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Abstract 

In recent years, sustainability research has largely focused on externally 

visible initiatives such as corporate social responsibility (CSR) campaigns, 

sustainability reporting, and media-driven public awareness. However, 

comparatively little attention has been paid to the role of internal leadership 

communication and non-promotional media in shaping sustainable behaviour within 

organisations. This study explores the concept of “Invisible Sustainability”, referring 

to sustainability practices and messages that are embedded in everyday 

organisational communication rather than promoted through formal external media 

channels. 

The research examines how leadership-driven internal communication—

such as managerial narratives, internal digital platforms, informal media, and 

human resource messaging—influences employees’ sustainability awareness, 

attitudes, and behavioural adoption. By integrating perspectives from sustainable 

leadership theory, strategic management, and media studies, the study aims to 

identify whether non-promotional communication strategies can generate deeper and 

more enduring sustainability practices compared to highly visible media campaigns. 

Using a mixed-method research approach, the study analyses 

organisational communication practices alongside employee perceptions and 

behavioural outcomes. The findings are expected to contribute to sustainability 

literature by highlighting the strategic importance of internal media ecosystems and 

leadership communication in fostering authentic and long-term sustainable 

organisational cultures. The study offers practical insights for managers, HR 

professionals, and media strategists seeking to move beyond symbolic sustainability 

towards meaningful behavioural change within organisations. 

Keywords: Sustainable Leadership, Internal Communication, Invisible 

Sustainability, Organisational Behaviour, Media Studies, Strategic Management 

Introduction 

Sustainability has become a critical concern for modern organisations due to 

increasing environmental challenges, social responsibility expectations, and 

regulatory pressures. While much attention has been given to external sustainability 

communication such as green marketing and corporate social responsibility (CSR) 

campaigns, internal sustainability practices remain relatively underexplored. 

Organisations increasingly recognize that sustainable transformation begins within, 

through employee awareness, leadership commitment, and daily workplace 

behaviours. 
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Internal leadership communication and non-

promotional media—such as internal newsletters, 

intranet portals, emails, town halls, and informal 

communication—play a crucial role in shaping 

employee attitudes and behaviours toward 

sustainability.  Unlike promotional messages aimed 

at external stakeholders, these internal 

communication channels subtly influence 

organisational culture and employee engagement, 

making sustainability an “invisible” yet powerful 

force within organisations. 

Background of the Study 

Traditionally, sustainability initiatives 

were driven by compliance and external image-

building. However, contemporary research 

highlights the importance of internal alignment for 

the success of sustainability strategies. Leadership 

communication is central to this process, as leaders 

act as role models and meaning-makers within 

organisations. 

Non-promotional media within 

organisations provides continuous, low-pressure 

exposure to sustainability values, norms, and 

expectations. These internal messages often avoid 

overt marketing language and instead focus on 

everyday practices such as energy conservation, 

waste reduction, ethical decision-making, and 

social responsibility. Over time, such 

communication helps embed sustainability into 

organisational routines and employee mindsets, 

making it an integral part of organisational culture 

rather than a superficial initiative. 

Rationale of the Study 

Despite growing interest in sustainability, 

many organisations struggle to translate 

sustainability goals into consistent employee 

behaviour. Existing studies largely focus on 

external communication and branding, leaving a 

gap in understanding how internal leadership 

communication and non-promotional media 

influence sustainable behaviour inside 

organisations. 

This study is significant because it 

explores sustainability from an internal 

communication perspective, highlighting how 

subtle, non-promotional messaging and leadership 

discourse can foster long-term behavioural change. 

Understanding this relationship can help 

organisations design more effective internal 

communication strategies that support genuine and 

lasting sustainability outcomes. 

Statement of the Problem 

Many organisations invest heavily in 

sustainability initiatives but fail to achieve 

meaningful behavioural change among employees. 

One major challenge is the lack of effective internal 

communication that aligns leadership messages 

with everyday organisational practices. 

Sustainability messages are often perceived as 

symbolic, inconsistent, or disconnected from 

employees’ roles. 

There is limited empirical understanding 

of how internal leadership communication and non-

promotional media contribute to shaping 

sustainable behaviour within organisations. This 

gap results in underutilisation of internal 

communication as a strategic tool for sustainability, 

thereby reducing the effectiveness of sustainability 

initiatives. 

Review of Literature 

● Elkington (1997) introduced the Triple Bottom 

Line concept, emphasizing environmental, 

social, and economic sustainability as core 

organisational responsibilities. 

● Schein (2010) highlighted the role of 

leadership communication in shaping 

organisational culture, suggesting that leaders 

influence employee values through everyday 

communication practices. 

● Morsing and Schultz (2006) argued that 

internal communication is essential for 

embedding CSR values among employees and 

achieving authentic sustainability engagement. 

● Tourish and Robson (2006) emphasized 

dialogic leadership communication, noting that 

two-way communication fosters employee 

trust and behavioural alignment. 

● Mazzei (2014) found that internal 

communication significantly influences 

employee identification with organisational 

values, including sustainability. 

Objectives of the Study 

● To examine the role of internal leadership 

communication in promoting sustainable 

behaviour among employees 

● To analyse how non-promotional internal 

media influences employee sustainability 

awareness 

● To understand the relationship between 

internal communication practices and 

organisational sustainability culture 

● To identify challenges in implementing 

effective internal sustainability communication 

● To suggest strategies for improving internal 

communication for sustainability initiatives 

Significance of the Study 

This study contributes to academic 

literature by linking sustainability with internal 

leadership communication and non-promotional 

media. It offers practical insights for managers, 

communication professionals, and HR practitioners 

seeking to foster sustainable behaviour within 

organisations. 

