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Executive Summary   

 
I want to propose two ideas that I believe will transform the 

performance of your employees and your organisation as a whole. 

 

1)  Employee Engagement is the most effective 

strategy for sustained high performance, retention of 

talent and long-term cost savings.  

 

2) The key to achieving sustained Employee 

Engagement is to develop a culture based on a new 

approach called “Intrinsic Engagement” 

 

This book is based on my extensive experience as an Academic, 

Writer, Consultant and Managing Director.  After working with over 

1000 organisations in Europe and the US, teaching at leading 

universities like Oxford, and working in the field of organisational 

behaviour for over 30 years, I am convinced that there has to be a 

fundamental change in the way organisations motivate, lead and 

develop their people.  

 

In particular, I am interested in how management can engage low to 

middle income workers, who are not on the fast track and may feel 

left behind and unappreciated. Intrinsic Engagement provides a 

potentially powerful solution to this challenge and, in the following 

pages, I will outline specific practices for introducing the concept to 

your organisation so that every employee benefits.  
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When you read this short book, you will discover innovative ideas to 

make your organisation more successful and build a culture of high 

engagement, that will contribute to the well-being of your people so 

that they can feel and perform at their best. By integrating current 

best practice in organisational and personal growth, you now have 

the opportunity to achieve the ultimate legacy of Success and 

Fulfilment for you and all your people. 
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The Urgent Need for Employee Engagement  

 
Over the last decade, Employee Engagement has become recognised 

as one of the most important contributions to individual and 

organisational performance. There have been a number of studies 

and surveys across all sectors, and in many different countries, that 

support this.  

 

Research from organisations such as Engage for Success (Engage 

for Success, 'Nailing the Evidence' 2012) has demonstrated that 

increasing Employee Engagement leads to improved individual and 

organisational results. Engaged employees create engaged 

organisations and then engaged customers. A Gallup Poll showed 

that businesses with higher engagement had, on average, 12% 

higher customer advocacy showing improved customer satisfaction 

is a consequence of having an engaged workforce. There is on 

average 18% higher productivity among the top 25% of highly 

engaged companies and 71% of companies with higher engagement 

performed above average in comparison to their sector.  (Gallup, 

Engagement and Earnings Per Share Survey, 2007). 

This strategy offers you so many proven advantages that it is 

impossible to ignore. Here are just some of the benefits: -  

 

 Higher Productivity and Performance  

 Improvement in bottom line due to reduced costs 

 Higher Retention of Talent 

 Improved Morale, job satisfaction and work-life balance 
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 Lower sickness, absenteeism and presenteeism 

 Increased Sense of Wellbeing 

 Stronger Brand  

 Improved Customer Service and Satisfaction 

 Greater creativity 

 Stronger recruitment proposition to attract Talent  

 

These benefits are more critical than ever before as the workplace is 

so dynamic and rapidly changing. There is also a major shift 

towards collaboration, teamwork and remote workers. In many 

ways, the ideal employee for today, and for the future, is 

autonomous, self-motivated, agile and possesses an 

“entrepreneurial mind-set.” 

 

Traditional command and control management approaches no 

longer work so well, and Employee Engagement has become 

essential. Growth in our hypercompetitive, volatile and complex 

global economy means that organisations have to recruit, retain and 

develop Talent who are highly engaged, highly productive, highly 

flexible and consistently perform at their peak. Only the most 

responsive organisations will prosper in the coming years, and 

responsive organisations need responsive employees.   
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Very Few Organisations Have an Engaged Workforce  

 

When we look at the numbers, 

organisations are struggling to engage 

their people.  According to research 

from Dale Carnegie who surveyed 

1500 employees, a staggering 71% of 

employees are disengaged or only 

'partially engaged' at work. (What Drives Employee Engagement 

and Why it Matters, Dale Carnegie 2012, p5). 

 

Moreover disengagement in UK businesses is considerably higher 

than other large economies, as demonstrated by a 6% lower level 

rate of engagement. (Engagement Levels in Global Decline, Kenexa, 

2012, p5). The consequence of disengagement on overall business 

performance is significant. Comparing business employee 

engagement statistics with stock market performance, there is clear 

evidence that a company with higher engagement will on average 

have twice the annual net income of companies that are disengaged. 

(Engagement Levels in Global Decline, Kenexa 2012, p6). 

 

It is estimated that an extra £26billion could be added to the UK's 

GDP growth if employee engagement was higher. Productivity was 

20% lower in the UK than the rest of the G7 in 2011 (Engage for 

Success, 'Nailing the Evidence' 2012). At the same time, 

absenteeism costs the UK economy £17 billion every year with 

disengaged employees taking double the amount of sick days (6.2 

 
71% of Employees 
 Are disengaged or  

Only ‘partially engaged’ 
At work 

 
Source – Dale Carnegie, 2012 
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days a year) on average compared to engaged workers (2.7 days). 

(Engaging for Success, 2009). For this to change, improved training 

methods are needed to boost engagement and generate growth in 

UK businesses.  
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Disengaged or Engaged  
 
 

So what do Disengagement and Engagement look like in practice? 

You can use surveys, or measures like sick days or productivity yet 

perhaps the best measure is to observe employees’ behaviour.  You 

can see the dramatic contrast between a disengaged and an engaged 

employee every day in your office. 

