
As your business grows in tandem 
with the growth of your workloads 
and the demand for your services, 
it can be easy to neglect the 
importance of scaling your culture 
as the number of your clients, 
employees, and locations increases 
over time. While there may not  
be a one-size-fits-all solution to 
scaling your business and culture  
in alignment with one another, 
there are certainly some practices 
and important steps in the process 
that will help you get ahead of 
potential challenges. 

1. Be Deliberate and Articulate  
a Vision
Strong cultures, like strong businesses, 
can take years to build. In the NCEO’s 
employee survey work, we start the 
process of developing a survey by 
looking at the type of culture leaders 
hope to create in the long term first 
while focusing on short-term priorities 
only when the results have come in. 

For instance, your vision might be to 
create a culture based on strong feelings 
of trust, shared responsibility, strong 
communications, an informed workforce, 
and highly involved or engaged 
employees. These are the foundations 
for what your culture could be in five 
to ten years and will allow you to hold 
yourselves accountable as you measure 
how well your teams and managers are 
doing in these areas over time. If these 
are all elements of the culture your 
company wants to create, you can start 
to gather feedback and measure how 
well you are establishing these norms in 
your survey. 

To what extent do employees 
disagree or agree that they trust their 
direct supervisor, know how their 
performance affects the bottom line, 
or feel like the company provides 
opportunities to share ideas about how 
to improve the business? These are all 
core measures that will help you gauge 
whether or not your teams have been 
effective at establishing your desired 

practices and norms. Cultures inevitably 
change with their company’s growth, but 
consistency of values and vision can give 
new hires and managers a guidepost and 
a sense for what has fostered success 
in the past and where the company is 
moving in the future.

2.Engage Your Ownership 
Champions
As you prepare your culture for 
sustainability, think about how your 
company will identify ownership 
champions or ambassadors, non-
management employees who not 
only have shown commitment to the 
organization and your ownership model 
but have also demonstrated that they 
have the respect of their peers. These 
individuals could be first on your list of 
potential committee member volunteers 
as you roll it out, and they should be 
provided with opportunities to learn as 
much about the ESOP as possible and 
serve their colleagues by helping to build 
the culture of your company’s future. 

Champions also serve as great 
mentors for new hires. Consider 
building a mentoring program into your 
onboarding process. Enable both formal 
learning and informal learning in this 
way. You might have a new employee 
start his or her first day with a lunch 
or meeting scheduled by one of your 
champions. Ensure that your mentors 
share their experience or discuss the 
culture at your company and why its 
values and shared ownership are so 
important to your continued success. 
This creates a personal and informal 
relationship that new hires can turn to 
with any questions they may have about 
the business, operations, or the ESOP.

3. Define Ownership Beyond  
the Mechanics of Your Plan
You may describe your company culture 
as one of ownership, but to an outsider, 
new employee, or manager serving in 
a new leadership role, what does that 
really mean? 

Day to day, employees are not 
likely thinking about stock in their 
accounts, but rather thinking about 
what ownership looks and feels like as 

they experience work in their specific 
work area. Experiencing a sense of 
trust in their supervisors, support from 
their teammates and colleagues, or 
strong level of involvement in creating 
the best product or service can be the 
cornerstone of not only your culture, 
but your brand. The only way to know 
what ownership means to your growing 
workforce is to ask, and ask frequently. 
Your company may double in size over 
three years, so create opportunities to 
revisit this question of ownership with 
newer employees as well.

Lastly, communicate the “NOW” of 
employee ownership. Many companies 
the NCEO speaks to comment on 
the struggle of making employee 
ownership meaningful and important 
for newer employees. The benefit can 
seem so far out that communicating its 
importance in the present may seem 
difficult, but remember that there are 
a number of alternative routes your 
company could have taken. Be sure 
to discuss your employee ownership 
history, why the company transitioned 
to employee ownership, or what might 
have happened to the company had it 
not. Have a conversation about what 
the culture might be like if you were not 
employee owned or the importance 
of an ESOP benefit relative to other 
benefits they might be receiving. n

For more on this topic and  
ensuring your ESOP is sustainable,  
pick up Sustainable ESOPs  
(www.nceo.org/r/sustainable)  
from the NCEO and attend our annual 
Employee Ownership Conference.
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