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Thanks for taking the time to download this guide. If you’re reading, I assume you either work in 
a culture that you’d like to improve, or you’re trying to build one that will be strong and effective 
from the outset. Whatever the case, I appreciate the opportunity to start this conversation 
together. 

But before we get started, let me ask you this: Why are you here? 

No, I don’t mean why are you here on this planet, drifting endlessly through the universe in search 
of meaning and purpose. I mean, why do we even need to discuss the importance of resonant 
culture in the workplace to begin with?

Care to take a guess as to what it represents?

I’ll give you a hint: while this is the current GDP of 

the African nation of Cameroon, that’s not why we’re 

talking about it.

$30.5 Billion dollars is the estimated annual cost of 

millennial turnover in the United States. Between 

recruiting, hiring, training, lost time & productivity, 

and all the other costs incurred in hiring and exiting 

people from an organization, this money is walking 

out of our businesses because we’re failing to engage 

people in the workplace.

LET’S GET STARTED

If you’re in tech, finance, hospitality, 

healthcare, or automotive sales, this may 

not surprise you. You see people exiting 

your business all the time. 

Whether your’re in a competitive talent 

market or a demanding field prone to 

burnout isn’t the point. The bottom line is 

the same: employee turnover is costing 

your businesses money, time and quality 

and jeopardizing your ability to succeed 

in the marketplace.

$30.5 Billion

R E S O N A N T C U LT U R E
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This guide is a primer to help you understand 

what’s driving the lack of engagement, and what 

you can do in your organizations to combat those 

factors and create strong, successful cultures of 

loyalty and leadership. 

But before we go any farther, let’s clear the air 

about something, because I just used a big, ugly 

4-letter word a minute ago. 

I hate the term “Millennial.” 

Mainly I dislike it because it’s become this catch-

all phrase that comes with a lot of eye-rolling and 

blame shifting every time we want to talk about 

how they’re needy, entitled, whiny little brats 

who don’t know how to work hard or do anything. 

It’s a label that makes it all too easy to separate 

ourselves and avoid accountability for creating 

solutions and strategies to integrate the talents 

and perspectives of younger workers into the 

shifting landscape of today’s work environment. 

I also want to be clear that this discussion isn’t 

exclusively focused on Millennials. What you 

will learn applies to all organizations regardless 

of employee demographics. But given that 

Millennials just surpassed Gen-Xers and Baby 

Boomers to become the largest age demographic 

in the workforce, we will necessarily look at things 

with a general bias toward what I consider to be 

the new generation of workers. 

This includes Millennials as the obvious majority, 

as well as those of us Gen-X Dinosaurs and 

our elders who are still wandering around the 

workplace in search of a paycheck and a decent 

cup of coffee. 

The vision isn’t about figuring out how to force 

Millennials to shape up and get in line; it’s about 

a generationally integrated, technologically 

empowered humanistic ecosystem that facilitates 

shared learning and success at both a personal 

and organizational level.

R E S O N A N T C U LT U R E
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Culture is about more than just a simple connection of things. It builds on itself to become greater than 
the sum of its parts. When all the elements are in alignment, they reinforce one another and create 
resonance, which is the strongest position for building organizational health and lasting employee 
engagement. 

COMPOUND CONNECTIONS

It is true: the modern worker is known for 

being less loyal than those before. On average, 

they change jobs at 3x the rate of previous 

generations, and close to half would leave 

their current jobs within the next 2 years given 

the choice. 

There are many factors at play here. When 

we try to understand the story of employee 

turnover, one of the elements we commonly 

look to is engagement. When I talk about 

engagement, I mean the state of being 

emotionally and behaviorally connected and 

committed to job and company. So there are 

levels and layers to this, which we’ll look at 

shortly. 

But as complex and layered as engagement 

can be, the big picture gives us even more to 

consider. There isn’t just one dimension that 

will solve all of our recruitment and retention 

woes. When we look at culture, which is both 

the product AND the driver of all our efforts, 

we have to look at it from the point of view 

that it’s all connected.

