
How to become an 
Outstanding Organisation 

Through Engagement



If you’ve got as far as downloading this 

ebook you have no doubt identified that 

you aren’t 100% happy with the way your 

business is operating right now. Thing’s 

aren’t as clear as they should be. Well done 

for taking the first step. That’s a massive step 

forward on your journey to becoming an 

outstanding organisation.

I have written a series of four ebooks to help 

Business Owners, Directors and Managers 

identify and understand where any issues 

within the business may be. They also show 

you how to resolve those issues in a way that 

will positively shape the future of the business.

Research by Karen Martin, a leading US change 

management expert, shows that outstanding 

organisations adopt four disciplines to keep 

them at the top of their game:

1)  having clarity about what they are about, 

2)  being super focused on what they are doing 

and avoiding distraction, 

3)  being disciplined about how the work gets 

done and who does it, 

4)  engaging the whole workforce in the first 

three disciplines.

I totally agree with her findings and find much 

of what I do with clients fits with her research. 

I’m keen to share this research and the ebook 

series is one way to share it.

For each of the four disciplines I have 

developed four questions you can ask yourself 

and your colleagues. I have provided advice 

and actions that would help you answer yes to 

the questions and so put your organisation on 

the way to become outstanding.

This is the fourth ebook in the series, focused 

on engaging the business in applying the other 

three disciplines covered in my earlier ebooks 

– Clarity, Focus and Discipline. Your workforce 

is a source of significant profit increase, 

however it is locked away in the minds and 

attitude of your staff.  This ebook is about 

releasing that hidden profit.

Throughout each of the ebooks I provide lots of 

practical advice that has been tried and tested 

throughout my many years of working with 

organisations like yours.

INTRODUCTION



Do you need to make changes in 
your business?
As a Business Owner, Director or Manager you will, undeniably, have the 

drive and determination to succeed. Along your journey, you might have 

come across a few obstacles, some you knew how to overcome and some 

you didn’t. Usually some kind of change was required to overcome an 

obstacle. To become an outstanding organisation you will need to make 

more changes in your business.

IF YOU DON’T 
LIKE SOMETHING, 
CHANGE IT.
IF YOU CAN’T 
CHANGE IT, 
CHANGE YOUR 
ATTITUDE.
Maya Angelou



And so we move onto the final key discipline…

engagement.  The discipline that will 

ensure that you have the buy-in from the 

whole team.

The subject of staff engagement has been 

a major theme in management for the last 

few years.  The well-regarded Gallup survey 

of staff engagement has found that staff 

engagement in the US (and therefore 

probably the same in the UK) is at around 

30%, i.e. only one in three are actively 

“switched on” and contributing fully to 

the business.  

The other 2 of the 3 are either not bothered 

(just doing their job) or actively disengaged 

(doing things that go against the interest of 

the business).  These are shocking statistics. 

To quote Karen Martin:

“Employees don’t just turn off their 
humanity when they walk into work in the 
morning. They want and expect to connect 
with those for whom they produce work 
and get work from.

There are lots of definitions of engagement 

and survey methods to measure it but if 

you want staff engagement then you must 

engage.  The following pages explain a few 

thoughts on how to make engagement real.

ENGAGEMENT
DISCIPLINE FOUR



Most employees want to connect with an organisation’s vision or purpose, 

their work colleagues and customers (internal or external). So, look to:

•  Explain the vision / strategy of the business to all staff;

•  Look for ways to link their daily operations back to the higher strategy;

•  Encourage teams that work together to have time to talk about how 

they serve each other and could improve how they work together;

•  Share customer feedback with all members of staff, not just the 

relevant teams.

CONNECT WITH YOUR STAFF



This may sounds dramatic, but it means giving staff a sense of more 

control over how their job gets done. So, look to: 

•  Let staff define their work standards, including the KPIs that go with 

the job

•  Teach and coach staff on how to use a problem-solving technique like 

PDSA so they can take responsibility for fixing problems themselves

•  Allow creativity: there is a saying that in a room of workers no one is 

smarter than the whole room, i.e. the collective wisdom of the room can 

do a lot more than a single person. 

 So, look to:

 •  Introduce business improvement workshops (called Kaizen events 

from their development at Toyota) that involve cross-business teams 

to solve tough or challenging problems

 •  Link the output from those workshops to the use of visual and daily 

management methods mentioned earlier.

GIVE AWAY CONTROL



The specific question about helping new staff settle into the job is part of the 

assessment because the time when a new employee starts is probably the time they 

are at their most enthusiastic, keen to make a good impression, learn quickly and start 

doing good work. 

So, the things to consider as part of a new employee starting include:

•  Getting the physicals right, like access cards, computers, business cards, 

phones, etc;

•  Being clear on the package like the benefits, times of work, overtime, etc.

•  Providing the tools of the job such as manuals, policies, handbooks, standard 

work descriptions;

•  Setting the context in terms of business strategy, local team KPIs and plans, the use 

of daily and visual management;

•  Opening the doors on contribution such as teaching problems solving techniques, 

attendance at a Kaizen event, carrying out several checks with a new starter as 

they progress through their first year in the business.

It is vital that you have good engagement with the whole of your team and that any 

issues are addressed and dealt with in the correct manner.  Your team are the ones 

that will make everything happen, but only if you are all on the same page.

A lot of businesses make the mistake of having all these wonderful plans but don’t 

communicate and engage with the very people that will make the plans happen.

CUSTOMERS WILL 
NEVER LOVE YOUR 
COMPANY UNTIL 
YOUR EMPLOYEES 
LOVE IT FIRST.
Simon Sinek



As a Business Owner, Director or Manager I 

hope you have found value in this ebook and 

have learnt some useful techniques that you 

can apply to help your business to become an 

outstanding organisation.

I see the same issues crop up in the businesses 

I work with and I’ve used these tried and tested 

methods for many years. They just require a 

desire to change. Rome wasn’t built in a day so 

be patient, but once you start to put the things 

you’ve learnt into practice you will start to see 

the results.

CONCLUSION

About me
I specialise in business improvement programmes for SMEs 
in Yorkshire. 

I make businesses work better by:

•  focusing on a sustainable business strategy and growth plan
•  applying a creative approach to improvement 

	 but	most importantly:

•  appreciating the power of the workforce to make it happen

http://uk.linkedin.com/in/petercruikshanks

https://twitter.com/outsideinmgt

https://www.facebook.com/outsideinmanagement

www.youtube.com/user/outsideinmanagement

www.outsideinmanagement.co.uk


