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Employees should be treated as both senders, and receivers of information to promote effective 
communication. Yet research shows that managers are still finding it difficult to identify and 
understand the importance of leveraging internal communication to enhance employee 
engagement. To contribute to communication research, and raise awareness of internal 
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communication that reflects the experiences of the employees in a scale-up organization. 
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Sammandrag:  
Sedan länge, har forskare hänvisat till att organisationers förmåga att skapa värde härstammar 

från deras natur som sociala organisationer. Under de senaste åren, har forskare sammanställt 

att effektiviteten av företagets interna kommunikation är fundamental för dess framgång, samt 

att den associeras med arbetsglädje och förhöjt engagemang hos medarbetarna.   

Forskning kring intern kommunikation har tillsvidare tillkännagivit att de anställda i bolag bör 

behandlas som både sändare och mottagare av information för att förebygga en god 

kommunikationsmiljö. Ändå påvisar forskningslitteratur att ledningen i bolag fortfarande 

kämpar med att förstå, och identifiera effektiv intern kommunikation som dessutom kan 

förebygga de anställdas engagemang. För att bidra till forskning om kommunikation, och specifikt 

intern kommunikation är syftet med avhandlingen att identifiera, och beskriva intern 

kommunikation från de anställdas perspektiv i ett scale-up bolag.  

Den teoretiska referensramen baserar sig på hur intern kommunikation inverkar på 

medarbetarnas engagemang. Följaktligen påverkas engagemang av flera olika dimensioner, som 

till exempel den anställdes- roll, röst och prestanda i bolaget. Tillsammans utgör intern 

kommunikation, medarbetarnas engagemang, och de olika dimensionerna den teoretiska 

grunden för studien. Baserat på referensramen, genomförs en kvalitativ studie med 

standardiserade, öppna intervjufrågor. Intervjuerna genomförs med hjälp av en enkät som delas 

via internet åt de anställda i fall-företaget. Resultaten analyseras genom att identifiera kategorier 

som beskriver data och skildrar de fenomen som tillkännages av studien. Vidare, används 

abstraktion för att sammanställa kategorierna och identifiera teman som ytterligare hjälper att 

beskriva datainsamlingen och de olika dimensionerna som antas inverka på engagemang.  

Resultaten visar att intern kommunikation, enligt de anställda innebär all informationsdelning 

inom organisationen. Syftet med intern kommunikation, enligt de anställda är att skapa en 

gemenskap inom företaget där strategi, företagets målsättningar samt värdesättningar är tydliga, 

och innehar en nivå av realitet de anställda kan ställa sig bakom. Studien påvisar dessutom att 

intern kommunikation påverkar de anställdas engagemang genom ett flertal olika dimensioner. 

Speciellt arbetsrelationer spelar en viktig roll för engagemang, där nära relationer mellan 

medarbetare och förmän antas förebygga den anställdas engagemang. Till viktiga teoretiska 

kontributioner hör även två nya dimensioner, feedback och arbetsrelationer, som har en bred 

inverkan på hur den anställda uppfattar intern kommunikation. Ledningen bör sträva till att 

transparent beskriva hur värden, strategi och målsättningar definierats i bolaget, samt påvisa 

deras roll i den anställdas arbetsvardag.  Studien visar dessutom att för att påverka den anställdas 

engagemang, bör personalen känna en viss nivå av stolthet för sitt jobb, som begrundar sig i 

känslan av att vara en viktig del av företaget. Dessutom bör företag förespråka en god 

feedbackmiljö, där öppna diskussioner blir en följd av goda arbetsrelationer. 
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1 INTRODUCTION 

Almost three decades ago, Kogut and Zander (1992) suggested that the capabilities of 

organizations derive from their nature as social organizations. This notion is supported 

by other researchers that state that the efficiency of an organization’s internal 

communication is a fundamental factor for the success of the organization (e.g. Borcaa 

& Baesu, 2014; Verčič, et al., 2012; Welch, 2012). The meaning of internal 

communication is not just a decorative word for information flow, but a concept of such 

importance that every organization should critically evaluate its current comunication 

practices. 

The main objective of internal communication is to inform employees of the 

organization’s goals and policies, while helping the employees understand their role and 

importance (Borcaa & Baesu, 2014). Establishing functional and effective internal 

communications within an organization should be deemed important as it has shown 

strong associations with employee satisfaction and employee engagement among other 

work related factors (Borcaa & Baesu, 2014). According to Schaufeli et al. (2002) high 

levels of employee engagement results in increased productivity, decreased employee 

attrition, improvement of an organization’s image, and increased financial returns. 

Despite these important factors, employees are often treated mainly as receivers of 

internal communication notwitstanding their ability as senders and active agents in 

communication related practices of an organization (Durmusoglu, et al., 2014). Already 

in 1996, researchers stated that employees need to be informed of key issues within the 

organization  for proper contribution towards them (Tourish & Hargie, 1996). Managers 

have since then become increasingly aware of this, yet research today is still emphasizing 

the importance of instructing managers of  the benefits of internal communication for 

enhancing employee engagement (Verčič & Vokić, 2017). In fact, research states that 

employee engagement is not likely to increase if managers fail to understand the 

importance of internal communication from the employee perspective (Ruck & Trainor, 

2012).  

To contribute to communications research, and raise awaraness of the importance of 

internal communication to managers, this thesis will identify and describe internal 

communication based on the reflections of the employee’s of a scale-up organization. The 

aim of this study is to show what internal communication in fact means for employees, 
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and provide important managerial implications that can guide organizations towards 

success by leveraging an informed and engaged workforce. 

This thesis will let the employees of a Financial Technology company voice their 

opinions, experiences and reflections over what internal communication means for 

them. A key goal is to allow the management of the case company to leverage this 

qualitative study to design and implement an effective internal communication strategy 

that can guide the organization towards success through high levels of employee 

engagement and job satisfaction, while also contributing with further theoretical 

implications.  

1.1 Problem Discussion 

In their qualitative study, Mishra et al. (2014) state that executives believe it is best to 

ask the employees of the organization on how they want to receive specific types of 

information. Employee preferences related to amount, channel and type of 

communication has attracted both qualitative (White, et al., 2010) and quantitative pilot 

studies  (Friedl & Verčič, 2011). Still, employees are mainly treated as receivers of 

internal communication and it is perceived that organizations neglect their ability as 

senders and active agents in terms of communication (Durmusoglu, et al., 2014).  

According to Friedl and Verčič (2011), internal communication has two main roles: to 

accelerate information sharing across the company, and form a sense of community 

within the organization. To establish a sense of community within the organization, 

internal communication efforts involve developing and maintaining relationships 

between the organization, supervisors and employees (Karanges, et al., 2015). Karanges 

et al. (2015) state that internal communication facilitates interactions between an 

organization, its supervisors, and employees, which create workplace relationships that 

if deemed meaningful, enhance employee engagement. However, scholars are invited to 

re-examine internal communication strategies and employee engagement for deeper 

insights on both a practical and theoretical level (Karanges, et al., 2015). Therefore, it is 

important to identify and describe internal communication from the perception of the 

employees.  

Internal communication and employee engagement literature has been fairly scarce 

according to Verčič, et al., (2012). Very little attention has been given to the employees 

preferences of their organization’s way of communication (Ruck & Welch, 2012). There 

exists a need to outline an internal communication strategy from the perspective of the 
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employees of an organization. To support such research, one should ask what the 

employees of an organization consider as internal communication. As Macey and 

Schneider (2008) pronounce, managers should acknoweldge that although it is easy to 

change the price and the product, it is another thing to create a behaviorally engaged 

workforce. Altering the perspective of the issue, and giving the employee opportunity to 

voice its opinion, can therefore provide meaningful contributions to internal 

communication research.   

This thesis will focus on the employee’s perspective in a mission to outline the process of 

developing an effective internal communication strategy. By conducting a study on the 

employees of an organization founded in 2016, amid its first rapid growth-phase, the 

study aims to identify what internal communication is according to the employees. To 

further contribute to existing literature on internal communication, the thesis will 

evaluate how internal communication can be used to influence employee engagement. 

Since most academic studies on internal communication focus on large and established 

companies, there is an interesting gap in research focusing on younger companies. The 

thesis will therefore focus specifically on internal communication from the perspective 

of employees at a scale-up organization. According to a report by the universities’ of 

Cambridge, Oxford and Barclays; the term scale-up is intended to be similar to the term 

start-up, and convey the process of first starting, and then scaling the organization 

(Brahm, et al., 2016). The authors emphasize that scale-ups are companies with a viable 

business, distinguishing them from start-ups that are still in the process of establishing 

viability (Brahm, et al., 2016). It is my assumption that there are differences between the 

set of opinions from employees in scale-up organizations compared to large-scale ones. 

An important contribution of this thesis will thus be the managerial implications, that 

for other scale-ups can be important to consider when designing internal communication 

processes. 
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1.2 Purpose 

The aim of this study is to contribute to communications research, and particularly 

internal communication by identifying and describing internal communication 

according to the employees of a scale-up organization. The purpose of this study is 

therefore:  

To identify and describe internal communication that reflects the experiences of the 

employees’ in a scale-up organization. 

As the implications of this study are both theoretically and practically applicable, the 

following research questions, designed to satisfy the theoretical and practical purpose 

are outlined: 

1) What is internal communication according to the employees of a scale-up 

organization?  

2) How can internal communication be used to influence employee engagement? 

1.3 Delimitations 

Delimitations for this study exist in terms of scope, time, and the choice of method. To 

limit the scope, a case study is conducted with a scale-up company instead of within 

several organizations. Because the study is only done on one organization, a more 

extensive study would conduct the data collection on a larger sample to increase 

generalizability. Although this restricts the scope of the study, the limitations allow the 

specific research questions to be answered in a detailed and precise manner while 

maintaining the precise scope of letting the employees voice their opinions.  

The qualitative choice of method involves limitations in that the researcher’s subjectivity 

when interpreting the data can affect the results (Flick, 2009). Moreover, the 

generalizability of the study is affected by the fact that 16 unique responses were 

collected. The number of responses gathered were limited partly due to the relatively 

short time window a thesis is generally conducted within, and to keep the scope of the 

study feasible. The overarching objective of the study, is however, not to draw 

conclusions on what the employees of all organization’s perceive as internal 

communication, which would require a larger scope. Instead, the study aims to identify 

what the concept means for the employees of scale-up organizations, and contribute to 

communication research, by examining how internal communication can influence 
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employee engagement. For further delimitations, see Evaluation of Method in Chapter 

3.6. 

1.4 Definitions 

Internal communication: the exchange of information (such as the vision, policy and 

mission of the organization) and ideas among employees of an organization to build 

trusting and open relationships, create understanding and work towards common goals 

as efficiently as possible (Jacobs, et al., 2016; Verčič, et al., 2012) 

Employee engagement: a positive, fulfilling, work-related state of mind, resulting in 

increased productivity, decreased employee attrition, improvement of an organization’s 

image, and increased financial returns (Schaufeli, et al., 2002). 

Workplace relationships: “A reoccurring connection between two people that takes place 

within the context of work… and is experienced as mutually beneficial.” (Ragins & 

Dutton, 2007). Workplace relationships accelerate the ability for people to pursue 

opportunities for growth and development (Colbert, et al., 2016). 

Scale-up company: A company with an average annualised growth in employees or 

turnover that is greater than 20 percent per annum over a three-year period, with a 

minimum of 10 employees at the beginning of the observation period (Brahm, et al., 

2016). 

1.5 Structure of the Paper 

In this chapter the structure of the paper is presented to give an overall picture of how I 

intend to meet the purpose of this thesis.  

The thesis opens with the literature review, which begins by presenting the main 

framework used in the study. The next three sub-chapters review several articles on 

internal communication, employee engagement and workplace relationships. After this, 

the types of employee communication and communication channel preferences are 

reviewed. Lastly, Chapter 2 will re-present the main framework of the study, both in 

diagram and table format, to ensure the reader understands which theoretical notions 

drive the empirical study.  

