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TALENT MANAGEMENT People are 
moving up Maslow’s hierarchy 
of needs to focus on their self-
actualisation and identity

HEALTH & WELLBEING Almost all 
HRDs stated wellness in their firm 
was “good”. In the same survey,  
23 percent of employees agreed

PERFORMANCE MANAGEMENT We’ve 
been asking short people to reach 
top shelves, whilst watching the tall 
bend down to the bottom shelves

ORGANISATIONAL BEHAVIOUR Leaders 
can often believe the organisation 
around them is a vessel that reflects 
their own values and experiences
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The growing importance of  organisational 
behaviour can be found in two broader trends: 
A change in business psychology from 
individual assessment (in recruitment and 
internal promotions) to team assessments in 
order to build high functioning teams. The 
application of  behavioural economics is  
a discipline designed to assess cognitive, 
psychological and behavioural influences on 
individual and organisational decision making. 
To influence organisational behaviour,  
HR teams need data and usually this involves 
identifying and measuring key individual and 
team behaviours and establishing how these 
are impacting performance. This allows a 
baseline to provide structured interventions 
such as; training or coaching programmes 
with some confidence that they can actually 
measure the resulting change. Most 
importantly any interventions should impact 
performance. Whilst this process is simple to 
articulate, it is fraught with practical 
challenges: from subjective data collection,  
to defining reliable and repeatable measures, 
through to actually linking interventions to 
performance. With organisational behavioural 
management, as with many HR strategies, 
ROI is paramount.

If  we look at England Rugby in 2015, then 
England coach Stuart Lancaster had a 
philosophy of  ‘culture proceeds performance’. 
The principle being that if  the right 
environment is created, it generates the right 
behaviours in the team that lead to improved 
performance. He and his coaching staff put 
huge effort into driving team and 
organisational behaviours. This could be seen 
especially in the implementation of  a set of  
player-driven values and behaviours that the 
players owned and policed. However, this 
philosophy ran into difficulties when the 
disciplining of  players for inappropriate 
behaviours extended beyond the confines of  
their working environment with England. An 
example of  this was Danny Care, a key player 
who was convicted of  drink-driving. He was 
subsequently disciplined and made unavailable 
for selection due to his behaviour not meeting 
England standards. This happened to three or 
four key players at the same time for different 
behavioural reasons, meaning that some of  the 
star performers could not be selected.

This is something that many HR teams can 
relate to where the perceived strong 

Organisational behaviour is a signal of  how 
HR’s brief  is moving from a procedural focus on 

performance and pay, to taking in the psychological 
and social wellbeing of  employees, in recognition that 
behaviours influence performance. There are a few 
popular OB models, but HR often struggles to gain 
traction using them and loses momentum as a result. 
However, the problem is not in the models and the 

issues are more practical than theoretical.
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performers are unfortunately not consistently 
strong corporate citizens. In the short-term 
world of  sport and immediate ROI, the loss of  
key players led to underperformance and 
Stuart Lancaster lost his job. He was replaced 
by Eddie Jones, whose philosophy was that 
performance builds culture and winning 
breeds a winning culture. When the team 
went on to win the next eighteen games it 
seemed like he was right. But when England 
lost, performance levels dropped and player 
problems started to mount up. The 
foundations of  communication such as strong 
relationships between players and of  players 
demonstrating team-based behaviours went 
missing. The cultural scaffolding was not in 
place and, when performance dropped off as 
it inevitably does, the fall was steep, painful 
and difficult to change. Eddie Jones eventually 
bought in psychologists to work with his team 
to remedy this. In both these cases, 
organisational culture and performance 
became detached from each other. A focus on 

performance exclusively leads to a focus on 
outputs instead of  the foundations needed to 
sustain performance. Focusing exclusively on 
culture can disconnect an organisation from 
the outputs that must still be achieved to 
progress. The reason for highlighting this 
performance/culture relationship is to show 
that they are two sides of  the same coin. It is 
also to highlight that the practical realities of  
developing and changing people behaviours 
are what most commonly derail the best 
organisational ideas, goals and plans. This 
shows that investing time in organisational 
behavioural management must be connected 
to performance, otherwise there will be  
a separation between culture and performance 
- as happened with England Rugby.

