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Section 1: Executive Summary 

EO Culture Matrix – Dual-Lens Report 
EO Camillo Ltd 

This Dual-Lens EO Culture Matrix report combines two complementary perspectives: 

• Behavioural Potential (Harrison Assessments) – how predisposed people are to 
demonstrate the behaviours that underpin a high-performing employee-owned 
culture. 

• Performance Maturity (DeepFathom) – how consistently those ownership 
behaviours are being observed in practice across the organisation. 

Together, these lenses provide a balanced, evidence-based view of the organisation’s 
cultural maturity and its capacity to strengthen the five core EO behavioural 
competencies. 

Overall Position on the EO Culture Matrix 

EO Camillo Ltd is positioned firmly in the High Potential / Low Performance quadrant 
of the EO Culture Matrix. 
This reflects a business with strong behavioural foundations and clear willingness to 
act like owners, but where everyday behaviours, systems, and practices have not 
yet fully aligned to enable ownership culture to flourish. 

This is a highly promising position. The potential to develop a robust ownership culture 
is already present — it now requires structure, clarity, and consistent reinforcement 
to translate that potential into performance. 

Key Insights 

• Behavioural potential is generally strong across all five competencies, 
especially in Protecting the Future, Collaboration for Impact, and Continuous 
Growth. 

• Performance maturity is currently low, indicating that ownership behaviours 
are not yet consistent or embedded in daily practice. 

• The organisation’s strongest Potential areas reflect high motivation, 
adaptability, helpfulness, optimism, and responsibility. 

• The strongest Performance area is Voice & Influence, but even here 
performance lags significantly behind potential. 

• The biggest gaps are in Ownership Literacy and Collaboration for Impact — 
areas where employees have the potential but lack clarity, structure, or 
opportunity to apply it. 
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• This pattern suggests a culture that is willing, well-intentioned, and capable — 
but not yet aligned, confident, or systematically supported. 

Strategic Implications 

• The success of EO Camillo’s ownership culture will depend on strengthening 
communication, structure, and role clarity, so that behavioural potential can 
be expressed consistently. 

• Leadership plays a critical role in closing the potential–performance gap by 
modelling ownership behaviours, increasing transparency, and reinforcing 
expectations. 

• Priorities should focus on building confidence, collaboration routines, 
commercial clarity, and cross-team alignment. 

• With targeted development and organisational support, EO Camillo is well-
positioned to move toward the High Potential / High Performance quadrant — 
the hallmark of a mature, resilient ownership culture. 

Overall Assessment 

EO Camillo Ltd has all the behavioural ingredients for a strong ownership culture. 
The next step — and the focus of this report — is to activate those ingredients through 
deliberate, structured developmental action that lifts performance maturity to match 
the organisation’s high potential. 
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Section 2: The Dual-Lens Framework 

A mature ownership culture emerges when two conditions come together: 

1. People have the behavioural potential to act like owners, and 

2. The organisation consistently enables and reinforces those behaviours in 
practice. 

The Dual-Lens EO Culture Matrix combines these two perspectives to provide a 
complete, balanced picture of where the organisation is today — and where 
development effort will have the greatest impact. 

 

Lens 1: Behavioural Potential (Harrison Assessments) 

Behavioural Potential reflects the likelihood that individuals will naturally exhibit the 
behaviours that underpin an effective employee-owned culture. 

It measures the underlying tendencies that influence how people think, communicate, 
collaborate and make decisions. These include: 

• curiosity and analytical thinking 

• initiative and drive 

• adaptability and resilience 

• helpfulness and cooperation 

• confidence and willingness to speak up 

• openness to learning and feedback 

Potential does not guarantee behaviour — but it shows what is possible when the right 
conditions are in place. 

In this assessment, Potential scores were calculated as a percentage by converting 
each competency’s Harrison score to a % value (score ÷ 10 × 100). 

 

Lens 2: Performance Maturity (DeepFathom) 

Performance Maturity reflects what people actually do — the extent to which 
ownership behaviours are being demonstrated consistently across the organisation. 

These data come from witnessed behaviours, patterns of practice, and the maturity of 
cultural routines. Performance Maturity highlights: 

• how clearly expectations are understood 
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• how consistently behaviours are applied 

• how well systems and leadership reinforce ownership 

• where culture is strong, emerging, or not yet aligned 

Performance Maturity scores are presented as percentages from the DeepFathom EO 
Culture Maturity model. 

 

Why the Two Lenses Matter 

In employee-owned businesses, it is common to find: 

• high behavioural potential but low behavioural consistency 

• strong intent but weak routines 

• willingness without confidence 

• collaborative values without collaborative structures 

This is why the Dual-Lens model is powerful. It highlights: 

• where potential is being held back 

• where performance exceeds underlying capability 

• where the culture is fragile, emerging, or thriving 

• where leadership attention is most urgently needed 

The alignment (or misalignment) of the two lenses provides deeper insight than either 
lens alone. 
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The EO Culture Matrix 

 
Low Performance High Performance 

High  
Potential 

 
Untapped Potential 

People have the intent and 
capability, but systems, 

priorities or confidence hold 
them back; progress depends 

on systemic reinforcement. 
 

 
Culture in Action 

Ownership behaviours are both 
natural and visible; people act 

with confidence, and the 
organisation feels energised 

and aligned. 
 

