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[bookmark: _GoBack]Rob Moss:		Hello and welcome to this Personnel Today webinar, brought to you in association with Questback. I’m Rob Moss, Editor of Personnel Today and today we’re looking at high-performance cultures in organisations and how employers can try to foster them.
		HR can create strategic initiatives that aim to improve employee engagement or drive performance but often it’s the organisation’s culture that can hold such initiatives back.
		So today we’re going to provide five steps to help you understand and improve your company’s culture, and to do that we’re joined by two experts in the field.
		Andrew Cocks is the former Head of Engagement and Employer Brand at HSBC. Andrew is an assessment psychologist with more than fifteen years’ experience in the field of employee engagement, culture and change. He led the European Employment Employee Engagement Practice at Watson Wyatt before moving to HSBC, where he was instrumental in driving the bank’s move away from traditional employee surveys to an integrated platform-based approach.
		And Alex Wilke is HR domain expert at Questback. He has over seventeen years’ experience in the Voice of the Employee and Voice of the Customer programmes, mainly with large international organisations in the communication and financial sectors.
		Before we begin I’ll briefly outline the format for today. In a moment I’ll hand over to Andrew and Alex for their presentations, after which we’ll run a short Q&A, which will run us to a finish at around quarter to the hour.
		As we go along we’re keen to receive all your questions and urge you to submit these at any time in the chat pane on the left-hand side of your screen, but unless I feel there’s anything particularly pressing, we will save those up for the end.
		We are recording the webinar and an on-demand version will become available in the next few days, along with the PowerPoint slides and a transcript of today’s presentation and discussion, and there’ll also be a white paper, which I’ll tell you about later.
		Okay, you’ll find an on-demand version of the webinar at www.PersonnelToday.com/webinars.
		Okay, we begin by welcoming Andrew Cocks. Over to you, Andrew.
Andrew Cocks:		 Thanks very much, Rob. Last night as I was preparing my speaker notes for this session I was listening to the news on the radio in the background and I lost count of the number of times that culture was mentioned within the broadcast. There were stories about the City of Birmingham Children’s Services, the Fire Service, Google in France, the European Assembly, and actually the news was littered from top to bottom with references to culture and organisational culture, mostly around the negative aspects it has to be said, because that’s what’s newsworthy, but obviously this is something that would not have been the case a few years ago – as few as two years ago probably.
		So culture is very much top of mind at the moment. It’s on the top of everyone’s list of priorities in terms of investigating what it is for their organisations to avoid those kind of negative consequences.
		But what about the reverse? What about how we can foster a culture in a positive sense that drives optimal performance and optimal business outcomes? And that’s the focus that we’re looking here for this webinar.
		Many organisations that I talk to express a desire to achieve a ‘high-performance culture’. Very often this is without any real meaning or attempt to define what it is or to measure progress towards it.
		Culture is arguably, however, better understood than employee engagement. There’s a far greater body of historical psychological research behind it and certainly a greater consensus about what it is and why it’s important. And yet while most organisations measure employee engagement and manage it, far fewer do the same for culture. I have a feeling this is going to change in the future.
		I see culture now as analogous to the concept of brand. Thirty years ago very little attention was paid to the concept of brand. Now it’s very well understood, managed and is at the core of organisational thinking and strategy. It’s absolutely unthinkable for organisations to let things drift with regard to their brand, and in thirty years time I think we’ll be looking back at this decade as the time when we got serious about culture, and we’ll probably be fairly incredulous that it took us so long to get there.
		Your culture defines your organisation, in as much as it’s yours, it’s unique. Anyone can copy your strategy, your products, your service levels et cetera but nobody can copy your culture.
		It attracts people to your organisation, it retains them, it motivates them. It largely determines their engagement and performance and whether your best people stay with you.
		You can’t achieve your strategic goals unless you have a culture that supports it.
		And yet most organisations measure engagement. And this makes sense, although it’s not always done well. That’s probably another series of webinars that I’d be happy to think about. But engagement survey questions are actually really bad at getting to culture. A culture survey or a diagnostic really has to be designed specifically for the purpose with the right questions, the right scales and based on the right models. Taking an employee engagement survey and tinkering with it and labelling it a culture survey is not going to do it for you.
		But does this mean it has to be a hugely complex and expensive, typically consultancy-led initiative? No. With a little guidance and help and the right technical support, any organisation can develop the internal capabilities to manage many of the aspects themselves.