R E S O N A N T C U LT U R E
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the set of shared attitudes, values, 
goals and practices that characterizes 
an institution or organization.

Culture

Everything in this guide ties back to one central theme: culture. It’s not a new topic. In fact, you might even 

be sick of hearing about it. For some companies it’s the “Holy Grail,” and for others it’s the elephant in the 

room. Whatever the case, it generally seems to be an elusive, enigmatic specter that we just can’t seem to 

get our hands around. But it doesn’t have to be.

What do you think is the most important word in the definition of culture at the top of this page?

Shared. That’s the key. Culture isn’t top-down. Values are often defined at the executive level, but culture 

isn’t dictated. And it doesn’t matter how many ping-pong tables, nap-pods or beer-Fridays you have – those 

things aren’t your culture, they’re lifestyle artifacts. They are a piece of the puzzle and can be great things 

to add to your environment, but they aren’t the whole story. Your culture is the result of the relationship 

between the organization, the employee, the customer, and the way you do business.

YOUR CULTURE: YOUR SUCCESS
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There is no one thing that makes up, or will solve, organizational culture. There are many factors 
that create the experience your employees (and thus your customers) have with your business. 

When looking at the components of organizational culture, we find that they are independent 
yet interrelated. Each aspect builds on the others to form the whole. You may start by setting 
the corporate values and processes by which you approach your business goals, but eventually 
you have to do this one terrible thing: you hire people from the outside world to do the work. 
When these people come on board, they bring their own values with them. They’re not checking 
them at the door like they may have in the past. So your culture becomes the product of the 
relationships between these elements: the values and practices of the company plus the values 
and experiences of your employees.

WHAT’S THE MAGIC FORMULA?

Culture is not dictated, it is developed and uncovered. The 
way you talk about your values is one piece of the puzzle. 
The way you live up to them is another. Your employees, and 
your customers, are paying attention to both.

Employees bring their own value systems into the workplace. 
The combined impact of their values, the company 
environment, and the lived-in experience of doing the work 
create the culture of your organization.

When it comes down to it, people will refer to their own 
values before they look to those of the organization. We can’t 
change their fundamental identity, but we can make it easier 
to align our goals with theirs.

R E S O N A N T C U LT U R E
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“There’s no magic formula for great 
company culture. The key is just to 
treat your staff how you would like 
to be treated.”

– Richard Branson, Founder, Virgin Group

R E S O N A N T C U LT U R E
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Things get difficult when our corporate values don’t match our actions. We see this at an extreme 
in cases like the recent controversy at Wells Fargo – their corporate values include things like 
“ethics” and “what’s right for customer,” but as we now see their practices were focused on high-
pressure sales goals and success at all costs.  

When our words don’t match our actions or demands, the culture becomes less about the 
resonance of our alignment and more about the difference between what we say and what we ask 
people to do.

ALIGNMENT

When corporate actions and process are not aligned with 
stated culture and values, we can not expect to have an 
effective environment. This is when engagement suffers and 
culture becomes dissonant.

R E S O N A N T C U LT U R E
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Values-based
Leadership
Values are central to culture and success. I don’t mean the catchy, buzzword slogans on 
your websites or coffee mugs, but the principles that live deep down in the heart of your 
business regardless of whether or not you’ve intentionally identified them. 

According to the data, 81% of companies believe they need a formal values statement. 
Interestingly, fewer than 40% believe this is effective in enabling their actual strategy.

One reason for is that many organizations haven’t figured out how to properly align their 
vision with their process or execution. Often the values process is approached from an 
external perspective - what do we want to stand for, or be seen to stand for. To be truly 
resonant, an effective discovery process should tap into the core values of the founding 
leadership or executive team and expand into the vision that inspired the formulation of 
the business. Values aren’t something that you “go out and get.” They’re something that 
you discover from within and devlop into meaningful structures to guide and inspire your 
employees.



11

Millennials say that PERSONAL VALUES 
take first precedence, followed by 
client impact and personal goals, with 
organizational values coming in 4th 
place when making decisions at work.

