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Foreword
Measurement continues to be the summit we cannot 
climb. After the research into the value and effectiveness 
of internal communications a few years ago, we realised 
that measurement was still something the industry 
struggled with. This is not something we, as CIPR Inside, 
can shift alone, so we are working in partnership with the 
Institute of Internal Communication (IoIC). 

Working together we have explored the existing reports 
that outline how to measure public relations and internal 
communications – uncovering a huge lack of insight into 
internal communication as specialism within PR and 
therefore a lack of measurement. 

Measurement is important for many reasons – I have 
personally commented that I have never really measured 
anything. That is mainly true – I measure event success, 
magazine readership and more but my objectives are the 
business objectives. And because I base my strategy on 
data I can easily demonstrate the need for budget and 
how I can support an organisation commercially. 

We are an industry littered with awards and I have been 
lucky enough to judge some of them. I find most entries 
struggle to measure what they have done – partly because 
the objectives are not measurable and partly because of 
time. Often, what we do takes time to show a benefit – 
culture change being one of them, and we aren’t given the 
time to measure it. 

The reason for this report was based on some thinking 
that measurement was too broad a term to consider. 
Given the breadth of the role of the internal communicator, 
I believe that what we measure will vary from organisation 
to organisation. For some, internal communication is a 
strategic management function aligned to the board and 
advising on everything across the organisation.

For others, it’s a bolt on role delivering magazines 
or e-newsletters to keep information flowing – the 
measurement for these two functions should be different, 
yet we seem to take a broad brush for it all. 

In reading reports and seeing how PR measurement only 
focuses on campaigns, I am more convinced than ever 
that what we have in our ‘toolbox’ to measure what we 
do is just not fit for purpose. It needs to be much more 
specific to what we do, and it needs to be clear and 
easily adaptable.

The team involved in creating this report have decades 
of experience between them – across in-house and 
consultancy. As a result, the research into what exists to  
date has been thoroughly critiqued and reviewed with 
an expert eye into what we really need to do to drive our 
profession forward. 

 

Jenni Field, Chart. PR
Director, Redefining Communications 
President Elect 2020, CIPR
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Introductions
I am delighted that we have created this fabulous resource for our internal communications 
community. I am passionate about measurement in internal communication as I feel it’s an 
area, when done well, that can help internal communicators demonstrate the influence 
we can have on the overall business objectives within the organisation.

For many years I’ve heard IC professionals struggle to make a significant mark in their 
business and leaders have not used the function appropriately. Measurement gives 
us the opportunity to finally prove the impact good communications can have on 
an organisation. It allows leaders to finally see us as the strategic function and 
gives us the kudos we deserve. This report isn’t going to solve all the problems 
we have when it comes to measuring effectively but the frameworks within the 
report are a good starting point. 

We cannot underestimate the work it takes to pull a report like this together 
so a huge thank you to all our contributors in particular to Trudy Lewis and 
Jenni Field who have led on this work.

This is not something CIPR Inside alone can solve and working in 
partnership is essential if we want to make a shift in working practices. 
So, thank you also to the Institute of Internal Communication for their 
input and insights.  

We hope you find this report useful and can establish a strong 
measurement practice within your day-to-day work. We’d love to 
hear your feedback so please do drop an email to ciprinside@
gmail.com or alternatively you can start the conversation over 
on Twitter @ciprinside.

Thank you 

Advita Patel
Chair CIPR Inside
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If we don’t measure, how do we know what works, and what needs fixing? Internal 
communications will rapidly run out of usefulness if we don’t get to grips with 
measurement. Every company that invests – whether it’s in a new product or service, 
a new campaign, an innovation – will have measurement of that investment in place, 
so why should IC be different? 

Internal communication is continuing its steady rise in transforming organisational 
performance and working lives. Demonstrating value has to be part of that story. 