		So at present, the way I see it, culture is controlling the actions and decisions of people at all levels within organisations. It’s time to turn it around, take control of the culture, understand it, own it, manage, channel and nurture it, just like we currently do for brand.
		And in this webinar we hope to be able to show you how you can begin going about this process and sharing some tips for helping to make it a success.
		The five steps you see on this slide you’ll see are arranged in a circular fashion. This indicates that this is an on-going process. Understanding and managing your culture is an on-going initiative which does not have any end-point. You will unfortunately never reach the point where you can stop because your culture needs to constantly adapt to react to your changing business priorities and the changing environment in which your business operates.
		But it needs to be integrated into the way that you do things generally to become seamless, part of the way you do things in day-to-day business as usual.
		So hopefully this session will show you that you don’t have to rely on expensive consultants and proprietary models to help you measure and manage your culture. You can develop the internal skills to do it yourselves.
		Okay, the first area I want to talk about is self-awareness. A key feature of culture and what makes the direct assessment of it problematic is that it exerts its effects in a hidden manner, many of which are not directly observable. In many instances, for example, senior leaders have very little experience of operating in any other organisational cultures. I’ve worked in many organisations and for many organisations, and in the majority of these, senior managers have often worked there their entire working lives. And as culture is defined and reinforced from the top, under these conditions it’s quite difficult to develop cultural self-awareness without some help.
		Compounding this is that leaders have, by definition, succeeded within the current prevailing culture and therefore it’s very personally reassuring to think of it as meritocratic and healthy, even when it may not be. As a result, culture is often not well understood and may go completely unmanaged.
		This does not mean that the effects of culture are unknowable and uncontrollable – quite the reverse. Organisational culture awareness can be developed but it doesn’t arise spontaneously in many instances. It needs help. And the key questions to ask are, ‘Where are we now, culturally?’, ‘Where do we need to be in the future to achieve our strategic aims?’ (so, if you like, a gap analysis), and an assessment of, ‘What we need to do to get there. What are the behaviours that we need to encourage and discourage from all of our people but particularly our leaders and managers and how do we do this?’
		I’m not usually a great lover of models, of psychological or business models, but in this context they can be extremely useful. In making the intangibles of culture tangible, the right model can be useful in providing a common language that everyone can use to describe the current and desired culture.
		With this in mind, one model that we’ve found to be particularly useful in this regard is called the Competing Values model, a version of which we tend to use in our cultural assessments and is shown on this slide.
		It’s an established model. It’s been designed specifically within a work context. It’s been tried and tested over the last 30 or 40 years. And crucially it hasn’t been dreamt up by management consultants for the purpose of selling consultancy services. It’s not overly academic. It’s simple without being simplistic and hopefully adds validity – we’ll test that in a minute. And most people without any specialist knowledge can quickly envisage where their organisation sits within the schematic and where they need to be to achieve their objectives.
		The choice of model depends on your objectives. There are a number of ones out there but the key questions to ask are, ‘Do they provide a common understanding and a common vocabulary that everyone can buy into?’
		So very quickly let me just go through what these quadrants in this model mean. In the top left-hand corner you have a cohesive type of organisation where the focus and value is on people, on shared value, open flow of information, very much based on collective decision-making and learning culture. 
		On the downside there can be some degree of complacency, a lack of diversity for example, and maybe even a lack of hard-nosed business focus. 
		Typically organisations that fall into this quadrant tend to be partnerships, for example, or those very much driven by shared values and value of people.
		In the opposite quadrant on the bottom right-hand side we have a competitive culture which is very much outcome-driven, very much around pragmatic solutions which drive business outcomes, quite customer-focused and if anyone’s familiar with Hofstadter and the cultural work he’s done, it’s very much described as a masculine, testosterone-driven kind of a culture. Think maybe investment banking or hard-nosed sales environments.
		On the downside, often there’s a focus on results rather than values, can be short-term-ism, can be quite hard places to work in terms of blame culture, and in terms of the lack of organic flow of information. But certainly very business outcome-focused.
		On the bottom left-hand corner we have a control-type culture. Usually large, hierarchical, well-established organisations, strong rules and procedures, clear accountability, value process (so they’re predicable and dependable).
		On the downside can be inflexible, can show slow decision-making and excessive complexity, and resistance to change is often an issue.