Low  
Potential 

 
Culture Gap 

Neither capability nor behaviour 
is yet established; both people 

and systems need focused 
development to rebuild trust 

and clarity. 
 

 
Fragile Culture 

Performance looks strong, but 
it’s driven more by systems than 

conviction.  Without deeper 
alignment, it risks burnout or 

regression. 
 

 

This report identifies where EO Camillo Ltd sits on the overall matrix and where each of 
the five competencies fall within their own individual matrices. 
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Section 3: Overall EO Culture Matrix Position 

EO Camillo Ltd 

This section summarises where EO Camillo Ltd sits on the overall EO Culture Matrix, 
combining: 

• Overall Performance Maturity: 36% — witnessed behaviour (DeepFathom) 

• Overall Behavioural Potential: 71% underlying behavioural drivers (Harrison) 

This places EO Camillo Ltd in the High Potential × Low Performance quadrant. 

 

 

Overall Quadrant Position: High Potential × Low Performance 

(Quadrant 1 – “Untapped Potential”) 

This is a distinctive and important position for an employee-owned business. 

It reflects a culture in which: 

• People have the capability, inclination and underlying behavioural strengths 
to act like owners. 

• The organisation has not yet fully translated that potential into consistent 
daily behaviour. 

• Ownership maturity is emerging, not embedded. 

• Systems, structures, communication and confidence fall short of what’s 
needed to unlock the full benefits of EO. 

This pattern is common in early-stage EO businesses — and it is highly workable. 
It signals opportunity rather than deficit. 
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Interpreting the Coordinates: What 36% Performance and 71% Potential Mean 

Performance at 36% 

Shows that ownership behaviours are: 

• inconsistent 

• emerging but not yet habitual 

• often dependent on specific individuals 

• weakened by limited communication or collaboration routines 

• not yet supported by strong systems or expectations 

It suggests a culture that wants to operate differently but has not yet established the 
rhythms, structures, or collective habits that make ownership visible and reliable. 

Potential at 71% 

Indicates that behaviours such as: 

• helpfulness 

• adaptability 

• motivation 

• optimism 

• responsibility 

• openness to learning 

are already present within the workforce. 

This is an asset-rich profile — one where the behavioural conditions for ownership 
culture already exist. 

 

Narrative Summary 

EO Camillo Ltd displays a strong foundation for ownership culture, underpinned by 
positive behavioural tendencies and goodwill, but these strengths have not yet 
crystallised into consistent performance. 

Employees show: 

• willingness 
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• capability 

• motivation 

• collaborative orientation 

• ethical stewardship tendencies 

But the organisation requires: 

• clearer expectations 

• structured communication 

• practice-based learning 

• aligned leadership behaviours 

• purposeful routines 

• visible reinforcement 

to unlock this potential at scale. 

The High Potential × Low Performance position is not a weakness — it is a launch point. 
It identifies the precise nature of the opportunity ahead. 

 

Strategic Implications for Leadership 

1. The potential is real — but fragile. 

If left unsupported, motivation and goodwill may stall or diminish. 

2. Leadership behaviour will determine the trajectory. 

Consistent modelling, transparency and reinforcement are essential to translating 
potential into performance. 

3. Structural alignment matters. 

Clearer communication, cross-team links, and business literacy routines will activate 
latent capability. 

4. Early wins must be visible and shared. 

Quick reinforcement accelerates behavioural adoption. 

5. The journey from this quadrant to High–High is achievable. 

The organisation already has the raw materials; it needs rhythm, clarity, and alignment. 
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Section 4.1 — Ownership Literacy 

Dual-Lens Analysis (Potential + Performance) 

• Performance Maturity: 34% — witnessed behaviour (DeepFathom) 

• Behavioural Potential: 72% underlying behavioural drivers (Harrison) 

This places Ownership Literacy in the High Potential × Low Performance quadrant — 
the same as the organisation’s overall position. 

 

 

Quadrant Position: High Potential × Low Performance 

“Untapped Ownership Literacy” 

This quadrant reflects a workforce that has the behavioural capability to understand 
the business, ask questions, absorb commercial information, and link role-to-value — 
but where practical literacy hasn’t been developed, reinforced, or made easy to 
access. 

Employees possess helpful behavioural tendencies such as: 

• curiosity 

• conscientiousness 

• willingness to learn 

• initiative 

• openness to new ideas 
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…but these strengths are not yet translating into consistent Ownership Literacy 
behaviours, such as: 

• interpreting financial metrics 

• understanding how value is created 

• linking individual actions to business outcomes 

• explaining how EO governance works 

• applying commercial awareness to decisions 

 

What This Combination Means 

Strengths (Potential) 

• People want to understand how things work. 

• Many individuals show initiative and drive. 

• Curiosity, optimism and willingness to learn are strong. 

• There is a positive attitude toward improvement and a learning mindset. 

These behaviours are foundational — the “psychological soil” in which Ownership 
Literacy can grow. 

Risks (Low Performance) 

• People may feel unclear or uninformed about business performance. 

• Commercial decisions may feel mysterious or inconsistent. 

• Lack of shared understanding can lead to misalignment or disengagement. 

• Employees may rely heavily on a few leaders for interpretation, reducing 
ownership. 