WHICH VALUES WIN?
Modern workers identify these values as 

being crucial to long term success:

• Employee Satisfaction
• Ethics & Integrity
• Customer Care

THE RECIPE FOR SUCCESS:

Most companies view employee retention 

as a concern, but only 6% claim to prioritize 

internal hiring and transfers. 

If you don’t give people room to grow, 
don’t be surprised when they choose to go.

LEAD FROM WITHIN.
The top two priorites for job-

seekers are opportunities for 

personal growth and 

career progression

WHAT DO THEY WANT?

LISTEN WITH YOUR ACTIONS

R E S O N A N T C U LT U R E
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Many companies articulate their values 
(usually making sure to include something 
about ethics, trust, and integrity for the 
compliance team) and then attempt 
to embed them in their management 
practices, hoping this will bring results and 
give added weight and meaning to these 
principles.

Essentially, they create these values and 
then push them down onto the workers 
hoping they’ll come true. 

But what happens when employee values 
don’t align with those of the company? Or 
when the demands of their roles and tasks 
put them in conflict with those expressed 
values? What happens when the individual 
has to decide how to superimpose their 
own values over an already dysfunctional 
culture?

Perhaps not surprisingly, almost half of 
modern workers claim they have actually 
refused tasks that went against their 
personal values. 

In fact, when polled about the key factors 
influencing decisions at work, Millennials 
more than any other generation tend to 
refer to their own values first, placing the 
organizational values a bit farther out in 
the decision-making process.

So wait a minute. If companies are 
choosing values to guide behavior, but 
workers are following their own code, do 
you think we might have a problem?

We absolutely do, and this is where 
alignment takes on great significance in 
the health of a workplace culture.

R E S O N A N T C U LT U R E
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The top three values identified by modern workers as being most important to 
long term success are: employee satisfaction, ethics/integrity, and customer 
care. So what the employee is telling us is that if we focus on them, we will be 
successful in the long run. Interesting. But of course they would say that, right? 
They just want us to give them bigger bonuses and more vacation days.

According to this perspective, it takes satisfied, engaged employees to 
create success, and that success is only sustained when we reinvest a 
portion of profits into the employee experience – this could be in the 
form of training, development, benefits, lifestyle perks, or whatever else 
fits your individual company culture.

Not necessarily. In fact, a few years ago Harvard 
Business School developed a model that explains 
the connection between employee satisfaction and 
business  results. They call this model the “service 
profit chain.”  

The model tells us that while most 
organizations traditionally focus on 
customer satisfaction, business success 
really begins long before we’re face to 
face with our customers. 

SERVICE PROFIT CHAIN

R E S O N A N T C U LT U R E
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Communication is another core aspect of culture. But communication isn’t just about our words. 
The things you do, or don’t do, send a powerful message to your employees.

As a company, how do your actions support our stated culture? Do you demonstrate your values 
with your employees as well as your customers? What about at the individual leadership level? Do 
your leaders have a strong enough connection with the mission of the business to inspire and lead 
their teams?

Again, the data tells an insightful story. Many leaders end up in management roles over time, often 
promoted because of prior performance or seniority. Then they basically get thrown to the wolves. 
Over 50% of managers report receiving no actual management training in their organizations. 

SHOW, DON’T TELL

56% of managers report that they have received 
no management training from their organization.

If you haven’t invested in developing your 
leaders, they likely don’t have a strong 
personal connection to your company 
values. It doesn’t matter if they can recite 
the company mission by heart if you 
haven’t helped them connect it to their 
own deeper sense of drive and purpose.

I’m a firm believer in the idea that you can’t 

transmit something you don’t have. As 

individuals and as leaders, we might have 

a general sense of what we stand for, but 

how many of us have done the work to truly 

name and connect with our most deeply held 

values? If I asked you right now to name 

your four strongest, most impactful core 

values, could you tell me what they are?

