.
• CEO and two other leaders participated in producing a video, in which they talked
about the values/proposition; video has been shown in meetings and posted to
employee portal.

• Plant and functional leaders sent similar written messages to their teams (based on
key messages, FAQs and their own objectives).

• Leaders are currently meeting with employees to face-to-face meetings to help them
learn more about the values; survey evaluation data pending.
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Tactics
AWARENESS AND UNDERSTANDING
Meeting-in-a-box
We prepared boxes for leaders to support their initial communication with employees.
The box included a branded flash drive with:
• Key message platform, talking points and FAQs
• A PowerPoint deck with talking points for leaders to use as they meet with employees face-to-face in
meetings to tell the story of how the values/proposition were developed and how they relate to
everyday work, business success and personal success
• A form for evaluating the meeting, testing values knowledge and sharing opinions on the values
themselves
• A short video in which three executives explain the values and their importance to the company’s
success
• A 6x9 card that defines the values and could become a mini-poster for lockers or offices
• “I’ve got value” stickers for meeting attendees to create a buzz back at their work locations among
those who haven’t attended a meeting
• Values posters to post in work areas and work spaces; consider standup banners for lobbies and
larger conference rooms/cafeterias
• A storytelling card so that employees can recognize colleagues who are “living the values”
In addition:
• We developed a standard PowerPoint template to reflect the values as design elements.
• We created a background for the iPhone and iPad
• We’re currently in the development phase of a values screensaver
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Meeting-in-a-box

Video featuring CEO and company
leaders

Stickers for employees to put
on lockers, toolboxes,
notebooks, etc.
Large 24x36 poster for lobbies

Separate and complementary 11x17
posters

Stickers for meeting attendees and
for leaders to use as recognition
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Tactics
AWARENESS AND UNDERSTANDING
• We developed a standard PowerPoint template to reflect the values as design
elements
• We developed screensaver that features the values
• We created a background for the iPhone and iPad
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Tactics
REINFORCEMENT AND CHANGE (late 2013)
• Incorporate and align the values into performance management and leadership
development tools and activities
• Develop a guide for managers and employees that explains the behaviors that
demonstrate the values, providing examples for employees and guidelines that help
managers recognize appropriate behaviors
• Host middle manager learning sessions (could be incorporated into existing
meetings such as the annual sales conference or HR conference as a breakout
session)
• 2-4 hour session covering the company’s vision, values/proposition and
associated behaviors
• Managers analyze how the values would/could impact their jobs
• Plans developed for continuously communicating/living the values
• Action plans developed to identify gaps in behavior, tools needed to close the
gap
• Integrate the values into Raise the Roof awards criteria
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Results
PRELIMINARY OBSERVATIONS (July 2013 data)
•
Meetings were rated as useful (90.2% favorable); helped with understanding
(91.7% favorable); and generated good discussion (73.8% favorable)
•

•

Most employees believe the values are important to the company’s success (95%
favorable)

Safety and Customer Value are the two values that employees believe the company
best demonstrates today; Sustainability and People are the values that need the
most work going forward

Client: Dover Corporation
2010

Dover developed its values in 2009 and began communicating with leadership the
same year and with employees in 2010. VZ Communications developed the overall
communication strategy, tactics and graphic design elements, and we managed
the awareness phase implementation.
GOALS
With effective
communication and
leadership commitment,
our new Dover values
will become more than
mere words—they will
be the verbal reflection of
our high-performance
culture … a culture that is
embraced by all
employees and reflected
in their attitudes and
behaviors as they hold
both themselves and
others accountable for
the ideals our values
represent.

STRATEGY
Ensure that employees
are aware of the values,
what they mean, and how
they will be used to
measure behavior
understand why these
values reflect our beliefs
and culture support them
and reflect them in their
actions and work.

PHASES
1. Awareness: Create initial
awareness, make a “splash.”