Disengaged Employees   

 
These employees do just enough to get paid, and little or no more 

that their employment contract requires. They tend to have lower 

energy, have more days off and suffer from greater stress. They are 

less enthusiastic, contribute little to meetings, often gossip about 

their employer and focus on their grievances. At a deeper level, they 

do not bring their passion, creativity and values to work and see a 

clear split between their work and their personal development. 

Their job is primarily a means to an end that gives them a salary 

and little more.  

 

Disengaged employees are less productive and less effective. Much 

of their energy goes into trying to appear competent, covering up 

mistakes, blaming others and paying lip service to their employer’s 

declared vision and values.  One variation of disengagement that is 

particularly worrying is known as “Presenteeism”, which is when 

employees show up for work but just go through the motions as they 

are sick or stressed.  Nobody wants such people to represent their 

organisation.  
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Ultimately, a disengaged employee is disconnected. Their 

thoughts and feelings are in conflict with their actions.  They are 

emotionally disconnected from their work and tend to have negative 

thoughts about their job, their manager and their employer; they 

feel anxious and discontent and coast along, trying to disguise their 

lack of motivation. Their work is disconnected to their values and 

their sense of self, which means that they don’t have the capacity to 

achieve the consistent results you need.  Trying to lead disengaged 

people is like pushing water uphill and everyone suffers – the 

managers, the rest of the team, the organisation and, above all, the 

employee themselves.  

Engaged Employees  

 

So what do engaged employees look like? How do you know when 

someone is engaged?  Each organisation will be different, yet these 

are some common characteristics of engaged employees: - 

 

 They have higher energy 

 They appear more positive and enthusiastic about their work 

 They are more proactive in their dealings with colleagues and 

customers 

 They are more open to change and handle it better than most 

 They go beyond their normal roles and responsibilities 

 They take personal responsibility for the quality of their work 
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 They represent the values and vision of their employer in 

words and deeds 

 They are more customer-oriented and make better brand 

ambassadors  

 They are sick and absent less,  and do not seem to suffer so 

much from stress 

 

At a deeper level, engaged employees see their work as a meaningful 

career, not just as a job. They have integrated their professional and 

personal development and see the workplace as an environment 

where they can grow and attain their goals.  

 

Ultimately an engaged employee is more connected and their 

thoughts, feelings, habits and actions are integrated so they have 

positive thoughts, feel engaged, exhibit powerful habits and take the 

consistent action of high performers. They are firing on all cylinders 

which is the most rewarding way to work and live. 

 

 

 

 

 

 

The next stage up from this is when employees build a strong 

connection to the organisational values and vision, and feel part of 

something bigger than themselves. This inter-connection can take 

their levels of engagement and performance to a whole new level. 

 
“Flourishing is the optimal state for 
 Peak individual performance, and  

Also the optimal culture for 
 Sustained organisational performance.” 
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Nothing is more powerful than when people integrate and commit 

their passions, feelings, hopes, energy and values to their 

employers.  

 
This is the ultimate form of engagement that we can call 

Flourishing where you experience feelings of fulfilment, meaning, 

happiness, accomplishment and the sense that you are making a 

positive contribution (Seligman 2012). Nothing is more powerful or 

motivating, and my goal as a consultant, writer and entrepreneur is 

to help as many people as possible flourish at work. I believe 

passionately that Flourishing is the optimal state for peak individual 

performance, and also the optimal culture for sustained 

organisational performance.  
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Most Employee Engagement Programmes Are Ineffective  

 

The problem is that most employees never flourish and most 

engagement initiatives do not work that well. We need to address 

the deeper, underlying reasons for their ineffectiveness.  From my 

experience, I have found that employees do not buy into 

Engagement if they feel it is just another management fad or 

technique to squeeze more productivity out of them.  Engagement 

initiatives must be credible, authentic and relevant to the employees 

or they will have at best a temporary impact and, at worst, 

exacerbate disillusionment, mistrust and cynicism.  

 

Typically most initiatives and approaches are what we call 

“Extrinsic” Engagement Strategies. There are a number of 

initiatives that organisations take: 

 

1. Management Training. Holding workshops or seminars to 

train managers how to motivate and inspire their team to be 

more engaged  

2. Cultural Change programmes to build a culture of trust, 

openness and authenticity 

3. Surveys  to measure engagement levels 

4. Talent Management. Move employees to more suitable 

positions where they will be more engaged 
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5. Talent Acquisition. Recruiting people who are more 

engaged by nature. Employees who are innately positive, 

optimistic and motivated 

 

These interventions may help, but they are rarely sufficient on their 

own as they rarely lead to cultural change. They are top-down 

strategies that have relatively little influence on culture or 

individual behavioural change, as the employees feel it is something 

that is being done to them, rather than something they want and 

need.  
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Intrinsic Engagement 

 

Employee Engagement requires a more radical, innovative 

approach and I want to introduce such a new approach, called 

“Intrinsic Engagement”.  This is a strategy that works from the 

inside-out not the outside-in. To make Employee Engagement work 

over the long-term, we require significant levels of intrinsic or inner 

motivation, rather than extrinsic motivators. We are asking for 

more from our people than ever before, so we need to ensure 

they have the capacity to deliver what we expect and want 

from them. We need to help them tap into their inner drives, 

motivation and values for sustained engagement rather than rely on 

conventional training or incentives. 