		Now as you’ll notice with all of these quadrants there are upsides and there are downsides, and with this model a focus is on a balance between these different elements. If you find yourself too far embedded in any one of these quadrants, then the negative sides tend to come into play.
		So the first bit of the interactive nature is now over to you and I’d like you thinking about your organisations that you currently work in, where you see the dominant culture sitting within this schematic, and I’ll pass over to Rob to explain how to do this.
Rob Moss:		Thank you, Andrew. Okay, you can see the poll in from of you now. The little radio buttons to the left of each option is how you vote. So what do you think is the predominant culture in your organisation? And you can start voting now. I can see that many of you already have.
		Okay, so the options are Cohesive, Creative, Competitive or Control. So I can see that roughly half of you have voted. So a few more, I’ll give you another ten seconds or so to get your option in there.
		Okay, let’s look at the results. There we are. Thank you very much for voting. There were 86 votes in that, so you can get an idea of how valid that is statistically.
		Back to you, Andrew. Is that roughly what you expected?
Andrew Cocks:	Well first of all I’d like to say I’m really pleased that so many of you were able to take a view based on my very quick overview of the model. I know that some of you may already be familiar with it but hopefully that illustrates that part of the power of this is how easily people can get their heads around what it means and how people fit into that in terms of their organisations.
	It is not a surprise that the majority of you feel you reside within the control quadrant. That is exactly what I would expect and what we see on a day-to-day basis.
	I would like to say that within organisations there is a cultural profile rather than one single culture, so obviously you would expect different parts of the business to have different predominant cultures. For example, if you were in a finance function it would be very much around a control quadrant. If you were in R&D for example, you might expect it to be much more creative. So this is a generalised picture of organisations, but this is what I would have expected.
	And hopefully it shows you that fairly quickly we can begin to make culture and elements within culture less shrouded in mystery and more describable and more tangible.
	So how do we assess alignment to what we are trying to achieve in terms of moving from one quadrant to another? A typical survey question within an employee engagement survey would be the one at the top: ‘I understand what the organisational strategy means for me in my day-to-day work.’ Now typically an external benchmarking norm for this question would be up in the 80s. This does not mean that 80% of people know what the strategy means for them in their day-to-day work. If we objectively assess that, we find often that the actual percentage of people who really do understand is considerably lower than that. From one organisation I was working with it went from 80% to 15%. So this is not a test of understanding in any real meaningful sense.
	The question underneath that is a much more culturally based question, which assesses the extent to which people understand what is required of them in terms of behavioural change to achieve the organisation’s objectives. It was from a financial sector organisation whose aim was to develop a culture driven by values, rather than rules-based directives.
	Rather than having a rigid sort of ‘computer says no’ sort of approach, this was all within the background of regulation compliance and risk management, and clearly there’s a tension. And this is always what lies at the heart of culture. It is not obvious what the right answer should be. If it was, change in culture would be easy and obvious but it clearly isn’t. There’s always something pulling you back, resisting the change, and in this instance it was the tension between the need to be doing things in a freer, more personally judgement-based rather than rules-based. But obviously pulling back in the other direction there were regulation and compliance and risk management issues.
	In this case there was a clear organisational view that there should be a movement towards the right, to use personal judgements, not throwing the rulebook out of the window obviously, but to just nudge in that direction.
	So what we asked people to do was to say where they thought we are now and relevant to that, where they thought the organisation needed to be to perform at the highest possible level going forward.
And an aligned response would be the yellow slider to the right of the red slider. And this not only gives you a good understanding of what is required of you but a good understanding of whether your people are aligned with what you’re trying to achieve from a strategic point of view.
The second thing to bear in mind is it’s based on behaviour. It’s behaviourally anchored. So the results of this survey question don’t require a huge amount of sitting down, analysing what the results mean, and drawing up complex action plans. It is clear what we need to be doing. We need to be doing more of what’s on the left and the conversations would be around, ‘How do we do that while bearing in mind our responsibilities with regards to compliance and risk?’
The third thing to note is that this is a question that requires some thought on the part of the respondent. It is not an automatic tick of a ‘strongly agree’ box, for example. This does not use one of those boring five-point scales that people are so used to seeing and getting frankly rather bored with. And this is right and proper. We want people to be giving it some thought. We want people to have discussions around what it means, and we don’t want a question that is absolutely obviously what a ‘good’ response looks like.