Successful companies measure their communications impact, a clear behaviour 
that differentiates them from less successful organisations. Secrets to successful 
measurement involve having a clear purpose/objective that your leadership 
supports, benchmarking where you are before you begin, and measuring the 
difference at the end.

Finding out what’s driving the bottom line, around employee 
understanding of and commitment to company goals, strategy, 
and the strength of the employment brand are more useful knowing 
how many people clicked onto an intranet story. 

I think that in the past we’ve considered measuring IC to be 
too hard, too time consuming or beyond our budgets. In a recent 
IoIC survey, 37% of members said they want more support from 
us on measurement and evaluation, which is why we have 
increased the number of training courses and sharing of best 
practice.

In our work to promote and support internal 
communication as a defined profession in its own right, 
IoIC brings practitioners together to learn and discuss 
what works best within their organisations.  Measuring 
effectiveness and listening are core competencies 
on the IoIC Profession Map and a vital part of our 
diplomas and Masters. 

Working with CIPR Inside on this report has been 
a great way to explore the thinking, the models, 
the approaches, the methodology, and the 
purpose of measurement. One approach 
has never  been right for all, but there’s 
even more reason to try, to experiment 
or fact-find to inform your thinking 
and what you do and deliver as a 
credible, trusted IC expert. 

Suzanne Peck, FIIC 
Institute of Internal Communication (IoIC) 

President
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Executive Summary
Background
In 2017 CIPR Inside conducted its first research project – 
Making it Count: The value and effectiveness of internal 
communication. As a professional group, we wanted 
insight to form part of our work as we promote best 
practice in the industry. This report took a fresh look at 
internal communication from varied perspectives, in this 
case, interviews with CEOs. 

Performance and productivity, one of the themes, showed 
us that there is a link between achieving financial success 
and good internal communications. As a result, one of 
the first areas CIPR Inside decided to investigate further 
was measurement and the return on investment (ROI). 
Exploring the idea that as an industry, it would be good to 

have a consistent approach to measurement. It would 
help to demonstrate effectiveness and the potential 
impact good internal communication can make to the 
bottom line for the organisations it supports. 

Measurement and ROI in internal communication (IC) 
has been heavily discussed over the years in various ways. 
We see elements of it in practice, but as an industry we 
haven’t collectively developed a standard approach to 
measurement and we tend to avoid the subject of ROI. 
We have not reviewed or clearly set out what should be 
measured, and if measurement as an activity was effective  
or helped to prove our worth. 
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The proposal
In 2018 CIPR Inside reached out to other industry bodies 
to see if we could work together on this topic. The 
proposal was to collectively review current approaches 
to present a framework, offering advice and solutions for 
practitioners to enhance how we measure and enable 
best practice. We felt it was important to have a clear 
view on ROI for IC and support our colleagues and peers 
across the industry who grapple with the challenges of 
measurement every day.

It was a big task due to the volume of data, reports and 
articles available. The fact that there didn’t seem to be an 
industry standard for internal communication created a 
question mark for us as we explored these themes. 

As a result, it is a heavily discussed and presented subject 
at conferences, events and written up in white papers. 
Despite this fact, the experience from practitioners, and 
we’ll share some of their views later, proves that we are 
generally still unsure as to how best to proceed. 

As industry bodies the desire is to lead the 
way and present best practice, in areas such 
as measurement and ROI. If we can identify 
an effective and consistent approach, then 
this important activity can become the norm 
as we develop and implement strategy. 
It will help to give leadership teams a 
more tangible purpose for investing in 
communication and it will demonstrate 
our value. 
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Importance and purpose
Much of the work done in IC is all about using 
communication to engage, inspire, inform and involve 
employees within organisations. It supports leadership and 
the overall strategic priorities of the organisation, enabling 
the achievement of goals and objectives. It establishes the 
brand for the employee and builds advocacy and trust. But 
how do we know that we have achieved success?

