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What if you could measurably increase employee
engagement, reduce sickness absence, cut turnover,
generating an estimated saving of RM25mil (GBP 5mil),
and unlock productivity gains that flow straight to the
bottom line, all within a single culture programme?

Organisations everywhere are rethinking how they create
environments where people thrive, perform, and stay. But very
few have a proven, repeatable approach that turns cultural
aspiration into commercial impact. This case study is designed for

organisations who know that culture is no longer a “soft” concept,
it’s a hard business lever. And when it’s done well, it pays back fast.

NB: Calculations are based on Pos Malaysia FY2025 employee and staff cost data,
combined with industry benchmarks for employee replacement costs.




Building Culture That Delivers

At the heart of this Pos Malaysia case study

is a simple question: What happens when an

organisation intentionally invests in the behaviours What is workplace culture?
and mindsets that shape everyday work?

...the personality and character of your
organisation. It’s the environment you
create for your employees and the sum of
your organisations’ traditions, interactions,
attitudes, values and behaviours. It aligns
ways of working and employee behaviours
with the company’s purpose and strategy.

The results go beyond engagement scores.
They show up in what leaders care about
most, and retention, customer experience,
operational excellence, and profitability.

In the following pages, we share what we did,
how we did it, and why it worked, along with
the design principles and structured approach
that made it scalable and sustainable.

When the culture is ‘right’, it positively
impacts happiness at work and improves
employee’s performance, which in turn
affects your customer’s experience and

This isn’t just “a programme rollout”. It’s proof the success of the business.

of what’s possible when culture is built by
design, not by default. If you’re looking to shift
mindsets, raise performance, and equip your
teams to deliver on your ambition, this case study
shows what effective investment can achieve.

- McKinsey



Ingredients of a High Performing Culture

High-performing cultures don’t appear by accident. They’re

built through a combination of clear intent, everyday
behaviours, and leadership habits that reinforce what

1. Absolute clarity of purpose and expectations

People perform better when they know exactly what
matters and what “good” looks like. That means simple,
aligned messages that shape priorities, decisions, and
behaviours across the organisation, not pages of strategy
documents no one reads.

2. Leaders who model the culture, not just talk about it

Culture accelerates when leaders show up consistently.
Not perfectly ...but consistently. Teams follow what leaders
do, not just what they say.

3. Ways of working that reinforce the right habits

Teams need predictable, practical routines that make
great performance feel natural, from how they plan and
review work to how they problem-solve, collaborate, and
celebrate wins.

“great” looks like. Here are the core ingredients we worked
with, the same ones we know consistently create impact
across organisations:

4. Skills and confidence at every level

The best cultures equip people with the tools, language,
and capabilities to actually do what’s expected, not just
understand it conceptually. When people feel capable, they
feel engaged.

5. A feedback-rich environment

High-performing cultures talk openly — about progress,
challenges, improvements, and behaviour. Feedback isn’t a
“moment in the year”, it’s how work gets better every day.

6. A sense of belonging and shared ownership

People commit to what they feel part of. The strongest

cultures create psychological safety, connection, and a

shared identity that drives teams to support each other
and deliver more together than they could alone.




It Pays to Invest

Creating a happy workplace environment and a great place to work with strong culture is now widely
accepted as a crucial step to help businesses attract and retain top talent. Happiness at work is
becoming increasingly important because it has a direct impact on employee productivity, customer
experience and business performance.

Happy Happy
Customer Business

6X more
energised &
3x more likely
to experience
well-being
in a fun
environment

Take 1/10 the Happy : 13% - 20% 202%
sick-leave employees | T increased increased
of their deliver : g, 4 productivity sales by
least happy 10x better B from happier happier
colleagues customer h ' colleagues colleagues
experiences vl

iOpener Institute iOpener Institute

( Enhanced creativity, problem-solving skills, collaboration and decision-making abilities (HBR) 0)




Our D.R.E.A.M." Approach to Culture Transformation

D.R.E.A.M." as an approach is inspired by the power and influence of daring to dream. When you combine
passion, purpose and a pioneering mindset with the science behind transforming an organisation so that it is fit
for the future, you have the ingredients and power to transform your whole business and your people forward.