• The organisation’s EO status may remain symbolic rather than operational. 

High-potential/low-performance cultures often have goodwill but low visibility, which 
suppresses psychological ownership. 

 

Dual-Lens Interpretation 

High Potential indicates “people can do this.” 
Low Performance indicates “they aren’t currently doing it.” 
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The gap is not about attitude or capability — it is about: 

• access 

• clarity 

• communication 

• repetition 

• confidence 

• opportunity 

Employees are ready for Ownership Literacy, but they lack the tools, structure, and 
reinforcement to bring it to life. 

 

Targeted Recommendations for Ownership Literacy 

(Integrated Dual-Lens Actions — combining behavioural development and practical 
cultural routines) 

1. Build a Clear, Engaging Ownership Literacy Pathway 

A structured programme introducing: 

• how value is created 

• how financial performance works 

• the fundamentals of EO governance 

• how individual roles impact commercial outcomes 

Use short modules, simple visuals, and real examples. 

2. Establish Rhythms for Commercial Transparency 

People cannot act like owners without information. 
Introduce: 

• monthly business updates 

• simple dashboards 

• short leader walk-throughs 

• “What this means for us” summaries 

Consistency is more important than complexity. 
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3. Facilitate Role-to-Value Conversations 

Managers should help employees answer the question: 
“How does what I do move the business forward?” 

Equip managers with scripts, talking points, and examples. 

4. Enable Safe, Low-Pressure Questioning 

Behavioural Potential shows people can ask questions — but Confidence and Conflict 
Comfort scores often suppress this. 

Introduce: 

• Q&A segments in team meetings 

• anonymous questions before all-hands 

• knowledge clinics 

• “Ask Me Anything” sessions with leaders 

5. Build Literacy Through Practice, Not Theory 

Use: 

• case studies 

• customer journeys 

• scenario-based decision exercises 

• “You Decide” commercial trade-off activities 

These accelerate skill uptake even for those who feel less naturally systematic. 

6. Create Ownership Literacy Champions 

Identify individuals with strong initiative, curiosity, or commercial interest. 
Give them: 

• material to share 

• simple explainer slides 

• leadership support 

They become internal multipliers. 
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Section 4.2 — Voice & Influence 

Dual-Lens Analysis (Potential + Performance) 

• Performance Maturity: 56% — witnessed behaviour (DeepFathom) 

• Behavioural Potential: 64% underlying behavioural drivers (Harrison) 

 

This places Voice & Influence in the High Potential × Medium Performance area — still 
in the upper half of the matrix, but close to the vertical midpoint. 

Formally, by quadrant definition (High ≈ above 60%), Voice & Influence falls in Quadrant 
2 — High Potential / High Performance, but sits right on the threshold. The narrative 
reflects this nuance. 

 

Quadrant Position: High Potential × Emerging Performance 

“Growing Confidence, Inconsistent Expression” 

Voice & Influence shows stronger performance relative to the other four competencies 
— suggesting that many employees are speaking up, sharing ideas, and contributing to 
dialogue. However: 

• confidence varies across teams 

• some individuals hesitate under pressure or ambiguity 

• constructive challenge is inconsistent 

• communication loops are not always closed 
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• influence is patchy and depends on context 

The potential is clearly present, but the performance still reflects a culture “finding its 
voice.” 

 

What This Combination Means 

Strengths (Potential) 

Behavioural patterns indicate that many employees have: 

• strong diplomacy and tact 

• influencing skills 

• enthusiasm and motivation 

• openness to new ideas 

• tolerance for frank discussion 

• optimism and willingness to contribute 

These are highly enabling traits for Voice & Influence. 

Emerging Performance 

Performance at 56% indicates: 

• people often speak up when they feel safe 

• ideas are shared, but not always progressed 

• contributions sometimes stall if meetings are dominated by a few individuals 

• challenge may be “softened” to avoid discomfort 

• not all voices are heard consistently across all levels 

This is a promising but immature pattern. 

 

Dual-Lens Interpretation 

High behavioural potential means people can contribute meaningfully. 
Medium performance suggests they sometimes do, but not reliably. 

The combination means: 

• Confidence varies depending on the room. 

• Hierarchy or ambiguity still inhibits some voices. 
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• Many employees wait for permission to contribute. 

• Leaders may unintentionally dominate or close down discussion. 

• Constructive challenge is present, but not yet a cultural norm. 

This is one of the few competencies where performance partially matches potential — 
indicating the organisation already has pockets of good ownership dialogue. 

 

Targeted Recommendations for Voice & Influence 

(Integrated Dual-Lens Actions — combining behavioural development with 
reinforcement in practice) 

1. Strengthen Assertiveness and Challenge Skills 

Introduce short, focused workshops on: 

• speaking confidently in senior forums 

• framing ideas with evidence 

• raising concerns constructively 

• disagreeing without conflict 

This builds a more robust culture of ownership dialogue. 

 

2. Leadership Modelling of “Invitation Behaviours” 

Train leaders to: 

• invite contribution early in meetings 

• rotate who speaks first 

• explicitly request challenge 

• normalise dissent 

• acknowledge and build on contributions 

This reduces the behavioural barriers that inhibit participation. 