 

Extrinsic interventions on their own will typically fail because they 

are impermanent and frequently induce cynicism and 

disillusionment amongst participants. It feels like it’s being imposed 

on them and reflects the outdated “control and command” approach 

to management.  On the other hand, an Intrinsic Strategy has the 

following characteristics 

1 Inside-Out  

The goal is to help employees change themselves so that they 

develop their own personal motives and drivers for engagement. 

This is the only secure way to develop long-term, consistent 

engaged employees. Once, an individual is intrinsically engaged 

they naturally work harder, think more clearly, feel more motivated 
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and perform more consistently. You do not need to micro manage 

them or use incentives, as they are engaged for their own reasons 

and because they are making a conscious choice. 

This is a radical idea as it puts the emphasis on employees 

to engage themselves. They are taking responsibility for their 

own engagement rather than waiting for their employer to do it for 

them. Most, if not all, disengaged staff blame their lack of 

motivation on their circumstances, but the bigger cause is that they 

are probably disengaged people in other areas of their lives. They 

are simply bringing their limiting attitudes and behaviours to work 

with them.   

 

2   Authentic Engagement  

Engagement has to be authentic as you cannot force people to feel a 

certain way. Many efforts risk “Pseudo-engagement”, where 

employees pretend to be engaged to keep their managers satisfied. 

We have all been at meetings or workshops where everyone goes 

through the motions, and engages in “group think” so as to appear 

to conform to what is expected from them.  

Employees must feel genuinely engaged if your organisation is to 

progress, and to unleash the full potential of your workforce. Each 

person has to feel this from within, and not just a pseudo-feeling 

contrived for the purpose of performance reviews or to keep 

management happy.  Intrinsic Engagement is about bringing your 
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whole, authentic self to work so you can feel and perform at your 

best.   

3 A Long-term Programme 

Building a highly engaged Culture in your organisation is not a 

quick fix, nor is it like a traditional skills programme. You can learn 

time management in a day, but engagement is an ongoing process 

that needs months to bring about change.  Again, if your initiatives 

are too “forced” they will risk being seen as inauthentic or even 

coercive. Ultimately they will fail. 

Engagement cannot be rolled out like a military campaign.  It 

requires nuance, intuition and flexibility. Effective programmes also 

require the full commitment of senior management and the 

alignment of organisational outcomes, systems and processes.  

4 Maximizing the Potential of your people 
 
Individual Potential is even more important than their current 

knowledge or skills. The knowledge and skills you possess today 

may well be redundant in the near future, and every employer needs 

staff with the potential to consistently upgrade their capabilities. 

Our world is changing rapidly, and nobody can predict the future so 

the most valuable Talent, that you and every other organisation 

needs, are those people who will continuously learn, grow, adapt 

and improve. They need to have what Carol Dweck calls a Growth 

Mindset (Dweck, 2012).  
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Based on decades of research, she has demonstrated that this is the 

most important success factor for long-term performance. Once an 

employee commits to their own learning and development, they 

shift from what Dweck calls a Fixed Mindset to a Growth Mindset. 

They will embark on an exciting journey of self-improvement that 

will keep their skills up to date, rather than staying stuck in the 

same recurring patterns.  

In simple terms, what has made you successful up to now will not 

make you successful in the future. Intrinsic Engagement develops 

the potential of every employee by encouraging continuous learning 

and improvement so they always flourish during periods of change. 

Without this, most engagement initiatives will have little long-term 

impact. 

With a programme of Intrinsic Engagement in place, you are also 

better positioned to identify and develop your own “home-

grown talent”, rather than spending large amounts of time, 

energy and costs searching for increasingly scarce talent outside 

your organisation. You make the best of your current workforce and 

help them realise their full potential. This, in turn, will boost 

morale, increase retention and make your people feel even more 

engaged. 

5 A focus on Personal Development 
 

Engagement requires new thought patterns, new beliefs and habits. 

The goal is to change feelings and behaviour, not just to acquire new 

ideas and tools.  If you can improve the quality of the 
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employee’s experience at work by helping them develop a 

more positive mindset, they will be more engaged in their work.  

When employees can integrate their career and personal growth 

they will be even more engaged.  

Personal development means improving critical Soft Skills such as 

Emotional Intelligence, Optimism, Resilience, Focus, Empathy, 

Goal Setting, Strategic Thinking and Proactivity. They can then have 

a dramatic impact on engagement, performance, productivity and 

results in the workplace. It also enables increased collaboration 

and teamwork among employees who apply these new skills, and 

this increase can also lead to significant improvements.  

Personal Development can and should be the most rewarding 

experience of our lives. It is an opportunity to transcend our 

conditioning, change what we don’t like about ourselves and build 

on what we do like. If you can be the catalyst for this process, you 

will help your workforce flourish and give them what may be a 

greater reward than remuneration or career advancement.  

 

6 A Positive State of Mind   

 
Ultimately, Intrinsic Engagement is best characterised as a personal 

experience, or a state of mind that embodies the following feelings 

 Connection – to your team and to your company  

 Appreciation – feeling appreciated by your colleagues 

 Relaxation – lower stress  
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 Commitment to the vision and values 

 Trust  - you trust your Management  

 Intrinsic Motivation – passion and commitment 

 Optimism – feeling positive 

 Flow – absorption in the job 

 Autonomy  - feeling in control  

 Creativity - Innovation and Flexibility 

 Fulfilment – genuine job satisfaction  

 

These feelings are the building blocks for individual well-being and 

a Culture of Engagement. They are also the drivers of sustained high 

performance and need to be encouraged and supported at all times. 