In the third Chapter, the research method is presented. The method chapter presents the 

selection of method, the interview guide, the sample and target population, the data 

collection as well as the data analysis and evaluation methods. This thesis is based upon 
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a qualitative, standardized open-ended interview that is distributed through an online 

survey. 

In Chapter 4, the results are presented and analysed. The analysis is supported by the 

theoretical framework presented in the literature review in Chapter 2. The idea is to give 

the reader an in-depth understanding of internal communication from the perspective 

of employees. The chapter opens by presenting findings related to what internal 

communication and employee engagement means for the respondents, and how internal 

communication should be set up within an organization. The analysis is divided into 

several sub-chapters, each centred around a specific dimension from Figure 3 in the 

literature review with a table for each dimension presenting the categories and themes 

obtained from the data collection. The last section in Chapter 4 summarizes the data 

analysis, as well as compares the results to the literature review. 

The thesis concludes with Chapter 5 Discussion, that presents the theoretical- and, 

managerial implications, limitations and opportunities for future research avenues. The 

aim of Chapter 5 is to conclude the findings in a way that illustrates how the purpose is 

met, and the research questions are answered. 
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2 LITERATURE REVIEW 

This chapter will review academic studies on internal communication. The literature 

review begins with definitions of internal communication, followed by an in-depth look 

at key concepts such as employee engagement and workplace relationships that are both, 

according to research, considered connected with internal communication. 

Figure 1 below presents the theoretical constructs that are at the core of this thesis, and 

that are presented in further detail within this chapter. The central notion of the figure 

is that internal communication is tied to employee engagement, which in turn is 

influenced by the seven connected constructs. Together, internal communication, 

employee engagement and the seven constructs form the essential theoretical 

foundations for the empirical study. The circle diagram on Engagement is drawing from 

Ruck and Welch (2012) framework on the six dimensions related to employee 

engagement. 

 

 

Figure 1 Main Framework 

2.1 Internal Communication  

Internal communication has been, and can still be defined in many different ways (Kalla, 

2005). Verčič et al. (2012) define internal communication as the aspiration (starting 

from the vision and proceeding to policy and mission statement and eventually to 

strategy) of achieving a systematic analysis and distribution of information across the 

organization, that is coordinated in the most efficient way possible. Argenti (2003) states 

that internal communication means creating an atmosphere of respect for all employees 
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within the organization. While Jacobs et al. (2016, p. 62) define internal communication 

partly using Verčič et al. (2012) definition by identifying it as the “exchange of 

information and ideas among employees or members of an organization (social actors) 

to build trusting and open relationships and to create understanding”.  

For the purpose of this thesis, internal communication is defined based on both Jacobs 

et al. (2016) and  Verčič et al. (2012) criterion. Internal communication is therefore 

defined as the exchange of information (such as the vision, policy and mission of the 

organization) and ideas among employees of an organization to build trusting and open 

relationships, create understanding and work towards common goals as efficiently as 

possible. Because employee engagement also is a key part of the thesis, it is important to 

highligt that internal communication and internal supervisor communication, has a 

significant role in developing and sustaining employee engagement (e.g. Karanges, et al., 

2015; Ruck & Welch, 2012). 

Internal communication is often associated with employee communication and used as 

a synonym for intra-organizational communication (Verčič, et al., 2012). According to 

Friedl and Verčič (2011), internal communication has two main roles: to accelerate 

information sharing across the company, and form a sense of community within the 

organization. Concerning information sharing, one of the main objectives of internal 

communication is to inform employees of the organization’s goals and policies, while 

helping the employees understand their own role and importance (Borcaa & Baesu, 

2014). To establish a sense of community within the organization, internal 

communication efforts involve developing and maintaining relationships between the 

organization, supervisors and employees (Karanges, et al., 2015).  

Internal communication is also perceived to be close to other management disciplines, 

such as human resources, change management, organizational development, public 

relations and marketing. Moreover, internal communication is highly intertwined and 

often juxtaposed to corporate communication (Verčič, et al., 2012). Many authors refer 

to internal communication loosely using intra-organizational communication, employee 

communication and corporate communication as synonyms, this thesis will use internal 

communication as the main word for all the mentioned synonyms (e.g. Verčič, et al., 

2012; Karanges et al., 2015; Jacobs et al., 2016). 

It is stated in communications literature that managerial activities are impossible to 

carry out without using internal communication in some way (Verčič, et al., 2012). In the 
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study by Verčič, et al., (2012, p. 226), respondents argued that an organization’s internal 

communication specialist “should ideally be knowledgeable in multiple disciplines 

because only then can he/she be a valid partner to the management.” Today’s 

communication’s manager works mainly with a facilitating role between the 

management and workers, that also takes the role of internal coach for management 

(Verčič, et al., 2012). Furthermore, aligning the organizational goals to that of the 

individual employee is perceived as a task for internal communication (Verčič, et al., 

2012). 

Effective internal communication is also deemed positively associated to employee 

satisfaction and organizational commitment (e.g. Jacobs et al., 2016; Borcaa & Baesu, 

2014). It can function as a motivator for employees, which results in more engaged 

customer interactions and personal satisfaction (Verčič, et al., 2012). Job satisfaction 

tends to make employees more involved in organizational activities and more devoted 

towards delivering high quality services (Yee, et al., 2008). Furthermore, satisfied 

employees are deemed to be better at coordinating and collaborating with functional 

areas within the organization, and building strategic alliances with trading partners 

(Jacobs, et al., 2016). It is also argued that satisfied employees are more committed to 

working in cross-functional teams (Jacobs, et al., 2016), which is a very important skill 

in collaborative work. It is however worth noting that the study by Jacobs et al.,(2016) is 

not based on service firms, which makes it difficult to strictly generalize the role and 

effects of internal communication in this context. 

In order to demonstrate how, according to research, internal communication is linked to 

employee engagement, the next sub-chapter will define employee engagement, and 

present several different articles on the relationship between the two.  

2.1.1 Internal communication and  employee engagement 

According to communication experts, engagement is increasingly used as a measure to 

estimate their stakeholder’s experiences as well as cognitive and behavioural practices 

that benefit the organization (Jian & Kulemeka, 2016). Engagement is often used as a 

broad term for all organizational efforts related to stakeholder inclusion in 

organizational activities and decisions (Verčič & Vokić, 2017). But as engagement is still 

most commonly used in organizational behaviour and management literature studies for 

employee engagement (Brodie, et al., 2011), the word engagement will hereinafter be 

used in the context of employee engagement in this thesis.  
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Schaufeli et al. (2002) define employee engagement as a positive, fulfilling, work-related 

state of mind, resulting in increased productivity, decreased employee attrition, 

improvement of an organization’s image, and increased financial returns. Moreover, 

engagement implies physiological as well as physical presence in performing an 

organizational role (Kahn, 1990). Physiological conditions such as meaningfulness, 

safety and availability are also positively linked to engagement (May, et al., 2004). 

Research shows that employee engagement is cultivated by the employee himself, but 

that all employees, regardless of demographics, have the potential to be engaged (Kular, 

et al., 2008). This potential to be influenced, is seen as proof for the underlying 

importance of internal communication in employee engagement (Karanges, et al., 2015). 

Welch (2011) states that internal communication could effectively transfer an 

organization’s values onto its employees, involving them in organizational goals. She 

concludes that engagement is under the influence of internal communication and 

establishes a link between the two. Other studies have consistently shown that 

communication plays an important role in employee engagement (e.g. Karanges, et al., 

2015 and Verčič & Vokić, 2017). Various internal communication elements, such as open 

channels of communication, constant feedback, information sharing and other 

communication initiatives are shown to positively affect work engagement (e.g. Bakker 

& Demerouti, 2008; Caesens, et al., 2014; Fearon, et al., 2013). 

Verčič and Vokić’s study (2017), also states that internal communication satisfaction has 

a significant role in increased levels of employee engagement. The notion is also 

supported by Ruck and Welch’s (2012) findings that state employee engagement is 

influenced by internal corporate communication and effective line, peer and team 

management communication. The authors seem aligned on the notion that successful 

internal communication is perceived to attribute towards employee engagement on a 

multitude of levels. The fact that Verčič and Vokić’s (2017) study relies on employees’ 

self-reports does however raise the concern of self-serving bias, as the employees report 

their own behavior and levels of engagement, and human beings have a tendency to 

perceive themselves in an overly favourable manner in such a context.  

Nevertheless, some researchers, such as MacCormick et al., (2012) warns that despite 

the positive attributes of employee engagement, there can be too much of a good thing. 

Over engagement can lead to exhaustion, cynicism and inefficiency, even professional 

burnout. Issues can arise because highly engaged workers set a standard that others 

think they are expected to follow - even if such a working pace is unrealistic for them 
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(MacCormick, et al., 2012). According to the authors, over engagement has damaging 

effects on interpersonal interactions, can drive additional workplace stress and lead to 

employee withdrawal.  

Several internal communication assessments have focused on which channels an 

organization applies, and the volume of information generated, i.e. the “what” of 

communication (Ruck & Welch, 2012). Ruck and Welch (2012) argue that future 

assessments should concentrate on the content of the communication itself, i.e. how well 

it is provided and how well it is understood. The authors present a new conceptual model 

that they encourage others to use as it includes an emphasis on employee needs related 

to internal communication. The figure by Ruck and Welch (2012) below, is based upon 

their analysis of 12 academic studies and consultancy studies between 2004 and 2010 on 

internal communication. The figure addresses six crucial dimensions affecting employee 

engagement and is accompanied by statements that are important to address in an 

organization’s internal communication.  

 

Figure 2 Conceptual model of employee questions to be addressed through line 
manager and corporate internal communication (Ruck & Welch, 2012) 
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Similarly, to how Figure 1 depicts engagement, Figure 2 conceptualises engagement as 

an outcome of internal communication. It identifies job responsibilities, performance, 

feedback, individual needs, department objectives and results, vision, mission, strategy 

and engagement. Ruck and Welch (2012) specify that employee voice and identification 

are critical components of engagement and emphasize the importance of being informed 

as an employee and getting support from the organization to perform as well as possible.  

Ruck and Welch (2012, p. 301) state that the model “is grounded in the argument that 

work and organisational employee engagement is influenced by internal corporate 

communication and effective line, peer, and team management communication.” They 

also suggest linkages between the dimensions, such as role and performance, suggesting 

that the two are strongly connected to each other. Interestingly, Ruck and Welch (2012) 

state that it is possible that some aspects of the model, such as role, are more hygiene 

factors and that others, such as identification can be a more powerful driver of 

engagement. As the model assesses important employee questions that are to be 

addressed in internal communication, the framework has a key role in supporting the 

empirical study of this thesis. 

As researchers have recognized that internal communication has a role in engaging 

employees, the next sub-chapter will expand on the influence of internal communication 

and look at the role of internal communication on workplace relationships, as well as the 

effects the two have on employee engagement.   

2.1.2 Workplace relationships and employee engagement 

Since it can be established that internal communication has a significant role to play in 

employee engagement (Verčič & Vokić, 2017), and employee engagement is influenced 

by supervisor communication (Ruck & Welch, 2012), one can argue that the relationship 

an employee has with its organization is an important aspect of internal communication. 

Workplace relationships are defined by Ragins and Dutton (2007: 9) as “a reoccurring 

connection between two people that takes place within the context of work… and is 

experienced as mutually beneficial.” Workplace relationships accelerate the ability for 

people to pursue opportunities for growth and development (Colbert, et al., 2016). 

An employee of any organization will have many workplace relationships. However, for 

the employee, two relationships are deemed more important than the rest; the 

relationship with the organization, and with their direct supervisor (Sluss, et al., 2008). 

