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CASE STUDY: BAKER HUGHES

B
aker Hughes, an oilfield serv i c e s

company with employees stationed

a c ross 90 countries, noticed that

employees were displaying a knowledge gap

re g a rding the benefits of its employee stock

p u rchase program (ESPP). 

F u rt h e rm o re, the cumulative average

g rowth rate re g a rding new employee sign-ups

and current employee contributions had been

relatively stagnant since 2002. With the

2008 enrolment deadline fast appro a c h i n g ,

Baker Hughes’ HR Communication team was

c h a rged with creating an eff e c t i v e

communication program to significantly

i n c rease ESPP participants and boost curre n t

employee contributions.

Aligning benefits to values 
Baker Hughes’ “Core Values” and “Keys to

Success” are the basis for establishing a

common culture for the organization, and it’s

critical for our benefits programs, including

the ESPP, to align accord i n g l y. Our Core

Values are: 

• I n t e g r i t y

• Te a m w o r k

• P e rf o rm a n c e

• L e a rn i n g

Our Keys to Success are four priorities that

guide our decision-making pro c e s s :

1 . Engage people

2 . Deliver value

3 . Be cost eff i c i e n t

4 . R e s o u rce eff e c t i v e l y

H ow performance contributes to share price 
In keeping with the culture at Baker Hughes,

the ESPP aligns employee perf o rmance with

s h a reholder values (re t u rn, profitability and

viability). If employees are also share h o l d e r s

t h e re can be a greater connection re g a rd i n g

how perf o rmance can contribute to share

price. Employees who feel a degree of

ownership in the company will generally

work hard to ensure a shareholder re t u rn

and increased company pro f i t a b i l i t y. 

The ESPP is part of the overall

compensation package and helps support

employee retention and engagement eff o rt s .

It allows employees to invest in their future

and participate in the ownership of the

company by purchasing Baker Hughes

common stock at a discounted rate.

Employees can choose to contribute up to 10

p e rcent of their base salary, starting in

J a n u a ry and continuing through until

November each year.

Working effectively with other functions 
Baker Hughes operates a centralized global

HR function, which coordinates pro g r a m s

with all business units and regional divisions.

Baker Hughes’ Total Rewards group is under

the umbrella of Corporate HR and interf a c e s

with cross-functional partners to manage

ESPP sign-ups. 

To significantly increase ESPP enrolments in

2008, the Total Rewards group worked with

the HR functions (benefits, local HR teams

and payroll), corporate marketing and IT to

help execute its multi-channel ESPP

communication campaign. The various HR

teams would take part in online meetings

and go through demonstrations of how to

e n rol in the plan. These HR employees

How Baker Hughes used a multi-channel communication campaign, including interactive
dialogue tools as part of an email campaign, to engage and educate 35,000 employees
about the benefits of its employee stock purchase program.

by Ila Owers, senior compensation specialist, Baker Hughes

would then do the same demonstration to

g roups of 15-20 employees at a time. 

Paying attention to language 
Within a tight three-week window of

o p p o rtunity in November 2008, Baker

Hughes launched a multi-channel and multi-

language communication campaign to

i n c rease global enrolments before the 2008

deadline expired. Taking into account delays

caused by Hurricane Ike which stru c k

Houston, Texas (where Baker Hughes’

h e a d q u a rters are based) in September 2008,

we had to limit our focus on translating the

communication and engaging employees in

our seven regions with the greatest amount

of employees.

The language groups consisted of: English,

Spanish, German, Arabic, Russian,

P o rtuguese and Norwegian. Spending the

time and re s o u rces to communicate the

ESPP to employees in multiple languages

communicates that the company values

their participation and also results in a

g reater likelihood of domestic and

i n t e rnational sign-ups. 

“my espp”
The Total Rewards group created a new

ESPP bro c h u re and translated it into six

languages. We decided to completely update

the format, design and language. (See online

version of this article for examples of the

b ro c h u re for 2008, and the updated version

for 2009.) 

The goal was to make the bro c h u re, as the

key educational channel that would

communicate the value of the pro g r a m ,

clearly understandable and action oriented.

The group also wanted to create consistency

and match the design elements of branding

with the other benefit programs at Baker

Hughes (these include health and welfare
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during the

last week of

t h e

campaign, for

a final push

the To t a l

R e w a rd s

team used a

p o l l - i n - e m a i l

solution fro m

i n t e r a c t i v e

e n g a g e m e n t

a n d

c o m m u n i t y

b u i l d i n g

solutions pro v i d e r, PollStre a m .

A total of 35,600 global employees were

sent the interactive poll via an HTML email.

To satisfy the language re q u i rements of its

global employees, Baker Hughes emailed the

poll to 9,650 global employees in six

languages other than English. The poll was

c a refully designed with multiple “branches”

and “endings” to help engage, educate and

i n f o rm employees in a measurable two-way

dialogue, designed to be a re w a rd i n g

exchange that drove employee action (see

F i g u re 1, above).

Measuring employee take-up
As a result of the multi-channel campaign,

1,700 new employees (an increase of 16.4

percent from the previous year) signed up

for the ESPP program and 925 previous

participants decided to increase their

contributions. 

By distributing communication in seven

d i ff e rent languages, the company experienced

an international (non-US English speaking)

i n c rease of 13.9 percent. In terms of the

and re t i rement plans). A major shift in

positioning was the focus on the word “My”,

as in “my espp”. The new branding is meant

to encourage employees to take more

ownership and accountability in learn i n g

about and selecting their benefits; employees

a re in control of their future re t i rement plans

and investment needs. 