This may also represent the ultimate talent and development 

strategy because, if you can help your people improve the quality of 

their moment to moment experience at work, they are more likely to 

stay, develop and succeed with your organisation.   

 

 

 

 

 
 

 
"If you can help your people improve the 

Quality of their moment to moment experience 
They are more likely to stay, Develop and 

Succeed with your organisation" 
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The Vital Connection between Wellbeing and Engagement  

 

A positive state of mind requires a sense of well-being, and one of 

the best levers for increasing engagement is to focus on employee 

well-being. Healthier employees are more likely to be engaged, and 

more engaged employees are more likely to be healthier. Research 

conducted by the CIPD, CBI and PricewaterhouseCoopers shows 

there is a strong link between wellbeing and engagement at work. 

(CIPD - Managing for sustainable employee engagement, 2012)  

 

According to Gallup’s extensive 2013 report on the American 

Workplace, which is relevant to the UK too, the argument is 

straightforward. “Since engaged employees are more likely to lead a 

healthy lifestyle, workplaces that actively improve engagement may 

end up seeing an added benefit of better employee health — the 

potential benefits of which include reducing healthcare costs for a 

company in the long term and increasing energy and productivity in 

the near future.”  (Gallup 2013) 

Well-being is not just about promoting physical health, through 

fitness regimes or dietary advice. There is also a strong association 

with personal development, with mounting evidence that healthy 

beliefs and behaviours, such as optimism or resilience, boost 

physical health. An optimal mindset is critical to adopting a 

healthier lifestyle such as improved diet, exercise and sleep. 

Resilient, healthy personnel will be mentally tougher and better 

able to flourish during the inevitable pressures and crises ahead of 
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them. Indeed, it may be that the type of Intrinsic Engagement I am 

recommending represents the ultimate employee benefit. It is seen 

by many as more important than more common employee benefits 

such as flexi-hours, pensions or healthcare. (Gallup 2013)  

 

Everyone wants to feel more positive and energised about their 

work, and now there are well-proven tools that help to develop an 

optimal mind-set. For example, more and more leading companies 

are adopting Positive Psychology and Mindfulness in their training 

and coaching. Leading organisations such as Google, Apple, 

AstraZeneca and Nike have created their own programmes. 

Evidence shows that in a company with over 1,000 

employees, increasing happiness at work, reduces the costs of 

employee turnover (up to 46%), increases performance and 

productivity (up to 12%) and reduces the cost of absenteeism (19%). 

(iOpener Institute, How Happiness at Work impacts the Bottom 

Line, 2012). Such a boost to wellbeing in employees can only come 

about through improved core soft skills.  

 

A great discovery of extensive Positive Psychology and Neuroscience 

research over the last 10 to 20 years is that Success does not 

necessarily contribute to Happiness, but Happiness does 

contribute significantly to Success.  In other words, if you 

want employees to be successful then focus on helping them feel 

more positive and engaged.  
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Perhaps, the primary goal of management is to help their team to 

feel better so that they will perform better. This changes the 

focus of leadership and has significant implications for HR, 

Training, Management, and Talent Development.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
… In a company with over 

 1,000 employees, increasing  
Happiness at work 
 Reduces the cost  

Of Employee turnover 
 (Up to 46%) 

 
Source - iOpener Institute 
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Activating our Natural State of Well-Being 

I believe that we all have extraordinary natural resources including 

the capacity to be resilient, optimistic, relaxed, resourceful and 

agile. These resources are often ignored, undiscovered or poorly 

managed, and organisations need to help employees access and 

utilise them effectively. These resources contribute towards our 

natural state of well-being that, once activated, will lead 

naturally to increased levels of engagement. Your innate sense of 

well-being is present when you are relaxed, calm, feel healthy and 

energetic. Just like athletes have to be fit to compete at the highest 

level, employees need to be physically and emotionally healthy to 

perform at their best too.   

 

 

 

 

 

 

You cannot create this innate state through management techniques 

or conventional training, as it already exists. Going further, what if 

traditional management techniques, performance management and 

training methods were the problem and not the solution? What if 

you simply abandoned those methods and provided the right 

 
“All Employees have a  

Natural state of well-being 
 That when activated will 
 Naturally increase their 

Engagement.” 
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conditions, training and environment for employees to feel engaged, 

to grow and to perform at their optimal level?  What if good 

management was doing less not more? 

 
Following the same logic, the goal of engagement programmes 

should be to remove barriers and limits to this innate well-being, 

and to creating the conditions for nurturing healthy minds and 

healthy bodies. Then, by implementing the practice of Intrinsic 

Engagement, you would encourage each employee to take 

responsibility for their physical and psychological well-being.  

Fortunately, most if not all large and many medium-sized 

organisations now accept the need for employee health or wellness.  