 

3. Introduce Contribution Routines Across Teams 

Create predictable formats such as: 

• round-robin updates 
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• pre-submitted questions 

• “challenge then build” process 

• silent reflection before discussion 

• thematic idea submissions 

Routines reduce psychological friction and encourage quieter voices. 

 

4. Equip Voice Representatives and Emerging Influencers 

Provide micro-coaching to those in formal or informal influence roles: 

• Voice Forum reps 

• cross-team project leads 

• newer managers or aspiring leaders 

They become cultural accelerators. 

 

5. Close the Loop Consistently 

People stop contributing when they feel unheard. 
Introduce: 

• visible updates (“You said… we did…”) 

• simple trackers showing idea progression 

• short feedback summaries 

• communication from leaders about what changed and why 

Closing the loop builds trust and reinforces participation. 

 

6. Build Confidence Through Psychological Safety 

Managers should receive practical training on: 

• responding without defensiveness 

• celebrating challenge 

• reframing difficult messages 

• ensuring every voice is represented 
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Employees are more likely to speak up when the environment feels consistently safe. 
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Section 4.3 — Protecting the Future 

Dual-Lens Analysis (Potential + Performance) 

• Performance Maturity: 27% — witnessed behaviour (DeepFathom) 

• Behavioural Potential: 78% underlying behavioural drivers (Harrison) 

 

This places Protecting the Future squarely in the High Potential × Low Performance 
quadrant — one of the most significant dual-lens gaps in the organisation’s EO Culture 
profile. 

 

Quadrant Position: High Potential × Low Performance 

“Strong Stewardship Values, Limited Stewardship Practice” 

This combination reflects an organisation where people have: 

• high ethical standards 

• strong personal responsibility 

• a strong desire to “do the right thing” 

• a natural long-term orientation 

• pro-social, conscientious behavioural patterns 

…yet these strengths are not being expressed consistently through organisational 
routines, decision-making, or long-term planning. 
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It is one of the clearest indicators that the organisation is not yet fully leveraging the 
deeper, values-based elements of employee ownership. 

 

What This Combination Means 

Strengths (Potential) 

Behavioural data shows a workforce characterised by: 

• conscientiousness 

• integrity 

• helpfulness 

• adaptability 

• positive intent 

• concern for long-term impact 

These traits create a solid behavioural foundation for stewardship, trust-based 
leadership, and long-term cultural resilience. 

Risks (Low Performance) 

Performance at 27% indicates that: 

• long-term thinking is not embedded in daily work 

• short-term pressures regularly override stewardship actions 

• strategic priorities may not be consistently understood or applied 

• values may be present but are not operationalised 

• ethical or risk-based considerations are not routinely discussed 

• teams may lack the frameworks to assess long-term consequences 

This gap matters. 
When Potential is high but Performance is low, organisations risk creating a sense of 
frustration among well-intentioned employees who care deeply about the future but 
feel unable to influence it. 

 

Dual-Lens Interpretation 

Protecting the Future displays one of the widest gaps between capacity (78%) and 
behaviour (27%). 
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This suggests: 

• employees care deeply about the organisation’s long-term health 

• leadership messaging about purpose and values has not yet been translated into 
practical routines 

• people do not fully understand strategic intentions or see how their decisions 
connect to the long-term 

• stewardship behaviours are “felt” but not “performed” 

• risk awareness and future thinking are treated as occasional, not systematic 

This is a core maturity opportunity for EO Camillo Ltd. 

 

Targeted Recommendations for Protecting the Future 

(Integrated Dual-Lens Actions — combining behavioural strengths with structural 
reinforcement) 

1. Bring Strategy to Life Through Routine Dialogue 

Create simple, repeating conversations where teams explore: 

• what the strategy means for them 

• how their work contributes to long-term resilience 

• how to balance short-term pressures with future priorities 

This connects intent to practice. 

 

2. Introduce Values-Based Decision Frameworks 

Equip teams with tools to consider: 

• long-term consequences 

• stakeholder impacts 

• ethical considerations 

• alignment with purpose and values 

Short checklists and templates make stewardship habitual. 
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3. Strengthen Strategic Communication Loops 

Leadership should: 

• provide regular updates on long-term plans 

• explain decisions in the context of future resilience 

• share “why this matters” narratives 

• close the loop on changes that support the long term 

Visibility builds alignment. 

 

4. Establish Stewardship Rituals 

Simple routines help embed behaviour, such as: 

• “Stewardship Question” at the end of meetings (“What will future employee-
owners thank us for?”) 

• quarterly “Future Focus” discussions 

• reflective sessions after major decisions 

These rituals create cultural muscle memory. 

 

5. Develop Risk Literacy and Long-Term Thinking Skills 

Workshops should help employees: 

• recognise risks 

• identify future trends 

• evaluate scenarios 

• understand trade-offs 

• integrate resilience thinking into day-to-day choices 

This turns intent into capability. 

 

6. Create Stewardship Roles or Champions 

Identify individuals with: 

• high conscientiousness 
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• proactive ethical motivation 

• strong integrity 

Empower them as stewardship champions to support decision-making and model 
long-term thinking. 

 

  



25 
 

Section 4.4 — Collaboration for Impact 

Dual-Lens Analysis (Potential + Performance) 

• Performance Maturity: 25% — witnessed behaviour (DeepFathom) 

• Behavioural Potential: 73% underlying behavioural drivers (Harrison). 

