
Employee-Owned
Culture Assessment
Report

Client Name: EO Camillo Ltd 
Assessment start date: 29  June 2025th

Assessment end date: 11  July 2025th



   

Powered and generated by DeepFathom © 2025 

 
Private and Confidential 

 

Contents 
The purpose of this assessment and report ................................................................................. 3 

How to understand this report: ‘EO Culture Maturity Index’ ......................................................... 4 

Summary: EO Culture Assessment .............................................................................................. 5 

Ownership Literacy ...................................................................................................................... 6 

Employee voice and influence ...................................................................................................... 8 

Protecting the future. .................................................................................................................. 10 

Collaboration for impact ............................................................................................................. 12 

Continuous growth ..................................................................................................................... 14 

Heat map across business roles and functions. ......................................................................... 16 

Conclusion ................................................................................................................................. 17 

Action Plan ................................................................................................................................. 19 

Disclaimer .................................................................................................................................. 21 

 

  



   

Powered and generated by DeepFathom © 2025 

 
Private and Confidential 

The purpose of this assessment and report 
Employee ownership is chosen for many reasons. For some organisations, it offers a fair and values-
aligned succession route that protects the business from being sold to competitors or external 
investors. For others, it is a deliberate commitment to safeguard the company’s long-term purpose, 
stability, and independence. Whatever the motivation, most EO businesses share a clear ambition: to 
strengthen alignment, deepen commitment, attract and retain great people, and create sustainable 
performance over time. 

However, as explored throughout The Power of Ownership Culture, the benefits of employee 
ownership don’t happen automatically. They rely on the everyday behaviours, mindsets, and 
capabilities of the people within the organisation. Without a shared understanding of how ownership 
works in practice – and without the conditions that enable people to act like owners – the model can 
quickly become symbolic rather than transformational. 

This assessment has been designed to provide an objective view of how employee ownership is 
currently experienced across the business. It measures the witnessed behaviours that shape your 
culture, using a maturity lens to highlight what is working well and where alignment, capability, and 
consistency need to be strengthened. 

The report sets out the implications of your current scores and offers initial signposting to the practical 
steps that will help you build greater value for employees and create a more resilient, confident, and 
high-performing ownership culture. 
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How to understand this report: ‘EO Culture Maturity Index’  
The objective evidence collected throughout the assessment was measured using a risk model, 
called the EO Culture Maturity Index. 

High scores indicate a stronger alignment of people’s behaviours towards delivering desired EO 
business outcomes, value creation, risk management, and business effectiveness. Low scores 
indicate higher levels of risk where people’s behaviour is not fully aligned to create an effective EO 
culture.  

By using the EO Culture Maturity Index below, the report identifies specific areas within the 
organisation that need attention and improvement. It allows for a targeted and strategic approach 
to enhance overall performance and stakeholder value. 

 

 

 

 

 
 

 
  

Practices are not meeting 
expected EO culture 
capability requirements.  

EO culture and practices 
regarded as best in class. 

EO culture and 
practices are strong. 

EO culture and practices 
are sub-optimal. 

EXCEPTIONAL STRENGTH: A mature learning 
organisation culture, high levels of EO culture, capability, risk 
management, alignment, effectiveness, and employee value 
creation.  

STRENGTH: A strong level of EO culture maturity and 
effectiveness. Risks are managed. Aligned behaviours are 
effectively formed across the organisation.  

OPPORTUNITY FOR IMPROVEMENT: An EO 
management system exists and is engaged with, but it is not 
necessarily effective. Risk of lack employee value creation. 

AREAS OF CONCERN(S): EO management system lacks 
structure, mediocre levels of capability and alignment, and 
effectiveness. Risk of limited improvement.   

MAJOR AREAS OF CONCERN(S): Exceptionally 
immature EO management system. Low levels capability, 
alignment, compliance. Low positive EO impact.  
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Summary: EO Culture Assessment 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Voice and influence: Some, but not all, employees feel consistently 
empowered and supported to express their views, influence decisions, 
and participate in shaping the business. This can lead to an imbalance of 
decision making and an ‘us and them’ culture.  

