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INTRODUCTION - PINPOINTING THE PROBLEM 

Employee engagement is repeatedly cited as one of the top challenges facing 

organisations today. Most articles on the subject point to the same stats:

According to Deloitte 87% of today’s 

business leaders cite culture and 

engagement as one of their top concerns.

A worldwide Gallup poll found that 

only 13% of employees stated they are 

actually engaged at work.

87% 13%

Clearly there is a problem here.

There may be a variety of reasons why engagement has suddenly become a prominent 

concern for many leaders. Many have tried to tackle the issue by clamping down on 

micromanagement, offering better pay and benefits, or giving more praise and 

recognition. While these measures are indeed positive, they don’t paint a complete 

picture of what employee engagement is really about. They can’t be used as quick 

fixes to a more fundamental, underlying problem.

Engagement tends to be viewed as a stand-alone problem. This leads leaders to think 

that if they could just solve the issue of engagement, they’d suddenly have have a more 

productive, higher-performing workforce. But genuine employee engagement is woven 

into the very fabric of the organisation - the leadership, culture, communication, and 

talent development. When you begin to create change in one of these areas, it creates 

a ripple that affects many others.

Low engagement is not the problem: it’s a symptom. The underlying issues causing 

disengagement are likely buried deeper than you can readily see.  So before you decide 

to address the symptoms of employee engagement with a survey, an app, or a few new 

workplace perks, you should think deeply about what the root cause of the engagement 

issues might be.

https://www2.deloitte.com/insights/us/en/focus/human-capital-trends/2015/employee-engagement-culture-human-capital-trends-2015.html
https://news.gallup.com/poll/165269/worldwide-employees-engaged-work.aspx
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3 COMMON EMPLOYEE ENGAGEMENT MYTHS 

1. Engagement isn’t a leadership problem

In larger companies it’s easy for leadership to get lost behind the 

boardrooms closed doors. Managers and leaders at all levels play a 

big part in the engagement and retention of their team. Open 

communication about the organisation’s strategy, welcoming 

feedback, and developing their team members are all critical to 

building a culture of active, engaged employees. The behaviour of 

leaders sets the cultural norms within an organisation. So managers 

must role-model the type of behaviour they want to see in their team.

2. Engagement isn’t a cultural problem

Without a culture that supports your employees, how can you expect 

them to stay actively engaged? Organisational culture is often likened 

to an iceberg. Visible indicators, like engagement, high turnover, or 

performance woes are only the visible tip of the iceberg. And because 

it’s what they see, business leaders often attempt to address these 

symptoms without diving down to find the root of the problem.

3. A suggestion box will solve engagement problems

A suggestion box seems like a quick and easy fix to many leaders. But in 

reality they do very little to change things long term. First of all, most 

employee won’t place any suggestions in the box. While some of your 

more voal employees might be happy to participate, in most instances it 

just becomes a passive way to collect people’s heat-of-the-moment 

frustrations about their work or coworkers.  Employee engagement surveys 

are slightly more effective. But even these will not likely solve your 

organisation’s employee engagement woes.
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THE 3 KEY DRIVERS OF ENGAGEMENT 

A 2012 report published by Dale Carnegie Training 

found the three key drivers of engagement:

1. Relationship with immediate supervisor

 

2. Belief in senior leadership 

 

3. Pride in working for the company

Each of these factors can improve or impair engagement. 

And all three are in control of the organisation.

https://www.businesswire.com/news/home/20130211005999/en/Dale-Carnegie-Training-Uncovers-Major-Drivers-Employee
https://www.businesswire.com/news/home/20130211005999/en/Dale-Carnegie-Training-Uncovers-Major-Drivers-Employee
https://www.businesswire.com/news/home/20130211005999/en/Dale-Carnegie-Training-Uncovers-Major-Drivers-Employee
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In addition to the three factors above, there are also other realities that 

must be considered when thinking about employee engagement.

Frequent job changes have become the norm

Millennials now make up the majority of the workforce. And the way they 

view money and career has changed the game for a lot of businesses 

hoping to attract and keep their talent. These days, businesses should treat 

their employees like customers; continually working to win their loyalty.

Better benefits won’t fix everything

Perks, benefits, and competitive pay do work to a certain extent. They 

can help drive higher levels of performance. However it’s important to 

keep in mind that these are all external motivators. None of them directly 

address the more important intrinsic values that must exist in order to 

keep your best employees happy, engaged, and more productive.