Organisations use KPIs, targets, dashboards and a number 
of other methods to measure outputs against objectives. In 
communication we tend to sit outside of this accountability 
– not because we do not want to get involved, but because 
it is hard to measure work that mainly achieves qualitative 
outcomes.

We might be measuring behaviour change and 
productivity, how engaged people are and their reception 
to something new. Despite the challenge, we still need to 
measure. As a business function, it is important to justify 
the effort, time and money invested through measures and 
ROI. At times the communications budget is dependent on 
proof that IC has made a difference. However, people are 
putting surveys / focus groups, for example, into budgets 
that are being cut, so they are unable to gather insight 
and data. This means there are no benchmarks to measure 
against and there is no data to help build the strategy. 

Overall, being viewed as a professional business function 
is where we need to be, tying into our role as strategic 
and trusted advisors. 

The key findings from our initial research on the value 
and effectiveness of IC is outlined below. We felt it was 
important to reflect on these as a starting point for our 
thinking about how we measure and why it is important. 

• The perception is that there is a link between good 
internal communication and the level of financial 
performance and productivity achieved.

• There was acknowledgement that it was hard to 
measure effectiveness of internal communication as a 
main factor that contributes to engagement and culture. 

• There is a requirement to identify ways to measure 
effectiveness and results against the bottom line.

• More data on the impact of internal 
communication would be an asset to further 
developing the area as a strategic function.

• Evidence of effectiveness and impact would improve 
internal communication’s credibility within the 
organisation, since leadership teams generally 
focus on performance and productivity targets. 

• Improving our credibility through proof of the 
return on investment in internal communication 
would be important to progress the profession.

These findings for us confirmed the importance and 
purpose of measurement. It made it clear that this was 
a necessary activity and that despite the challenges, 
we in IC needed to find a way forward.

Our objectives
As a group we prepared the proposal based on a clear set 
of objectives. The subject is wide and as mentioned there 
was a lot of information out there, so we needed to focus 
to ensure that this project added value to the practitioner 
and hopefully the industry as a whole. 

Objectives:

• To develop a clear approach/framework to 
measurement for internal communication. 

• To present the importance of understanding 
return on investment from good internal 
communication strategy and implementation 
that is aligned to business priorities.

• To demonstrate a higher level of business 
acumen as professionals in the industry.

• To enable practitioners to reference 
good practice in this area.

• To build confidence across the industry for an area 
that at times causes us to not be taken seriously.

• To be more strategic and relevant at board 
or senior level within the organisation.

• To have the ability to generate intelligent data 
that can be used to demonstrate the effectiveness 
of strategic internal communication.

We consistently hear the question – ‘how and what should 
we be measuring?’ It is looked at as a tedious and difficult 
exercise – yet there is a demand on us to do it. Where we 
acknowledge it is challenging, it is clear that measurement 
is not a nice to have, it is an essential part of our strategic 
role as communicators. 
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Measurement 

 
According to CIPR Inside* – the purpose of measurement  
for internal communication is to: 

• Establish the value of practice for 
organisational reputation and success

• Generate insights that inform professional practice

• Support insightful business decisions

• Check progress against plans, and 

• Assess overall efficacy.

*The measurement matrix 

Methodology
There is a lot of material available on this subject – both 
academically and from thought leadership pieces / agency 
models etc. Many have extensively researched 
and some have developed models that work. We found 
that models and tools for PR were more established, so 
for IC one of the questions we needed to answer was 
whether or not the existing models and approaches 
worked? Were internal communicators using these 
models and how effective were they? We were curious 
that with so many reports and models available, why was 
measurement still an issue? 

It was decided that instead of launching a major research 
project covering these topics, we would identify some of 
the main models and guidance, and simply review as much 
existing material as we could. We also looked at reports 
beyond internal communication – like those from public 
relations, where they have more robust and established 
methods of measuring and demonstrating ROI. 

A list of the material reviewed is tabled in the appendix 
and is referred to throughout this report. 