2. Involvement and understanding:
Develop an understanding of how
the values apply to employees
(“What does this mean to me?”
“What am I suppose to do about
it?”); develop an understanding of
how these values represent what
makes Dover uniquely different.
3. Reinforcement and behavioral
change: Influence/encourage
behaviors so that employees
demonstrate the values in their
daily actions and activities at work.
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Communication plan
• Rely on two-way communication to introduce the values so that
employees can ask questions to improve their understanding, and so
that leaders can demonstrate their commitment to living the values.
• Use collateral materials (i.e. posters, wallet cards) to support and
reinforce the values.
• Enlist leadership to share/communicate the values, demonstrate their
application, and hold employees accountable for living the values in
their daily work activities.
• Help Operating Companies link existing values to the Dover Values
• Ensure that we always communicate the values as part of our overall
goals and objectives.
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Communication elements
• Key message platform,
talking points as a
foundation for all
communications
• FAQs for leaders and for
employees
• Measurement—a survey
to measure employee
understanding of the
values

These values are more than mere
words on a wall—they are
expressed by our performance and
reflected in our culture.
Our values guide our behaviors
and define those ideals that we
value both as an industry leader
and as responsible stewards of the
resources with which we work.
Values help us define Dover, both
to our shareowners and to
ourselves.
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Awareness

All communications were based on the key message platform.
MESSAGES FROM
LEADERSHIP
A template letter was
provided for Operating
Companies to customize
to introduce the values to
employees.
WALLET CARDS AND
GIVEAWAYS
Wallet cards, tumblers
and stickers were given
to employees to help
keep the values top of
mind.

FACE-TO-FACE
MEETINGS
A PowerPoint deck with
talking points was
provided to each
Operating Company, and
customization was
encouraged. OpCo used
the deck as they met with
employees face-to-face in
meetings to tell the story
of how the values were
developed and how they
relate to everyday work,
business success and
personal success.

These meetings were
supported by our unique
Meeting-in-a-Box
concept.

VISUAL WORKPLACE
We created values
posters that were posted
in work areas and work
spaces. Each Operating
Company could request a
customized poster that
included their brand
logo.

The company’s standard
PowerPoint template was
redrafted to reflect the
company’s values as
design elements.
We scripted and
produced a video with
the CEO in which he
explained the values and
their importance to the
company’s success.
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Meeting-in-a-Box
• Boxes of communication materials were
shipped to each location to facilitate
face-to-face meetings. Boxes included:

– One sheet overview of contents, meeting
expectations
– Poster, wallet card samples
– A values-branded tumbler
– Samples of stickers to be given to
meeting participants
– A branded flash drive that included:
• Template letter for OpCos to customize for their
employees to introduce the values
• A PowerPoint presentation with speaker notes
• A video message from CEO Bob Livingston
(www.vzcommunications.com/dover/Values.wmv)
• A sample form for collecting participant feedback

– A form for ordering additional posters,
wallet cards, tumblers and stickers
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Poster
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Storytelling Cards

Meeting Stickers

Wallet Card
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Letter from CEO
Values Handout

CEO Video

www.vzcommunications.com/dover/Values.wmv
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Order Form

Values Tumblers
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Measurement
Following each values meeting, employees were asked to rate the
meeting and to take a “test” to determine how well they had
understood the values. More than 600 employees completed a
questionnaire.

• 86% agreed or strongly agreed that the information
presented during the meeting was useful
• More than 85% agreed or strongly agreed that the meeting
helped their understanding of the values
• 81% agreed or strongly agreed that these values represent
the Dover culture
• More than 90% agreed or strongly agreed that the values
are important to Dover’s success
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Values and Leadership Competencies
• Dover continues to
reinforce its values in
several ways, including
through its Talent
Management program

Client: Hexcel Corporation
2008

VZ Communications supported the creation of the values themselves, drafting
several versions until a final was approved by leadership. Next, we developed
the overall communication strategy, tactics and graphic design and managed
implementation through the awareness phase.
GOALS
With effective
communication and
leadership commitment,
our new Hexcel values
will become more than
mere words—they will
be the verbal reflection of
our high-performance
culture … a culture that is
embraced by all
employees and reflected
in their attitudes and
behaviors as they hold
both themselves and
others accountable for
the ideals our values
represent.

STRATEGIES
1. Enlist leadership commitment to
share/communicate the values, demonstrate
their application, and hold employees
accountable for living the values in their daily
work activities.
2. Create awareness, understanding and support
for our values throughout the organization.
3. Ensure that employees throughout the company
are aware of the values, understand what they
mean, know how they will be used to measure
behavior, and understand why these values
reflect our beliefs and culture support them and
reflect them in their actions and work.
4. Rely on two-way communication to introduce the
values so that employees can ask questions to
improve their understanding, and so that leaders
can demonstrate their commitment to living the
values.
5. Use collateral materials/tactics to communicate,
support and reinforce the values.

