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When Vodafone New Zealand bought TelstraClear, 
employee engagement was initially buoyant. Then 
reality hit. What Vodafone did next shows why it pays to 
put the customer at the heart of your change program. 
 

 ‘Start as you mean to go on’ could be a motto for how Vodafone 

New Zealand went about integrating TelstraClear.

The telecoms company kicked off by putting 1,900 TelstraClear 

employees through an induction and onboarding program – in 

just six weeks.

‘We tailored our existing program to reflect the new 

organization,’ says Antony Welton, HR director of Vodafone New 

Zealand. ‘We covered the history of both companies and how we 

were bringing those histories together. Then we introduced the 

Vodafone Way, to explain the business they were joining.’

The team backed this up with regular communications and 

brought the top 200 people managers together at a new 

leadership conference. The focus was on talking them through 

the new vision and strategy.

Using a survey to spot hidden problems
These early efforts to sell the change story to TelstraClear 

employees could help to explain the 77% score the company 

achieved in its first joint employee engagement survey. 

Above Korn Ferry Hay Group’s high-performing benchmark, 

the score is especially impressive when you consider that 

engagement levels at TelstraClear had historically been far  

lower than at Vodafone.  

“We tailored our existing program 
to reflect the new organization. We 
covered the history of both companies 
and how we were bringing those 
histories together. Then we introduced 
the Vodafone Way, to explain the 
business they were joining.”

Antony Welton, HR director  
of Vodafone New Zealand

The company achieved  
a 77% score in its first joint  
employee engagement survey.

at Vodafone New Zealand.
Ringing the changes
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Antony says he was ‘surprised but pleased’ at the results. 

But he also says the survey threw up a couple of issues his 

team might not otherwise have known about. 

‘People said they loved the vision and being part of the 

organization,’ he recalls. ‘But they said that legacy systems 

and processes were making it hard to get things done.’ In 

other words, they were engaged but they weren’t enabled.

The results also revealed that while the top layer of leaders 

was very clear about the message, the layer below wasn’t 

quite ‘getting it’. Identifying this problem meant that HR 

could quickly fix it: by sharing a quarterly update.

The year two results: a sign of the times
Jump forward a year and reality was beginning to bite. 

‘Year two was about realizing the benefits of integration,’ 

says Antony. ‘But the market had declined significantly. 

Multiple billing systems and processes were making it hard 

for people to do their jobs. And we’d just launched fiber 

broadband, which had led to lots more calls to the call 

center – and longer wait times.’

On top of this, says Antony, many people’s jobs had 

doubled in size. And some people from both companies  

had decided the new organization wasn’t for them. 

These pressures came through clearly in the second joint 

employee engagement survey. 

 

‘When the survey came around, we were in the middle of 

a restructure, and we’d cut our total headcount by 25%,’ 

says Antony. ‘So the score — 68% — was disappointing, but 

understandable. 

‘People had become very focused on the problems we were 

having internally,’ he goes on. ‘We needed to get them to 

focus externally, on the customer and the opportunity.’

Want to change people’s mindsets? 
Change the story
Antony and his team knew they needed to bring about a 

mental shift among their people. And as creating a sense 

of pride is one of the most effective ways of engaging 

employees, they launched a program called ‘Proud 2…’.

‘“Proud 2…” said that to be a company we’re proud of, we 

needed to deliver for the customer,’ says Antony. ‘So it 

became a rallying cry to the organization.’

One of its main activities was a leadership program for 

frontline managers, called Leading in the Vodafone Way.

‘Until they see the turnaround, it’s hard for people to 

connect with the change,’ explains Antony. ‘So they depend 

on relationships with their direct leader to make sure the 

trust is there.’ 

The idea behind the program was to get people thinking 

about how to be an admired leader. It was about choosing 

the mindset, the stories and the attitude they’d need to lead.

‘There was also a lot of discussion about how, if you want 

to lead by example, you need to be even more engaged 

yourself,’ says Antony. ‘And we put a lot of emphasis on 

being “customer best”.’

“There was also a lot of discussion about 
how, if you want to lead by example, you 
need to be even more engaged yourself.”

Antony Welton, HR director  
of Vodafone New Zealand 
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“I’d like Korn Ferry  
Hay Group to help us  
move our people survey 
on. I’d like to make it more 
personal – how engaged 
have you been today, not 
how have we engaged 
you? I think that would 
really help.” 

Antony Welton, HR director  
of Vodafone New Zealand 

The team followed this with a big communications campaign around  

‘reasons to be proud’. So when the company launched new products,  

services and advertising, they’d run an internal campaign too. 

Bridging the gap between two cultures
Changing people’s mindsets isn’t easy – particularly when they come  

from such culturally different organizations. 

Antony’s team has tackled this in a couple of ways. ‘We pointed out that, 

whichever company we came from, we were all going through the change 

together,’ he says. ‘It was a new experience for all of us.’

They also put regional leadership teams in place. ‘We went to each region  

to present their people survey scores,’ he says. ‘It really put some fire in  

their bellies and encouraged the regions to compete with each other.’

Finally, Antony accepted that HR couldn’t be wholly responsible for how 

engaged people are. ‘We can’t change someone’s engagement for them – 

that’s ultimately their choice,’ he says. ‘Our job is to create the environment  

that makes it possible.’

Change as part of the usual process
Two years after integration began, there’s still a lot of change underway at 

Vodafone New Zealand. But Antony says they’re now better at managing it.

‘Change has become part of the usual process, so people are a lot less spooked 

by it,’ he says. ‘It’s expected, and the scale of the impact is managed.

‘We need to trust people to do the right thing, regardless of what the change is.’  

The business is doing well again, with year-on-year growth. And, thanks  

to the ‘Proud 2…’ campaign, Antony says that ‘engagement has bounced  

back significantly’. 

So what’s next? ‘I’d like Korn Ferry Hay Group to help us move our people 

survey on,’ he says. ‘I’d like to make it more personal – how engaged have you 

been today, not how have we engaged you? I think that would really help.’



4 © Korn Ferry 2016. All right reserved.

About Korn Ferry 
Korn Ferry is the preeminent global people 
and organizational advisory firm. We help 
leaders, organizations, and societies succeed 
by releasing the full power and potential of 
people. Our nearly 7,000 colleagues deliver 
services through our Executive Search,  
Hay Group and Futurestep divisions.  
Visit kornferry.com for more information. 

Tip one

Accept that you can’t control other people’s engagement. As an 

HR leader, you’re accountable for creating the program that drives 

engagement. But it’s down to every individual and their leader to make 

it happen.

Tip two

Don’t lose your focus on the customer. We got tied up in managing the 

synergy process, which made everyone too inward-looking. It’s natural 

to have a dip, but we’d have come out of it sooner if we’d shifted the 

focus back to the customer earlier on.

Tip three

Use storytelling to help people to deal with the change. “Proud 2…” 

helped people to realize they can choose how to react.

Tip four

Don’t forget that you talk the talk, but your leaders walk it. You 

need to balance what the organization does in terms of comms and 

engagement with what your leaders do. They’re the ones who need to 

build their team’s trust in the change.

Tip five

Use your own team as a barometer for what’s happening  
in the organization. If they’re exhausted, everyone else probably is too.

Antony’s 5 tips for overcoming challenges 
during change

WANT TO KNOW MORE?

Get in touch with your local Korn Ferry Hay Group office. You’ll find more advice on 
how to engage your people through change in our latest report – to read it, go to 

www.haygroup.com/en/our-consulting/employee-surveys