The problem is how they go about it. What many have not yet 

realised is that many common illnesses in the workplace are due to 

stress, an important symptom of an unhealthy mind and a 

disengaged mind-set.  Fatigue, anxiety, depression and many other 

illnesses are either caused or exacerbated by stress. According to the 

Office of National Statistics there were 15 million days lost in the 

UK during 2014 due to stress, anxiety and depression.  The Mental 

Health in the Workplace report from the UK’s Mental Health 

Organisation claims nearly 3 in every 10 employees will have a 

mental health problem in any one year – most likely anxiety and 

depressive disorders. (The Mental Health Foundation 2014) 

 

 

 
Stress, Anxiety and Depression  

Lead to 15 million days lost  
at work in the UK during 2013 

 
Source – Office for National Statistics, 2014 
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If you are genuinely engaged, you will feel better in many ways and 

be less likely to suffer from stress and anxiety. Above all, you will 

learn the skills to manage them more effectively through practices 

like mindfulness and resilience. Again, this is an essential feature of 

Intrinsic Engagement – giving employees the tools and helping 

them to boost their mood, reduce their stress and increase their 

levels of engagement on their own - as opposed to putting the 

emphasis on their manager or employer to do it for them. The more 

they practice this, the more engaged they will be and this will start 

to become habitual leading to long-term behavioural change.  
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An Effective Employee Engagement Strategy 
 

So the goal of all employee engagement strategies is to activate and 

facilitate this innate state of well-being so people can flourish.  

Then, the next question is to discover what culture, management 

style and processes will support this essential state of well-being? It 

may mean that management has to give up more control, rather 

than trying to exert more. Intrinsic Engagement is driven by this 

innate well-being which is a set of thoughts and feelings that drive 

behaviour. So, any programme or initiative needs to address these 

different levels. 

 

 

 

First of all, the employee needs to believe in the organisational 

vision and values; they need to think that it is credible, authentic 

and inspiring. They need to have positive thoughts about the 

organisation and themselves, and this will lead to feelings of trust, 

motivation, commitment and even passion. The Corporate 

Leadership Council concluded that: “emotional commitment drives 
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effort, emotional commitment is four times as valuable as rational 

commitment in producing discretionary effort.” This emotional 

commitment is “the extent to which employees value, enjoy and 

believe in their jobs, managers, teams or organisations.” (Corporate 

Leadership Council 2004)  

Such feelings and emotional commitment drive Intrinsic 

Engagement where the thoughts, feelings and goals of the 

employee are in alignment with the values, vision and goals of the 

organisation.  This, in turn, will produce higher levels of sustained 

performance assuming they also have the right technical skills. 

The real moment of truth is when the employee is speaking with 

customers, managing their team, deciding how much effort to put 

into a project or planning their career. How are they acting and 

feeling when their boss is not in the room? At this point, nobody has 

any control of them and if the employee is not “intrinsically 

engaged” they will not perform at their highest level.  

This is particularly relevant for remote employees, freelancers, 

contractors and temporary staff who often fall outside the normal 

scope of training and management yet need to display the same 

levels of engagement as full-time, supervised employees. These 

types of workers are increasing rapidly and management has very 

little control over them so only an Intrinsic Engagement strategy 

will work. 
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KEYSTONE HABITS 
 

We want our staff to display engaged behaviours that are habitual, 

and Intrinsic Engagement is dedicated to creating new habits 

through practice. In his book, The Power of Habit, Charles Duhigg 

covers the concept of “keystone Habits” which are at the heart of 

Intrinsic Engagement (Duhigg 2012).   

Keystone Habits are small changes or new habits that cause a chain 

reaction leading to other changes in habits. For example, a keystone 

habit might be to cut back on alcohol which leads to other healthy 

habits such as eating less sugar, walking more or sleeping for 

longer. 

 

 

 

 

 

 

I want to encourage these beneficial ripple effects in the workplace 

by identifying keystone habits that will make employees more 

engaged. So maybe this could be weekly class in yoga, providing free 

fruit or personal development training. The big idea here is to help 

 
“Typically, people who exercise, start eating 

better and becoming more productive at work. 
They smoke less and show more patience with 

colleagues and family. They use their credit 
cards less frequently and say they feel less 
stressed. Exercise is a keystone habit that 

triggers widespread change.” 
 

Charles Duhigg, The Power of Habit 
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people change direction and make small incremental improvements 

that accumulate into significant progress, and builds a culture 

where they feel and perform at their best.  

 

A NEW SOLUTION FOR ENGAGING LOWER PAID WORKERS  
 

I am particularly interested in finding ways to engage low to middle 

income workers, who are often neglected when it comes to training 

and coaching. Management needs to retain and motivate these 

employees yet cannot offer them the remuneration, incentives and 

prospects that are bestowed upon recognised talent.  So how do you 

engage someone who is on a lower salary, is unlikely to be promoted 

and has little hope for a stereotypically successful career?  

The solution is to focus on building a culture where everybody, 

including lower-level employees, feels they are progressing and 

growing. This does not mean promotion but it does mean learning, 

development and autonomy. It also means helping your staff find 

meaning in their work. This is a fundamental human need that 

many employers seem to overlook. 

Taking the concept of keystone habits, I suggest building a culture 

that develops the keystone habit of “feeling good”. An 

increasing body of research is confirming that money is less 

motivating than being part of a community, finding meaning and 

having a purpose. So if we can help individuals feel good at work, 

they will be more engaged and then should be more productive. 
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This requires a radical rethink by management. In Daniel Pink’s 

excellent book “Drive”, the author overturns conventional thinking 

about motivation. On his website he proposes that “Carrots & sticks 

are so last century. Drive says for 21st century work, we need to 

upgrade to autonomy, mastery & purpose.” 