True for both relationships, is the importance of listening, knowing and taking into 
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consideration the opinion of the employee (Constantin & Baias, 2015). A lack of  listening 

to the employees voice leads to deminishing workforce motivation, and even resignation 

(Constantin & Baias, 2015). Oppositely, well informed employees, who consider their 

voices heard within the organization, become more involved, which can lead to higher 

levels of employee engagement (Constantin & Baias, 2015).  

Internal communication and internal supervisor communication, has a significant role 

in developing and sustaining employee engagement, states Karanges, et al. (2015). When 

organizations and supervisors use resources to communicate internally in a way that 

from the perspective of the employee is beneficial, employees will consider their 

relationship to that supervisor favourable, and respond with positive emotions that lead 

to higher levels of engagement (Cropanzano & Mitchell, 2005). It can therefore be said 

that internal communication facilitates employee enagement, and that for the overall 

internal communication function, it is essential that internal supervisor communication 

and internal organizational communication is supported as a strategic function as well 

as through resourcing (Karanges, et al., 2015). 

Karanges et al. (2015) also asserts that while the organization-employee and supervisor 

-employee relationships operate differently from each other; one may assume that the 

supervisor-employee relationship has a major influence on the development of the 

organization-employee relationship. It should be noted that Karanges et al. (2015) 

research is based on a sample of managers that are familiar with internal communication 

functions. For deeper insight, she recommends qualitative research into the insight of 

other employee’s perceptions of internal communications, regardless of their role. This 

thesis might allow for a deeper comparison of the results, providing more generalizability 

on the subject.  

So far, the literature review has highlighted the influence of internal communication on 

employee engagement, and employee relationships. Figure 2 expanded on other 

constructs that influence employee engagement, that are also tied to internal 

communication. The following sub-chapter will focus on different kinds of 

communication within an organization, and employee preferences in terms of 

communication channels. 

2.2 Employee Communication and Channel Preferences 

For internal communication to be effective, internal stakeholders, i.e. the employees of 

an organization need to perceive that communication is appropriate and acceptable 



 14 

(Welch, 2012). Since inadequate communication has a negative effect on internal 

relationships, employees play a key role in which medium should be used for 

communication (White, et al., 2010). Stauss and Hoffman (2000) emphasize that the 

direction of communication should be one that promotes employee responsibility, 

engagement and self-assurance.  

Stauss and Hoffmann (2000) state that internal communication is practiced through 

top-down, bottom-up, or horizontal communication. Top-down communication 

involves e.g. internal newsletters, employee trainings, meetings and brochures directed 

to employees. Bottom-up communication includes surveys and meetings between 

colleagues, an open feedback policy where giving suggestions and showing discontent is 

allowed, and an open-door policy is promoted. Finally, horizontal communication 

involves a combination of top-down and bottom-up communication where the 

management and the employees are jointly treated as senders and receivers of 

information. (Stauss & Hoffmann, 2000) 

Face-to-face and email communication has according to White at al. (2010) been a 

preferred choice for team and project member communication. Interestingly, Friedl and 

Verčič (2011) note that Millennial employees prefer trraditional media even though they 

heavily use social media off work. Internal communication preferences have also been 

found to be based upon work-roles and specialization where managers favor face-to-face 

communication, and technicians written communication (Kelleher, 2001). The choice of 

medium for communication is important, as each medium engages audiences differently, 

affecting the pace and scale of the communication (Men, 2014). Channels of 

communication are contantly evolving and to date, organizations utilize traditional print 

pubications (such as newspapers and magazines), phone calls, voice mails, face-to-face 

communication, intranets, blogs, intant messenger applications and internal social 

networking sites (Crescenzo, 2011).  

2.3 Framework of the Study 

This sub-chapter will present the framework upon which the empirical study of the thesis 

is based upon. The chapter will play a key role when analysing the results and is therefore 

important for understanding the validity and implications of this study. The diagram, 

which is initially presented in Figure 1, shows that internal communication affects 

employee engagement, which in turn, according to Ruck and Welch (2012) framework, 

is influenced by six other dimensions, originally presented in Figure 2. Drawing from the 
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sub-chapters above on the effects of internal communication on employee engagement 

and workplace relationships, I have created a model with one additional dimension: 

relationships, presented in Figure 3. 

 
 

 

 

Figure 3 Main Framework 

Workplace Relationships are added to the diagram as reviewing literature around 

internal communication shows evidence of the two synergizing with each other. 

Moreover, as stated in sub-chapter 2.1.2, employees who consider their relationship to 

their supervisor favourable, will respond with positive emotions that lead to higher levels 

of engagement (Cropanzano & Mitchell, 2005). That statement, in combination with 

reviews of other articles (e.g. Constanting & Baias 2015; Karanges et al., 2015), leads me 

to include Relationships in the empirical study, to broaden the existing framework by 

Ruck and Welch (2012). 

In order to describe each of the theoretical dimensions presented in Figure 1 and 3, they 

are grouped in a table. Table 1 is essential, as the interview guide presented in Chapter 

3.2 draws from it. 
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Table 1 The eight dimensions central to internal communication  

Dimension Description 

Engagement 
A positive, fulfilling, work-related state of mind, resulting in increased 

productivity, decreased employee attrition, improvement of an organization’s 
image, and increased financial returns (Schaufeli, et al., 2002) 

Support 
The employee’s perception that their organization values their contribution and 

cares about their well-being (Ruck & Welch, 2012) 

Role 
Knowing one’s job responsibilities and how they contribute to the team and 

organization (Ruck & Welch, 2012) 

Performance 
Knowing how one is doing at the job and what the development opportunities are 

(Ruck & Welch, 2012) 

Voice 
Feeling well informed and having the opportunity to give feedback and show 

dissatisfaction (Ruck & Welch, 2012) 

Workplace 
Relationships 

A reoccurring connection between two people that takes place within the context 
of work… and is experienced as mutually beneficial (Ragins & Dutton, 2007) 

Strategy, goals, 
and values 

The employee’s perception of the level of understanding and living according to 
the business strategy, goals and values (Ruck & Welch, 2012) 

Identification 
The employee’s degree of identifying himself with the organization (Ruck & Welch, 

2012) 

 

Table 1 includes a description for each of the six dimensions in Ruck and Welch (2012) 

framework, as well as two additional dimensions Relationships and Engagement. In the 

empirical study, presented in more detail in Chapter 3, the aim is to gather data on each 

dimension, and have the employees describe what internal communication is according 

to them. The aim is to provide answers to the two research questions of the study, i.e.  

1) What is internal communication according to the employees of a scale-up 

organization?  

2) How can internal communication be used to influence employee engagement? 

To conclude, the literature review builds the groundwork for the purpose of the thesis: 

to identify and describe internal communication that reflects the experiences of the 

employees’ in a scale-up organization.  
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3 RESEARCH METHOD 

The method chapter will take the form of a plan of action to effectively support the 

purpose of this study (Saunders, et al., 2012). In this chapter, I will present the method 

selection, sample of the study, and how the data is collected, followed by a presentation 

of how the data is analysed and what the limitations of the study are.  

3.1 Selection of Method 

The study in this thesis is conducted as a case study as it allows me to dive deeper into 

the specifics of internal communication, providing a close, in-depth understanding of the 

employees at the scale-up organization. The aim of a case study like this, is to generate 

new learning about real-world employee experiences on internal communication and its 

meaning for scale-up organizations. To support the case study, the first research question 

“what is internal communication according to the employees of a scale-up 

organization?” is defined to enable a descriptive role for the study, while the second 

question “how can internal communication be used to influence employee 

engagement?” aims to enable more explanatory results (Yin, 2011). The wording of the 

research questions follows Yin’s (2011) recommended applications for different types of 

case studies. Given these, and other recommendations by researcher’s (e.g. Patton 2002; 

Yin 2011), the case study methodology was chosen as a suitable fit. 

The literature review in Chapter 2 establishes the framework on which the data 

collections and analysis are made. The study is conducted using qualitative interviews, 

because the method allows for visualizing people’s perspectives on internal 

communication and investigate subjective interpretations of the subject (Patton, 2002). 

Such interviews are, according to Arksey and Knight (1999) a valuable method for 

exploring opinions, memories, emotions, understanding and various other socially 

subjective behaviours. Exploring internal communication from the employee’s 

perspective, such as the importance of support from the organization and understanding 

subjective behaviour like employee engagement (see more in Chapter 3.2 interview 

guide) are central subjects for this study.  

Patton (2002) presents three general approaches to open-ended qualitative interviews: 

the informal conversational interview, the general interview guide and the standardized 

open-ended interview. Each approach has its strengths and weaknesses and serves a 

different purpose. For this study, the standardized open-ended interview approach was 
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selected since the interview questions are distributed using an online web-survey, and 

the option to re-phrase questions during the interview does not exist. 

3.1.1 The standardized open-ended interview approach 

Standardized interviews ensure that every respondent gets asked the same questions in 

the same way and order, thus generating the same stimuli in the respondents (Patton, 

2002). The approach, according to Patton (2002) is rather fitting for non-researchers, as 

boundaries are predetermined and little room for mistakes that may affect the credibility 

of responses exists. The interview approach is highly focused, and therefore good for 

time-constrained interviews where priority is on covering the most important themes of 

the study (Patton, 2002). As the data collection is conducted in a working environment 

and the respondents, i.e. the employees of the organization had limited time to take out 

of their day to participate in the study – a standardized interview approach felt 

appropriate. Additionally, the standardized interview approach allows me to share the 

survey with employees regardless of where they are situated, and still make sure that all 

interview questions are asked in the same way and form. This will ensure that the data 

collections are focused, and easier to follow. 

Patton (2002) states that using a standardized interview style, supports transparency in 

the data-analysis because the same type of data can be found under the same question 

for each interview, resulting in faster coding and categorizing of the data. By using the 

exact same questions in the study for every respondent, I will limit the scope of the study, 

while still being able to conduct the study on enough employees within the case-

company. The standardized approach also lets me, the examiner, anticipate what the 

limitations of the study are; enabling me to evaluate parts of the study well in advance, 

even before the data has been gathered (Patton, 2002). To illustrate, I was able to make 

edits to the survey questions by recognizing some of the limitations (see Chapter 3.6 

Evaluation of method) that this approach poses. 

3.2 Interview Guide 

The interview guide was designed partly using Ruck and Welch’s (2012) six dimensions 

of employee engagement as a base (see Figure 2.). These dimensions were designed by 

the authors through conducting an analysis of 12 academic and consultancy studies on 

internal communication, and therefore give a suitably broad theoretical perspective on 

internal communication and employee engagement. Other questions were designed 

based on Constantin and Baias (2015) research presented in Chapter 2.1.2 on workplace 
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relationships and their effect on employee engagement as well as Karanges et al. (2015) 

research on employee engagement. Jointly, the interview guide represents the 

framework presented in Figure 3 that is designed specifically for this thesis and is based 

on the whole literature review. 

As mentioned earlier, the interview was standardized, i.e. the same questions were asked 

in the same order for every respondent in an online web-survey format. The survey 

initiated with a short description of the topic and theme of the study, introducing the 

purpose of the research, and including a short disclaimer regarding the usage of 

respondent data. To evaluate responses and increase transparency of the results, the 

survey also included three indirect personal data questions as background on the 

respondents. The following questions were asked:  

• Time with the company in years 

• Role 

• Age 

The other questions followed the theoretical references by Ruck and Welch (2012), 

Constantin and Baias (2015) and Karanges et al., (2015). Each question was designed to 

support the purpose of this study: to identify and describe internal communication that 

reflects the experiences of employees’ in a scale-up organization. Table 2 below presents 

the question themes and their number in the survey, indicating how many questions 

were asked for each dimension. 

Table 2 Interview guide 

Question theme Question number 

Base questions on internal communication and employee engagement 4. - 7. 

Support 8. - 9. 

Role and Performance 10. - 11. 

Voice 12. - 14. 

Workplace relationships 15. - 16. 

Strategy, Goals and Values 17. -20. 