	If you’ve identified where you are and where you need to be and you’ve established there is a desire to change, nothing is actually going to change without the capacity to do so, and so the second part is adaptability.
	Cultural change is achieved through change in behaviours and consequences, what gets rewarded and what gets sanctioned, and this happens at all levels, particularly within leadership and management.
	This requires doing things differently and can be uncomfortable for leaders and supporting people through this process can be a key challenge. It is at essence a developmental challenge.
	At the level of the individual leader this requires quite a degree of personal self-awareness as well as organisational cultural awareness regarding their own practice, developing the capacity for adaptive leadership, understanding how what they do and how they do it impacts upon their people, and this can be particularly difficult for organisations which are high on the stability and control axis.
	And without which, leads you to do the same things again and again and again. And as I said, breaking free from that pattern of behaviour requires the ability to step outside of the culture, to observe it dispassionately and as objectively as possible. And without doing this, organisations can revert to type. We see it all over the place. And while it is not necessarily easy to do, it certainly can be done and we can train people to be able to help them to do this effectively.
	The other benefit of this particular model of culture is that it maps quite neatly onto models of management and leadership, and management and leadership style. So for example, a cohesive type of culture is very much maintained and reinforced by a democratic type of leadership style. The same for laissez faire, authoritarian and transactional, which are very well described and very well researched within the literature.
	The importance of this is it allows us to isolate the actual behaviours that we’re looking to change and encourage to get us where we need to be in terms of changing the culture.
Here is another example of the kind of question which is useful in a survey format to help illuminate this. A typical engagement question would be, ‘My manager gives me regular feedback on my performance.’ It doesn’t help us in terms of the cultural picture because it depends how this is done. An example here is, ‘Yes, my manager tells me I’m a useless waste of space on a daily basis.’ This is feedback on performance but not the kind of feedback that we’re looking for.
Underneath it is an example of a much more useful question in terms of the cultural assessment. ‘When a mistake is made, the first instinct of management is...’ ‘to find out who is responsible’, ‘to use the incident as a learning...’, ‘implement process or procedures’ (in effect another layer of complexity) and ‘let those responsible find a solution’. Each one of these is indicative of a cultural type and aligned to that a leadership style as well.
Again, none of these are necessarily good or bad; it depends what you’re looking to achieve in terms of your cultural change and your organisational strategy.
So now we’re going to move onto the second part of the poll question. Essentially this is aligned to the first. We had the majority by far saying, ‘Okay, we feel we reside in the control quadrant,’ but in order to become a more optimally performing organisation, particularly with regard to your strategy, where do you feel you need to be moving? Which direction do you feel you need to be moving? So I’ll hand you over to Rob.
Rob Moss:	Thank you, Andrew. Well most of you are voting already so thank you for doing that. What type of culture would you like to move towards to become a high-performing organisation? The four options that you saw in the first poll are repeated here: Cohesive, Creative, Competitive or Control.
	Okay, I can see that most of you have voted. I’ll give you a little bit longer to get as many responses as possible. Okay, we don’t seem to be moving much more, so let’s close the poll and we’ve had 79 people vote and 57% of those are looking to move towards a cohesive culture.
Andrew Cocks:	This, I’m pleased to say again, is typically what we would expect to find. There’s very much often a desire to move up and to the right within the model to develop more of a cohesive and more of a creative approach. This is great for us. As you will hear from Alex now, because he will now be speaking to you a little bit about how technology can support the process of developing a more cohesive and creative culture.
Alex Wilke:	Right, okay. Thanks, Andrew. So it’s my turn now to talk to you through the next couple of slides. Before we move the focus to some of the technology and tools you can use to support a desired shift in culture, I want to emphasise how crucial it is to the success of an initiative like this, the subject of inclusion.
	So culture’s normally voiced, lived and driven from the top, but in order for any change to stick, change has to be supported at all levels because the culture and the behaviours that support it will need to change at all levels of an organisation as well. And I think that nobody would believe that it was a good idea to send an internal communication message to everyone stating that, ‘From tomorrow morning, nine o’clock, the culture in this organisation will be changing to be more cohesive because our culture has become too controlling.’ It doesn’t work like that, of course. So it really needs to involve everyone and the culture really is very much like the sum of all the parts of an organisation.
	As Andrew already mentioned, there’s a little bit of a danger to confuse culture with engagement and a temptation to tag on a few culture questions to existing surveys. We’re actually just preparing an article on the subject – the difference between culture and engagement – so look out for that. But just doing some action planning on the back of a survey just isn’t enough, and in order to better understand your current culture and how to shift, you can also look outside your own business, like speaking to your customers.