 

This places Collaboration for Impact in the High Potential × Low Performance 
quadrant — with one of the largest gaps in the entire competency set. 

 

Quadrant Position: High Potential × Low Performance 

“Willing to Collaborate — But Held Back by Structure, Routine, or Confidence” 

This combination represents a culture where people are naturally: 

• helpful 

• cooperative 

• relationship-oriented 

• appreciative of others 

• open to sharing ideas 

• motivated to support colleagues 

…yet the performance maturity score shows that actual cross-team collaboration is 
inconsistent, fragile, or slow to activate. 
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This is a classic pattern for organisations with strong goodwill but underdeveloped 
collaborative routines. 

 

What This Combination Means 

Strengths (Potential) 

Harrison data indicates strong behavioural tendencies such as: 

• helpfulness and pro-social motivation 

• diplomacy and tact 

• openness to others’ ideas 

• willingness to support and be supported 

• adaptability and enthusiasm 

These are excellent foundations for an EO-aligned collaborative culture. 

Constraints (Low Performance) 

Performance at 25% indicates: 

• collaboration across functions is limited 

• team boundaries may be strong, creating silos 

• shared priorities may be unclear 

• individuals may avoid difficult conversations to protect relationships 

• cross-team problem-solving is not yet routine 

• meetings may focus on updates, not aligned action 

The gap suggests that collaboration relies on individual goodwill rather than 
structural reinforcement. 

 

Dual-Lens Interpretation 

High Potential means people want to collaborate and are capable of doing so. 
Low Performance means the organisation isn’t yet enabling it. 

This pattern usually reflects: 

• lack of shared goals across teams 

• unclear interdependencies 
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• leaders unintentionally reinforcing silos 

• inconsistent communication between departments 

• low opportunities for cross-team interaction 

• conflict avoidance limiting honest dialogue 

The result is a culture where collaboration is strong within teams but weak across 
teams — a common feature in early-stage employee-owned businesses. 

 

Targeted Recommendations for Collaboration for Impact 

(Integrated Dual-Lens Actions — activating behaviour and strengthening structure) 

1. Create Shared Cross-Team Projects 

Design short, time-bound projects where teams collaborate on: 

• customer experience improvements 

• process optimisation 

• service delivery 

• quality enhancements 

Give these projects: 

• shared KPIs 

• joint ownership 

• visible sponsorship 

• clear timelines 

This builds muscle memory for collaborative action. 

 

2. Map Interdependencies and Shared Workflows 

Facilitate sessions where teams identify: 

• how their work connects 

• where delays or inefficiencies occur 

• what each team needs from others 

• what information flows are missing 
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This makes collaboration concrete. 

 

3. Introduce Collaboration Rituals 

Routines that build behavioural consistency: 

• cross-team stand-up meetings 

• rotating facilitators 

• paired-working days 

• shared dashboards 

• monthly cross-functional huddles 

Small routines produce significant cultural shifts. 

 

4. Train Teams in Collaborative Problem-Solving 

Short workshops covering: 

• root cause analysis 

• joint planning 

• structured brainstorming 

• facilitation and dialogue skills 

• “challenge and build” approaches 

These skills help manage complexity and conflict. 

 

5. Build Confidence for Difficult Conversations 

Provide development in: 

• constructive challenge 

• role clarity conversations 

• conflict navigation 

• boundary-setting 

When people can talk honestly, collaboration improves quickly. 

 



29 
 

6. Appoint Collaboration Champions 

Identify individuals with strong helpfulness, optimism, or influence traits. 
Provide them with: 

• facilitation tools 

• templates for cross-team conversations 

• support from leaders 

They become cultural multipliers. 
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Section 4.5 — Continuous Growth 

Dual-Lens Analysis (Potential + Performance) 

• Performance Maturity: 36% — witnessed behaviour (DeepFathom) 

• Behavioural Potential: 70% underlying behavioural drivers (Harrison) 

 

This places Continuous Growth in the High Potential × Low Performance quadrant — 
less extreme than Collaboration or Protecting the Future, but still with a clear maturity 
gap. 

 

Quadrant Position: High Potential × Low Performance 

“Motivated to Improve — But Lacking the Routines and Reinforcement to Make It 
Stick” 

This dual-lens profile is common in organisations where: 

• people are willing to learn 

• employees enjoy challenge and change 

• there is enthusiasm and curiosity 

• many individuals strive to do well 

…but where learning, feedback, and improvement routines are not embedded into 
the fabric of daily work. 

Continuous Growth, as a behavioural competency, thrives on: 
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• habit 

• structure 

• reflection 

• follow-through 

• visible reinforcement 

• supportive leadership 

The current profile shows potential without systematic enablement. 

 

What This Combination Means 

Strengths (Potential) 

Behavioural tendencies indicate: 

• motivation for challenge 

• adaptability and resilience 

• optimism and openness 

• willingness to try new things 

• enthusiasm for improvement 

• positive orientation toward change 

These are excellent ingredients for a growth-oriented culture. 