Identification 21. - 22. 
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3.3 Sample and Target Population 

Because of the nature of a case-study, purposeful sampling was conducted with emphasis 

on selecting an information rich group of respondents. The study is conducted on the 

entire target population, which constitutes of 50 employees of a Financial Technology 

Company. Founded in 2016, the organization is amid a rapid growth-phase, with revenue 

growing by over a million EUR per year, to 4.1 million EUR last year, in 2018. Effective 

internal communication can be expected to be an important variable to support that 

growth given how many new employees are starting each month. As global growth is a 

key strategy for the organization, ensuring that internal communication supports the 

organization’s ways of working moving forward, will be crucial for the success of the 

company. 

As the case company is still young, communication structures and clear guidelines have 

yet to be set in place which means employees are likely to have different experiences of 

what constitutes to effective internal communication. Identifying and describing the 

experiences of the target population will provide a great deal of learning regarding the 

employee’s perspective on internal communication, which suites the purpose of this 

study.  

3.4 Data Collection 

The data for this research was collected using an online web-survey that was distributed 

in September 2019. An online survey was chosen as a means for collecting the data due 

to the company having several remote workers, as well as many employees working from 

different locations internationally. By choosing an online survey, my expectations were 

that I could increase the number of responses for the study. The survey was distributed 

via email and Slack (an instant-messaging platform like Microsoft Teams), to all current 

employees of the scale-up organization. As of September 2019, there were 50-employees 

on record working for the organization. The survey was designed and completed using 

SurveyMonkey and included 19 open ended questions asking the respondent to describe 

different internal communication related constructs. The open-ended survey questions 

were accompanied by a text box, allowing the respondents to provide a unique answer to 

each question, giving them the freedom to say exactly how they feel about the topic. 

As time constraints at the workplace were a topic of issue during the data collection in 

September 2019, I chose not to add any additional probing in between questions. This 

made the survey look shorter, increasing the chance that respondents completed it. The 
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survey was rolled out across 7 days to the whole organization by sending group emails to 

each team withing the organization separately. This was done to make the response 

request feel more personal, and harder to avoid. My assumption was that sending a 

company-wide email to 50 employees at once will produce lower response rates than 

contacting smaller groups of people. To some employees, that I am regularly in contact 

with I sent a direct message through Slack prompting them to kindly respond to the 

survey. The overall number of responses was 16 out of 50 employees, constituting a 32% 

response rate for the study.  

Table 3 below presents respondent information, including the completion date of the 

survey, the respondent age at the time of completion, role, and time worked at the 

company.  

Table 3 Respondent information 

Respondent Completion date Age Role Time at company 

1 11/09/2019 24 Sales Coordinator 3 months 

2 11/09/2019 39 Sales Director 9 months 

3 11/09/2019 30 Security and DevOps 4 months 

4 11/09/2019 39 Senior DevOps Engineer 1 Year 9 months 

5 11/09/2019 30 Agile Coach/Product Owner 1 year 1 month 

6 11/09/2019 36 Marketing Manager 10 months 

7 13/09/2019 37 CEO 3 years 3 months 

8 13/09/2019 34 Product Owner 1 year 1 month 

9 13/09/2019 31 Back Office Specialist 6 months 

10 13/09/2019 41 Human Development Manager 1 year 3 months 

11 13/09/2019 30 DevOps Engineer 11 months 

12 17/09/2019 31 Head of Business Services 3 years 

13 27/09/2019 39 Chief People Officer 1 year 

14 2/10/2019 26 Back Office Specialist 1 year 7 months 

15 4/10/2019 51 COO 4 months 

16 16/19/2919 29 Head of Sustainability Service 1 year 

 

Responses 16/50 Response rate: 32% 
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3.5 Data Analysis 

This sub-chapter presents the method of analysis conducted in Chapter 4 Results and 

Analysis. It will describe how the analysis was conducted by explaining my process of 

categorizing and abstracting the data. The aim is to help the reader understand how I 

have arrived at the results. 

3.5.1 Categorization 

According to Spiggle (1994) it is good to start the analysis by categorizing the collected 

data. The essence of categorization is to identify a certain unit of data and connect it so 

some more general phenomenon (Spiggle, 1994). In my case, I will distinguish and 

describe responses through categorizing and draw connections to Chapter 2 and the 

literature review. A category is according to Morse (2008), important in determining 

“what” is in the data, and is generally used in ethnographic, i.e. qualitative studies like 

this study. As the data collection is solely conducted through a qualitative survey, all 

categories are derived from the written responses in the survey. Some categories derive 

from the overarching theme and tone of the response, while other categories were strictly 

connected to the meaning of the words the respondent chose to use to describe his/her 

views.  

Categories are present throughout Chapter 4, as each dimension (see table 1) is 

presented. To illustrate, in Chapter 4.1.1 Setting up internal communication, Table 6 

presents 4 1st order categories, communication structure, multi-channel, interactive and 

accessible that establish a base for the 2nd order categories, and the overall method of 

analysis 

3.5.2 Abstraction 

Following Spiggle’s (1994) framework, the data analysis will include abstraction after 

data categorization has been made. Abstraction groups the categories derived in the 

initial phase of the analysis into higher order conceptual constructs, or themes, as they 

are referred to in Chapter 4 Results and Analysis. As Gioia et al. (2013) explains, the 

emerging themes can help us describe and explain the phenomena we are observing. In 

this study, I attempt to describe the overall notion of the responses for each dimension 

presented in Figure 3, the main framework of the study. Identifying constructs and 

bundling several categories into overarching themes also makes the analysis clearer and 

easier to follow for the reader. In several parts of the results and analysis section, where 

more abstract themes can be identified from the categories, I will follow Gioia et al. 
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(2013) study and order the categories into 2nd order themes – or categories as they are  

presented as in this study.  

To illustrate the process, in Chapter 4.1.1 Setting up internal communication Table 6 

presents six 2nd order categories, clear, segregated, content based, low barriers to 

communicate, instant messaging, whole organization that are grouped into the theme 

Organized and well executed communication that includes the whole organization. 

3.6 Evaluation of Method 

This sub-chapter critically examines and evaluates the research quality of the study. The 

structure of evaluation is based on Wallendorf and Belk (1989) criteria of credibility, 

transferability, dependability, confirmability, and integrity of the study.  

Wallendorf and Belk (1989) emphasize that the study should be a believable 

representation of reality to maintain credibility. This study enforces credibility through 

several techniques. Firstly, all respondents asked were indeed employees of the case-

company with varying roles and experiences from working at the company. Moreover, 

respondent’s overall length of professional careers was varying (see Table 3 for indirect 

respondent data). The above factors ensure broad and varying interpretations, and 

experiences, that are straight from a work-related setting. Secondly, the findings 

represent employees that very much work in a modern communication environment 

where efficient internal communication is expected of the employees, and a multitude of 

communication channels are used daily. 

The transferability of the study in this context stands for the extent to which findings 

can be applied to other contexts and reproduced (Wallendorf & Belk, 1989). This study 

strengthens its transferability by developing a framework based on existing 

communication researcher’s work, that can be leveraged when conducting new research. 

Moreover, the findings can be used in other companies, and not only scale-ups at that. 

Although the findings from this study are from the financial services industry, small and 

middle-sized companies in other industries can apply the same learnings. Companies 

can learn from the experiences and perspectives of the employee on internal 

communication and use the findings strategically, to craft their own successful internal 

communication strategies. The fact that role, age, and time in the organization was 

collected for all respondents further contributes to transferability by enabling other 

companies to more easily apply the learnings to similar groups of employees.     
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Dependability stands for the ability to replicate the study and arrive at the same results 

(Wallendorf & Belk, 1989). Since this is a case-study, the dependability can be criticized 

if the case-company is unique in its type, or different by e.g. having a distinct company 

culture that is not applicable for most companies. Such factors could mean that the study 

produces less generalizable responses. However, as the case-company is a relatively 

young company, my interpretation is that culture still has little effect on the 

dependability of the study. As none of the respondents have spent more than 3 years at 

the company, there is a high chance that habits from previous company cultures still 

exist, maintaining that the results are not completely distinct to one organization.  

Confirmability according to Wallendorf and Belk (1989) stands for the ability to trace 

the data interpretation by following the data and other material. While reaching such 

confirmability is difficult, this study attempts to do so maintaining a clear structure and 

focus throughout all parts of the thesis. By using metatext and introducing each chapter, 

as well as the research process, I am contributing to confirmability and striving to make 

the study as approachable as possible. Moreover, the analysis and the presentation of the 

results aim to do so as transparently as possible, showing what categories have been 

derived from the responses and combining them with direct citations to provide a voice 

for the respondents, that illustrates this effort.  

Integrity means that data interpretation is unaffected by lies of the researcher or 

misinformation from informants (Wallendorf & Belk, 1989). Self-serving bias, which is 

prominent in Verčič and Vokić (2017) study is less of a factor in this study because the 

respondents are not reporting their own behavior, instead they are reporting their 

thougths and reflections on different internal communication constructs. In fact, 

responents are empowered to use their exact words to describe their thoughts. The 

medium for the data collection could however form a sense of urgency in the responses, 

as lenghty responses to survey textboxes are a rare occurrence. Additionally, the sense of 

urgency that that can stem from the study being conducted in a working-environment 

could factor in on the time taken to complete the survey and evaluate every response. On 

the other hand, conducting the survey online increases integrity by letting the 

respondents privately express their opinions, instead of in front of the interviewee. By 

answering in private, through one’s computer, one can assume that opinions are shared 

openly, without being affected by the presence of the interviewee, and knowledge of their 

reactions. 
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Using a survey for the data collection does mean that I distance myself from the interview 

session. According to Patton (2002) bias is less evident in such situations and near equal 

amounts of information is gathered from each respondent, which reduces the chance of 

over influence from certain respondents. Nevertheless, a weakness to the standardized 

approach is that it does not free me, the interviewer to pursue anything but the 

predetermined topics that were in the survey. I was thus not able to explore additional 

areas that may be of importance for the purpose study. This also limits the extent to 

which individual differences between answers can be examined, as the interviewer is 

unable to dive deeper into undetermined areas (Patton 2002). 

As the survey was designed without probing questions more pressure was on the 

questions being worded correctly. A limitation stemming from this was that to a couple 

questions, the respondents answered directly from the perspective of how 

communication functioned at the specific case-company, not necessarily analysing their 

own perspective per say. Nonetheless, a wide range of opinions, and experiences were 

collected, allowing for analysis of the results, that will be presented in the following 

chapter. 
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4 RESULTS AND ANALYSIS 

Chapter 4 will present the results of the empirical study. The results and analysis are 

based around the literature review, and especially around the eight dimensions central 

to internal communication presented in Table 1. The order in which the results are 

presented is the same as in the interview guide (see Table 2, in Chapter 3). From the 

results, 77 categories were identified accompanied by 8 themes. Each sub-chapter in 

Chapter 4 will be accompanied by a table presenting these categories and themes. 

Finally, the results will be holistically presented in Table 14, Chapter 4.3 

Table 4 below summarizes themes that the interview guide was based upon and sets the 

principle for the order of which each dimension will be analysed in this chapter.  

Table 4 Summary of the eight dimensions 

Dimension Description 

Engagement 
A positive, fulfilling, work-related state of mind, resulting in increased 

productivity, decreased employee attrition, improvement of an organization’s 
image, and increased financial returns (Schaufeli, et al., 2002) 

Support 
The employee’s perception that their organization values their contribution and 

cares about their well-being (Ruck & Welch, 2012) 

Role 
Knowing one’s job responsibilities and how they contribute to the team and 

organization (Ruck & Welch, 2012) 

Performance 
Knowing how one is doing at the job and what the development opportunities 

are (Ruck & Welch, 2012) 

Voice 
Feeling well informed and having the opportunity to give feedback and show 

dissatisfaction (Ruck & Welch, 2012) 

Workplace 
Relationships 

A reoccurring connection between two people that takes place within the context 
of work… and is experienced as mutually beneficial (Ragins & Dutton, 2007) 

Strategy, goals, 
and values 

The employee’s perception of the level of understanding and living according to 
the business strategy, goals and values (Ruck & Welch, 2012) 

Identification 
The employee’s degree of identifying himself with the organization (Ruck & 

Welch, 2012) 
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4.1 Internal Communication 

Generally, the findings indicated that there is a broad perception of what internal 

communication implies for employees. The responses on how internal communication 

could be described created a multitude of categories that are presented in Table 5 below.  