We asked for views from the Institute of Internal 
Communication (IoIC), our partners on this report, 
and conducted a survey of IC peers who kindly 
provided interesting insight into how they currently 
approach measurement. 

We then look at a possible future state, highlighting  
some of the priorities to consider for best practice.  
Finally, the report presents the recommended framework  
and guidance – suggesting a new approach and attitude, 
that we hope will support practitioners and the industry 
to embrace measurement. 

We wanted to enable individuals and so have included 
a few tools to help so we embrace the subject with 
confidence and where necessary creativity. The desire 
is that we are all able to discuss and engage with 
management regarding ROI, and that we can add value 
through planned and strategic communication. When 
we achieve this, we expect that it will provide the ‘why’ 
to invest in internal communication for decision makers 
in business. 

Defining measurement  
and ROI for IC
We felt it was important to define what we  
mean in terms of measurement and return  
on investment. 

As we explore the topics throughout this  
report we wanted to be clear on what it all  
meant for effective communication. Where  
we cover this here in summary, more detail  
will be provided as we progress through  
the report. 

Measurement can be defined as a 
result, usually expressed in numbers, 
that you obtain by measuring 
something – the quality, value, or 
effect of something and the activity of 
deciding how great it is. 
Collins English Dictionary
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A new approach 
As we looked at a possible future state and a new 
approach to measurement, we discovered that there 
is nothing new. It is all there, we just need to read and 
understand the theory behind what we do to develop 
meaningful measurement and demonstrate our ROI. 
Therefore, the main sentiment or message throughout 
this report is one of encouragement to practitioners to 
be confident, use their skills and strategically embrace 
measurement and understand ROI. Taking the time 
to learn more about business and how it operates, 
demonstrating a level of knowledge and gravitas to 
be professional and accountable for our good work. 

From the reviews of the research and reading the key is 
really all about our attitude and willingness to understand 
and apply the tools available. As practitioners we need to 
proactively approach measurement from the perspective 
of the strategy and clear objectives. Demonstrating a level 
of knowledge and business acumen that will raise the value 
of the profession for businesses. 

ROI (Net Profit / Cost of 
Investment) x 100(Return on Investment)

Return on Investment 
As a definition, the term Return on Investment is a profitability measure that evaluates the performance  
of a business by dividing net profit by net worth. 

The return on investment formula is: 

It is used to determine whether or not an activity is viable 
or a good investment based on the financial return the 
organisation will gain from it. We find that increasingly 
it is included as a question to determine whether or not 
internal communication activities will impact the financial 
part of the business or help to achieve business goals. 
If activities cannot be proven to provide a ROI, then it 
can inform decisions against additional investment in 
IC. On the flip side, if we can prove that investment in 
communication activity will have an impact financially, 
then it stands to reason that decision makers will be 
more likely to invest further. 

It is not a communication term, but it is usually a 
question asked when IC is proposed as a solution for the 
organisation. It is however, a business term and as such it 
speaks to our need as a profession to understand business 
more. This is why we need to pay attention to it and where 
possible find ways to address it, 
or at the very least, not ignore it. 
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Priorities for a way forward
The following are the themes we believe will best enable all practitioners to address 
measurement at whatever level they are at. Later in the report we break these down  
further with the hope that they can be easily applied to support best practice. 

Strategy
You can only measure effectively if 

you have developed a strategy.

Maturity of function
What you measure is sometimes 

determined by the maturity of 
your function.

Dialogue
The dialogue with your leaders/leadership 
team is important. This will enable you to 

measure what’s important and meaningful 
to the business, rather than an over focus 

on what’s important to the communication 
function.

Budget 
Measurement and ROI doesn’t have 

to cost the earth to implement – there 
are many approaches you can take that 

saves time and money.

One approach doesn’t fit 
all: It’s time to do the work 
Taking the principles that exist and  
the recommendations here – make 
them your own. This is where you  

need to do some work and identify  
the right approach to measurement  

for your organisation.

11
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