Constraints (Low Performance) 

Performance at 36% reveals: 

• improvement activities are inconsistent 

• feedback routines vary by team or manager 

• reflection and review are not habitual 

• learning may be ad-hoc rather than structured 

• follow-through on development objectives can be uneven 

• innovation lacks a consistent framework 

This reflects a culture where people want to grow, but growth lacks process. 
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Dual-Lens Interpretation 

With Potential at 70%, the raw behavioural capacity for growth is strong, but 
Performance at 36% shows: 

• limited learning systems 

• inconsistent developmental experiences 

• low visibility of progress 

• unclear expectations for reflection 

• insufficient reinforcement 

• variable quality of manager support 

This is an opportunity-rich quadrant — one where small changes in routine can produce 
significant gains. 

 

Targeted Recommendations for Continuous Growth 

(Integrated Dual-Lens Actions — building habits, systems, and leadership support) 

1. Establish Regular Reflection and Learning Rhythms 

Introduce simple, repeatable routines such as: 

• monthly learning reviews 

• after-action reviews for projects 

• “stop/start/continue” exercises 

• brief end-of-week reflection prompts 

Consistency turns sporadic improvement into cultural muscle. 

 

2. Develop Strong Feedback and Coaching Capability in Managers 

Provide training in: 

• giving feedback that feels safe and useful 

• coaching fundamentals 

• recognising progress and effort 

• setting meaningful development goals 

• checking in regularly 
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Managers are the primary activators of Continuous Growth. 

 

3. Introduce Structured Development Pathways 

Offer clear, accessible pathways for: 

• technical development 

• management capability 

• leadership readiness 

• role progression 

• EO literacy and participation 

Employees grow fastest when they know how to grow. 

 

4. Strengthen Follow-Through and Accountability 

Use tools such as: 

• personal development plans 

• quarterly check-ins 

• shared progress dashboards 

• practical habit trackers 

These create visibility and reinforce momentum. 

 

5. Create Opportunities for Experimentation and Safe Testing 

Encourage: 

• small trials 

• prototypes 

• pilot initiatives 

• safe-fail experiments 

• team-led improvement ideas 

When experimentation is normalised, growth accelerates. 
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6. Celebrate Improvements and Make Progress Visible 

Highlight: 

• small wins 

• new approaches 

• successful experiments 

• personal development stories 

• lessons learned 

Recognition converts individual effort into collective energy. 
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Section 5 — Cross-Competency Pattern Map 

Understanding the Dual-Lens Patterns Across All Five Competencies 

When viewed together, the dual-lens results reveal a consistent pattern across EO 
Camillo Ltd’s EO Culture profile. This section consolidates the five dual-lens positions 
to show the organisation’s overall cultural signature. 

 

5.1 Summary Table: Dual-Lens Positions 

Competency Behavioural 
Potential (%) 

Performance 
Maturity (%) 

Quadrant Position 

Ownership 
Literacy 

72% 34% High Potential /  
Low Performance 

Voice & Influence 64% 56% High Potential / 
Emerging Performance 

Protecting the 
Future 

78% 27% High Potential / 
Low Performance 

Collaboration for 
Impact 

73% 25% High Potential / 
Low Performance 

Continuous 
Growth 

70% 36% High Potential / 
Low Performance 
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5.2 Pattern Interpretation 

Three unmistakable patterns emerge from the combined data: 

 

Pattern 1 — A Consistent High Potential Culture 

All five competencies sit above 60% Potential, indicating: 

• strong pro-social behaviours 

• adaptability and optimism 

• natural helpfulness 

• willingness to learn 

• ethical orientation 

• collaborative instinct 

• general openness and motivation 

This is a highly favourable behavioural signature for an EO business. 
It shows that employees want to behave like owners — the raw material is present. 

 

Pattern 2 — Four Competencies Show Significant “Untapped Potential” 

Ownership Literacy, Protecting the Future, Collaboration for Impact and Continuous 
Growth all sit in High Potential × Low Performance. 

These competencies share similar themes: 

• people have the intent and foundation 

• the organisation lacks the structures, routines or clarity to activate them 

• the gap is caused by enablement, not attitude 

This is a hallmark of an early-stage EO culture with very strong foundations but low 
behavioural reinforcement. 

 

Pattern 3 — Voice & Influence Is “Emerging” but Not Yet Established 

Voice & Influence is the only competency with: 

• Potential and Performance both above 55% 
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• A quadrant position close to High–High 

• Signs of genuine cultural progress 

However, it is not yet fully mature; it requires: 

• stronger confidence 

• more consistent psychological safety 

• structured contribution routines 

• better leader modelling 

Still, it is a critical positive indicator that change is already taking hold. 

 

5.3 Overall Cultural Signature 

Taken together, the pattern map describes EO Camillo Ltd as: 

“A high-potential organisation with the right behavioural character for employee 
ownership, but lacking the systems, routines and leadership behaviours that 
translate potential into consistent performance.” 

More specifically: 

• The workforce is capable, willing, and positive. 

• Employees have strong foundational behaviours for all five competencies. 

• Ownership behaviours exist in pockets, not across the whole system. 

• Four core competencies require structured activation. 

• Leadership plays a pivotal role in unlocking performance. 

This signature is extremely common — and highly workable — in organisations still in 
the early years of employee ownership transition. 

 

5.4 Implications for Cultural Maturity 

1. Foundations are strong — culture is not. 

The “raw material” is excellent; the lived culture is inconsistent. 

2. Leadership reinforcement will determine the direction of travel. 

Without visible reinforcement, performance can stagnate or regress. 
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3. Focused activation across four competencies will unlock rapid gains. 