	Most organisations on this call will have a customer care or customer success function, so you could speak to them to see how they perceive your organisation from the customer’s point of view, from the outside, because it’s often hard to judge a culture purely from the inside without an outside perspective as well. And the company’s perceived culture as well plays a huge part in customers’ buying decisions.
	One of the organisations that we work with – Hilti, who are a manufacturer of professional power tools which you probably won’t find in your hobby set but more in the building trade – they have an index they call the customer bonding index, and they ask customers how they see Hilti as an organisation, rather than just from a product perspective. And the found a strong correlation that customers with a high bonding index have a higher average spend with Hilti. So it’s a good idea to do that but also you could talk to your suppliers because that’s another source of an outside voice that can give you some insight into your culture. So these are just some ideas of how you could supplement and you’ll probably find these in your culture with some outside views.
	A really important part of any culture initiatives are of course the line managers. As Andrew already mentioned, this is where loyalty activities will succeed or fail, and you may have heard of the term ‘permafrost layout management’. That describes the middle to lower management layer where executive messages usually grind to a halt and find it hard to penetrate, and really have an impact for your organisation. And it’s not really a surprise when you think about how busy line managers normally are. They deal with day-to-day operations issues, managing personnel, writing reports, monitoring performance against their KPI. So it’s not hard to imagine that if they receive a message to initiate a culture change in the team they may find it hard to deal with that. And they’re usually not even well equipped to know how to do this and deal with this.
	So what we’ve seen working well in these circumstances is a kind of closed community or a walled garden purely for managers where they can meet with peers, ask questions of each other, ask for advice, but in a closed, non-public environment. The key to this is to encourage the sharing of best practice: ‘What has worked so far? Let’s share this with all managers so they can adopt a similar approach. All of you have devised certain approaches for activities. Share them here but also get feedback on how easy they were to implement and how they were perceived by staff.’ This way, you can over time voice your materials and your messages to feedback from your line managers so it becomes more and more engaging and effective.
	So the other aspect I’d like to mention is enablement. There’s a dictionary definition of what that means on the slide and what I’m talking about here is the second part. So now I don’t want to drift into a blatant sales pitch of course, but this is exactly what Questback does, but I’ll keep this very generic!
	And there are three considerations I would keep on top of my mind when looking at the tools and technology that can support you with a culture change.
	The first one is simplicity and making it easy for people to use. Usually their lives are complicated enough. They need something they can embrace easily that doesn’t distract them from what they want to achieve with the tools.
	And secondly it’s automation to help keep the administrative and resource burden low so they can really focus on the content.
	And third is insight and how you drive performance and drive the right actions from the data.
	Now it seems a mundane point but it’s incredibly important and often very challenging to do, especially for large organisations, but this is how you map your organisation structure and hierarchies so you can then segment the data and the different culture findings across your organisation accordingly, similar to how you would deal with that in engagement surveys.
	So a lot of organisations, that can be very complex, the data needing to be reported at regional, local, team level, as well as functional use and matrix use. So if you find groups of people coming back with different answers, how else do you go back and do more in-depth analysis and ask them follow-up questions? So having technology that allows you to do that easily and in real-time is incredibly valuable in this case.
	Also to my point of simplicity, make it easy for people. It helps to provide people with a kind of digital home, where they can go and know that it can provide feedback on all kinds of issues from structured to unstructured as free text comments. This should be configurable so it can be an ‘always on’ approach or it could be part of a request feedback on specific issues or topics.
	Mobile apps are obviously very useful for this, or dynamic portals, which you can adjust and then adjust themselves to usually connecting screen sizes.
So these should support dialogue and that’s one of the key words here. This isn’t about just another survey. It’s more to initiate the dialogue and publicisation about the topic, to involve people in the shifts that are being sought.
So often these platforms should be accessible through an existing platform, either through sign-in or separate registrations, but they need to be positioned as feedback channels so they’re clearly differentiated from a more passive or corporate controlled intranet environment.
And finally, there’s of course the part where insights turn into action, and this usually starts with visualisation of the data you get, and building in the decision support that you need.