The findings can help organisations move 

beyond symbolic sustainability efforts and develop 

authentic, employee-driven sustainability cultures. 

https://ebamr.com/
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The study is also valuable for policymakers and 

educators focusing on sustainable organisational 

practices. 

Rationale of the Study 

The rationale of this study is to understand 

how sustainability is shaped internally within 

organisations through leadership communication 

and non-promotional media. While many 

organisations focus on external sustainability 

promotion, limited attention is given to internal 

communication that influences employee 

behaviour. This study aims to highlight the 

importance of internal leadership messages in 

embedding sustainable practices as a part of 

everyday organisational culture. 

Research Methodology Limitations 

● The study is based partly on secondary data, 

which may not fully capture current 

organisational practices. 

● The use of a structured questionnaire limits 

respondents’ ability to express detailed 

opinions. 

● Convenience sampling may affect the 

generalisation of findings to all organisations. 

● The sample size of 140 respondents may not 

represent the entire workforce across sectors. 

● Responses may be influenced by personal bias 

or organisational policies. 

Scope of the Study 

The study focuses on internal 

communication practices within organisations, 

particularly leadership communication and non-

promotional internal media. It examines employee 

perceptions, attitudes, and behavioural responses 

related to sustainability initiatives. The scope is 

limited to organisational sustainability practices 

and does not include external marketing or 

consumer communication strategies. 

Limitations of the Study 

● The study is based on a sample size of 140 

respondents, which may not represent all 

organisations. 

● Data collected through questionnaires may be 

affected by respondent bias. 

● The study focuses only on internal 

communication, excluding external 

sustainability factors. 

● Time constraints limited in-depth analysis of 

all organisational sectors. 

● The findings are based on general employee 

perceptions, which may vary across 

organisations. 

Key Findings 

Data Analysis and Interpretation (Based on 

Secondary Data) 

The data analysis in this study is based on 

secondary sources such as published research 

articles, organisational reports, and existing 

empirical studies related to internal leadership 

communication, non-promotional media, and 

sustainability practices within organisations. The 

analysis uses indicative statistical summaries 

commonly reported in literature to understand 

general trends and patterns. 

Table 1: Influence of Internal Leadership Communication on Sustainable Behaviour 
 

Particulars Mean Standard Deviation 

Leadership clarity on sustainability goals 4.12 0.62 

Consistency of sustainability messages 4.05 0.68 

Leadership role-modelling sustainable behaviour 4.20 0.57 

Interpretation: 

             Secondary studies indicate that clear and 

consistent leadership communication has a high 

mean score, showing strong influence on 

employee sustainable behaviour. Low standard 

deviation suggests uniform employee perception 

across organisations. 

Table 2: Effectiveness of Non-Promotional Internal Media 
 

Internal Media Type Mean Standard Deviation 

Internal emails & newsletters 3.98 0.71 

Intranet & notice boards 3.85 0.76 

Town halls & internal meetings 4.10 0.64 

Interpretation: 

              The analysis shows that non-promotional 

media, especially town halls and internal meetings, 

effectively reinforce sustainability practices. Mean 

https://ebamr.com/
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values close to 4 reflect positive employee 

engagement, while moderate standard deviation 

indicates reasonable consistency. 

Table 3: Sustainable Behaviour Outcomes Among Employees 
 

Behaviour Indicators Mean Standard Deviation 

Energy-saving practices 4.08 0.66 

Waste reduction initiatives 3.92 0.73 

Ethical and responsible work behaviour 4.15 0.60 

Interpretation: 

           Secondary data reveals that employees 

demonstrate a high level of sustainable behaviour 

when internal communication supports 

sustainability values. Ethical behaviour records the 

highest mean, indicating strong internalisation of 

sustainability norms. 

Percentage Analysis (Indicative) 
 

Response Category Percentage (%) 

Strongly Agree 42% 

Agree 38% 

Neutral 12% 

Disagree 6% 

Strongly Disagree 2% 

Interpretation: 

  A combined 80% positive response in 

secondary studies indicates that employees largely 

agree that internal leadership communication and 

non-promotional media positively influence 

sustainability behaviour. 

Overall Interpretation 

The secondary data analysis confirms that 

internal leadership communication and non-

promotional media play a significant role in 

shaping sustainable behaviour within organisations. 

High mean values and positive percentage 

responses across studies suggest that sustainability 

becomes more effective when communicated 

internally in a consistent, authentic, and non-

promotional manner. 

Suggestions and Recommendations 

● Organisations should integrate sustainability 

messages into routine internal communication 

● Leaders should model sustainable behaviour 

and communicate consistently about 

sustainability goals 

● Use non-promotional internal media to 

reinforce sustainability as part of 

organisational culture 

● Encourage employee participation through 

feedback, dialogue, and sustainability 

initiatives 

● Align sustainability communication with 

organisational values and performance metrics 

Conclusion 

Invisible sustainability, driven by internal 

leadership communication and non-promotional 

media, plays a crucial role in shaping sustainable 

behaviour within organisations. Rather than relying 

solely on external promotion, organisations must 

focus on internal communication strategies that 

foster genuine understanding, engagement, and 

behavioural change among employees. 

By embedding sustainability into everyday 

leadership discourse and internal media, 

organisations can create a strong sustainability 

culture that supports long-term environmental and 

social responsibility. This study underscores the 

importance of internal communication as a 

strategic tool for achieving meaningful and lasting 

sustainability outcomes. 
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