High Potential × Low Performance competencies typically respond quickly to structured 
routines. 

4. Voice & Influence can be leveraged as the cultural catalyst. 

Because it is already closer to High–High, it can accelerate the others. 

5. This is a prime moment to build momentum. 

The organisation is well-positioned to move toward a more mature EO culture. 
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Section 6 — Leadership Summary 

Key Messages for the Senior Leadership Team 

The Dual-Lens EO Culture Matrix reveals a clear and compelling picture of where EO 
Camillo Ltd sits today, and what leaders need to focus on to accelerate cultural 
maturity. 

The organisation demonstrates strong behavioural potential across all five EO Culture 
Competencies — a significant organisational strength. However, performance 
maturity remains low, meaning ownership behaviours are not yet established as 
everyday habits. 

This is not a deficit. It is a strategic opportunity — provided leaders take a consistent, 
deliberate role in activating the potential already present in the workforce. 

The following page outlines what leaders need to understand, say, do, and model to 
help the culture move toward High Potential × High Performance. 

 

What Leaders Need to Understand 

• EO Camillo has the behavioural foundations required for a strong, resilient 
ownership culture. 

• Low performance does not mean unwillingness — it means inconsistent 
routines, unclear expectations, or insufficient support. 

• Four competencies (Ownership Literacy, Protecting the Future, Collaboration for 
Impact, Continuous Growth) sit in High Potential × Low Performance — this is 
the organisation’s greatest opportunity. 

• Voice & Influence is emerging — it can be the catalyst for lifting the other four 
competencies. 

• Progress depends heavily on leadership alignment, communication clarity, 
and everyday reinforcement. 

• Culture change is not a communications exercise — it is a behavioural practice, 
shaped by what leaders reward, repeat, and role-model. 
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What Leaders Need to Say 

• “Ownership is everyone’s responsibility — and we will support you to build the 
confidence and capability to act like owners.” 

• “We expect people to speak up, challenge constructively, and help us see what 
we may have missed.” 

• “Improvement and learning are part of how we work — not occasional activities.” 

• “Collaboration across teams matters as much as performance within teams.” 

• “We will be transparent about performance and decision-making, so you have 
the information to contribute meaningfully.” 

• “We will explain why decisions are made, not just what decisions are made.” 

• “Your voice and judgement influence the long-term resilience of this business.” 

These statements are particularly effective when repeated consistently across 
leadership conversations, meetings, and updates. 

 

What Leaders Need to Do 

• Create structured opportunities for employees to contribute, ask questions, 
and raise concerns. 

• Embed regular communication rhythms that bring business performance and 
strategic priorities to life. 

• Establish cross-team working routines to reduce silo behaviour and improve 
practical collaboration. 

• Equip managers with the skills to foster psychological safety, constructive 
challenge, and effective feedback. 

• Introduce and maintain simple learning, reflection, and improvement 
routines. 

• Close the loop — always. Make sure employees hear what happened as a result 
of their ideas, feedback or concerns. 

• Translate long-term strategy into clear team-level actions, ensuring alignment 
and consistency. 

• Prioritise early wins that build momentum and demonstrate that ownership 
behaviours make a difference. 
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What Leaders Need to Model 

Culture follows leaders — especially in employee-owned businesses. 
To accelerate maturity, leaders must embody the behaviours they expect from others. 

Specifically: 

1. Transparency and openness 

Share information consistently and explain why decisions are made. 

2. Constructive challenge 

Invite dissenting views, ask better questions, and demonstrate openness to being 
influenced. 

3. Commercial clarity 

Make financial and strategic topics accessible and understandable. 

4. Learning mindset 

Admit mistakes, reflect publicly, and show curiosity. 

5. Cross-functional collaboration 

Work visibly across boundaries; collaborate in the way you want teams to collaborate. 

6. Stewardship 

Make decisions that protect long-term value, and make this reasoning explicit. 

When leaders display these behaviours, performance maturity begins to rise rapidly — 
unlocking the full benefits of employee ownership. 
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Section 7 — Prioritised Dual-Lens Action Plan 

Turning Potential into Performance 

This action plan translates the dual-lens insights into a clear, sequenced roadmap for 
strengthening EO Camillo Ltd’s ownership culture. It integrates: 

• Behavioural Potential — what people are naturally inclined and motivated to do 

• Performance Maturity — what people currently do, consistently and visibly 

Because the organisation sits in High Potential × Low Performance, the priority is not 
to “develop” people, but to activate, focus, and reinforce the behavioural strengths 
already present. 

The plan below outlines three horizons of action: the first 90 days, the next 6–12 
months, and the longer-term consolidation period (12–18 months). 

 

7.1 First 90 Days — Build Momentum and Visibility 

Goal: Create clarity, spark movement, and demonstrate that ownership culture is 
real and actionable. 

These initial actions are designed to be highly visible, confidence-building, and low risk. 
They leverage existing behavioural potential while addressing key performance gaps. 

 

1. Launch an EO Culture Activation Series 

Short, high-impact sessions to introduce: 

• the five competencies 

• the performance results 

• the dual-lens findings 

• what ownership culture means in practice 

This sets a shared language and direction. 