So with these two considerations in mind, how do your create an 

organisational culture that fosters engagement and motivates 

employees to stick around? It comes down to one critical concept:

Give employees ownership over the outcome.
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BUILDING A SENSE OF OWNERSHIP

Simply paying a fair wage just doesn’t cut it anymore. Employees want more than that. 

Today’s workforce is motivated by having the ability to make a tangible difference. 

Instilling a sense of ownership in your team empowers them to use their own creativity, 

find innovative solutions to company problems, and gives them a stake in the success 

or failure of your organisation.

 

Creating a sense of ownership is dependent on the following three factors:

1. Trust

Trust is key to forming healthy relationships, including the relationship between 

employee and leaders. If either side does not trust the other, performance suffers. 

Unfortunately, trust is often taken for granted by today’s leaders. A recent study from 

Interaction Associates found that while employees say trust is critical to their 

effectiveness, more than half of them don’t trust their boss or senior leadership 

teams. The same report found that only one third of workers say they feel safe 

communicating with leaders, indicating a lack of trust in employees as well. This 

stifles any chance of employee empowerment, creativity, and innovation.

https://www.businesswire.com/news/home/20130211005999/en/Dale-Carnegie-Training-Uncovers-Major-Drivers-Employee
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Transparency goes hand-in-hand with trust, and may be used as a way to create an 

environment of trust in organisations. This is certainly true of gaming company Gamevy. 

 

Writing in  Venturi’s Voice blog, guest author Helen Walton, Gamevy's Chief 

Commercial Officer, outlined why and how her team have built a culture of 

radical transparency:

2. Transparency

Important decisions are often made behind closed doors 

(or in small email groups). Subsequently only the result is 

shared, not the thinking that went into the decision. This 

means some will not be persuaded by reasoning they have 

not seen, while others will be unable to challenge what 

might be faulty assumptions.

 

Furthermore hiring and firing, as well as performance 

reviews, often happen in secret. As well as sometimes 

being unjust (a ‘manager’s view does not always accord 

with the views of those who work on the front-line with an 

individual), this makes it hard for others to really learn 

about what is valued and what is censured.

READ FULL ARTICLE

While the reasoning is clear, most organisations won’t have to go to these extreme lengths. 

 

Employees don’t need to know absolutely everything. But they do want to stay informed of 

their company’s vision, values, and strategic objectives. And they don’t want to be 

micromanaged as they work to achieve them.

https://www.venturi-group.com/how-radical-transparency-can-boost-team-performance/


Make hiring simple. 
venturi-group.com | enquiries@venturi-group.com | 0203 137 7005

11 | HOW TO CREATE A CULTURE OF ENGAGEMENT

3. Purpose

Many years of research has shown that instilling a task with purpose motivates high 

performance. It taps into the intrinsic motivators that keep employees happy and 

engaged in the work they do on a daily basis. To achieve this, organisations must 

keep their vision, mission and values at the forefront of everything they do.

Speaking on Venturi’s Voice podcast, Martin Moran, Managing Director at 

InsideSales.com, outlined why this is so important:

You’ve got to have a structure and framework. You’ve 

got to have a vision. And more importantly you’ve got to 

be able to articulate those things to people in a way they 

can understand. That’s the only way you can get people 

to buy into what you’re trying to do. But here’s the thing. 

When things are going well, numbers are looking good, 

and the team is performing well, engagement is usually 

less of a problem.  People are happy and things are 

running along nicely. 

 

It’s when times get tough that a lack of clarity on vision, 

purpose, and framework becomes a huge inhibitor to an 

organisation. When things get tough, people want to 

know and understand what the path is back to success. 

The vision and purpose need to be there to carry and 

organisation through good times and bad.

LISTEN TO FULL EPISODE

It’s vital to keep these three key areas in mind when trying to address employee 

engagement. This usually means moving away from more traditional approaches. 

After all, if they actually worked, employee engagement wouldn’t be such a problem.

https://soundcloud.com/user-910706127/keeping-sight-of-your-companys-vision-martin-moran
https://www.venturi-group.com/how-radical-transparency-can-boost-team-performance/
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WHY ENGAGEMENT SURVEYS DON'T WORK

Annual employee engagement surveys often only serve to further disengage employees. 

Here’s why:

The data gets stale

Often, by the time leaders even see the data it can be 

weeks or even months old, especially in larger organisations. 

