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In order to stay competitive, 
modern organisations need engaged 
employees who are brimming 
with energy and enthusiasm. Such 
individuals display a high level of 
dedication and absorption in their 
work. They are committed to their 

tasks, immersed in their work activities, and 
persistent when confronted with challenges 
and hindrances. 

Engagement is a measure of an employee’s 
emotional and intellectual commitment to 
the institution’s success. It occurs when the 
organisation respects the employee, and the 
employee values it in turn.

Engaged employees can help organisations 
to successfully navigate a turbulent business 
environment, and deliver splendid results 
for their stakeholders. In a VUCA world, 
organisations need to rely upon the innate 
judgment, positive intent, and moment-to-
moment wisdom of the individual employee 
in order to deliver the mandated outcomes 

Workplace engagement is a two-way street—individuals and organisations 
have equal stakes.
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Hand in hand
collectively. The alignment of the person’s task 
and occupation with not just the head, but 
also the heart, then becomes an imperative for 
organisational sustenance and success. 

People engagement has become one of the 
most consistent items on the boardroom agenda 
in the 21st century. As Howard Schultz, CEO 
of Starbucks, neatly summarised, “Employees 
are the true ambassadors of our brands, the real 
merchant of romance and theatre, and as such 
the primary catalyst for delighting customers.”

Besides, people engagement has been found 
to influence a wide range of performance 
outcomes in business settings. Multiple meta-
analytic studies have demonstrated robust cross-
sectional links between people engagement and 
increases in profits, innovation, productivity, 
beneficial discretionary effort, and customer 
satisfaction and customer retention.

Therefore, the salient organisational challenge 
in modern times is that of building a highly 
engaged workforce that is happy and productive 
at the same time. 
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The drivers of engagement
What is the exact recipe for building people 
engagement? Many credible answers are 
available, but none is able to crack the 
engagement puzzle in a comprehensive manner.

For instance, Engage for Success Task Force 
cites four broad engagement enablers:
 A visible leadership that provides a strong 

strategic narrative
 Line managers who treat their colleagues 

with appreciation and respect, and also show 
a sincere commitment to developing and 
increasing their capabilities

 An effective employee voice across the 
organisation

 A belief among the employees that the 
organisation actually lives up to its espoused 
norms and values.
Gallup recommends that organisations should 

select the right employees, 
develop their strengths, 
and continually promote 
their well-being, in order to 
facilitate engagement. 

Consulting firm Deloitte 
has articulated five major 
factors that help to create 
what they call an ‘irresistible’ 
organisation: meaningful 
work, hands-on management, 
positive work environment, 

growth opportunities, and trust in leadership. 
From his seminal research on organisational 

effectiveness, Elliot Jaques concluded that a 
vast majority of employees are keen to get on 
with their work when provided with even half a 
chance. Even more, they crave for work that can 
adequately utilise their talents. 

However, what is needed is an adequate 
organisational framework within which people 
can collaborate and cooperate with one 
another in a constructive environment that is 
characterised by mutual trust. This requires 
a system of managerial layers, a framework 

of accountability and authority in lateral 
relationships, project teams with leaders who 
are fully accountable, and the establishment 
of specific functions at given organisation 
levels. It also requires a system of coaching 
and mentoring, merit recognition, talent pool 
analysis, and career development.

Interestingly, all of these engagement drivers 
are seen to fall under the rubric of either 
organisational structure or culture. 

Twin pillars of engagement: organisation 
culture and structure 
An organisation is a social unit that is 
characterised by a management structure, 
which represents a relatively stable pattern of 
actions and interactions that people undertake 
for the purpose of achieving goals. The 
organisation’s structure determines the flow 

A vast majority of 
employees are keen to 
get on with their work 
when provided with even 
half a chance. Even more, 
they crave for work that 
can adequately utilise 
their talents.
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of internal communication, 
decision-making authority 
as well as accountability, 
and how the institution 
gathers resources to achieve 
its objectives.

Every organisation is also marked by a 
unique culture, which encompasses the 
underlying beliefs, assumptions, values, 
and ways of interaction that determine 
how things are accomplished therein. These 
attributes create a frame of reference for the 
perceptions, interpretations, and activities 
of the people. Culture thus plays a crucial 
role in determining organisational behaviour, 
processes, and outcomes.