 

2. Establish Regular Communication Rhythms 

Introduce simple, predictable routines: 

• monthly performance updates 

• “You Said, We Did” summaries 
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• short explainer videos from leaders 

• transparent strategic updates 

This helps close the visibility gap that limits Ownership Literacy and Protecting the 
Future. 

 

3. Equip Managers for Psychological Safety 

Practical, bite-sized training for managers on: 

• inviting contribution 

• responding without defensiveness 

• facilitating inclusive discussion 

• modelling constructive challenge 

This directly accelerates Voice & Influence and Collaboration for Impact. 

 

4. Start Cross-Team Collaboration Rituals 

Pilot one or two simple structures such as: 

• cross-functional huddles 

• paired working between departments 

• fortnightly collaboration stand-ups 

Choose small, manageable trials to build confidence quickly. 

 

5. Introduce Quick Reflection Loops 

Enable teams to run: 

• 10-minute after-action reviews 

• end-of-week learning check-ins 

• simple stop/start/continue reviews 

This activates Continuous Growth immediately. 
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6. Make Early Wins Visible 

Communicate: 

• examples of constructive challenge 

• successful collaboration moments 

• where learning improved outcomes 

• stories of stewardship or long-term thinking 

Visibility reinforces the cultural direction. 

 

90-Day Success Indicators 

You should expect to see: 

• greater confidence in speaking up 

• more questions in meetings 

• early cross-team connections forming 

• employees referencing the competencies in daily conversations 

• leaders being more transparent 

• the first signs of increased psychological safety 

These shifts show that potential is beginning to convert into performance. 

 

7.2 6–12 Months — Build Capability and Embed Structure 

Goal: Turn early momentum into repeatable habits through systems, skill-building, 
and leadership alignment. 

This stage focuses on establishing the routines, capabilities, and leadership practices 
needed for consistent ownership behaviour. 

 

1. Build the Ownership Literacy Pathway 

Design a practical, accessible programme covering: 

• business model basics 

• how value is created 

• how decisions affect performance 
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• EO governance and roles 

• role-to-value mapping 

Delivered through short workshops, manager-led sessions, and simple visual 
dashboards. 

 

2. Strengthen Leadership Alignment and Stewardship 

Provide leader-level development on: 

• long-term decision-making 

• values-based leadership 

• communicating rationale 

• modelling transparency 

• creating clarity across teams 

This is essential for improving Protecting the Future. 

 

3. Develop Collaboration for Impact Skills 

Introduce structured, practical training in: 

• collaborative problem-solving 

• cross-team planning 

• root-cause analysis 

• facilitation and dialogue skills 

• managing interdependencies 

Pair this with visible cross-team projects to reinforce learning. 

 

4. Build Feedback and Coaching Capability 

Provide managers with: 

• practical coaching tools 

• simple feedback frameworks 

• habits for checking progress 
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• techniques for reinforcing learning and challenge 

This strengthens Continuous Growth and Voice & Influence. 

 

5. Formalise Routines and Role Expectations 

Integrate ownership behaviours into: 

• team meetings 

• planning cycles 

• one-to-one conversations 

• project reviews 

• leadership updates 

Behavioural expectations should become visible, consistent, and mutually understood. 

 

6–12 Month Success Indicators 

At this stage you should see: 

• stronger cross-team collaboration 

• increased confidence and assertiveness 

• better alignment between teams 

• clearer commercial understanding 

• more consistent feedback and reflection 

• early signs of long-term decision-making becoming habitual 

These shifts indicate that performance maturity is beginning to rise across multiple 
competencies. 

 

7.3 12–18 Months — Embed and Sustain Ownership Maturity 

Goal: Consolidate cultural gains and move toward High Performance × High 
Potential. 

This stage focuses on institutionalising the routines, expectations, and leadership 
behaviours that sustain a healthy ownership culture. 
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1. Embed Stewardship into Governance and Decision-Making 

Ensure long-term thinking is reflected in: 

• project prioritisation 

• resource allocation 

• risk assessments 

• policy reviews 

• strategic roadmapping 

Stewardship becomes the default lens. 

 

2. Institutionalise Learning Routines 

Make improvement cycles part of the business: 

• quarterly retrospectives 

• learning sprints 

• team-level development goals 

• innovation days 

Growth becomes habitual, not optional. 

 

3. Mature the Voice System 

Evolve Voice & Influence structures through: 

• representative development 

• facilitated idea-generation forums 

• influence training 

• structured challenge processes 

This stabilises the organisation’s cultural feedback loop. 
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4. Reinforce Cross-Functional Collaboration 

Strengthen collaboration through: 

• shared KPIs 

• cross-team OKRs 

• integrated planning cycles 

• deeper process mapping 

• joint performance reviews 

Systems catch up with behaviour. 

 

5. Develop Future Leaders 

Introduce: 

• emerging leader pathways 

• stewardship coaching 

• leadership development linked to EO competencies 

This prepares the organisation to sustain maturity over time. 

 

12–18 Month Success Indicators 

You should observe: 

• higher consistency of ownership behaviours 

• stronger strategic alignment 

• improved trust across teams 

• sustained contribution and challenge 

• visible long-term thinking 

• early movement toward the High–High quadrant 

At this stage, potential and performance begin aligning more evenly, shifting EO Camillo 
toward a more established ownership culture. 

 

 