Protecting the future: The mindset of acting as a long-term guardian of the 
business, balancing personal benefit with collective good is not meeting the 
required level to ensure effective stewardship and resilience of the firm. 
Decision making is predominantly for short term outcomes. 

56 

Ownership literacy: Current behaviours and capabilities are not meeting the 
required level of an EO firm. Employees need to understand how the business 
works, how EO operates, and how their actions influence outcomes. 

34 

36 

Collaboration for impact: Witnessed behaviours would strongly indicate a 
lack of maturity and capability of the firm to work across teams, roles, and 
hierarchies to deliver shared value. This will mute benefits of shared 
ownership and long-term progress, effectiveness, and financial performance.   

25 

Continuous growth: The firm commitment to learning, adaptation, and 
improvement at both individual and organisational levels is underdeveloped 
lacking. This will result in culture becoming less dynamic, adaptive, and 
ability to be competitive in changing environments. Long term health of the 
firm will weaken.   

36 
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Ownership Literacy 

What is Ownership Literacy and why does it matter? 

Ownership Literacy is the ability of employees to understand how the business works, how EO 
operates, and how their actions influence outcomes. Behaviours include: 

• Demonstrating financial and business literacy. 
• Understanding the role of trust and governance structures. 
• Linking personal and team performance to business success. 

Rationale: Without literacy, ownership risks becoming symbolic rather than practical. 
Literacy is the foundation of psychological ownership. 

This section of Ownership Literacy has been broken down into 5 sub-sections that 
collectively make up the overall Ownership Literacy score.  

 
 

 

 
 

45 Understanding of how the EO model works:  
Explanation of how the EO model works is evident, however, employees are not 
seeing consistent evidence of this in practice across the firm. 

The consequence of this is the culture of the firm can become mis-aligned, 
incongruence occurs, and this can lead to disengaged employees and an EO 
firm that is symbolic rather than reaping the intended benefits of an EO firm. 

56 Communication of why the business is employee owned: 
Employees understand why the firm is employee owned and what this means in 
practice. This is a strong foundation of psychological ownership.  

To enhance the benefits of EO look at how to improve enterprise-wide 
communication of how this guides day-to-day conversations and practices. 
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23 Use of EO principles in decision making:  
In general people are aware of what the EO principles are meant to be, but they 
are not witnessing these principles applied in practice. 

This creates several risks as the firm can be perceived as symbolically an EO 
organisation, but in practice very little is changing. As a result, the expected 
benefits of behaviours, resilience, adaptability, commitment, and attraction and 
retention of talent is not achieved. In turn business performance and 
shareholder value is diminished.  

19 Business performance information sharing:  
Key performance information is not shared regularly or effectively. 

The consequence can result in incomplete views, understanding, and 
differences on what the firm should do next. This in turn can create division and 
week decision making. 

26 Understanding of roles and value creation:  
Employees are aware of what is expected of them personally, but it is not clear 
how their role, performance and the collective roles and capability contribute to 
value creation and over all performance. There is a lack of effective discussion 
between employees and management team as to how to support and improve 
collective performance. 

The consequence is a risk of underperformance due to individuals, teams, and 
business functions operating in silos. Unity dwindles, and inefficiencies are 
created through weak interdepartmental dependencies. 
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Employee voice and influence 

What is employee voice and why does it matter? 

Employee voice and influence proactively contribute ideas, insights and concerns to improve the 
business and its governance. Frames constructive challenge with evidence and respect, 
participates effectively in forums and decision processes, and builds alignment to move ideas into 
action. The extent to which employees feel empowered to express their views, influence decisions, 
and participate in shaping the business.  

Rationale: Voice is central to both employee engagement and stewardship. Research 
shows that meaningful influence increases psychological ownership. 

 

 

 

 

 

 

60 Employee voice and influence in decision making:  
Employee voice groups and other channels are active and influence the 
decision making. This demonstrates a strong listening culture. 

To develop this strength into a mature learning organisation we would suggest 
exploring how this links to overall governance and communication to deepen 
trust and ownership literacy.  

62 Encouragement to share ideas and concerns:  
Employees are consistently encouraged and welcomed to raise ideas and 
concerns. 