Table 5 Internal communication: categories 

1st order Category 2nd order Category 

Types of communication 
Verbal Communication 

Written communication 

Information sharing 
Demonstrations 

Presentations 

Subject awareness 
Explicit knowledge 

Implicit knowledge 

Aligned workforce  

Company culture  

 

Respondents described internal communication as all information that is shared within 

an organization. The results show that internal communication is seen as different types 

of communication within a company. As presented in table 5, two 2nd order categories 

were identified based on this category: verbal and written communication. Following the 

same notion, internal communication is perceived as information sharing, in the form of 

demonstrating, and presenting relevant company agendas, such as products and 

services, strategy, and results.  

Interestingly, internal communication was perceived by several respondents to assume 

a high level of subject awareness from the receiver. In other words, the sender of 

information can expect that the receiver has a general knowledge of the workplace and 

e.g. the industry, and tailor the communication accordingly. This expectation of 

knowledge can be both explicitly articulated, but often it is implicit, in that employees 

that have worked longer for the company, are expected to have a better understanding 

of company related agendas. The citation below is from respondent 9 (see Table 3 for 

more information on the respondent), and effectively illustrates this notion: 

“written/spoken data/information inside of a specific organization, topics circle around the 
organization general matters. It is assumption that people participating to this kind of a 
communication are aware about the field of discussion and expected topics.” – Respondent 9 
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Similarly, to Jacobs et al. (2016) and Verčič  et al. (2012)  definitions of internal 

communication in Chapter 2, respondents stated that internal communication involves 

communicating company strategy, and overall company culture both verbally and in 

written form across the whole organization. Additionally, many respondents, e.g. 

respondent 8 below, perceived internal communication as directing information towards 

the right people within the organization, thus aligning the workforce: 

It is a integral part of the company culture to ensure that all relevant matters reach the persons 
who are needed to be reached. – Respondent 8 

The response also annotates that company culture is an integral part of internal 

communication, which is not as readily brought up in the literature review. This notion 

amplifies the importance of internal communications, as employees seem to base their 

perception of the company culture on how well internal communication functions within 

the organization.  

The following sub-chapters will analyse and present the findings and allow for deeper 

examination on internal communication from the employee perspective. Each of the 

eight dimensions central to internal communication presented in Table 1 in the literature 

review will be reviewed in its own sub-chapter. Moreover, each subchapter will include 

a theme that groups the categories identified and present it in a table like in Table 5 

above. The exception to this being that role and performance are jointly reviewed in 

Chapter 4.2.2 following Ruck and Welch (2012) suggestion that the two dimensions are 

strongly connected to each other.  

4.1.1 Setting up internal communication  

Interview questions were also designed to gather information on how internal 

communication is effectively set-up within an organization. In terms of how an 

organization should set up internal communication, and the type of channels that should 

be used, the respondents emphasized the need for different channels based on the 

content of the communication. Interestingly, ideas were given in terms of structuring 

companywide communication around an intranet, i.e. a web-based landing page for an 

organization’s internal knowledge bank. The intranet would then be used as a one-stop 

access point for everything the company communicates. To further illustrate the process 

of analysis, Table 6 presents the categories derived from this section of the survey along 

with a theme that groups categories together.  
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Table 6 Structure of communication: categories and theme  

1st order Category 2nd order Category Theme 

Communication structure 
Clear 

Organized and well executed 
communication that includes the 

whole organization 

Segregated 

Multi-channel 
Content based 

Low barriers to communicate 

Interactive Instant messaging 

Accessible Whole organization 

 

Communication structure, and planning for how and when organizational news will be 

communicated was another evident factor in the responses. Respondents called for 

appropriate channels for giving feedback on different work-related tasks. Another 

finding was the need for communication channels with low boundaries of messaging, i.e. 

where employees feel that they can with little friction contact their colleagues and 

supervisors. Such communication channels include instant messaging platforms such as 

Slack, and Teams. The same notion was also prevalent in the tone of internal 

communication, as the respondents valued informal messaging more than formal, while 

highlighting the importance of the content of the communication instead.  

The categories in Table 6 illustrate the perception that the respondents have on the 

importance of clear, and structured communication, that is easily accessible and, on 

some level, more interactive than commonly used channels like email. Above all, the 

respondents called for organized and well executed communication that includes the 

whole organization. See respondent 5’s response below to why emails are less preferred 

compared to instant messaging platforms:  

Let's avoid emails. For some reason during the past days / a couple of weeks my email has been 
more filled and that does not work. Slack & face-to-face contacts physically or via video are the 
ones that work for me. – Respondent 5 

The findings from this part of the online survey are very much tied to statements 

presented in Chapter 2.2. Specifically, the notion that employees of an organization must 

perceive internal communication as appropriate and acceptably presented for it to be 

deemed effective, as inadequate communication can have the opposite effect (e.g. Welch, 

2012, White, et al., 2010 and Stauss & Hoffman 2000). Respondent 1 emphasized face-

to-face interaction as a vital part of internal communication for the sake of company 
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culture and making time spent at the office feel more rewarding. In contrast, the direct 

messaging platform Slack, made specifically for businesses, is held in high regard partly 

because it separates work related communication from personal messaging platforms 

such as iMessage and WhatsApp: 

I would do it very similarly that we are doing it at [Case Company]. I love having discussions with 
people face-to-face, which is why I think it is very vital for us to have a cozy office - people enjoy 
coming to work, but also have the chance to work remotely from time to time. I have used Slack 
for a couple of years now, and feel that it is a good communication channel for an organization - it 
allows people to use other communication channels (such as iMessage and WhatsApp) for 
personal use. – Respondent 1 

In terms of channels used, unlike Kelleher’s findings (2001) no key differences in channel 

preferences based on work roles or specialization among the employees were identified. 

Yet the importance of choice of medium for communication was evidently an essential 

factor for the respondents: 

I would like to set up different tiers. e.g. team-level and company-level communication. While both 
are definitely internal they are clearly different. To me this comes down to different amount of 
assumptions included in the communication. – Respondent 3 

In case the communication only involves a specific team, then it should stay within that 

team, and only true companywide news are to be shared holistically with everyone in the 

organization. One to one communication is still preferably handled the old-fashioned 

way, through face-to-face communication. Drawing back to Chapter 2.2. to consider 

Stauss and Hoffmann’s (2000) statements on top-down, bottom-up or horizontal 

communication, the findings of this study only show similarities to what Stauss and 

Hoffmann describe as horizontal communication, where the management and the 

employees jointly send and receive information.  

In terms of when organizational support and communication is determined 

dysfunctional within an organization, respondents emphasized a complete lack of 

communication as a negative factor. Weak collaboration, non-existent or lacking 

roadmap and confusion as to where the organization is going were also perceived as 

common examples of weak communication. If top management fails to follow their own 

guidelines and values, regarding e.g. transparency in decision making or by keeping 

information private as opposed to public in unwarranted situations, then this is also seen 

as flawed communication. Within the same area, respondents also brought up a lack of 

two-way communication towards management and inability to speak up and be heard, 

i.e. be treated as merely a receiver of information instead of senders. Communication can 

also fail and be dysfunctional if it is outdated, too detailed for fast comprehension or if 

the choice of medium or target audience is completely inappropriate for the context. See 



 31 

respondent 1’s description of what weak internal communication means for the person 

in question: 

Shortly: a mess. I have been working at organizations where the communication does not work, 
and it affects several aspects; employer engagement, structure and personal development. When 
things are not properly communicated, it becomes a huge problem when things are not going the 
way someone had planned it. It usually also shows to other parties, such as partners and 
customers. The worst part in my opinion is that it does not make people feel comfortable at their 
workplace. – Respondent 1 

The reflections from this section of the study are well supported by the literature review 

in Chapter 2.1.2 where Karanges et al. (2015) for example highlight that internal 

communication needs to be supported as a strategic function that the whole organization 

follows. Still, by giving voice to the employees, i.e. the respondents of this study, several 

practical examples of the importance of internal communication are highlighted in more 

detail than the existing literature. 

4.2 Employee Engagement 

In terms of employee engagement, the following categories presented in Table 7 below 

were derived from the survey results. Out of the categories, a theme was derived as a way 

of identifying the overarching meaning of the categories.  

Table 7 Employee engagement: categories and theme 

Category Theme 

Pride 

Passionate towards one’s own work and the organization 

Caring 

Inclusion 

Motivation 

Appealing 

Rewarding 

 

Finding pride in one’s work and caring about the organization while also feeling included 

and important to the organization constituted to employee engagement according to the 

respondents. Engaged employees also meant motivation to do one’s work as well as 

possible and feeling rewarded when doing so in a company culture with appealing values. 

Out of the categories in Table 7 the theme passionate towards one’s own work and the 

organization was identified to draw further on the meaning of the respondent’s results. 

The theme emphasizes the importance of being passionate about working, as it is likely 

that the other categories become a result of such passion. If an employee can feel these 
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things, when working it is quite likely that he would describe himself as an engaged 

employee. It should however be noted that every individual has their own perception of 

what passion means. The categories in combination with direct citations from the survey 

responses are therefore as important in determining the true meaning of employee 

engagement. 

Similarly, to Welch (2011) statement on how organizational goals can, through 

engagement and internal communication be transferred onto the employees, many 

respondents stated that engagement entails being proud of the work and working 

towards the same goals. Intriguingly, none of the responses touched on the results and 

potential outcomes of employee engagement that e.g. Schaufeli et al. (2002) bring up, 

instead the respondents focused on what employee engagement meant for them 

personally. The study by Schaufeli et al. (2002) suggests that employee engagement 

results for instance in: increased productivity, decreased employee attrition and 

improvement in organizational image. Whereas the responses were focused on factors 

such as feeling pride in one’s work, feeling inclusive and motivated to work for the 

employer. The main difference from the theoretical description, would thus be that the 

results in this study emphasize the employer, and the organization as an important factor 

of employee engagement, while the literature review is more focused on employee 

specific outcomes. The below citation is from the CEO of the surveyed company:  

Employees that care about their work, that has a will to deliver their best and that knows where 
the company is heading, that equals employee engagement. – Respondent 7 

Interestingly, the CEO, who has a lot at stake in terms of organizational success, had a 

very fulfilling description to employee engagement, signalling that the concept of 

employee engagement is not something distant. Worth noting is that the other responses, 

if we consider the categorize in Table 7, were equally centred around caring, and taking 

pride in one’s work, so no disconnect in attitudes were evident in the data collection. 

The following quote by respondent 12 touched further upon inclusion as a category, and 

Passion as a theme connected to that: 

Involving all levels of a corporation in decision making, hence tying the corresponding people to 
decisions taken – Respondent 12 

Involvement, and tying people to the decisions taken encapsulates employee engagement 

according to respondent 12. While the word choice “tying” can have a negative 

connotation, looking at the meaning of the sentence, one can determine that an 

employee’s level of inclusion in decision making is also considered a part of employee 
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engagement. Again, the results of this study reflect upon efforts that should come from 

the organization, not the employer, but that can result in employee engagement. The 

employee’s level of inclusion is likely as dependent on the employer wanting to involve 

its workforce in decision making, that it is dependent on the employee taking ownership.  

