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Introduction
For this document, we decided to gather the 
internal communications best practices of 2 
companies widely recognized for their 
corporate culture. 

Moz is a marketing software company from 
Seattle whose name is ubiquitous in the world 
of online marketing and has quickly grown to 
50 million in revenue yearly.  Google needs no 
introduction. 

Of course, neither is perfect. Both have had 
their share of scandals. While Google has been 
in the news for alleged gender bias and poor 
work-life balance, Moz made the headlines for 
laying off about a third of its workforce to 
avoid negative cash flow.

However, both have also stood out as great 
places to work with singular, remarkable 
corporate cultures that have become a 
reference point for many companies.

These companies have managed to 
combine technology and practices which 
are effectively able to communicate a 
culture across a large workforce. 

These internal comms best practices meet 
the foundations of these companies’ core 
values and strategic vision. We have tried 
to study these practices and present them 
to other organizations looking to learn 
from them and improve their own 
processes.
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Google
Way beyond free food.
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What makes Google excel 
at Internal communications?

More than focusing on communication channels like emails or intranets and if 
team members use them  in a daily basis, we wanted to highlight two foundational 
approaches that they share in their blog Re: Work, where the company 
documents its journey about how they build a better, more productive workplace. 

▷ People Analytics

▷ Building psychological safety
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https://rework.withgoogle.com/


1. People Analytics: actively 
listening to your team through 
data

Free food is not the end, but a means to an end. While Google is famous for 
providing tremendous perks like free food, health and dental care, free haircuts, 
dry cleaning, subsidized massages, gyms, and even nap pods, they don’t attribute 
their success to these perks but how they use data to map the appropriate 
incentive to each employee.

Google has a dedicated team for running both quantitative and qualitative 
research to provide scientific answers to help Google optimize both happiness 
and performance of their employees. There is no doubt that this approach works: 
Google consistently ranks as a top place to work each year. 
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Research subject Problem Suggested solution

Lunch tables
Employees didn’t have 
enough space to meet their 
peers

Making lunch tables longer to expose employees to 
more people during meal time.

Reducing female 
attrition

Women were leaving Google 
at twice the rate of everyone 
else.

The maternity plan was 12 weeks paid time off. It 
was changed to 5 months, having as result a 50% 
reduction in attrition for new mothers.

Employees health 
and quality of life

Googlers were gaining 
weight

● Food choices have color codes, red being less 
healthy, and green being the most. 

● Salads and greens were moved to the front, 
while non-healthy snacks became slightly 
harder to reach. 

● After a seven-week term, employees 
consumed “3M less calories of M&Ms”. 

Creativity
Creating the physical spaces 
that can enable creativity 
and innovation

● Nap pods
● Using diner booths instead of conference 

rooms for brainstorming sessions.

Recommendations from the People Operations team



2. Building psychological safety
However, the most interesting finding in regards of team communications and 
performance comes from on a research called the “Aristotle Project” to find what 
made some teams at Google top performers. Julia Rozovsky, from the People 
Analytics team, shared some valuable insights in a keynote. 

The Aristotle Project took nearly  2 years of interviewing about 180 teams, and 
involved more than 200 collaborators to identify the factors that made some 
teams at Google perform better than others. The surprising insight - it had 
nothing to do with technology and the level of seniority of each individual. 
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https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html
https://www.youtube.com/watch?v=xMMBpRDwp1s


Psychological safety
Can we, as a team, take a risk without feeling insecure 
or embarrassed?

Dependability
Can we count on each other to deliver high-quality 
results on time?

Structure and clarity Are our goals, roles, and execution plans clear?

Meaning
Are we working on something that is personally 
meaningful to each of us?

Impact
Do we fundamentally believe that the work that we’re 
doing matters?

The research highlighted 5 things that high performing teams seem to share:



Armed with these results, Google created the G Teams program which would try 
to apply the findings across the organization. Psychological safety was to be a key 
area of focus as it presented the strongest correlation with  team performance. 

The G Teams program consisted of:

▷ A 10-mins survey addressing the five dimensions listed above to determine 

teams performance.

▷ Next, the results were shown to the team to help them understand how the 

team was doing in all of these dimensions.

▷ Teams would have 90 minutes conversations to discuss results.

▷ People operation team offered a set of resources to address each 

dimension, whenever needed. 
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The G Teams Program



The researchers made some additional suggestions and comments:

▷ This exercise should be performed by teams under 10 members, otherwise individuals 
could be working on subset, avoiding the whole context. 

▷ To help remote teams achieve psychological safety, it’s valuable that starting-up teams 
work in the same physical space while they build their norms, and after that, it doesn’t 
really make a difference wherever they are. 

▷ The research couldn’t find other predictable patterns or outcomes based on individual 
profiles or characteristics like seniority, placement, extroversion or team size, but the 
five elements that shape team performance. “Who is on a team matters less than how 
the team members interact, structure their work, and view their contributions.”