This is creating an open culture of communication and trust which is a 
foundation stone of an effective team. One area to look to elevate this area of 
strength is to look at how ideas and concerns can be constructively challenged 
to develop and learn from information sharing and apply positive change across 
the firm.  
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53 Employee voices are heard and acted upon:  
Employees speak up most of the time without fear of negative consequences. 

This suggests a degree of trust and collaboration. But it is also evident that 
this is not consistent across the organisation, and there is an opportunity to 
ensure speaking up is normal valued and can influence positive change 
across the firm.  

40 Reasoning behind decisions are communicated:  
Decisions are communicated clearly, with some explanation of reasoning and 
trade-offs.  

Whilst positive, this is the minimum expectation of an EO firm. More complete 
communication with full transparency would reinforce shared accountability 
and trust.  

65 Acknowledgement and communication of feedback and suggestions:  
This is an area of strength as ideas are acknowledged quickly, with visible 
actions or responses to feedback and suggestions. 

To take this to the next level, explore how innovations are linked back to peoples’ 
contributions.  
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Protecting the future. 

What is protecting the future and why does it matter? 

The mindset of acting as a long-term guardian of the business, balancing personal benefit with 
collective good. Behaviours include: 

• Making decisions with long-term sustainability in mind.  
• Demonstrating ethical responsibility in actions.  
• Advocating for the interests of future employee-owners.  

Rationale: Stewardship bridges the gap between individual ownership and organisational 
sustainability. It ensures EO is not just about financial returns but about legacy and 
purpose.  

 

 

 
 

35 Management of ethical standards and compliance:  
People understand ethical standards and compliance; however, they tend to 
only hear about them when there is a problem.  

This suggests they are not fully embedded into the culture and not raised with 
confidence or constructively to mitigate risks and issues. The consequence is 
that the cost of weak ethics and compliance is manifested as reputational 
damage, lower sales, sub-optimal decisions, and weaker talent attraction and 
retention.  

27 Decisions account for long term sustainability:  
Some leaders and teams mention long term goals, but short-term pressures 
usually dominate decision making.  

The consequence of this type of decision making means the wider firm purpose, 
the long-term resilience, and future employee owners may inherit the negative 
consequences of short-term thinking.  



   

Powered and generated by DeepFathom © 2025 

 
Private and Confidential 

 

 

 

 

 

 

23 Incorporation of values in decision making:  
Whilst employees are aware of the firm’s values, there is evidence that would 
suggest values are not consistently used in decision making. 

The consequence of this behaviour is that it creates a divergence of belief 
systems and the leadership behaviours in decision making. This can create a 
gulf between leadership, management, and the remaining employees. Trust can 
diminish and employee engagement and retention diminishes along with the 
associated costs of reduced performance and low staff retention.  

36 Responsible action toward the environment and wider community:  
There is a commitment to some initiatives addressing social and environmental 
impact.  

Whilst this is not specifically a mandated area of an EO firm, there is a long-term 
trends line toward increased environmental and social legislation and employee 
expectation for firms to authentically engage and lead by example Vs the lowest legal 
compliance requirement. 

39 Business purpose, vision and strategy reviews:  
The organisation’s purpose, vision and strategy are documented but not 
regularly used in practice.  

This can create lack of alignment of behaviours, execution of strategy, agreed 
targets and milestones. As a result, inefficiencies and ineffectiveness becomes 
more prevalent across the firm and employee shareholder value diminishes in 
the short and long-term. 
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Collaboration for impact 

What is collaboration for impact and why does it matter? 

The ability to work across teams, roles, and hierarchies to deliver shared value. Behaviours include: 

• Sharing knowledge and resources openly.  
• Building trust and resolving conflicts constructively.  
• Prioritising collective success over individual gain.  

Rationale: Collaboration amplifies the benefits of ownership by turning individual 
contributions into organisational outcomes. EO businesses thrive when collaboration is 
embedded in daily practice.  

 

 

 
28 Sharing of information, resources and expertise across teams:  

Information is occasionally shared but lacks structure and consistency across 
the firm.  

When information and expertise are shared transparently, continuous learning 
across teams occurs and drives innovation and improvement. This in turn 
reduces errors, increases capability, drives efficiency, and increases long-term 
success and resilience.  