Among other stated factors affecting employee engagement respondents mentioned 

friendly company culture and transparent reasoning to organizational decisions. In 

addition, the importance of feeling appreciation for one’s work, while having the freedom 

to openly advocate one’s opinion were important factors to feel engaged and identify with 

one’s workplace. Being more involved than the extent of completing the minimum daily 

tasks was also considered a factor constituting to employee engagement. Interestingly, 

the responses show that a company culture where feedback is candidly given to everyone 

within the organization, and targets, rather than policies are used to govern behaviour 

are important. This signals alignment with what is discussed in the literature review on 

how open channels of communication, constant feedback and information sharing as 

communication initiatives are shown to positively affect engagement (e.g. Bakker & 

Demerouti, 2008; Caesens, et al., 2014; Fearon, et al., 2013). All in all, respondents 

requested a flat organizational hierarchy, where employees are involved in the decision 

making regardless of their role. This notion, of being empowered as an individual at the 

company was evident in many of the responses on what engagement means for them. 

While the literature review touched upon negative effects of over-engagement 

(MacCormick et al., 2012). None of the respondents touched upon negative 

consequences of employee engagement. In part, the interview guide was more focused 

on what employee engagement means for the employees which might probe the 

respondent into positive reflections on the topic. Still, this foreshadows an inability 

among employees to consider the damaging effects of being over-engaged, and thus 

prevent the situation from occurring.  

4.2.1 Support 

Moving beyond the base questions around internal communication, employee 

engagement and how internal communication should be structured within an 

organization, results were collected around organizational support, i.e. the employee’s 

perception of the extent of which their organization values their contribution and cares 

about their well-being (Ruck & Welch, 2012).  
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In terms of support, Table 8 presents the categories and themes derived from the 

responses. 

Table 8 Organizational support: categories and theme 

1st order Category 2nd order Category Theme 

Support structure 
Improvement 

Possibility to grow, advance and 
know how you are doing in a 

humane working environment 

Development 

Feedback Culture of feedback 

Workplace relationships Interpersonal 

Role and responsibilities Accountability 

Coaching Clear career path  

 

When it comes to organizational support; health benefits and sports and culture benefits 

are a bare minimum and seen more as hygiene factors, while interpersonal relationships 

are valued more highly by the respondents. According to them, focus should be on 

continuous learning at the workplace, with adequate opportunities to improve at one’s 

job. The organization’s support in terms of developing its employees is evidently a key 

factor when evaluating support.  

Again, well-structured, and effective feedback processes were brought up as effective 

tools for the organization to support its workforce. Specifically, 360-degree feedback 

where colleagues and supervisors evaluate the employee, and the employee performs a 

self-evaluation was given as an example of a good feedback system. A respondent 

highlighted that the company should attempt to setup a feedback culture, where 

employees dare to ask for feedback and where feedback is also readily handed where 

appropriate. See respondent 5’s statement on feedback culture: 

The company should support feedback for everyone to improve and develop at the workplace and 
where push and pull feedback is supported, and is a part of the company culture. – Respondent 5 

As mentioned earlier, the respondents called for interpersonal relationships at the 

workplace as a factor affecting the level of support that they receive from the 

organization. Close relationships with colleagues can thus be identified as important in 

terms organizational support. The results were aligned with other communication 

research (e.g. Colbert et al., 2016 & Ragins and Dutton, 2007:9), on how the employees’ 
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value clearly communicated roles and responsibility areas and workplace relationships 

that support the ability to pursue opportunities for growth. When role and responsibility 

is clearly communicated, and the organization supports such clarity, a result of this is 

that the employee knows which areas he is accountable for and has ownership of. This 

notion connects to the final category, in that coaching is valued in terms of organizational 

support, and that the company should setup sessions with its employees where career 

development is discussed.  

The categories presented in Table 8 helped establish a theme regarding organizational 

support, which is the employee’s perception of the possibility to grow, advance and 

know how one is doing in a humane working environment. The theme presents 

important considerations, in that while organizational support involves many structural 

efforts that should be present in a workplace, most of them rely on functioning 

communication practices. If workplace relationships are weak, feedback will likely not 

be as efficient, and the ability to have discussions around the other categories derived 

from the responses, become limited, and less efficient. 

4.2.2 Role and performance  

This sub-chapter presents the results and analysis around role and performance, i.e. 

both how well the employee knows his or her job responsibilities and how they contribute 

to the team and organization (Ruck & Welch, 2012) and how well he or she is doing at 

the job, and what the development opportunities are (Ruck & Welch, 2012).  

Respondents once more highlighted the importance of both positive and negative 

feedback, and how these are key factors in order to grow within one’s role. Knowing how 

one is doing is perceived as a development opportunity for the employee. Further, feeling 

like an important part of the organization’s success was emphasized by respondents as 

significant in terms of job satisfaction. A considerable point that the respondents made 

is that communication in terms of how one is doing at the job is the most important 

factor, and without that flow of information, it becomes difficult to develop in one’s work.  

Table 9 presents the categories and theme derived from this section of the data collection. 

Among other categories, performance reviews were again brought up from the 

perspective that they support the development of the employee, preventing stagnation of 

growth.  
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Table 9 Employee role and performance: categories and theme 

1st order Category 2nd order Category Theme 

Feedback 
Performance reviews 

Knowing one’s job responsibilities 
and how one is doing at the job and 

how to develop further 

one-to-ones 

Commitment 

level of responsibility 

Importance of work 

Expectations 

Loyalty Long-term 

 

The categories derived on performance are quite tied to Ruck and Welch (2012) study on 

performance as a dimension. To illustrate the similarity of responses gathered from this 

study, the theme is defined very similarly to how role and performance were described 

in the literature review. 

While knowing what the development opportunities are, was found to impact the level 

of commitment the employee has towards the organization, respondents also highlighted 

that advancing is not the main goal for every employee. Respondent’s emphasized that 

some might want to keep stress levels low and are satisfied with less responsibility at 

work. Work life balance can be a very different issue from person to person, and thus, 

implicitly experiencing that one is developing in one’s work can be more important than 

explicitly being offered a raise or a promotion.  

Another notion that the study presented were that the expectations that the employer 

sets on employees, on a regular basis, are key to successfully conducting ones work every 

day. Unclear expectations will, according to the respondents, have a negative effect on 

performance, while clear expectations work as guidelines in terms of work structure. 

These results highlight the importance of speaking about expectations, and setting them 

from the start, while also following up on them on a regular basis.  

On the contrary, the study also highlights that development is up as much the 

responsibility of the employee, that it is the employers. If you want to learn and develop, 

the employer should enable you to do so. If you however are uninterested in developing, 

you most likely will not expand your professional skillset. Both notions are true, and in 

case both the employer’s and the employee’s goals match; the result can be that the 

employee is increasingly loyal towards the organization. 
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The quote by respondent 9 below highlights the importance of individual development 

plans, as one might seek for opportunities elsewhere if future development is unknown: 

I think it shows is the organization willing to place a stake on you and maybe a take a risk. Without 
any development plan its easier to start look opportunities somewhere else. Human being needs 
goals and roads which leads to there. Along the way might come obstacles but surviving those 
together, makes the employee and organizations relationship even stronger and open. – 
Respondent 9 

Conflicting goals in terms of development and performance can according to respondent 

9 lead to a stronger and more open relationship between the employee and the employer. 

What is however necessary, is that development plans are discussed, and difficulties are 

fought through together. Similarly to Chapter 2.1.2 on workplace relationships, the 

relationship between the employee and their direct supervisor becomes increasingly 

important in terms of loyalty, and wanting to continue the work relationship (Constantin 

& Baias, 2015). Respondent 3 calls attention to the issue in a comparable way: 

When I don't know my development opportunities within the organization, I might be thinking 
that there are none. I might even change the job because of the lack of knowledge about these 
opportunities. – Respondent 3 

The notion that the employee might look for opportunities elsewhere if they are not 

effectively communicated internally is strengthened by Karanges et al. (2015) study 

suggesting that when organizations use resources on effective internal communication, 

employees consider their relationship to the organization more favourable.  

Regular catch-up calls and general feedback was highly appreciated among the 

respondents in terms of supervisor relationships. Role is perceived as rather difficult to 

communicate and something that varies based on different individuals and their 

personal characteristics. In addition, respondents perceived the role as something to be 

discussed between the employee and the supervisor face-to-face to make sure that 

expectations are clear, and the communication is kept as open as possible. Moreover, a 

written template of a kind that is kept concise and supports the face-to-face role 

discussions was deemed effective. Presenting high-level role descriptions on a 

companywide medium, such as an intranet was highlighted as an efficient method of 

communicating role. However, role descriptions were not deemed important by every 

respondent. Instead some emphasized the level of contribution one can provide to the 

company and how well one’s own strengths are aligned with daily work as more crucial 

to one’s role than a written description. The notion is tied to what Ruck and Welch (2012) 

states on the positive linkage between role and performance. Still, the process of 
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outlining job descriptions and employee roles can look different depending on the 

individual at hand.  

In situations where role descriptions are perceived unclear, a respondent highlighted 

that belonging to a team can help in terms of comparing oneself to a colleague and 

benchmarking one’s performance to others. Another method of alleviating such 

situations where the employee needs guidance in terms of knowing one’s job 

responsibilities, having one-to-one discussions with one’s supervisor is deemed effective.  

All in all, the results on role and performance show evidence of the linkage that Ruck and 

Welch (2012) foreshadowed in their study, as the two dimensions are very much tied to 

each other. Worth highlighting is also how important internal communication is in terms 

of facilitating the efforts mentioned in this chapter.  

4.2.3 Voice 

The following sub-chapter presents results around employee voice, i.e. what is described 

in the literature review as feeling well informed and having the opportunity to give 

feedback and show dissatisfaction at the workplace (Ruck & Welch, 2012). See Table 10 

below for the categories and theme drawn from analysing the data collections. 

Table 10 Employee voice: categories and theme 

1st order Category 2nd order Category Theme 

Heard 
Freedom to express opinions and 

thoughts 

Employee opinions are shared and 
considered within the organization 

Respect Professionalism 

Importance Empowerment 

Knowledge sharing 
Positively linked to incident 

resolution 

 

Based on the results, actively being listened to is the foundation of what employee voice 

means for the respondents. The results from the study also shows that the freedom to 

express thoughts and opinions without the fear of it leading to negative escalations was 

considered an important part of employee voice. When these categories are met, the 

result is evidently that the employees feel empowered and a sense of importance that 

results from being able to influence operations at the workplace.  
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 For example, respondent 12 emphasizes that employees have important knowledge that 

the organization can benefit from as long as they are given a voice: 

The voice of the bulk of the organization. Typically this is where most of the knowledge actually 
lies but many times this voice is not heard by upper management. – Respondent 12 

The results highlight that often employee voice is perceived the most important when 

urgent matters and incidents occur within the organization. In these situations, an 

organization’s internal communication is tested according to how well employees are 

treated as senders of information in terms of cross team collaboration, information 

sharing and receiving recognition. Employee voice is especially important in tough 

situations, where for example, a line manager behaves erratically, and co-workers must 

take stand to enable change within the organization. Because such situations can be 

emotional for the people involved, the feeling of being heard is especially important. The 

extent to which employees can speak up, thus becomes a metric on how well the 

organization can stand against tough times and resolve incidents as they occur.   

Respondent 2 emphasized that in well-functioning communication climates it is okay to 

disagree with each other and share different opinions without the tone of voice escalating 

to unprofessionalism: 

A climate were it is okay to disagree and have different opinions but were discussion are in good 
tone in order to find a solution. – Respondent 2  

Respect was also perceived important to promote employee voice within organizations:  

In the end this comes down to respect. Respect other enough to tell them when they've made a 
mistake. They were not stupid to make that mistake and surely can learn from it. Respect them 
enough not to spread baseless gossip about them. Respect them enough not to waste their time 
unnecessarily. – Respondent 3  

Respondent 3 states that employees need to treat each other with respect in all levels of 

communication, be it feedback or everyday work aspects such as holding meetings. This 

statement is interesting also when putting it in the context of the quote by respondent 2; 

when people treat each other with respect, it is also easier to voice one’s opinions and 

keep the tone of voice professional. The notion is further strengthened by the literature 

review (see Chapter 1.4) which states that internal communication means creating an 

atmosphere of respect for all employees in the organization (Argenti, 2003).  