He summarizes his big idea. “When it comes to motivation, there’s a 

gap between what science knows and what business does. Our 

current business operating system–which is built around external, 

carrot-and-stick motivators–doesn’t work and often does harm. We 

need an upgrade. And the science shows the way. This new 

approach has three essential elements: 

1. Autonomy – the desire to direct our own lives.  

2. Mastery — the urge to get better at something that matters.  

3. Purpose — the yearning to do what we do in the service of 

something larger than ourselves. 

These are all essential elements of Intrinsic Engagement, and our 

goal is to promote these and associated theories & practices of 

motivation as most organisations still fail to embrace the important 

research findings from neuroscience, positive psychology and 

organisational behaviour. 

 

 

 

 

 “Most organisations still fail to embrace important 
research findings from Neuroscience, Positive 

Psychology and Organisational Behaviour” 
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The main point here is that you can help everyone in your 

organisation, whatever their position, to feel better about 

themselves and be more engaged. Indeed, promoting employee 

health and personal development programmes will show that you 

appreciate your people and are dedicated to their well-being.  In our 

age of transparency and social responsibility, this is the right ethical 

strategy as well as being right for productivity and sustained 

performance. 
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The Role of  Extrinsic Engagement 
 

You can also use incentives and other extrinsic strategies to 

reinforce your efforts. You still need to align all the systems and 

processes in your organisation, as in the diagram below. You need 

to recruit the right talent and have a great onboarding process that 

immerses them in your vision and values; you need the right 

management to foster engagement and a culture of trust. Finally, 

you need strategies to promote and reward engagement, such as 

surveys, accountability and even some incentives for behaviours 

that demonstrate increased engagement.  

 
 

 

 
 
When you integrate a coherent intrinsic and extrinsic engagement 

initiative, you will take a significant step towards transforming your 

individual, team and organisational performance. Now, let’s look at 

some practical steps you can take to start reaping the benefits of this 

approach.  
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Critical Success Factors for Intrinsic Engagement  

 
Most Engagement Strategies do not work because they do not 

produce the response, implementation and results that employers 

and employees would like. So an effective Intrinsic Engagement 

Strategy requires the following Critical Success Factors  

1   The Programme needs to be Engaging 
 

Engagement training needs to engage the participants. It needs to 

be inspiring, motivational and authentic so the participants will 

want to take part for their own reasons rather than be compelled to.  

2    It needs to Build Intrinsic Engagement 

 
Engagement training should build the Intrinsic Engagement of the 

participants. This means that the focus should be on Personal 

Development and Soft Skills. Participants will be more likely to 

adopt the new skills, and also appreciate that their employer is 

supporting them in their professional and personal growth. This in 

turn will increase their levels of trust and engagement.  

3   It needs to be implemented by the Employees  
 

Engagement training is only valuable if it is implemented by the 

participants, ideally at work and at home. Engagement needs to 

move beyond the classroom. The employees must use their new 

skills, do the right tasks and change their behaviour.  They need to 

accept that their future career, within or without your organisation, 
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depends on being more engaged, and increasing their 

“employability”. 

The greatest contribution you can make to your people is to give 

them proven tools, so that they can motivate themselves, boost their 

mood and feel more energised and positive. There is a compelling 

case that this is more important than any other benefit such as a 

pension or healthcare.   You will train employees to engage 

themselves and give them the skills, strategies and 

practices for genuine success and fulfilment.  Moreover, 

with this approach, Engagement stops being a temporary 

phenomenon that happens to your people, and becomes a state of 

mind that they can choose to activate themselves. 

This is a radical idea as most organisations focus on extrinsic 

engagement and try to create the circumstances to support 

engagement. Now I am suggesting that the primary responsibility 

for engagement should shift from the employer to the employee. 

Senior management can make a significant positive impact on 

individual, team and organisational performance by giving 

employees the keys to unlock their extraordinary potential, and feel 

engaged in all areas of their lives. 

 

 

 

 

The primary responsibility for engagement should  

Shift from the employer to the employee” 
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Once your employees acknowledge that they are responsible for 

how they feel and how they perform, they begin what can be a life-

changing journey of self-awareness and self-improvement. Higher 

performance will follow naturally, not artificially from ineffective 

pressures and incentives. This fundamentally changes the nature of 

the Employer-Employee relationship as Organisations focus their 

energies on helping their people grow, feel their best and perform 

their best - rather than trying to squeeze the last drop of 

performance out of them with tired, ineffective management 

techniques. 

Intrinsic Engagement builds the capacity of your employees for 

achieving more, feeling more fulfilled and improving the overall 

quality of their life. You create a culture and environment that will 

make it very hard for talented people not to improve in or to ever 

want to leave.  

4 It needs a supportive Culture  

 
One of the most important drivers for Intrinsic Engagement is a 

culture that supports personal growth.  Imagine an organisation 

where employees not only work to receive an income, they come to 

work to learn, to develop, to be creative, autonomous and happy.   