25 Teams and different functions across the business work together:  
Some collaboration occurs, but mostly between familiar or related teams. 
Shared goals are not clear.  

Firms are at their strongest when teams across the firm align around common 
goals, shared purpose, and accountability. This drives performance, increased 
problem solving and deeper understanding of the value collective teams can 
bring to the organisation.  
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30 Recognition of cross-team achievement:  
Some efforts are made to recognise cross-team achievements, but they are 
inconsistent or informal. 

The risk of this is that teams not recognised for achievement can become 
disenfranchised as other teams are given credit and their efforts are overlooked 
or undervalued. The firm may wish to consider celebrating success and learning 
from collaboration to become the cultural norms that always happens. This will 
strengthen connection and performance and increase employee retention. 

25 Management of differences of opinion:  
When disagreements occur, they are generally not resolved constructively.  

The firm should consider how to create a culture where constructive challenge 
and open dialogue are standard practices, fostering creativity and trust across 
the organisation. 

19 Problem-solving and decision-making collaboration:  
Across the firm employees are not effectively involved in problem solving or decision-
making.  

Collaborative problem solving is central to a mature learning organisation. It improves 
the firm’s ability to anticipate challenges, share best practice, deepen understanding 
and provide better information to make better decisions. It also creates a more robust 
succession planning as decisions are made collaboratively, and the decision is 
adopted and owned by the employees moving forward.  
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Continuous growth 

What is continuous growth and why does it matter? 

The commitment to learning, adaptation, and improvement at both individual and organisational 
levels. Behaviours include:  

• Seeking feedback and acting on it.  
• Embracing change and innovation.  
• Investing in personal and team development.  

Rationale: Ownership culture is dynamic. Continuous growth ensures that EO businesses remain 
adaptive and competitive in changing environments.  

 

 

 

47 Feedback:  
Feedback is generally constructive and forward-looking. When information and 
feedback flows freely in all directions, it will foster increased trust, self-
awareness, and continuous growth of teams and employees. 

We would suggest looking at continuously promoting and recognising this 
process to become a learning organisation.  

48 Support of opportunities and development:  
Development opportunities are structured, with some alignment to 
individual, team and business goals. 

Consideration should be made on how to make development 
continuous, inclusive, and fully aligned with individual goals, and 
organisational strategy. This will increase the overall firms and 
employee’s capability and effectiveness and reduce errors and 
inefficiencies.  
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27 Corrective actions and improvement:  

Issues and mistakes are generally logged, but this does not stop them from 
happening again. Employees and management struggle to identify the root 
cause issue and provide effective corrective measures. 

For a firm to accelerate its progress in a sustained fashion, it is vital for 
management and employees to have the awareness and competence to 
address issues and implement corrective measures to stop them happening 
again. Long term success is closely linked to continuous change and 
improvement.  

35 Investment in development of skills for future needs:  
Training is offered some of the time, but it is not effectively aligned with 
employees and the firm’s needs. As a result, time and money are spent but the 
overall value to the employees across the firm is not effectively realised. 

Skills development programmes need to be carefully designed to meet the needs 
of the overall firm’s objectives and the individual’s needs now and for their future 
development to create long term value for all. 

21 Time and space is created for reflection, improvement and innovation 
Some time is made for reflection and improvement across the firm, but these 
efforts are inconsistent.  

When time and effort is made to ensure this consistently happens across the firm 
it increases awareness, innovation, creativity, and adaptability to political, 
economic, social, technological, legal, environmental, and demographic 
changes. This in turn helps ensure the firm stays relevant and resilient to change 
and drives long-term success.  
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Heat map across business roles and functions. 