Ensuring understanding using face-to-face
c o m m u n i c a t i o n
In an eff o rt to speed up access to inform a t i o n

about the ESPP plan and support

e n v i ronmental initiatives (reduce print and

t r a n s p o rt expenses), the bro c h u re was

available in PDF format and promoted via

emails and on the intranet. The focus on

e l e c t ronic versus print communication

resulted in cost savings of appro x i m a t e l y

$20,000. Employees without regular email or

online access (approximately 20 percent of

the Baker Hughes workforce) were inform e d

of the ESPP plan by their local or on-site HR

re p resentatives. For these employees the

redesigned PDF was printed. 

To ensure that the ESPP bro c h u re was not

only being read by employees, but more

i m p o rtantly understood, the Total Reward s

team also organized face-to-face meetings

between employees and local HR teams.

These intimate groups discussed the

e n rolment process and answered re l a t e d

questions. The Total Rewards team also

distributed weekly email reminders that were

translated and targeted at each division, to

e n s u re message frequency and consistency.

Interactive poll 
In an eff o rt to increase ESPP enro l m e n t
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campaign’s final push, over 1,400

employees interacted with the four-question

poll and 444 of those employees declared

that they either wanted to increase

contributions or start participating with the

ESPP. Specific employee declarations

prompted the poll to serve up relevant

content to educate employees about the

best method to increase their contributions.

The purpose of the poll was not to obtain

insight, it was to drive action (employee

sign-ups) and influence behavior.

Using PollStre a m ’s prompt for comment

f e a t u re, employees provided more than 300

comments to help the HR Communication

d e p a rtment better understand general

p e rceptions of the ESPP (why employees

a re n ’t contributing or increasing their

contributions), allowing them to better

position the program in the future. Employee

feedback provided from the prompt for

comment feature told us that employees who

lived “paycheck to paycheck” found it

d i fficult to sacrifice even part of their earn i n g s

to the savings program. 

In response, we’re planning a

communication program around how

employees can save money in general. 

Figure 1. The four-question poll used at Baker Hughes

Hub Bulletin 2.8.qxd  17/12/08  09:35  Page 9



Quote your order reference Websi te

✔

Six reasons to join:

✔

✔

1.	 	 Unlimited access to more than 2,000 
downloadable communication tools, templates, 
case studies and “how-to” guides

2. 		 Receive the monthly member printed journal 
– Internal Comms Hub Monthly Member 
Bulletin, delivered direct to your desk

3. 		 FREE report: How to help 
managers communicate 
during tough times – tap into 
what drives your employees 
using expert, practical, tried-
and-tested advice

4. Member discounts for 
Melcrum’s conferences, 
workshops, research reports 
and other resources 

5. 		 Networking. Attend member exclusive 
events and become part of a global group of 
communicators

6. 		 Put your challenge to a host of communication 
experts including: Angela Sinickas, Bill Quirke, 
Fraser Likely, Sue Dewhurst, Ron Fuchs, Helen 
Coley-Smith, Andy Szpekman, Linda Dulye, 
Chris Gay, Michael Rudnick, Mike Love, David 
Ferrabee, Denise Baron, Bish Mukherjee, ABC 

Melcrum Package – what’s this?

Take option 2 and sign up for the 
Melcrum Package – Receive a 12 month 
membership to the Internal Comms Hub 
PLUS a 12 month subscription to our 
flagship journal Strategic Communication 
Management. Read in over 80 countries, 
SCM provides you with 40 pages of corporate 
communication best-practice, six times a year.

	 Internal Comms Hub + Subscription to Strategic  
Communication Management
	 $695

Membership application
Yes! I’d like to become a member 
of the Internal Comms Hub

 

Please attach your business card or print details clearly 

Name__________________________________________________	

E-mail__________________________________________________	

Position________________________________________________	

Company______________________________________________	

Address _______________________________________________	

_______________________________________________________	

Town__________________________________________________	

County_ _______________________________________________	

Post code______________________________________________	

Country________________________________________________	

Phone_________________________________________________	

Fax____________________________________________________	
	

Payment method 

 �Please charge my credit card for the above amount	

 Visa   Mastercard   Amex

Card Number_ _________________________________________	

Name on Card_ ________________________________________	

Exp. Date______/____ __	

Signature______________________________________________

 �I have enclosed a check: Payable to Melcrum Publishing Ltd.

 �If you do not wish to receive relevant offers from third-party organizations, but 
would still like to hear from Melcrum, please check this box

 �If you do not wish to receive information from Melcrum or its partners, please 
check this box

	 Internal Comms Hub membership

	 $295

#

✔

✔

✔

✔

Publisher’s guarantee
A membership to Internal Comms Hub is totally risk-free so if you’re not 
100% satisfied you can cancel your membership and receive a refund 
for the remaining months of your membership.

About Melcrum
Melcrum is a research and training business, expert in all aspects 
of internal communication. Through our global networks, we 
connect more than 25,000 professional communicators in sharing 
what works. Together, we seek to improve the effectiveness and 
influence of internal communication.

Save $$$s!

How to help managerscommunicate during
tough times

www.melcrum.com

Expert Q&A advice on: Common mistakes when sharing bad news Helping the organization prepare for toughtimes
Case studies:
Adobe Systems: Strategic planning duringturbulent change

PDI: Cultural differences and theirimplications for leaders
Using Appreciative Inquiry to engage O2’semployees in culture changeHMRC: Building engagement through face-to-face interaction

How to help managers communicate during tough times is
an exclusive collection taken from Melcrum’s best-selling
research reports and practitioner guides.

Expert advice and practical tips for coping withdifficult communication challenges


