
COMMUNICATING A NEW 
STRATEGY TO 400.000 
EMPLOYEES
Translating a new strategy from the board to the rest of 
the company is always a challenge. If your company is 
UPS, and you have more than 400,000 employees work-
ing all over the world, I would call it a huge challenge. We 
made use of a lot of visual tools - an illustrated approach 
meant we relied less on the written word, 

This was a great help in managing culture and language 
differences in our global company. We still had to adapt 
some of the visuals depending on which country we were 
approaching but it made for a more powerful, more en-
gaging deliverable. 

Another piece we put into play was a board game. We 
actually took our management team at all levels and all 
countriesthrough a board game that basically took our 
strategy and rewarded you for following the strategy. 

A big part of the success of the game was the fact that 
we put the upper-level management teams at the same 
WDEOH� DV� RXU� ÀUVW�OLQHPDQDJHPHQW� WHDP�� 7KDW� HQYLURQ-
ment led to a good translation of the strategy. Our front-
line people don’t need the same level of understanding 
of the strategy as middle or top-management, but they 
need to understand the impact of that strategy in their 
daily jobs. 

We also created a comic strip with different characters, 
so that our people can see themselves in a different way. 
,Q�WKH�FRPLF�VWULS�ZH�UHÁHFWHG�DJDLQ�WKH�NLQG�RI�EHKDY-
iour that we would like to see from our people. at me 
... I'm part of the race. Thanks to those thoughts I could 
switch my anger into gratefulness and I have enjoyed 
every moment of the race.

FAILURE IS PART 
OF THE PROCESS
Being able to experiment (and 
accept some failures) is essential 
within UPS to move forward. If we 
can prototype something and 
experiment with it in reality, that’s 
a lot better than creating the 
perfect strategy on paper. During 
the whole communication pro-
cess of the new strategy, a lot of 
the techniques didn’t work and 
there was a whole graveyard of 
dead ideas that were eliminated 
during the process.

FAST PROTOTYPING FOR OUR NEW STRATEGY
Instead of sitting in a room with a small group of people trying to come up with the perfect strategy, 
we applied a lot of fast prototyping. When developing a new strategy, it’s likely that there’s only a 
small group of people who can grasp acomplete overview of all the pieces. While it’s not neces-
sary that everybody understand everything at the start, you still want to have a process that allows 
people to learn as you go. Fast prototyping chops the whole into smaller chunks, and then those 
chunks are used an reviewed by the whole team in iterative steps.  As everyone works on these 
pieces, the development process itself works to lift the whole team’s understanding.
 
This process also help when it comes to diverse audience outreach. Communicating the strategy 
requires that the message make sense to the different kinds of receivers.  Fast prototyping gave us a 
head start, as people with different jobs and strengths have already reacted to the pieces as they 
ZHUH�FUHDWHG���7KHQ��DV�VRRQ�DV�VRRQ�DV�ZH�KDG�D�ÀUVW�GUDIW��ZH�OLWHUDOO\�WRRN�VRPHERG\�IURP�WKH�
PDQDJHPHQW�WHDP�WR�RQH�RI�RXU�ÀUVW�OLQH�WHDPV��WR�FKHFN�LI�WKH�VWUDWHJ\�PDGH�VHQVH�WR�WKHP��

We repeated this ‘reality check’ all along the process – develop a draft, review it with the team, 
DQG�JHW�LW�WR�WKH�ÀUVW�OLQH�PDQDJHPHQW�WHDP�DV�TXLFNO\�DV�ZDV�IHDVLEOH��5DSLG�SURWRW\SLQJ�FUHDWHG�
a meaningful feedback loop that rotated at a very quick pace.  We’re quite sure the whole com-
munication went faster than a normal top-down communication strategy because there was less 
confusion. People felt more engaged because they had a chance to contribute something to the 
strategy. Of course, not everybody agreed with the strategy, but at least it was clear in which direc-
tion we were going.
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