The flip side of that is that you can’t 

keep it if you don’t give it away. A well-

developed leader will engage and invest 

time with their team to help them grow. 

By fostering a learning relationship with 

your employees, you become part of their 

experience; no longer just an accessory but 

a developmental asset. This creates equity 

in the employee/employer relationship. 

This is where loyalty begins.

R E S O N A N T C U LT U R E
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On the subject of investing in your people, 
research shows us that the top benefit 
employees want from their employers is 
to have the opportunity for training and 
development. 

“I want to be better. I want you to show me 
how to do better work.”

And of those training and development 
opportunities, coaching and mentorship 
are at the top of the list. 

“I want to learn from someone better than 
me, who has experience and wisdom to 
share.”

So we say Millennials are entitled, that 
they’re not good at working, that they 
lack leadership skills. But they are literally 
telling us that they want to be developed, 
and we’re not providing the opportunity. 

People want to learn from seasoned 
coaches and mentors, so they can be up 
to the task of leadership when we need 
them.

According to the 2016 Deloitte Millennial 
Survey, Millennials recognize that 
companies are looking for strong 
leadership skills, but only 24% believe they 
are entering the job market with those 
skills. Furthermore, fewer than 30% believe 
that their leadership skills are being 
developed by their current organization. 

From that perspective, can you blame 
them for looking for opportunity 
elsewhere? If growth and development 
aren’t available, then satisfaction becomes 
much more transactional. A 10% higher 
offer from a competitor might not sound 
like a huge windfall, but if the employee’s 
emotional needs aren’t being fulfilled then 
money is all that’s left to do the talking.

R E S O N A N T C U LT U R E
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One aspect of engagement and cultural health that often gets overlooked is the process 
that your teams must utilize to accomplish their work. Even successful companies with 
strong cultures can create dissonance and fatigue by requiring cumbersome process or 
implementing overly complex technology systems.

Process is tricky, because it touches everything and it varies from role to role and task to 
task. But when we zoom out and look at it from a holistic perspective, we find that often 
the best thing we can do is to have a consistent process ABOUT our process, regardless of 
function. Well planned process can be a strong tool for fostering employee engagement. 
If your systems and structures support transparency and a clear path to achieving goals, 
your teams are better able to gauge and monitor their progress and plan accordingly.

How you
Work
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OKRs (Objectives and Key Results) are 
a framework by which we can clarify 
our business goals and objectives into 
easily understandable and measurable 
pieces. The OKR process is one of the key 
ingredients in the secret sauce of many 
successful tech companies (Google, 
Intel, LinkedIn, and GoPro, to name a few) 
In a sense, it functions somewhat like 
the Mission/Vision/Values process in 
miniature.

By now we’re all familiar with standard 
goal-setting methods like S.M.A.R.T. goals 
or Key Performance Indicators (KPIs). 
These have been used in organizations for 
some time now, and while they do provide 
useful structure they can lack the level 
of specificity and transparency that is 
necessary to truly engage the modern 
worker. 

The OKR model is known to have its 
origins at Intel in the late 90’s, and as 
employees have taken the method out 
into other organizations since that time 
OKRs have become the new standard 
for aligning goals across an organization, 
fostering visibility, and promoting 
individual engagement. 

The key strengths of OKRs are visibility 
and alignment. Each leader, department, 
team and individual sets their objectives 
in relation to their area of responsibility, 
but always tethered to the overarching 
corporate goals for a given time period. 
This provides clear correlation between 
the work of the teams and individuals, 
and the aims of the company, and keeps 
all parties accountable to their role in 
achieving success.

Executed properly, OKRs not only keep 
everyone working toward the same 
vision over a period of time, but also 
help to enhance employee engagement. 
Continuous feedback is one of the 
most frequently cited demands of this 
generation of workers. OKRs build that 
feedback into your culture by creating 
transparency around progress and 
performance. 

However you choose to measure and 
monitor goals and progress, your system 
should provide for these key factors of 
visibility and alignment. Make them central 
aspects of your culture. Without them, 
your employees have no compass to 
guide their actions.   