▷ kicking off every team meeting by sharing a risk taken in the previous week  improved 
6% on psychological safety ratings and 10% on structure and clarity ratings.

Luckily, Google’s People Operations team wanted to help teams not just by 
communicating their research results, but helping Googlers –and every organization 
accessing the information—to go through their own process to identify teams 
dynamics and achieve improvement. 

If you want to open a discussion with your team about performance based on the 5 
elements Google suggested, here’s a document with the guiding questions to identify 
the areas your team might want to improve.
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https://docs.google.com/document/d/1lgiz6mwZeyWEaJxN_NMI-tI5Qijv2BHh27DPLeSLE40/edit


Fostering psychological safety

To gauge your team’s psychological safety you can ask members how strongly they agreed or 
disagreed to the following questions:

1. If you make a mistake on this team, it is often held against you.
2. Members of this team are able to bring up problems and tough issues.
3. People on this team sometimes reject others for being different.
4. It is safe to take a risk on this team.
5. It is difficult to ask other members of this team for help.
6. No one on this team would deliberately act in a way that undermines my efforts.
7. Working with members of this team, my unique skills and talents are valued and 

utilized.

For building a psychologically safe workplace, Admi Edmonson, on a TEDx talk, offers three 
simple tips: 

▷ Frame work as a learning problem, not an execution problem: make your colleagues 
recognize there is uncertainty and a need of interdependence; you have never been 
there before and you need your team’s output to get things done. 

▷ Acknowledge your own fallibility: enable confidence by acknowledging when you have 
failed before. 

▷ Model curiosity: by asking as many questions as possible, encourage your team to 
express their doubts and questions (i.e. enable curiosity with reciprocity). 
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How to foster psychological safety on 
your team (official guide)

Google as well openly shares a practical guide 
on behaviors for fostering psychological safety 
on the workplace, which are broken down in 5 
areas:

1. Demonstrate engagement
2. Show understanding
3. Be inclusive in interpersonal settings
4. Be inclusive in decision making
5. Show confidence and conviction without 

appearing inflexible
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See guide

https://docs.google.com/document/d/1PsnDMS2emcPLgMLFAQCXZjO7C4j2hJ7znOq_g2Zkjgk/edit
https://docs.google.com/document/d/1PsnDMS2emcPLgMLFAQCXZjO7C4j2hJ7znOq_g2Zkjgk/edit


Matter on research Suggested solution

Psychological safety

● Solicit input and opinions from the group.
● Share information about personal and work style preferences, and encourage 

others to do the same.
● Watch Amy Edmondson's TED Talk on psychological safety.

Dependability

● Clarify roles and responsibilities of team members.
● Develop concrete project plans to provide transparency into every individual’s 

work.
● Talk about some of the conscientiousness research.

Structure and clarity

● Regularly communicate team goals and ensure team members understand the 
plan for achieving them.

● Ensure your team meetings have a clear agenda and designated leader.
● Consider adopting Objectives & Key Results (OKRs) to organize the team’s work.

Meaning

● Give team members positive feedback on something outstanding they are doing 
and offer to help them with something they struggle with.

● Publicly express your gratitude for someone who helped you out.
● Read the KPMG case study on purpose.

Impact

● Co-create a clear vision that reinforces how each team member’s work directly 
contributes to the team’s and broader organization's goals.

● Reflect on the work you're doing and how it impacts users or clients and the 
organization.

● Adopt a user-centered evaluation method and focus on the user.

Finally, the company also shares a series of good practices to balance out each of the five dimensions of teams 
performance.

https://www.youtube.com/watch?v=LhoLuui9gX8
https://rework.withgoogle.com/blog/KPMG-case-study-motivating-employee-purpose/


Moz
Communication built on transparency
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What Moz does to excel in 
internal communications?

We share 3 key practices Moz implements mentioned by Rand Fishkin, Moz 
co-founder and former CEO on his book Lost and Founder:

▷ Demonstrating profound respect on the core values
▷ Open spaces for transparency and vulnerability
▷ Deciding on who manages and communicates the best with teams
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https://www.google.com.co/search?q=LOST+AND+FOUNDER&oq=LOST+AND+FOUNDER&aqs=chrome..69i57j69i59j0l4.3180j0j7&sourceid=chrome&ie=UTF-8


1. Demonstrating profound respect on the core values

Rob Ousbey, a Rand’s friend suggested an idea that could make Moz earn millions 
each year. However, Rand rejected it. Here’s why:

Churn rate is a key metric for tech startups; it stand for the percentage of 
customers leaving you each month. And this is especially critical when tech 
companies must keep growth rate stable. If your churn rate, for instance, is 5%, 
and need a monthly growth of 3%, you actually need to reach at least at 8% to 
keep your growth rate and regain the amount of customers you lose each month. 

Rob suggested the subscription cancellation process could be more complex; 
customers would need to call through phone to cancel their plans, and, in the 
mid-time, the company could understand why they’re leaving or offering a 
down-sale. 