This is the approach used with Pos Malaysia...

Immersion Emotionally Motivate, develop Fast track alignment Measuring impact,
activities to reunite, excite & and inspire activities to embed continuously improving
understand energise people others to play key messages into and evolving the
current their part existing tools, processes programme to help
realities and programmes and embed the desired
reinforce positive actions culture

Let’s take a look at how Pos Malaysia rose to the challenge, and the impact it has had across the organisation...




The Certified Wira Programme
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. . . . DAY Wira means ‘hero’
A multi-phase organisation-wide culture transformation ng in Bahasa Mela
and upskilling programme designed to: reminder ang invi‘;:.t,:?,
for every cqf f
> Define and develop a refreshed culture to emotionally Play theijr palretaigu: fo
connect 15,000+ colleagues at Pos Malaysia. Malays,'a’sn s

transformation Story
Inspire positive action by bringing everyone together

with a new name - Wira - focused on a clear vision

for creating a brighter future for all.

Empower leaders to guide change with energy.

Equip all colleagues with the right mindset and skills
to overcome evolving industry challenges.

It is bold, human, and built to last. The programme is
championed by a dedicated Culture Transformation
team and supported by 300+ Wira Facilitators.




Discover

We immersed ourselves in Pos Malaysia’s world. In this phase, we explore the
current realities for colleagues and customers, and discover the opportunities and
key priorities for the journey ahead.

A 6-chapter Pos Malaysia transformation story, co-created using insights from 1,500 years of collective
colleague experience, forming the emotional foundation of the journey.

ﬁn‘g‘g} @
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Key Customer Creative Desk-based
stakeholder interviews theme mapping research
interviews design labs workshops




O Re-connect

Here we build connections and commitments for the transformation journey ahead.

0 Certified Wira Foundation O Building a team of culture champions

A 15-day foundation programme onboarding ¢ 18 Wira recruited into the dedicated Culture
all colleagues into the culture transformation Transformation team.
journey. * 350+ Wira Facilitators trained to deliver multiple

programme modules nationwide.




Enable

Here we build the knowledge, skills and behaviours needed for everyone to play
their part and thrive.

Leadership development Continuous learning modules Targeted learning modules for
programmes to upskill for all Wira to sustain functional Wira to strengthen
Wira Leaders in leading the momentum and actively play role-specific capabilities and
culture transformation their part in the journey deliver operational excellence
D) (&%) @D | @D | s
@ (@& | conresira @ | oo e

Ambassador

We Deliver: E A\ | The Wira Way
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Accelerate

Here we positively reinforce & embed culture components
into employee experience and ways of working.

Culture.
a"gned
performance &
recognition

Wave
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the bus

vibrant
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Momentum

Momentum is sustained by continuously reinforcing progress through
communication, measurement, engagement, and ongoing development.

0 More than 20 modules to date and still counting...

See next page for more results and impact of Certified Wira! 0 I
12




esults and Impact

How di

Happy
People

Shining Eyes

H#HPosWira

id we help Pos Malaysia #BeBett

ILLAR1 _ EMPLOYEE ENGAGEMENT

* Increased sense of pride and advocacy
reflected on social media

Wira sharing their journeys, achievements,
and moments

We're back to delighting our customers. Through A Day with Our Wira,
employees step into the shoes of our frontiners to experience their daily
challenges and contributions firsthand. .more.

A Day With Our Wira
17 - 20 February 2025

L the Role,
te the Contribution +
#ownit

of connection

;. Sabrinder Beci® -1

Wiith many colleagues stll on Raya holiday, those of us in stepped up to support
last-mile delveries. Over two days, | nad the opporturity o delier parcels—
personal items to medical supplies—ensuring they reached customers eagerly
awaiting the

What stood out most was to me s - ou transformation. Having supported
X i volved~from manual procosses to
‘seamiess mobile-enabled operations.

At the heartof it all, our comitment remains the same—delivering. Seei
customers'sies is @ powertul reminder of why we do what we do.

86%
70% !

s turun padarg for dalivery whenever Operations need support &
honestl, | enjcy it every sincle time. There's something truly fulfling about
Stepping nto the shoes of a posimen & experiencing the real challenges on the
ground.