So far, I have used the term culture and 
organisational behaviour somewhat 
interchangeably. This is because culture can 

be best evidenced in employee interactions, 
behaviours and communication. It is also 
because the alignment of  behaviours, values 
and communication approaches have been 
shown in studies to link to productivity and 
organisational performance. This will help 
with the ROI conundrum later! Nadler and 
Tushman, researchers on organisational 
alignment, highlight ‘the degree to which 
strategy, people, structure and culture are 
smoothly aligned will determine the 
organisation’s ability to compete and succeed’. 
The problem historically has been what to 
measure and how to do it reliably in order to 
be confident that changes in alignment across 
a company’s culture can be seen. So, let’s look 
at where HR teams are now and then work 
through what is possible when it comes to 
subjective data capture and organisational 
behaviour management. Most organisations 
have some form of  performance management 
approach. Possibly it is working well, but most 
are probably muddling through.

But, what about culture measurements? There 
are three practical starting points to measuring 
culture: HR teams usually manage annual 
engagement surveys. This approach is a good 
start but, without linking the results to other 
data, it is likely to give too narrow a message 
from employee to employer. Typically, that 
message is about remuneration and working 
hours. It is unlikely that the results of  an 
engagement survey will show that people are 
happy, but would be happier if  they were paid 
less and worked more! Instead, engagement 
surveys should be more structured to measure 
the psychological bond between individuals 
and their organisation as well as the bonds 
between people in the organisation. It is the 
quality of  people relationships that is the 
social capital which acts as a measure of  the 
emotional scaffolding in the organisation. 
How about psychological safety? Studies show 
that the freedom people feel to voice their 

ideas, concerns and plans is linked to 
innovation in the organisation, to idea 
generation and, ultimately over time, to 
organisational effectiveness. If  the 
psychological and social factors of  employee 
engagement are tracked (preferably using an 
engagement framework designed by 
psychologists) this is the first step in building a 
profile of  organisational behaviour. The next 
priority would be measuring value alignment. 
Most organisations have a set of  values and, if  
they are sophisticated, a set of  defined 
behaviours that link to those values. Yet, 
studies suggest it is not the specific values of  
an organisation that make a difference. It is 
the alignment of  individual and team 
behaviours to those values and how well 
adopted the organisation’s values are, that will 
actually impact performance. This is not hard 
to achieve.

What if  the ‘personality’, ‘cultural traits’ and 
‘sub cultures’ within the organisation could be 
measured? These pieces of  data can be 
generated through structured surveys and 
non-test based psychometrics that take only  
a few minutes to complete. They provide a 
baseline data capture to inform organisational 
behavioural management programmes. The 
key is to be able to join these disparate data 
strands together in order to weave a picture of  
the organisation that can be used to predict 
performance. In order to achieve this, surveys 
and data gathering from employees must be 
regular, scheduled and systematic. Ideally, a 
single platform should be used to gather the 
data rather than disparate systems and apps 
that promote irregular data capture due to 
their multitude of  approaches. The data 
should be collected online and all employees 
should be included. Building an organisational 
behavioural baseline can be achieved in three 
months. It is an investment that will help 
justify future business cases and make it easier 
to understand the impact of  interventions.•
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IT ’S  NOT THE SPECIF IC VALUES OF AN ORGANISATION  

THAT MAKE A DIFFERENCE. IT IS  THE ALIGNMENT OF 

INDIVIDUAL AND TEAM BEHAVIOURS TO THOSE VALUES  

AND HOW WELL ADOPTED THE ORGANISATION’S VALUES 

ARE, THAT WILL ACTUALLY IMPACT PERFORMANCE