Responsibility. We work with
uncompromised integrity on
behalf of our shareholders,
employees and customers.
We strive to be good citizens in
the communities in which we
live and work.
One Hexcel. We thrive on the
contributions each person
brings to the Company by
valuing diversity, developing
talent, fostering teamwork, and
rewarding success.
Innovation. We embrace the
curiosity to explore ideas, the
passion to challenge the
impossible, and the conviction
to succeed beyond
expectations.
Accountability. We are
accountable—to customers,
shareowners, the community,
suppliers and to ourselves—for
achieving superior
performance by expecting
excellence in everything we do.
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Objectives and Steps
LEADERSHIP
COMMITMENT
CEO to introduce values
to top Hexcel leaders at
Leadership Meeting
CEO to communicate
values to all employees
via email and letter

Leaders to send similar
written messages to their
teams

Leaders to meet face-toface with employees to
provide an overview of
values and what they
mean (use our unique
Meeting-in-a-Box)
Measure values
understanding

AWARENESS, UNDERSTANDING AND SUPPORT
Designate “values champions” to organize meetings, create “Values Days”
Create a visual workplace with poster, wallet cards, a screensaver and
desk items

Create a page on the portal that features the values and provides links for
downloading the screensaver and other values communications
Celebrate the values with Values Days, recognizing employees who live
the values

Storytelling—develop a series of stories for newsletters about people who
have done extraordinary work that exemplifies the values
Incorporate and align the values into performance management and
leadership development

Create an awards program that recognizes teams and individuals for their
accomplishments that reflect one or all of the values
Include a link to the values on the external website

27

Communication Elements
• Key message platform,
talking points as a
foundation for all
communications
• FAQs for leaders and for
employees
• Measurement—a survey
to measure employee
understanding of the
values

Our values guide our behaviors
and define those ideals that we
value both as an industry leader
and as responsible stewards of the
resources with which we work.
Our values reflect our beliefs about
the kind of company we want to
be.
Hexcel’s values are expressed in
our performance and reflected in
our culture.
Our values will provide an
additional performance
measurement by which each of us
will be evaluated.
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Meeting-in-a-Box
• Boxes of communication materials
were shipped to each location to
facilitate face-to-face meetings. Boxes
included:
– Overview of the communication plan
and box contents
– Letter from Chairman and CEO to all
employees
– CD-ROM with employee presentation
and speaker notes
– Printed version of speaker notes
– Values poster and samples of wallet
cards
– Order form for wallet cards and
employee giveaway (desk cube)
– Measurement survey (measuring
meeting effectiveness and employee
understanding of the values)

All elements were produced in four
languages: English, Spanish,
French and German
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Handout

CD-ROM with presentation, speaker
notes, feedback form, order form and
other print materials
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Poster

Order Form

Wallet Card

Four-sided Desk Cube (one for each language)
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32

Values Screensaver
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Measurement
Following each values meeting, employees were asked to rate the
meeting and to take a “test” to determine how well they had
understood the values. About 700 employees completed a
questionnaire.

•
•
•
•
•
•

81% agreed or strongly agreed that the information presented during the
meeting was useful
85% agreed or strongly agreed that the meeting helped their understanding of
the values
89% agreed or strongly agreed that these are the right values for Hexcel
More than 90% agreed or strongly agreed that the values are important to
Hexcel’s success
90% agreed or strongly agreed that they knew how to express the values in the
work they do
71% agreed or strongly agreed that they knew how they would be measured
against the values

Client: Jacuzzi Brands
2004

VZ Communications supported the creation of the values themselves, drafting
several versions until a final was approved by leadership. Next, we developed
the overall communication strategy, tactics and graphic design and managed
implementation through the awareness phase. In addition, we worked with HR
to develop tools to use to measure leadership performance against the new
values.
COMMUNICATION GOAL
Behavioral change

COMMUNICATION STRATEGIES
Communicate values by communicating
the kind of performance that reflects our
values.
Incorporate and align the values into
performance management and
leadership development