The results from the survey show clear ties to studies highlighted in the literature review. 

Other studies have shown that well informed employees who consider themselves heard 

within the organization often become more involved (Constantin & Baias, 2015). 
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Additionally, the results highlight what being heard means for the employees. Based on 

analysis of the results, a prevalent theme in terms of employee voice and what it means 

for the employees is derived: Employee opinions are shared and considered within the 

organization. The theme effectively summarizes the categories to illustrate that if 

employees are not heard, then employee voice is weak or non-existent within the 

organization which has wide reaching effects in that the categories presented in Table 10 

become less efficient.  

4.2.4 Workplace relationships 

Further questions in the interview guide were based around how the employee would 

describe an effective relationship with their supervisor. Table 11 groups the five 

categories identified from this section of the study and presents the theme open 

supervisor relationship where expectations are clearly set and feedback timely.  

Table 11 Workplace relationships: categories and theme 

1st order Category 2nd order Category Theme 

Close relationships 
Open discussions 

Open supervisor relationship where 
expectations are set clearly, and 

feedback is timely 

Supportive culture 

Feedback 
Timely feedback 

Honest feedback 

Professional compassion Fostered relationships 

 

As highlighted in Chapter 4.2.1 on organizational support, the results envision close 

relationships at the workplace as an influence on how supportive they feel that the 

organization is. If the employee has a weak relationship towards its nearest supervisor, 

discussing, and evaluating work performance, and future opportunities becomes 

increasingly difficult. Moreover, if the employee cannot find common ground with the 

supervisor, it can negatively impact the employee’s long-term commitment to the 

organization, as looking for opportunities elsewhere becomes apparent. Regarding 

supervisor communication, and the semantics of open communication while 

maintaining a professional relationship, respondent 4 wrote the following:   

This requires delicate balance. Without sharing some personal stuff, the connection feels cold and 
unnatural. On the other end this side of the communication should be kept light and brief. Most 
of the communication should be about the tasks at hand. Also the nearest supervisor has to give 
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Timely and just feedback regarding my mistakes and successes when it is on such field that he can 
address. – Respondent 4 

The quote shows ties to Karanges et al. (2015) statement on how workplace relationships 

influence the employee’s willingness to return favourable professional exchanges 

through engagement. It also strengthens the notion that workplace relationships are an 

important part of internal communication, and that resilient relationships, where the 

employee can speak his mind, and be open about work related areas, positively affects 

employee engagement.  

The same notion is supported by respondent 11 in the quote below: 

open and honest, not too serious. I feel comfortable to speak up and also know that supervisor has 
great sense/understanding towards discussion mentality. – Respondent 11 

These quotes highlight that in terms of supervisor communication, it is very important 

to establish a connection that is comfortable enough to allow for open and honest 

discussions and feedback. Such relationships are also important in terms of outlining the 

role one has in the organization. The results show that respondents emphasized the 

importance of the employee being actively involved in role discussions. If open 

communication is lacking, role expectations can become unclear and feedback less 

effective.  

An interesting notion that is evident in the responses is that employees perceive their 

nearest supervisor as the main source for role and development discussions. While 

researchers, such as Verčič, et al., (2012) talk about “internal communication specialists” 

as a working role in itself within organizations, none of the respondents seemed to 

perceive it is a stand-alone role. This would suggest that supervisors, and people with 

roles that are focused around communication partly play the role of “internal 

communication specialists” in their own organization. 

Finally, the level of professional compassion that is present in the relationships between 

employees, is deemed important for the respondents. To enjoy the benefits of open 

discussions, and honest feedback, it is highlighted that focus should be put on fostering 

the relationship through regular catchup calls, one-to-ones, and company hosted events.  

4.2.5 Strategy, goals, and values 

In the second to final section of the interview guide, respondents were asked to comment 

on how they feel companies should communicate their strategy, goals and values to the 
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employees. See table 12 below for the summary of categories from this section of the 

interview guide.  

Table 12 Strategy, goals and values: categories and theme 

1st order Category 2nd order Category Theme 

Outcome of S, G & V 
Motivating 

Transparency in how strategy, goals 
and values are decided and their 

presence in daily work 

Value-adding 

Transparency Based on reality 

Results oriented Practical implications 

 

The outcome of strategy, goals and values should be evident by simply reading or 

discussing them. If this is true, the employee’s perception of them, can affect motivation, 

and be value-adding to the whole organization. From a practical perspective, the 

respondents emphasized videos and pictures to be used instead of only words when the 

organization communicates company values. They should be regularly brought forward 

and be discussed transparently. The phrase “seeing is believing” effectively illustrates the 

high-level perception of company values, strategy and goals. How the organization goes 

about practically following these values and their meanings is deemed more important 

than occasional presentations that can feel disconnected from the true journey of the 

company. Communicating company goals and values just for the sake of it – because all 

businesses have them, can have negative effects if the employees cannot take them 

seriously.  How values should be incorporated into daily work is exemplified by the 

following quote from respondent 16: 

When talking feedback culture, you can [w]rap in the company values in the discussion. 360 
feedback, is the employee working according to the company values. If the company speaks about 
them, often, it will be more natural for the employees to think and speak about them. – 
Respondent 16 

The quote is in touch with Welch (2011) notion that internal communication can transfer 

an organization’s values onto its employees, involving them deeper with organizational 

goals. By truly incorporating the values into internal discussions the employees can 

become advocates of them and start to work by them. This positively affects the feeling 

of meaningfulness at the workplace, which other researchers argue as positively linked 

to employee engagement (May, et al., 2004). See respondent 14’s honest take on how 

values should be communicated: 
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via concrete numbers/results. I think many companies use fancy and nice hearing words/stories 
but they don't say anything. Supposedly as they dont know themselves what they are in the real 
world/how to execute it in their business. – Respondent 14 

The response from respondent 14 emphasizes concrete numbers to be used in strategy 

communication as opposed to stories and words that sound fancy but have little practical 

meaning for the employees. Result oriented strategies and goals are the ones that can, 

according to the findings of this study, have a positive outcome for both the company 

and its employees. Such goals can be motivational for the whole organization, as 

everyone works for the same outcome, causing organizational alignment.  

4.2.6 Identification 

The final section of the interview guide dealt with identification in terms of the 

employee’s degree of identifying himself with the organization (Ruck & Welch, 2012). 

The findings are very much tied to the previous chapter on strategy, goals and values. 

The results show that company values should add something to the daily way of working. 

They should be concrete, sensible and relatable as opposed to vague buzzwords. See 

Table 13 below for further analysis of the results around identification. 

Table 13 Employee identification: categories and theme 

1st order Category 2nd order Category Theme 

Relatable values 
Concrete 

Values are advocated by the whole 
organization and incorporated into 

daily work 

Sensible 

Employee branding Matching individuals to org.  

Company culture Everyday operations 

 

Respondents emphasized that company culture and value go hand in hand. An 

organization’s values should always aim to be believable and centred around the business 

case for the organization in a holistic way. Moreover, identifying with the organization’s 

values becomes more attractive if the employees personal values match that of the 

organization. This notion is supported by e.g. Kular et al. (2008) who highlights that 

employee engagement must come from the employee himself to be effective. Moreover, 

it was deemed important for the respondents that the values are perceived in a united 

manner between employees. If several employees have different perceptions of what the 

company values stand for, the overall agreed meaning can become diffuse. Respondent 
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5 below highlights the fact that values should be prevalent in daily work, and that 

company culture is related to this as well: 

What I see in every day work. For me, values and culture go hand-in-hand. – Respondent 5 

This suggests that the level of identification an employee an employee feels towards the 

organization, is largely dependent on how relatable, i.e. concrete and sensible the values 

and goals of a company are, as well as how well they match the company. Respondent 10 

below emphasized that when the whole organization is aligned in terms of its values it is 

easier for everyone to identify with them and become a spokesperson for the company:  

If the organization structure, the management follow the values it is easier for everyone to follow 
and identify with them. And SPEAK about them. – Respondent 10 

The results highlight the importance of top-level management following and advocating 

the company values for them to be effective. Other than clearly stated company values, 

external branding such as slogans, logos and other marketing efforts affect the 

employee’s degree of identifying themselves with the organization. This is a rather 

interesting notion, in that external marketing efforts are perceived to affect employee 

identification as well, and not only external branding. 
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4.3 Summary 

This chapter summarizes the results to allow further comparisons to be made between 

the empirical study and existing literature on internal communication. Table 14 presents 

each dimension reviewed in this chapter, their empirical description annotated using the 

main theme derived from the results, as well as the respective theoretical description of 

each dimension (earlier presented in Table 1). In addition to the existing dimensions 

from the literature review, a new dimension: Feedback is identified, and described based 

on the results. 

Table 14 Summary and comparison of the dimensions  

Dimension Empirical Description Theoretical Description 

Engagement 
Passionate towards one’s own 

work and the organization 

A positive, fulfilling, work-related state of mind, resulting 
in increased productivity, decreased employee attrition, 
improvement of an organization’s image, and increased 

financial returns (Schaufeli, et al., 2002) 

Support 
Possibility to grow, advance and 

know how you are doing in a 
humane working environment 

The employee’s perception that their organization values 
their contribution and cares about their well-being (Ruck & 

Welch, 2012) 

Role and 
Performance 

Knowing one’s job 
responsibilities and how one is 

doing at the job and how to 
develop further 

Knowing one’s job responsibilities and how they contribute 
to the team and organization & knowing how one is doing 

at the job and what the development opportunities are 
(Ruck & Welch, 2012)  

Voice 
Employee opinions are shared 

and considered within the 
organization 

Feeling well informed and having the opportunity to give 
feedback and show dissatisfaction (Ruck & Welch, 2012) 

Relationships 
Open supervisor relationship 

where expectations are set 
clearly, and feedback is timely 

A reoccurring connection between two people that takes 
place within the context of work… and is experienced as 

mutually beneficial (Ragins & Dutton, 2007) 

Strategy, goals, 
and values 

Transparency in how strategy, 
goals and values are decided and 

their presence in daily work 

The employee’s perception of the level of understanding 
and living according to the business strategy, goals and 

values (Ruck & Welch, 2012) 

Identification 
Values are advocated by the 

whole organization and 
incorporated into daily work 

The employee’s degree of identifying himself with the 
organization (Ruck & Welch, 2012) 

Feedback 
The ability to ask for and receive 

assessment in the form of critique 
and praise where appropriate 

 

 

The table above presents each theme that was abstracted during the data analysis and 

compares them with their respective theoretical description presented in Table 1 in the 

literature review. The table is central to the purpose of this study, as it aims to identify 

internal communication from the perspective of the employees by showing the most 
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describing concepts from the results section. Evident from the results is that internal 

communication affects several key factors related to employee engagement. Each theme 

contributes to communication research, particularly on internal communication as they 

build on a more practically grounded understanding of what the concept means for the 

employees of a scale-up organization.  

Engagement: the study reveals that employee engagement means being proud of one’s 

work and having the motivation to do as well as possible. The main deviation from the 

theoretical description (see Table 14), is that the employees highlight the importance of 

being passionate not only towards one’s own work, but the whole organization. The two 

concepts are seemingly aligned on other fronts in terms of the meaning of being engaged 

as an employee. Yet this study presents implications for the company to evaluate in terms 

of how it can affect engagement levels by e.g. involving employees in decision making 

and being transparent in how decisions are made.  

Support: while the theoretical description is aligned on a high-level with the theme from 

the study, several practical factors affecting the employee’s perception of support are 

presented by this study. An interesting notion is that health and culture benefits are 

regarded as hygiene factors while interpersonal relationships are valued more highly. 

These relationships, according to the respondents, play a key role in their perception of 

how much support the organization provides. As such, the results highlight that 

workplace relationships are even more important in affecting employee engagement, 

than what is necessary portrayed in the literature review.  