Support here is to be able to see how the data varies throughout the organisation and the dashboards should be designed fairly self-explanatory without the need to bring in data analysts or insight teams, so that you can give managers access to them so they see what’s going on in the team. And don’t forget this is a continuous cycle so it will be changing in real-time as people participate in these always-on feedback initiatives.
So vital signs and early warnings are typically what you look out for in these dashboards, and they can give you some real-time insight into what is happening in your organisation and whether the change is working effectively or where progress is slowing.
So one example of this is some work that we’ve done with an investment bank who were churning a lot of their new recruits – in fact it was almost 50% in the first month of employment. And as you can imagine, that was very high churn, costing the organisation a lot of money.
So when we did some exit interviews, it was clear that culture was actually stated as one of the reasons they didn’t want to stay in the organisation and people didn’t feel they were fitting in. And when they investigated this further, they found that hiring managers and recruitment teams were hiring according to stated and published values and messages, which emphasised a strong team culture that we’re looking for cohesive team players. But what was actually rewarded and lauded in the teams in practice was very much individual achievement and star performers rather than the team efforts, and that of course put many people off. So it’s a good example of where organisations lack this self-awareness of their own predominant culture.
Another tip would be to use feedback through your on-boarding programmes to evaluate how new candidates see your culture through fresh eyes and how aligned this is with the expectations they have been attracted to your organisations in the first place.
And another element can also have a big impact on your culture, and that is the performance management and target setting. So it’s important to strike the right balance here between the business outcomes, the voice of the customer and also the voice of the employee in the health of the team.
I’ll now hand back to Andrew, who’s going to talk to you about the triangle graph that we have next.
Andrew Cocks:	Thanks, Alex. The final of the five steps is around performance. If we’re looking to develop high-performance culture, we need to make explicit links between the cultural types and the outcomes.
	For fifteen years of now, I’ve been helping organisations explore the links between employee engagement and performance outcomes and it’s a very similar process for culture but could in itself be the subject of a whole webinar in itself, so I’ll be as brief as possible.
	It’s an essential step, as you can’t really use the phrase ‘high-performance culture’ without actually understanding how the culture impacts upon your performance outcomes. And it’s a very powerful thing to do yourselves with your own outcome measures and your own performance KPIs.
	Some behaviours will be common, some will be driving the right cultural profile, and others will be specific to your organisations. One thing I do know, is that when you look at performance it’s best seen in a holistic way, so it involves engagement if you see that as an outcome of your culture, and customer satisfaction, financial KPIs. We tend to view high performance across the piece in a holistic way with all of these things performing well. But a combination or any single ones of these will help in the analysis and definition of what a high-performance culture is.
	So I’m just going to summarise here and from an assessment point of view – because I’m an assessment psychologist – just highlight some of the things that make a cultural assessment different and distinct from an employee engagement survey.
	First of all the importance is on leadership behaviours. And behaviours define and reinforce your culture, drive or hinder performance. If your managers, leaders and people generally are doing the right things, your business is more likely to succeed.
	Attitudes and beliefs, perceptions are the traditional focus for engagement surveys but the fact is that in practical terms behaviours are what really make the difference because they’re observable and measurable and they’re something that you can directly influence and control.
	A focus on behaviours also means that it’s clear what needs to be done. You don’t have to sit around wondering what the survey results mean and draw up complex action plans. The actions are clear because they’re defined by the approach that you’re taking and the questions you ask.
	And the focus is on management, leadership development and how that impacts upon the way leaders and managers react in specific situations and develop a repertoire of staff to deal with different issues.
	The starting point for the design is your organisational imperatives, your strategy, your values, and a model is there to help you structure this, not dictate what the contents of your structure should be. What dictates the contents should be your organisational strategy, what you need to do and how you need to get there. Many models of employee engagement do this, but your starting point should be your individual needs.
	Another thing to bear in mind is that high scores are not necessarily good. I often question organisations’ constant quest for high levels of satisfaction or high levels of engagement. If everyone is happy with everything, what’s going to change? Why are they going to be motivated to suggest improvements? Change requires a degree of dissatisfaction with the status quo. It requires a vision of what could be better in the future and the way things could be. If you’re constantly looking for reassurance that everything is great, people will tell you that it is great and before long you’ll find out that it really isn’t.
	Also there’s a danger of focusing on percentages and numerical targets, external benchmarks that can lead to chasing numbers rather than actually making substantive changes that are really required.