“People with goals succeed because they know where they’re going.” 
- Earl Nightingale 

OKRs

R E S O N A N T C U LT U R E
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Once you understand the process of setting OKRs they can be your most valuable tool for creating 
cultural alignment. Let’s look at an example to help break things down a bit. 

OKRs IN ACTION

R E S O N A N T C U LT U R E

objectives
Objectives are the vision, or 
the “what” - what is the reality 
you are trying to create? 
These can (should) be a bit 
audacious and aspirational. 
You may not get there, but 
you will reach higher by trying. 
Ideally set no more than 5 
objectives in a given time 
period. (typically quarterly) 

key results
Key results are the “how” - what 
are the measurable initiatives you 
will undertake to acheive your 
objectives? These should contain 
numerical or did you/didn’t you 
goals that can be measured and 
tracked. 
Create 1-3 KRs per Objective

tasks
Tasks are the action steps 
- the glue that holds it all 
together. They are not the 
same as goals! They represent 
the smaller units of work that 
produce the results, bringing 
you closer to your objectives. 
3-5 tasks per KR.

GENERAL MANAGER OBJECTIVE

make $ for owners

KEY RESULTS: 

win super bowl

fill stands to 88%

HEAD COACH OBJ.

win super bowl

KEY RESULTS: 

200 yd passing

no. 3 in defense stats

avg. 25 yd punt return

PUBLIC RELATIONS OBJ.

fill stands to 88%

KEY RESULTS: 

hire 2 colorful players

highlight key players

TASKS: 

75% pass completion

less than 100 yds passing

team blockers

TASKS: 

Visit colleges

3 featured articles
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Well-armed does not always equal well-prepared. This report gives you a healthy dose 
of information to inspire your strategic efforts, but it’s not always easy to know how to put 
data into action. Whether you’re building a new business or working to improve an existing 
culture, the best place to start is at the beginning. Focus on the four key areas and be 
prepared for change to take time. Empires aren’t built in a day, and your problems didn’t 
happen over night.  

Putting it 
Together

Develop a meaningful relationship  with your core 
values. Prove them in your actions.

Create a coaching culture, develop your leaders 
into inspirational mentors, and give your people 
room to grow.

Adopt processes that help people measure 
progress. Use systems that simplify the work.

Culture is not static. Monitor and support it as 
your business evolves.
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01 

Values 
The core values of your business are 

not the things you want to be, they 

are the existing principles that drive 

everything the company does. They 

are the real reason you unlock the 

doors, turn on the lights, or log in to 

the system every day. They are the 

core of your cultural and marketplace 

identity, and they rarely change.

02

Leadership
It takes more than a poster on the wall 

or a quarterly all-hands meeting to 

bring values to life in your organization. 

Once you’ve defined them, it’s time 

to develop them in your leaders 

AND your employees. Values-based 

leadership is a crucial link to employee 

engagement and success. If they don’t 

have it, they can’t give it away.

03

Process
One of the most overlooked elements 

of engagement, the process and tools 

your teams use have a significant 

impact on satisfaction and alignment. 

Make your process meaningful, 

measurable and transparent by 

using OKRs, and select software and 

systems that facilitate employee 

success rather than creating obstacles.

04

culture
Culture is both a product and a 

driver of your efforts. Even the most 

successful culture must be maintained 

and updated as your business evolves. 

Develop a cultural strategy that 

enables ongoing engagement, and 

involve your leaders and employees in 

the process. Cultural health requires 

omnidirectional feedback. 

R E S O N A N T C U LT U R E
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Executive Inspiration Consulting provides executive coaching, 
leadership development and cultural strategy consulting services for 
innovative organizations. 

If your organization is ready to take your leadership to the next level, 
invest in the development of your talented people and create a 
thriving culture, please do give us a call.

We love this stuff, and we’re here to help.

http://www.executiveinspiration.com
info@executiveinspiration.com
(802) 399-6681

linkedin.com/executiveinspiration

@execinspiration
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