NUR AZKIAH AZIZ @

it Relations

A5 an R pracitioner, this kind of exposure s invaluable. Understanding the end-
to-end delivery process allovs us to make more informed, practical decisions
especially when it comes to 20D handing

' also encouraging to see eal improvements along the way. Being able (0 use
our own mobile devices for scanning has made the process smoother & more
offcient, particularly for COD deliveris. Smal changes, big impact.

Nothing beats learring fromreal, hands-on experience. Grateful for the journey.
& excited to keep learning & improving together n 2026 L

#BeBetter #OneTeam

76% 75% 76%

767%

EMPLOYEE
ENGAGEMENT
FOR 2025

Pos Malaysia Berhad
POS

40,040 follo
s 3008

Pos Malaysia Berhad has secured its position, for the fourth
consecutive year, in the Graduates’ Choice Award (GCA) 2026,
achieving remarkable standings in two categories:

#1in Courier Services

#3in Warehousing

THe oo FRcsgiilory eids o8 2 es A 18 50

it commiinei o focterg et and bulding 2
excepnonal workplace culture. At #PosMal
delivering packages - we're delivering careers that matter. Our
success stems from our core belief in creating an environment
‘where innovation thrives, safety is paramount, and every team
member plays a vital role in connecting lives and businesses
across Malaysia.

we're not just

As we celebrate this recognition, we woild like to thank all
#PosWiras for your hard work and dedication that has made.
this achievement possible. Here's to huldlng more success
stories together!

#PosMalaysia »sraduatezmplevers #GCA2026
#TopEmployer2026 #BuildTrust #CourierService
xw.-arenuusmg wa«enmecugn

As of May 2026
21 of modules created
e 1950 of sessions delivered

er? ]

15,000 Wira attended

PILLAR1  WOMEN IN LEADERSHIP

397%

- LEADERSHIP

Rai Yatim @ - Following
3d-®

Here's part 3 reflecting on 2025 with my end of year
posts! The second half of 2025 could not have come
sooner as we #MoveFast and #Ownit

to #DelightCustomers in a period that saw mutiple
national public holidays along with the 9.9 sales! It was
intense and together as #OneTeam we pulled throught

Plus lots of external engagement with key themes on
Sustainability & Leadership at the MIDP | Malaysian
Institute for Development of Professionals People &
Culture Conference 2025, The Economic Times Future
Forward Malaysia Summit and most importantly
‘engaging with the leaders of tomorrow at the Garden
International School Student Leadership Conference
cofacilitating a workshop on Strategy & Great .. more

€C@ You and 71 others 2 reposts

PILLAR1  EMPLOYEE SAFETY AND HEALTH

181

~40.54

P
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21 of modules created
1950 of sessions delivered
15,000 Wira attended

Results and Impact [As of May 2026

How did we help Pos Malaysia #BeBetter?

@ Happy
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Ultraman yang sebenar adalah Posmen!
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Results and Impact As of May 2026 b

¢ 21 of modules created
e 1950 of sessions delivered

How did we help Pos Malaysia #BeBetter? . 15,000 Wira attended

Happy
Business

Recognition

Exceeded ‘back-to-black’ targets YoY in the first year B
Won over 70 national and international awards in 4 years |- \&

including Best Employee Engagement and Leadership
Programmes

Rated the top 12% in Malaysia for ESG performance
New ways of working across the organisation
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Results and Impact
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> Contact

hé ﬁ Scan or click
We’ve been partnering with THCG for over 4 years now on our to watch video
culture transformation and engagement programme, designed
to getting Pos Malaysia back on track to be a great company
for our employees and our customers. THCG are committed,
passionate, creative and loyal - true partners that are now
very much a part of our business. As we create even more
pioneering engagement and learning programmes together,

| can’t wait to see what amazing results we achieve.

Thank you for being Wiras for Pos Malaysia!

.
MALAYSIA
Charles Brewer Andy Fisher
Group Chief Executive Officer of Pos Malaysia Co-founder of The Happy Consultancy Group
charles.brewer@pos.com.my andy@thehappyconsultancygroup.com

+44 7977 764532
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https://www.thehappyconsultancygroup.com/pos-malaysia

