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Clos ing the ‘Say-Do Gap’  for  Better  Employee Engagement 

In 2018, Engage for  Success  (EFS)  began research into the connect ion between 

organisat ional  integr i ty  - the degree to which an organisat ion does what  i t  says i t  wi l l  do – 

and employee engagement .  

The purpose of  the Organisat ional  Integr i ty  and Values Thought and Act ion Group is  to  help 

organisat ions across  the United Kingdom achieve their  own business ,  commercia l  and socia l  

goals .   

Through our  ins ight  and tools  we shal l  equip f i rms to c lose the gap between how they say 

they want to run and what  happens in day-to-day pract ice .  Reducing th is  ‘ say-do gap’  i s  

core to bui ld ing organisat ional  integr i ty ,  one of  the four  enablers  of  engagement ident i f ied 

by EFS.  

Research Introduction 

This  in i t ia l  research was conducted with in the UK arm of  a suppl ier  of  products  and 

solut ions to the energy and water  sector .  The company has a g lobal  workforce of  around 

16 ,000 employees .  At  the t ime of  the study , 680 people were based at  var ious locat ions 

across  the UK.  

The survey quest ions were developed by the EFS team together  with representat ives of  the 

company.  Members  of  the EFS team ran the survey ,  analysed the results  and presented the 

f indings .  

In a l l , there were 312 va l id responses across  e ight  locat ions ,  ref lect ing a part ic ipat ion rate 

of  approximately  46% (312 / 680) .  The employee engagement index in th is  study was a 

healthy , a l though not  outstanding , 67%.  

Employee Engagement and Overa l l  Va lues Al ignment 

Our survey examined two key outcomes of  how work is  done:  employee engagement and 

overa l l  va lues a l ignment .  A l ignment is  the extent  to which the company matches up to i ts  

s tated va lues ,  in  the eyes of  staf f  members .  

Three Factors  

We explored the re lat ive impact  of  three core factors  in these two outcomes:  

1. Indiv idual  exper iences  – t radit ional  engagement dr ivers  such as opportunity  to

progress ,  having c lear  expectat ions ,  or  support  f rom a l ine manager .
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2 . Senior i ty  cohorts  –  va lues a l ignment of  three groups – col leagues ,  l ine managers  and

senior  leaders ;  i .e .  how far  the behaviours  and decis ions of  each group match up to

the company’s  stated va lues .

3 . Organisat ional  pract ices  –  such as how the company treats  customers and suppl iers ,

how people communicate internal ly ,  or  which behaviours  and results  the company

recognises and rewards .

What Influences Engagement 

Analyses showed that  indiv idual  exper iences had the strongest  impact  on employee 

engagement .  Whi ls t  broader  organisat ional  pract ices  and indeed overa l l  va lues a l ignment 

a lso contr ibuted uniquely to engagement ,  their  impact  was far  weaker  –  as  i l lustrated in the 

graph below.  

Seniority Cohorts 

Perceptions of  senior  leaders  dr ive overal l  values a l ignment 

How far  the behaviours  and decis ions of  senior  leaders  are a l igned with the company’s  

stated va lues emerged as the strongest  dr iver  of  overa l l  va lues a l ignment for  the company.  

Col leagues l iv ing the va lues came a c lose second;  the impact  of  l ine managers ’  behaviours  

t ra i led both .  
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Perceptions of  the l ine manager dr ive engagement  

In  sharp contrast ,  when i t  comes to employee engagement and our senior i ty  cohorts ,  the 

extent to which the behaviours  and decis ions of  the l ine manager  a l igned with the 

company’s  stated va lues emerged as the strongest  dr iver .  Senior  leaders  l iv ing the va lues 

had a much smal ler  impact .  

Organisational Practices 

In  examining organisat ional  pract ices  (n ine were tested) ,  how customers were t reated 

emerged as  the strongest  dr iver  of  overa l l  va lues a l ignment for  the company.  

However ,  i t  was the t reatment of  staf f  that  mattered most  to employee engagement .  

And whi lst  there was some over lap with t reatment of  suppl iers  / partners ,  and what  the 

company recognises  / rewards emerging as  secondary dr ivers  of  both engagement and 

va lues a l ignment ,  the pr imary dr ivers  d i f fered c lear ly .  This  i s  shown in the fo l lowing charts .  
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Conclusions 

Our f indings suggest  that :  

• Indiv idual  exper iences  matter  more to employee engagement than e i ther

organisat ional  pract ices  or  overa l l  va lues a l ignment;

• Line managers  l iv ing the company’s  va lues is  far  more important  to engagement than

having senior  leaders  l iv ing the va lues;

• Dif ferent  organisat ional  pract ices  are important  to engagement on the one hand,  and

to va lues a l ignment on the other .

The outcomes of  our  f i rs t  exploratory study show that  there are three factors  that  inf luence 

how engaged an employee might be .  In  order  of  s igni f icance,  these are:  indiv idual  

exper iences ,  organisat ional  pract ice and overa l l  a l ignment .  

Organisat ions need ef fect ive ,  des i rable pract ices  that  apply to diverse teams.  I t  i s  a lso 

important  that  bus inesses make ef forts  to ensure that  the behaviours  and decis ions of  

inf luent ia l  ( in  th is  case ,  d i rect  l ine)  managers  are a l igned with agreed values .  

However ,  the overr id ing s igni f icance of  indiv idual  exper iences suggests  that  broad-brush 

strategies  may not secure the highest  levels  of  employee engagement .  L ine managers  must  

understand the exper iences of  indiv idual  employees and,  where poss ib le ,  ensure that  these 

are pos i t ive and a l igned with a  person’s  work and growth needs .  

With thanks to the fo l lowing organisat ions for  work on th is  project :  
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