  

Ownership 
Literacy 

Voice & 
Influence 

Protecting the 
Future 

Collaboration 
for Impact 

Continuous 
Growth 

Marketing 38 59 39 29 33 

Sales 35 58 29 28 36 

Customer Support 31 49 38 24 38 

Production / Service Delivery 29 47 35 25 35 

Internal Operations / Admin 36 54 37 24 29 

Supply Chain Management 34 52 34 22 25 

Finance 42 60 41 25 38 

HR 31 49 37 22 44 

Work in a Team (Non MGT) 25 45 25 25 34 

Management Team 35 58 35 28 33 

Senior Leadership Team 42 63 37 29 40 

MD/ Chair/ NED/ Advisor 55 61 42 30 39 
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Conclusion 
This assessment provides a clear picture of how employee-ownership is currently experienced 
across the organisation. The results highlight genuine strengths – particularly around openness and 
voice – while also revealing important gaps in ownership literacy, collaboration, stewardship, and 
learning habits. Taken together, the findings show an organisation with strong intent but 
inconsistent practices, where cultural foundations need strengthening to unlock the full benefits of 
the EO model. The following sections summarise the key strengths, priority opportunities, areas 
requiring urgent attention, and recommended next steps. 

Strengths: 

Across the assessment, there is clear evidence of openness, willingness, and good intent, 
particularly in relation to Employee Voice & Influence, where scores are consistently the strongest 
of the five areas. Employees feel encouraged to share ideas (62) and see their contributions 
acknowledged (65), creating the beginnings of a psychologically safe environment where 
constructive dialogue can grow. There are also encouraging signs of trust in leadership 
accessibility, strengthened by active voice groups and visible responsiveness to feedback (page 8–
9). 

These strengths form an important basis for future cultural maturity. When people feel heard, they 
are more willing to engage – and engagement is the gateway to ownership-minded behaviours. This 
means the organisation already has the foundations for deeper alignment, improved collaboration, 
and stronger long-term stewardship. The challenge now is to build on this early confidence and 
convert it into consistent, organisation-wide habits. 

Opportunities for Improvement: 

The most consistent theme in the data is a gap between intent and implementation. Employees 
understand why the business is employee-owned, but the practical foundations of Ownership 
Literacy are not yet strong enough to support effective decision-making, alignment, or distributed 
responsibility. In particular, employees struggle to see how their role contributes to value creation 
(26) and feel that key business information is not shared in a clear or consistent way (19). This 
limits psychological ownership and weakens accountability (page 6–7). 

There is also an opportunity to strengthen how decisions and trade-offs are communicated. While 
employees feel able to raise concerns, they are less clear on how those concerns shape decisions 
or why certain choices are made (score of 40). Closing this loop would reinforce trust and reduce 
the risk of “us and them” dynamics. 

On the operational side, there are early signs of collaboration, but it remains informal and 
localised. The business would benefit from establishing shared goals, clearer cross-team 
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processes, and structured knowledge-sharing to unlock the full value of employee ownership 
(scores 25–30 across collaboration sub-factors on pages 12–13). 

Areas of concern: 

Two competencies stand out as being at risk of holding the organisation back from realising the 
benefits of employee ownership: 

1. Protecting the Future 
Long-term stewardship is currently overshadowed by short-term pressures, leading to 
inconsistent application of values, limited strategic alignment, and weaker ethical and 
compliance practices (scores 23–39 across pages 10–11).  
This exposes the organisation to cultural drift and reduces its ability to build resilience – 
both of which are essential for EO firms. 

2. Continuous Growth 
While feedback and development intentions are present, learning is not yet embedded as 
an everyday discipline. Reflection time is scarce (21), improvement actions repeat, and 
training is not strategically aligned to future needs (35). These patterns limit adaptability and 
weaken succession planning (page 15). 

Together, these issues signal a culture that is working hard – but not always working in alignment. In 
an EO organisation, misalignment compounds quickly, and without intervention it will continue to 
limit performance, decision quality, and long-term value. 

Major areas of concern: 

The most significant constraints on maturity sit within Collaboration for Impact and the deeper 
layers of Ownership Literacy. 

• Collaboration scores (19–30) indicate that teams are not yet functioning as a connected 
system. Without shared goals, common processes, or structured cross-team interaction, 
organisational performance will remain siloed, reactive, and inconsistent. 

• Ownership Literacy scores (19–26 in key sub-factors) show that employees lack the 
information, clarity, and business understanding required to think and act like owners. This 
undermines decision-making, accountability, and strategic alignment, and can 
unintentionally create dependency on a small number of leaders (pages 6–7 and 12–13). 