	So if you’ve been doing surveys for a while and you’ve reached a plateau in your scores – they’re all high, they don’t change from year to year, there’s not much of a pattern across the organisation, you can’t really shift the dial any more – maybe your approach needs to change. Maybe your employee engagement survey’s losing a bit of traction. Where can you go? Well the way forward may be an increased focus on culture to supplement your existing survey and hopefully this section has given you a few tips to how you might start going about that process.
	So that’s me finished. I’ll hand you back over now to Rob.
Rob Moss:	Thank you, Andrew. Very, very interesting. I have enjoyed that talk, both of you, and it is interesting to see how different looking at this in terms of culture, looking at how different that is compared to when we look at it in terms of employee engagement.
	We’ve got time for a few questions now and I can see that some of you have sent some in already. Okay, so let’s have a look at Annabel’s question. Annabel says, ‘In a very decentralised organisation with UK-wide business units having autonomy to lead their site, how would you recommend enhancing the culture to move from intangible to tangible?’
Andrew Cocks:	I think this is a very good case in point. What you find within decentralised organisations is that they can become the fiefdoms of their local management, and the impact on the culture can be very, very well defined and very measurable. So to bring that out into the open, to deploy a single assessment across an organisation and look for differences between the individual parts of a devolved organisation can be extremely instructive.
	And then the types of conversations that you need to be having with the leadership within those individual units is, ‘What is the impact of what you’re doing? What underpins the differences within the culture that we see?’ And that is the starting point for developing those kinds of conversations. So actually in that kind of organisation, this kind of approach can be an extremely useful and illuminating thing to be doing.
Rob Moss:	Okay, thank you. I’ve got an interesting question from Graham, who turns this into a recruitment issue. So, ‘How much should you recruit according to cultural fit in the organisation?’
Andrew Cocks:	Well this is a question that we actually were talking about before we came on for this session, and I think the answer is a qualified yes. I think it can be a good thing to do to recruit on the basis of cultural fit, for example, but you have to be absolutely crystal clear about what that means in terms of what you’re looking for and what you’re not looking for. Unless you can clearly define what that is, it can turn into an assessment of whether your face fits or not, and I think that’s the potential problem with this kind of approach. I’ve spoken to a lot of people who have felt very aggrieved because they haven’t been selected for positions because the feedback was that it wasn’t felt to be a good cultural fit, and unless organisations can really articulate what that means, it’s probably best not to. As a general rule, if you have any doubt, do it on the basis of values rather than culture because they are often much better expressed.
Rob Moss:	Okay. Two similar questions from Bob and from Liz. ‘To what extent is culture a representation of the personality of the person at the top of the organisation? What if the behaviour of directors is not compatible with the culture they want? How can this be tackled?’
Andrew Cocks:	If you do have a very charismatic, Messianic type culture, absolutely the personality of the person at the top can dictate. That can be in a positive or a negative way. If you do move towards a more cohesive culture, I think those effects tend to get diluted a bit because you have much more of a common view of how the culture is set by everybody. But actually I think if you do have a culture that is largely dictated by a charismatic or very dynamic or forceful leader, that can be either a good or a bad thing.
Rob Moss:	And I think we’ve got time for just one more question, and that’s from Lucy. ‘Are we saying that rather than measuring engagement, organisations should be measuring culture? Do we do both or one or the other?’
Andrew Cocks:	We can do both. We can do one or the other. I would be an advocate of doing both, particularly if you’re looking for how your culture either engenders or damages employee engagement. You can do both at the same time but as I said before, you need to make sure that your questions that you’re using are fit for purpose. So I think that’s a qualified yes.
Rob Moss:	Great. Thank you, Andrew. Thank you, Alex. Unfortunately that is all we have time for. As you log out, please fill in the exit survey to provide us with some feedback. Today’s webinar, as I said, will be available on-demand in the next day or so. Visit www.personneltoday.com/webinars or look out in your email for things that we’ll be sending you, which will include the transcript and the PowerPoint slides, and we’ll also be circulating a white paper on this topic.
	Personnel Today’s next webinar is on 22nd June and it’s looking at how to get started in data analytics. Look out for details of that next week on Personnel Today.
	Okay, it just leaves me to thank both our guests, Andrew Cocks and Alex Wilke. Thank you.
Andrew Cocks:	Thank you very much.
Alex Wilke:	Thank you.
Rob Moss:	You’ve been listening to a Personnel Today webinar in association with Questback. Thanks for joining us and goodbye.
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