Role and performance: the importance of feedback in the form of regular performance 

reviews, one-to-ones and open discussions with the supervisor are key factors for the 

employee in terms of knowing how well one is doing. The results show that the 

employees’ level of commitment to the organization are affected by how well the 

employer can communicate responsibilities and demonstrate the importance of the 

employee’s work. All of this is strengthened by setting clear expectations for the 

employee and can lead to long-term loyalty towards the organization if done properly. 

Again, the importance of structured, and efficient internal communication is highlighted 

by the results. 

Voice: the results show that having a voice within the organization means that opinions 

are shared by the employees and considered within the organization. This notion is 

especially important, according to the respondents, when the organization is going 
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through tough situations, as teamwork and honesty is crucial to fix the issue. The results 

show signs of similarity to e.g. Ruck and Welch (2012) description of voice as a 

dimension affecting employee engagement.   

Workplace relationships: In terms of relationships, the study brought several practical 

implications of the benefits of close relationships to colleagues and supervisors. For 

instance, the study highlights the importance of well executed internal communication, 

and structure in terms of how relationships are fostered (e.g. through one-to-ones, 

regular catchups etc.). Overall, the results are symbiotic with both e.g. Karanges et al. 

(2015) research and Ragins & Dutton (2007) who state that workplace relationships 

influence the employee’s willingness to return professional exchanges through 

engagement, and that functioning relationships are therefore mutually beneficial for the 

employee and the organization.  

Strategy, goals and values: the theme that was derived from the data collections is 

aligned with how this dimension of internal communication is described in the literature 

review. The respondents expect transparency in how organizational goals, values and 

strategy are decided, and similarly to Ruck and Welch (2012) statement, their perception 

of them is tied to how well the business operates according to them. The study highlights 

that strategy, goals and values should have a clear meaning, that is based on reality and 

that adds value to the organization. Communicating company goals and value without 

incorporating them into actual work, can according to the results, have the opposite 

effect in terms of motivating the workforce.  

Identification: Similarly, to Support, the study brought more practical context to what 

identifying with the organization means. The study shows that employees deem it 

important to have a unified perception of the meaning of organizational values, as this 

makes it easier for everyone to work according to them. Additionally, employees find it 

difficult to identify with the organization in case their personal values differ from that of 

the company. As such, organizations should be careful in setting the goals and values, as 

this can create disconnects in terms of mismatching beliefs between individuals at the 

company, and the organization. Another interesting notion (although not related to 

internal communication) is that external marketing efforts are perceived to affect 

employee identification, and not only external branding. 

Feedback: Feedback is introduced as an additional dimension because it was frequently 

brought up as important for the employees describing internal communication. The 
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results indicate that feedback is essential to feel that the organization supports the 

employees, but also in role and performance discussions. Additionally, the notion of 

feedback was brought up in how supervisor communication should be structured. These 

findings indicate that feedback has important theoretical implications that are not 

readily discussed in existing literature. Based on the empirical results, feedback is 

therefore defined as: the ability to ask for and receive assessment in the form of critique 

and praise where appropriate. 

While the empirical descriptions of the dimensions listed in Table 14 are aligned with 

their theoretical counterpart, the results indicate several differences in their meaning for 

the employees, which raises important implications that will be discussed in the 

following chapter. 
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5 DISCUSSION 

In this chapter, the theoretical implications of the study are presented along with 

managerial implications on how management can look to utilize the results to create an 

efficient internal communication strategy within the organization. The aim of both sub-

chapters, is also to show evidence of how the two research questions are answered: 

1) What is internal communication according to the employees of a scale-up 

organization?  

2) How can internal communication be used to influence employee engagement? 

Finally, this chapter will present limitations of the study, alongside future research 

avenues. 

5.1 Theoretical Implications 

Based on the literature review, internal communication was defined as the exchange of 

information (such as the vision, policy and mission of the organization) and ideas among 

employees of an organization to build trusting and open relationships, create 

understanding and work towards common goals as efficiently as possible (Jacobs et al., 

2016 and Verčič et al., 2012). The results indicate that in addition to the above, internal 

communication entails interactive communication within the company, where 

employees can voice their opinions freely, and where they are regarded in the 

decisionmaking of the company. In contrast to existing literature, the need for an 

internal communication “specialist” in the organization was not perceived to be 

important in facilitating information sharing. Instead,  the findings indicate that internal 

communication is a shared responsibility between all employees of an organization. 

As shown in Chapter 4.3, the thesis is aligned with the theoretical descriptions of the 

different dimensions. However, the results indicate that there are differences in how the 

dimensions are understood by the employees. Especially the importance of relationships 

and feedback imposes new theoretical implications in terms of how they affect employee 

engagement and are an essential part of internal communication.  

As stated, the results support the notion of including Relationships as a dimension to the 

main framework. As e.g. Constantin and Baias (2015) and Karanges et al. (2015) assert 

in their studies, workplace relationships have a significant role in developing and 

sustaining employee engagement. The results strengthen this notion as workplace 
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relationships are deemed important for open communication, which in turn has positive 

effects on the employee’s perception of support, performance, and voice within the 

company. Without the sense of solidarity at the workplace, it is likely that these 

dimensions are perceived less favourable for the employee. The implications of 

workplace relationships as a dimension affecting employee engagement thus prove to be 

rather important. Figure 4 below, illustrates the additional weight of Relationships in the 

main framework of the study, by highlighting the dimension in the framework: 

 

Figure 4 Theoretical implications 

Figure 4 also introduces Feedback as an additional dimension because the results 

indicate that it is an essential part of the employee’s perception of organizational support 

and it also positively affects the dimensions role and performance. Based on the results, 

feedback is defined in the following way: the ability to ask for and receive assessment in 

the form of critique and praise where appropriate. While feedback in internal 

communication is highlighted in the literature review, the results in this thesis gives 

indications on the implications it has on the other dimensions, specifically Support, role 

and performance. Since the results show that both relationships and feedback also 

influence the other dimensions affecting engagement, the two dimensions are 

highlighted in a darker colour in Figure 4, depicting their importance as influencers. 

According to research, internal communication is perceived to transfer an organization’s 

values onto its employees, involving them in organizational goals (Welch, 2011). Various 

internal communication elements, such as open channels of communication, constant 

feedback, information sharing and other communication initiatives are shown to 

positively affect work engagement (e.g. Bakker & Demerouti, 2008; Caesens, et al., 2014; 

Fearon, et al., 2013). While the results of the study are aligned with this notion, the 
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dimensions presented in Table 14 indicate certain differences. To illustrate, the results 

add to statement by Welch (2011) in showing that strategy, goals and values can result in 

higher levels of employee involvement if they are designed with transparency and are 

present in daily work. The results also add to the notion of how internal communication 

affects engagement in stating that the employee’s perception of involvement within the 

organization is largely measured in how well the company can communicate under 

pressure (e.g. during an operational incident), and listen to employees when matters are 

more difficult.  

5.2 Managerial Implications 

In terms of setting up an internal communication strategy, managers should utilize the 

themes derived from the results (see Table 14) and use them both for benchmarking their 

current internal communication practices as well as for a reference point for 

improvement. To illustrate, communication around the organization’s values should be 

setup in a way where values are advocated by the whole organization and incorporated 

into daily work. For this, transparency in how strategy and goals are decided, as well as 

how they affect the employees at the company is important.   

To set up an effective internal communication strategy, management should focus on 

ensuring that both verbal and written forms of communication are in place, and that 

using these channels imposes low barriers for the employees. To setup a development 

discussion, the employee should have a few options to choose from in terms of channels. 

Companywide communication should be easily accessible and interactive in the sense 

that employees can engage with the message, e.g. in the form of commenting or giving 

feedback on the message. A phone call might work best for the outspoken person, while 

an email or a direct message is more appropriate for someone else. Offering the option 

of choosing the most suitable channel, depending on the context of the message, but also 

the features of the communication channel, proves important for employees, and 

presents important managerial implications. 

Something that is true for several of the dimensions discussed in the thesis is that 

feedback culture should be promoted by the organization. The study indicates that to 

become an engaged employee, one must find pride in one’s work, feel inclusion and a 

general level of importance in everyday work. These factors build towards a motivating 

working environment, where the employee is motivated to do as well as possible. The 

results highlight that to achieve this, supervisor relationships that promote open 
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discussions and honest feedback are essential. Moreover, managers should look to 

ensure that employees can ask for and receive assessment in the form of critique and 

praise where appropriate.  

Concerning information sharing, one of the main objectives of internal communication 

is to inform employees of the organization’s goals and policies, while helping the 

employees understand their own role and importance (Borcaa & Baesu, 2014). In 

addition to informing employees, the thesis highlights that internal communication 

assumes a level of context awareness in the person receiving the communication. 

Essentially, the sender can expect the receiver (i.e. the employees at the organization) to 

have a base-level understanding of company related agenda and cater the message 

accordingly. The implications of these findings are that internal communication should 

be structured in ways that promote the ease of information sharing, but the content of 

the information does not necessarily have to be on a very high-level to be understood. 

These results provide indications that the content of internal communication can vastly 

differ between organizations, and managers should therefore be aware of this. 

The study also highlights practical suggestions in terms of how feedback can be given.  

Several respondent’s highlighted 360-degree peer reviews as an effective method to help 

the employee become aware of how one is doing at the job. Additionally, open supervisor 

relationships, where candid discussions about the employee’s development can be held 

were also requested. An important managerial implication is also the notion that a 

feedback culture demands action from the employee just as much as it requires the 

employer’s commitment. The push and pull notion of feedback is not a new concept in 

regards of feedback, but it is important to highlight that the employees of a young 

company, such as the case-company involved in this study, emphasize it. This should 

show managers of similar companies, and why not all companies, that feedback is an 

important part of designing an internal communication strategy.  

Each of the above practical notions, suggests how internal communication can be used 

to influence employee engagement. Finally, when considering the implications of this 

study it is important to look beyond the themes that were abstracted from the analysis, 

and consider the categories, the analysis and each of the direct quotes for a wider 

understanding of internal communication, and how the employees of a scale-up 

organization describe it. Each theme, although representing a group of categories cannot 

effectively describe and conclude every opinion on internal communication, especially 

since the employees were not aligned on all questions. Management should carefully 
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consider these differences in opinions, experiences, and reflections to design a strategy 

that caters to a workforce consisting of vastly different individuals.  

5.3 Limitations and Future Research Avenues 

Because the empirical study of the thesis was based on an online survey, I was limited in 

terms of studying certain areas in more detail. Semi-structured, face-to-face interviews 

that let the interviewee ask follow-up questions and dive deeper into certain aspects of 

the research area, can provide contributions to areas that this study was limited from 

studying. An example of an area that could be studied in more detail is workplace 

relationships, and the effects that interpersonal relationships has on the communication 

environment of a company.  

Since the thesis focused solely on one scale-up company, that is operating within the 

financial technology sector, other studies could aim to add more companies of the same 

scale with background in different sectors. Broadening the scope of companies involved 

in the research increases the transferability of the findings and allows for more insight 

to be gathered. 

An interesting implication that the study presented was the notion of how employees 

assume a level of context awareness in the person receiving the communication. 

Essentially, the person communicating can expect the employees at the organization to 

have a base-level understanding of company related agenda and cater the message 

accordingly. The implications, and validity of this statement presents an opportunity for 

further research, as it can improve the understanding of the communication processes 

in organizations. 

Moreover, because the study was theoretically fairly concentrated on employee 

engagement, and how various aspects of internal communication affects engagement, an 

avenue for future research is to use a different theoretical framework related to internal 

communication, such as employee satisfaction, employee turnover, or productivity.  

Lastly, the results introduce feedback as an important dimension affecting employee 

engagement and internal communication. Yet the scope of the study was limited in terms 

of how in-depth the notion of feedback could be studied. Future research could focus on 

the implications of feedback in internal communication, and provide further 

understanding of how feedback, and feedback culture factors into internal 

communication. 
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