This is achievable and it needs a culture of openness, trust and 

transparency. Employees need the time, the resources and the 

management support to achieve both professional and personal 

growth. This represents a new contract between employer and 

employee that should be much stronger and more permanent.  
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If you can develop the culture that sustains and strengthens this 

new contract, then you will take a giant step forward to developing a 

high performing organisation for today and years to come. Your 

employees will not just stay with you to earn a living or build a 

career; they will also stay with you to build a fulfilling life.  You will 

win their hearts and minds so that you will get the very best from 

them.  

5   It needs to lead to Measurable Improvements   

 
It is important that the training results in measurable increases in 

engagement and performance. So you should conduct a survey 

before and after the training to measure changes in the level of 

engagement. I also recommend measuring engagement and mood 

levels on a daily basis. There is exciting new technology that will 

achieve this and allow you to measure the “emotional pulse” of your 

organisation whenever you want. 

Also, it is worth reassessing your competency models. HR needs to 

find ways of measuring and evaluating potential for learning, 

openness to change and the growth mindset. These will be at least 

as important as traditional competences like teamwork and 

communication.   

Ultimately, we need employee engagement to result in improved 

performance and results. The premise of Intrinsic Engagement is 

that more engaged employees will be more productive, more 

effective and perform at a higher level.  There are a series of short, 
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medium and long-term measures that should be put in place 

including performance, retention and employee health. You can 

measure specific cost savings like reduced sick days, lower 

healthcare expenses and lower recruitment costs to replace people.   

Ideally, you want to measure and reward the short-term leading 

indicators, such as behavioural change, that impact upon the 

longer-term Lagging indicators such as increased sales or 

reduced costs.  I recommend looking for evidence of new, engaged 

behaviours such as optimism, resilience and proactivity.  

Practice Makes Perfect 

 
Just as you can improve tennis or golf through practice, you can 

also be more engaged by practising the skills of Intrinsic 

Engagement.  

Here are just five of the core Practices that will help employees 

become intrinsically engaged and increase employee engagement 

throughout the organisation. 

1 Self Awareness 

 
Perhaps the most important practice of all is to help employees 

become more self-aware, and discover that they have the power to 

change their thoughts, feelings and behaviours.  Each individual can 

choose to change and lead themselves. They do not need to wait to 

be led. 
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2 Commitment to Personal and Professional Growth  

 
It is vital that every employee commits to their growth, and takes 

responsibility for their learning and development. They need to 

manage their own career and become more autonomous.  

3 Mindfulness 

 
This transformative practice is being taught in businesses and the 

public sector throughout the world. Mindfulness is essential to 

Intrinsic Engagement as it increases well-being, reduces stress, 

boosts energy and gives employees the space to change their 

thoughts, feelings and habits.  Just as athletes train their bodies 

through practice in the gym, employees can train their mind 

through mindfulness practice. 

 

The simple act of stopping and observing your thoughts, feelings 

and behaviour is transformative in itself. It helps you recognise and 

acknowledge what is working and what is not working, so you can 

make positive changes. Mindfulness is invaluable for performance 

improvement as well as authentic, Intrinsic Engagement. 

4 Appreciation 

 
One of my goals is to help employees appreciate and enjoy their 

moment to moment experience of work more. Again, this is a 

radical idea that you can learn to improve the quality of what you 

are doing irrespective of the task itself, your environment or any 

other circumstances. The premise behind this is that there is always 
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someone else who gets more pleasure and satisfaction from doing 

the same job as you. So how can we model them and apply their 

lessons to our work? The answers lie in studies of savouring, 

optimism and gratitude from the new field of Positive Psychology, 

and these lie at the heart of Intrinsic Engagement. In simple terms, 

employees can learn to appreciate their work more without any 

external changes.  

5 Optimisation 

 
Ultimately, we want all employees to be more engaged so they can 

improve their performance. The best strategy for this is continuous 

improvement, or what we call Optimisation. One of the core 

practices of Intrinsic Engagement is educating employees to learn 

and grow through experience so every day becomes an opportunity 

for self-discovery and self-improvement.   

Everyone can make small, incremental improvements each day.  

You will learn and grow through experience, not just reading and 

attending courses.  Optimisation is my favourite strategy of all, the 

one that has helped me more than anything else I have learned. I 

even wrote a book about it, and used the strapline “Transform your 

Life day by day”.  

 

Each day is a learning opportunity to try something new and to get 

better. Every day you have the incredible gift of choice.  Every day 

you can try something new and learn something new about yourself 

and other people. 
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Conclusion  

 
All organisations want to recruit, retain and develop highly talented 

and engaged employees. It is the ultimate, maybe only, sustainable 

competitive advantage in a hyper-competitive economy. The 

challenge is that most attempts to boost engagement do not work, 

and our view is that there must be a fundamental shift from 

“extrinsic engagement” to “intrinsic engagement” strategies. Only 

when employees feel genuinely committed, passionate and engaged 

will they perform at their highest level and deliver the results that 

every organisation needs to flourish and grow for years to come. 

To find out more about how you can implement and gain the 

benefits of Intrinsic Engagement in your Organisation contact Paul 

at paul@iperformsystems.com  

  

mailto:paul@iperformsystems.com
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ABOUT IPERFORM®  
 

Paul is Managing Director and co-founder of iPerform® which is an 

e-learning programme and App of 5 minute videos each weekday 

that helps employees become intrinsically engaged. The programme 

is run by Paul with Olympians Roger Black and Steve Backley 

iPerform® delivers 28 core practices that increase 

Intrinsic Engagement, including established scientific methods 

used in some of the world's largest organisations to improve 

employee engagement and mindset. These include the very latest 

tools and strategies from fields such as Positive Psychology, 

Emotional Intelligence and Mindfulness.  We focus on helping 

employees change their thoughts, their feelings and their behaviour 

so they become more engaged and more productive. This benefits 

both the employee and the employer.   