Even though this could easily bring a positive impact on churn, it would be making 
the cancellation process more difficult intentionally. It is not empathetic, which 
lashes out directly against Moz corporate core values. 
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Regardless the short-term wins companies could help businesses growth, in the 
long term, according to Rand, the correlation between sticking to values is worth 
it for both business performance —and “makes it possible to look in the mirror 
without hating the person staring back.”

Rand shares Moz’s core values represented in the acronym 
TAGFEE—Transparency, Authenticity, Generosity, Fun, Empathy, and Exception, 
which never go after business goals. 

They shape the guidelines of every action the company takes, whether it is hiring, 
firing, creating policies, meetings,marketing or Internal comms…

Being consistent with the values across any aspect of the internal 
communications of the company encourage employees to be truly engaged with 
the content they receive. 

See guide
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Read more about TAGFEE

https://moz.com/blog/what-we-believe-why-seomozs-tagfee-tenets


2. A lesson about communication based on vulnerability and 
transparency

In his book, Lost & Founder, Rand tells how he managed to hide a personal affair 
that was affecting his performance at work: he didn’t. He told his team what was 
going on, and as response, the Moz team shared a giant hug that made him feel 
safe—psychologically safe. 

While there’s a stereotype of leaders being fearless, unwavering individuals that 
let personal problems outside the professional scope, it can lead to depression, 
bad habits, impostor syndrome, and at the end low performance. 

On the other hand, as mentioned before, Psychological safety is the most 
consistent predictor of team performance, over experience, expertise or IQ, 
suggesting that how teammates treated one another through the right norms and 
procedures leads to a raise in group’s collective intelligence. 
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You may be wondering how is this related with internal communication, and the 
answer is that vulnerability and transparency work as the enablers of a fluent, 
deep an useful way for teams to communicate, and, again, this has nothing to do 
with the technologies you do, but the value you transmit in every action your 
company does. 

Whether it is meetings, video conferences, lunch times, emails or intranet 
updates, you may want to help everyone in your organization to feel safe and 
communicate openly whatever the channel. 

Rand shares three scenarios where he acted to help his team to feel safe while 
communicating or giving feedback. 

▷ Getting employees in a room one-on-one, walking through the plans, and 
asking for their feedback, questions, and concerns. It is harder to express to 
admit mistakes or gaps in group. 

▷ Allowing environments for conversations with teammates that have 
nothing to do with work, like a coffee or drink with no particular agenda.  

▷ The company started a lunch-and-learn program where employees could 
give a presentation of topics of any kind, from professional affairs to gender 
transition issues. 
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3. Deciding on who manages and communicates the best with 
teams
Interestingly, this practice is shared by both Moz and Google. The tech giant has spent years figuring 
out how to optimize performance and happiness at Google and has documented their findings in their 
Re: Work program. Among other interesting findings, they suggest the 8 behaviors that remain 
consistent across great managers:

1. Is a good coach
2. Empowers team and does not micromanage
3. Expresses interest/concern for team members’ success and well-being
4. Is productive and results oriented
5. Is a good communicator
6. Helps with career development
7. Has a clear vision/strategy for the team
8. Has important technical skills that help him/her advise the team. 

Here are two things we want to highlight:

▷ If you take these 8 behaviors into consideration for your internal communications programs, you 
can expect higher engagement and better performance. For instance, you can add these 
behaviors as priorities for your training and development programs, or they can be the guidelines 
for the content is shared on your intranet. 

▷ As you see, technical skills are the least important factor for great managers, according for both 
Google and Moz. It’s not that they don’t matter, but other skills are more crucial. 
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So, how does Moz proceed to not making management the 
only ladder employees can climb? 

They took Microsoft and Google as good examples. In their 
structures, junior engineers can move up the ladder of 
promotions, salaries, benefits, stock options, and influence, 
without necessarily becoming a people manager. Source: Lost 
& Founder, 2018.

Rand, however, highlights that this structure required 
tremendous effort because collaborators yet considered 
that the real power was held by managers. For making sure 
this program was executed properly, the Former CEO of 
Moz suggested 3 pillars:

1. Inviting or mentioning individual contributors for 
strategic presentations, external public 
communications and reports. 

2. Every employee should have a facetime with 
individual contributors

3. ICs should be granted influence and key decision 
making

Rand closes this chapter by suggesting companies to 
think outside vertical growth in terms of people 
management. He also believes in horizontal structure 
where deep technical experts work as advisors and 
the overseers of projects while working with people 
managers. 
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Source: Lost & Founder, Rand Fishkin, 2018.

https://www.amazon.com/Lost-Founder-Painfully-Honest-Startup/dp/0735213321


About HyperOffice

Since 2004, empowering organizations to create, 
innovate, and compete through the power of cloud 
collaboration and communication.
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our 
office

2,000,000+

Users served across 
industries

15+

Years in business

6

Continents served. 
Truly global