That data may not be a true indication of reality by the time 

you get your hands on it. If that’s the case, you’re making 

decisions based on something that’s not even relevant.

Big problems can’t be solved by a handful of individuals

In many cases, leaders fall into the trap of attempting to solve all of the organisational 

challenges revealed by their latest survey single-handedly. Of course, this never works. 

It begins a cycle of asking employees what they think, doing nothing tangible, asking 

them again next year, and wondering why engagement scores are tanking.

Employees have no stake in the game

The cycle outlined above bot only sets leaders up to fail, it also creates a dysfunctional 

dynamic where employees take on a role of passive dependency.  Over time, they begin 

to expect leaders to serve at their beck and call. This cycle never ends well, yet we keep 

engaging in it hoping that we’ll have different outcomes next time.

Today’s employees want their voice to be genuinely heard

Increasingly, employees expect to have a voice in their 

work environment. A once-a-year survey cannot be the 

sole source of input employers rely on to engage their 

employee base. It may still have a potential value to an 

organisation, but not the employees directly.
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A FRESH APPROACH 

So if surveys don’t work, how can you evolve the way you structure your 

employee feedback processes so they model true employee engagement?

1. Make input and feedback a continuous process

Leveraging technology where possible can help facilitate more continuous 

engagement and input. Those who want to actively engage with their employer 

are free to do so. Those who don’t can chime in when they’re ready, rather than 

feeling forced to participate or hold their opinions until next year. More 

continuous interaction also allows leaders to see bumps in the road before they 

become mountains. Rather than waiting a year to identify a potential issue, 

these things can come to light in the moment and be addressed quickly.

2. Ensure employees feel free to offer input without fear of retribution

Leaders who expect to get honest feedback from employees need to understand 

their role in creating a safe environment for the process to play out. If your first 

reaction is to get defensive or - worse yet - to go after employees who provide 

more critical input, the only thing you’ll succeed in doing is destroying any hopes 

of getting people to share the truth with you ever again.

https://www.businesswire.com/news/home/20130211005999/en/Dale-Carnegie-Training-Uncovers-Major-Drivers-Employee
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3. Actively engage employees in creating solutions

Break the cycle of leaders solving all employee woes by not only asking for 

employees’ input, but by also enlisting their help in making sense of the data. 

Better yet, encourage them to take an active role in partnering with leaders to 

create positive change within the organisation.

4. Look people in the eye and talk to them

Surveys and technology can and do serve an 

important function in today’s business world. 

But relying solely on tools to engage 

employees is not the way to go. True 

engagement requires actually engaging with 

employees. Nothing beats actually sitting 

down, looking people in the eye and talking 

with them. Listening to their experience and 

collaborating with them to find solutions to 

things that are important to them. You don’t 

have to solve it for them, but you do need to 

be able to ask the right questions, listen, and 

be willing to help them help themselves.

Remember, employee engagement is a product of better 

communication from leadership, trust in the organisation, 

and providing a sense of ownership over their role. 

 

What better use of your resources than taking the time to sit 

down and actually talk with your people?
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SETTING EXPECTATIONS 

Before jumping on the engagement bandwagon, take some time to carefully consider 

whether engagement is really the root of the problem you’re trying to solve.

We are dealing with people here - not robots - after all. Trying to implement a one-size-

fits-all solution isn’t going to suddenly create a more engaged workforce. Different 

personality types will react differently to your efforts, and different organisations will 

experience varied levels of success based on their unique workplace cultures and 

leadership styles.

Still, doing something is certainly better than doing nothing at all. In a change 

effort like this, the first step is always a valid and reliable assessment of the situation. 

There are numerous tools out there that can provide you the data through pulse surveys, 

but these numbers alone don’t account for the psychology of your workforce. 

 

Take some time to sit down and talk with your team. Create a dialogue around what 

they value and how the organisation can best support these intrinsic motivators. It’s up 

to leaders to accurately translate both this quantitative and qualitative people data 

into actionable steps to improve.

In the end, there is no one solution to a problem like employee engagement. Deploy 

ongoing surveys. Talk to your people. Work together to find ways to improve. But 

understand that it’s not a hard science. Like any change effort, this will take time, 

commitment, and follow-through. And as you improve the ways you’re supporting and 

appreciating your people, they will begin to look forward to coming into work. They will 

begin to see their role in the greater purpose of the organisation.
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