Paul, Roger and Steve deliver best practices from leadership, 

performance improvement, motivation, communications, emotional 

intelligence and also Sports where there is a lot of emphasis on 

“being in the zone” or “the inner game”. This is the natural state of 

Intrinsic Engagement or wellbeing, referred to earlier and the goal 

is to help employees achieve this.  

iPerform® gives users the tools to engage themselves and achieve 

sustained high performance. Current users include EY, Capita, 

Cisco, Deloitte, Birmingham Council, Unify, University of 

Derby and Atos.  
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The iPerform® programme consists of Daily Training and 

Coaching so employees can become more engaged day by day. 

Rather than long training seminars that last many hours or even 

days iPerform® provides bite size training that require about 5 

minutes a day. By learning in small chunks the participants are 

more likely to do the training and implement the practices. This 

regular, manageable daily process increases retention and 

implementation leading to the results that both employers and 

employees want. 

It is an Engagement and 

Performance Support tool that is 

available online or as an App. 

Participants receive short videos, 

assignments and other resources every 

weekday so they can access them 

wherever and whenever is best for them. 

They can watch videos and study other resources on their PC, 

laptop, Tablet or smartphone whether they are at home, at work or 

commuting.  They can even listen to podcasts in the car. This gives 

them control of their own training so it can be self-paced 

On the following page are the soft skills and practices that users will 

learn and apply. We have discovered that highly engaged, effective 

employees share the following 28 characteristics that we have 

converted to 28 weekly Practices for your employees to be more 

engaged and effective.  
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1. Committed to Performance Improvement  

2. Self-Motivated  

3. Set Compelling Goals  

4. Self-Aware and Build on your Strengths  

5. Align with your Values  

6. Take the Initiative and be Proactive  

7. Stay Calm and relaxed under pressure  

8. Have high Emotional Intelligence  

9. More productive and manage your time well  

10. Make good decisions  

11. Authentic and Empathic  

12. Resilient and mentally tough  

13. Guided by a clear Vision  

14. Enjoy your work and boost your levels of engagement  

15. Be more Creative  

16. Face the Facts and accept reality  

17. Increase Optimism  

18. Be more Assertive  

19. Think and Act Strategically  

20. Create your own positive beliefs  

21. Influence Others  

22. Solve Problems effectively  

23. Embrace Change  

24. Build Effective Relationships  

25. Think and Act entrepreneurially  

26. Have work-life balance  

27. Focus on getting better every Day  

28. Integrate these practices to deliver great results  
  

 
You can see a demo or try iPerform® for free at 

http://iperformsystems.com/free-trial/ 

or   

By calling us at 0844 880 6908 

http://iperformsystems.com/free-trial/
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ABOUT PAUL HANNAM  

Performance and Employee Engagement Expert 
 
In 2013 Paul founded iPerform® with Olympians, 

Steve Backley and Roger Black. iPerform® is a 

unique performance improvement e-learning 

programme and daily blueprint for success, that 

integrates the best Sports practices with proven 

personal and professional development practices. Large businesses 

like Cisco, Capita and Ernst Young, Universities and Local 

Government are using iPerform to improve performance and boost 

employee engagement. 

 

For over 25 years, Paul has taught a wide range of skills including 

leadership, motivation, communication, change management, 

emotional intelligence, stress management and much more. His 

clients have included large businesses like BT, British Airways, 

Barclays and HSBC and also small to medium sized businesses and 

start-ups. He has trained over 3,000 business owners, executives, 

managers and professionals both in the UK and USA. 

 

Academic 
 
Paul has taught Organizational Behaviour, Environmental 

management and Entrepreneurship at Oxford University where he 

was an Associate Fellow for over 4 years and an Adjunct Fellow at 

Linacre College. He was the Green Thought Leader at the Marshall 
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Goldsmith School of Management in San Diego where he helped set 

up the first Green MBA in Southern California.  

Entrepreneur   

Paul built his own training and recruitment business that he 

founded in 1989, to over £28 million annual sales. He has also 

owned a number of environmental and consulting businesses in 

both the UK and the US where he lived for 6 years.  

Author and Public Speaker 
 
Paul has written two books, and the second of these, The Magic of 

Groundhog Day, has been turned into an audio program by 

Nightingale Conant, the world’s leading supplier of personal 

development products. The set includes the DVD of the movie.  

Paul’s third book will be published by Hodder & Stoughton in early 

2016.  

 

Paul has also presented at conferences, workshops and Universities. 

His talks have covered many topics including employee 

engagement, leadership, social responsibility, Personal Growth and 

Entrepreneurship.  

 

For more information contact Paul at paul@iperformsystems.com 

and connect with him on http://www.linkedin.com/pub/paul-

hannam/0/5b7/b2a 

 

https://www.hodder.co.uk/
mailto:paul@iperformsystems.com
http://www.linkedin.com/pub/paul-hannam/0/5b7/b2a
http://www.linkedin.com/pub/paul-hannam/0/5b7/b2a
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