At this stage in the organisation’s EO journey, these gaps represent genuine risks: weaker 
performance, reduced engagement, loss of talent, and a diminished ability to create long-term 
value. Addressing them proactively will make the biggest difference to culture and capability over 
the next 12–18 months. 
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Action Plan 
The organisation is well positioned for progress, provided the next steps focus on a small number of 
high-leverage priorities. Based on your results and the principles outlined in The Power of 
Ownership Culture, we recommend the following staged action plan: 

1. Strengthen Ownership Literacy and Strategic Transparency (Months 1–6) 

Objective: Build shared understanding of how the business works and how ownership influences 
behaviour and decision-making. 

Key actions: 

• Introduce a structured Ownership Literacy programme covering the EO model, financial 
fundamentals, value creation, and governance. 

• Establish consistent, accessible business-performance communication (dashboards, 
monthly updates, leadership narratives). 

• Train managers to connect role expectations with value creation during one-to-ones and 
team meetings. 

• Deploy simple, repeatable communication routines that close the loop on decisions (“what, 
why, and how”). 

Expected outcomes: Increased clarity, reduced inconsistency, stronger psychological ownership, 
and a foundation for better decision-making. 

2. Develop Cross-Team Collaboration and Shared Goals (Months 3–9) 

Objective: Move from silo-based delivery to shared accountability for outcomes. 

Key actions: 

• Facilitate cross-functional workshops to map shared goals and interdependencies. 
• Establish cross-team project groups with clear scopes and governance. 
• Build capability in constructive challenge, conflict resolution, and collaborative problem-

solving. 
• Introduce recognition routines that highlight collective, not just individual or local, 

contributions. 

Expected outcomes: Improved alignment, better problem-solving, reduced duplication, and 
stronger organisational coherence. 

  



   

Powered and generated by DeepFathom © 2025 

 
Private and Confidential 

3. Embed Stewardship Behaviours and Long-Term Thinking (Months 6–12) 

Objective: Ensure decisions balance short-term pressures with long-term resilience and purpose. 

Key actions: 

• Refresh purpose, values, and strategic direction in a participative, whole-organisation 
process. 

• Train leaders and managers to apply values and EO principles during decision-making. 
• Integrate long-term considerations into planning, risk reviews, and governance discussions. 
• Create simple forums for raising ethical concerns and discussing long-term impacts openly. 

Expected outcomes: More consistent leadership behaviours, improved trust, and stronger cultural 
alignment with EO principles. 

4. Build a Learning Culture and Strengthen Organisational Adaptability (Months 9–18) 

Objective: Make continuous improvement, feedback, and reflection part of everyday working life. 

Key actions: 

• Align training and development with strategic needs, future skills, and succession planning. 
• Establish regular reflection and learning practices (team reviews, project retrospectives, 

after-action discussions). 
• Develop managers’ capability to coach, support growth, and reinforce learning behaviours. 
• Introduce mechanisms to track improvements and prevent repeated issues (simple root-

cause tools, learning logs). 

Expected outcomes: Increased adaptability, reduced recurring problems, and a more resilient 
organisation ready for future challenges. 

Final Note 

This assessment provides a clear, evidence-based picture of where the organisation stands in its 
employee-ownership journey. The strengths are real, the challenges are solvable, and the 
opportunities ahead are significant. With focused support, consistent leadership, and a 
commitment to learning, the organisation can accelerate its progress towards a mature, high-
performing ownership culture that delivers long-term value for every employee-owner. 
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Disclaimer 
This independent audit was conducted on a sampling basis and, therefore, non-
conformities and risks may exist outside the evidenced witnessed, viewed, and 
analysed during this audit. 

The data has been collected from the responses from the Client’s participants and is 
consequently a reflection of the auditee not the opinion DeepFathom Ltd. 

The descriptive analytics are for guidance only and internal audit review and does not 
substitute as an external third-party audit. 

Use the information provided by DeepFathom Ltd solely at your own risk. 

DeepFathom Ltd make no warranties or representations as to the accuracy of 
information provided herein. 

If you have any concerns about your organisation’s compliance and remedial actions, 
please consult a qualified professional. 
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