
Activating 
Organizational 
Purpose

A Kindling Case Study



 To create a program to engage 2,500 
ETS colleagues worldwide with their 

organizational purpose: 
To create sustainable value for all 
our stakeholders as we engineer a 

more efficient, safer, and 
sustainable world.

** Note - ETS calls their employees colleagues.

The opportunity



To understand where to begin with the 
colleague activation, KCA 

conducted immersive discovery 
sessions and interviews, rooted in 
Appreciative Inquiry, where ETS 

colleagues reflected on their 
personal values, shared meaningful 
stories, and explored the collective

impact of their work.

The discovery



The research

Leaders &  colleagues representing 
every business unit were interviewed, 

spanning early-career to 25+ year 
veterans across diverse roles from 

shop floor to legal, with participants 
joining from five countries including 
France, the US, Germany, Spain, and 

China.



The data

KCA unlocked actionable insights by 
identifying key themes that revealed the 
authentic employee experience, 
delivering a comprehensive findings report 
that aligned 
leadership 
around what 
matters most to 
ETS colleagues.



The spark

What developed from 
the stories and voices 
of the colleagues is the 
“What Matters Most” 
workbook— a creative,  
conversational tool 
now used across the 
organization to foster 
connections, grow 
awareness of shared 
purpose, and promote 
reflection.



The creative



The activation

By building purpose into 
conversations, onboarding, 

rituals, and team practices, the 
“What Matters Most” workbook 
aims to create a workplace where 
people feel seen, connected, and 

proud of the impact they make—every 
single day.



“This is about asking real questions, 
listening deeply, and building a 

purpose-led culture from the inside 
out. It’s about building more 

human-centered workplaces where 
people feel valued for who they are 

and the work they do every day.”

   - Nathan Wadding
KCA Founder & CEO