Reward based on value behaviors
Base business decisions on our values,
and communicate the whys

COMMUNICATION PHASES
1. Awareness (first month)
2. Involvement (episodic and ongoing)
3. Reinforcement (ongoing)

COMMUNICATION GUIDELINES
1. Target supervisors as the
best way to communicate
values with employees.
2. Rely on face-to-face
communication for the
greatest impact; encourage
feedback and questions to
improve understanding.
3. Use collateral tactics for
support, not the sole means
of communication.
4. Live the values. Actions
speak louder than words.
5. Always communicate the
company Vision as you
communicate the values; our
values support our vision
and are not standalone
ideals.

Innovation. We unleash our
imaginations to search for
what’s possible and deliver
what’s needed.
Performance. Promise.
Execute. Deliver. With
discipline and passion.
Sense of Urgency. Time is a
resource we seize to our
advantage.
Customer Relationships.
We’re fanatics about driving
customer success.
People. Our success depends
on the talent of our people
working individually or in teams
to deliver results for our
shareholders.
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The Role of Senior Leaders

We provided some guidelines to enable senior leaders to more effectively
deliver the value message.

•

When you feel the need to communicate values, talk performance instead.
Communicate the kinds of performance that reflect values.

•

Bring supervisors on board as the key communicators of values; ensure that
their communication about values and performance isn’t merely lip service or
done as a check in a box.
Take every opportunity to articulate the company vision and how it can be
accomplished through our values.
Translate values to actions. The example you set—the decisions you make, the
questions you ask, the resources you commit to initiatives—will be more
important than anything you say.
Promote and reward based on how well employees demonstrate values and
meet business goals.

•
•
•

– From: “Innovation is an important value.”
– To: “Let’s celebrate the new product that we’ve developed that will revolutionize
our industry. And let’s have more of these!”
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Awareness
MESSAGES FROM THE
JBI LEADERSHIP TEAM
Leaders were directed to
articulate the company’s
vision, strategies and
values in a way that’s
meaningful and
actionable for employees;
send to employees’
homes.
POSTERS
Values and their one-line
descriptions were posted
in work areas.
KICKOFF CAMPAIGNS
Local events were
scheduled to celebrate
local accomplishments
related to the values set.

EMAIL BLITZ
Daily CEO messages were
sent to all employees for
one week following
initial introduction; the
messages related values
to performance, everyday
work and overall success.
Monthly emails featured
a specific value, focusing
on how business
performance reflects the
value.

ROAD SHOW
Senior leaders met with
employees face-to-face
meetings to tell the story
of how the values were
developed and how they
relate to everyday work,
business success and
personal success.
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Involvement

VZ Communications recommended additional tactics in its communication
strategy to support ongoing reinforcement and understanding of the values
to help create behavior change.
STORYTELLING
Present values in the
context of actual work
people are doing on a
daily basis, not some
theoretical ideal.

Use a template and
streamlined process for
collecting employee-level
stories.

Present the stories in
employees’ own words,
share on the Intranet and
bulletin boards.

VALUES SESSIONS FOR
MIDDLE MANAGERS
4-6 hour session covering
the company’s vision,
values and associated
behaviors.
Managers analyze how
the values would/could
impact their jobs.
Plans developed for
communicating/living
the values.

Action plans developed
to identify gaps in
behavior, tools needed to
close the gap.

ONLINE VALUES GAME
Create an electronic
trivia game, posted to the
intranet, developed as a
learning tool but with
some humor and prizes
built in for successful
completion.
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Reinforcement

VZ Communications recommended additional tactics in its communication
strategy to support ongoing reinforcement and understanding of the values
to help create behavior change. We helped the company implement a few of
these.

1. Annual report
–

Include a page in the next annual report on the company’s values

2. Website
–

Add a page on company values to the external website

3. ID badges/wallet cards
–

Add a list of the values to employee badges; give them wallet cards or magnets

4. Desk items
–

Create free-standing item for the desk that communicates the vision and values

5. Presentations
–

Begin all meetings with a slide on the company’s vision and values

6. Screensavers

– Offer a screensaver for computers that define the values
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Poster
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Wallet Card
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Letters to Leaders and Employees
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Values Screensaver
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Performance Management Tools