At the same time, the structure is itself a 
cultural symbol that mirrors the key values and 
assumptions of the organisation. By shaping the 
mental maps of people, the culture influences 
the frame of reference that determines the 
structure. In this manner, structure and culture 
comprehensively explain and predict the causes 

and forms of people engagement.
To build engagement, it is important 

to develop an intrinsically appreciative 
organisational culture. This constructive 
mode of functioning embodies respect for 
the uniqueness and inherent worth of each 
individual. It enables the strengths of the 
employees to be affirmed and leveraged towards 
the efficient conduct of business. The inclusive 
character of the appreciative paradigm takes 
into account the interests of all the stakeholders, 
and thus provides a harmonising work context 
for the people.

The other key enabler of engagement 
is a holistic organisation structure that is 
characterised by an hierarchy of decision-
making accountability of seven levels. These 
different strata represent specific functions that 
are critical for organisational effectiveness.

As individuals move up the organisation’s 
hierarchy of accountability, they integrate a 
greater range of competing priorities, ideas, and 
values across continually expanding horizons 

To build engagement, it is 
important to develop an 
intrinsically appreciative 
organisational culture.
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of time and space and thus 
solve increasingly more 
complex problems. When 
people move into more 
senior roles, their previous 
knowledge and expertise 
become less significant as 

compared to their ability to make judgments in 
the face of uncertainty and ambiguity.

The engaged organisation
An engaged organisation is one that yields a 
high degree of institutional effectiveness, in 
conjunction with individual fulfillment. Figure 
01 shows how an engaged organisation may be 
built as a coherent whole at many levels. 

The cloud-shaped box at the top of the figure 
represents the sublime endeavour to build such 
an organisational context. The two square boxes 
at the bottom of the diagram represent the two 
foundational factors upon which organisations 
may be built: a) the nature of the human being, 
and b) the nature of the work that people 
are expected to perform. These denote the 
fundamental starting point for the design of 

any mode of accomplishment, in any organised 
setting whatsoever.

The depth of understanding of human nature 
that is imbibed by any group of people over 
a period of time is naturally reflected in its 
culture. Likewise, the internal structure of the 
organisational system corresponds most closely 
to the nature of work that the organisation is 
expected to perform. 

It is postulated that culture and structure 
are the two key interdependent attributes that 
determine the level of employee engagement 
in any organisation. But, what kind of culture 
and structure are conducive to the development 
of superior engagement? In the diagram, the 
two oval boxes on either side of the concentric 
circles represent these two dimensions. They 
denote an appreciative culture and a holistic 
structure respectively.

Employees are nurtured by an appreciative 
culture that is deeply informed by the highest 
aspirations of human nature. On the other 
hand, a holistic structure facilitates the seamless 
accomplishment of the entire range of work 
elements that need to be performed, in a 

Employees are nurtured 
by an appreciative culture 
that is deeply informed by 
the highest aspirations of 
human nature.
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naturally ordered way. If the structure may be 
likened to the visceral body of the organisation, 
the culture can be considered as its soul.

A holistically configured organisation 
structure is characterised by seven primary 
roles: individual contributor, supervisor, 
manager, executive, leader, director and the 
chairperson (of the board). These are placed at 
progressively increasing levels of responsibility 
in an hierarchy of levels.

The accountabilities towards organisation 
functioning that are respectively associated with 
these roles are production, synchronisation, 
optimisation, innovation, reinvention, executive 
development, and corporate governance. 

Role
Individual 
contributor

Supervisor Manager Executive Leader Director Chairperson

Accountability Excellence Synchronisation Optimisation Innovation Reinvention
Executive 
development

Corporate 
governance

These responsibilities are best fulfilled when 
the person adopts a constructive approach 
to work. This is facilitated by an appreciative 
organisational milieu.

The concentric circles at the centre of the 
figure represent these roles, accompanied by 
their specific accountabilities. The table below 
shows their correspondence:

When capable people employed at the various 
levels of a holistically configured organisation 
fulfill their respective accountabilities in a truly 
appreciative vein, an engaged work context 
naturally comes into being!

FIGURE 01

ORGANISATIONAL 
CULTURE


	036 Sunil Maheshwari
	037 Sunil Maheshwari
	038 Sunil Maheshwari
	039 Sunil Maheshwari
	040 Sunil Maheshwari
	041 Sunil Maheshwari

