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FOREWORD

Business leaders across all industries are beginning 
to realize the necessity of examining their company 
culture and its impact on their business. A high-
performing workplace culture today is not only a 
competitive advantage for talent recruiting and 
retention, but it’s also a means for influencing the way 
consumers, suppliers, and partners choose who to do 
business with. For decades, companies have poured 
time, money, and energy into employee engagement 
surveys—looking to, and relying on, their reactive, 
static, and bottom-up results as the catalyst for a 
thriving company culture, only to come up short. 

It’s time for a better solution.
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In this eBook, you’ll learn about the trends of employee 

disengagement in the United States, the shortcomings of employee 

engagement surveys, and the methodology companies should 

implement right now to overcome the challenges of successfully 

implementing, improving, and sustaining a company culture that 

optimizes both the employee experience and business performance.
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EMPLOYEE DISENGAGEMENT 

Disengaged employees cost  
U.S. companies a staggering 
amount each year.
With a third of U.S. employees disengaged in their job, companies spend between  

$450 billion and $550 billion each year trying to gauge and improve engagement,  

according to a recent study.*

The study also found that employees assume most engagement initiatives should  

come from leadership. Compelling missions, highly trusted relationships, and  

well-designed jobs were all listed as elements that help employees take more 

responsibility for engagement.

* The Engagement Institute, a collaboration of The Conference Board, Sirota-Mercer, Deloitte,  
ROI, The Culture Works, and Consulting LLP, released a study of 1,500 respondents showing  
that disengaged employees cost companies between $450 billion and $550 billion a year.

What do employee disengagement  
trends look like?
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EMPLOYEE DISENGAGEMENT 

The average number of engaged 
workers has barely improved 
over the last two decades.
The percentage of U.S. workers actively engaged at work in 2008 was 34%, according to 

Gallup. This is the highest percentage since Gallup began reporting the national figure in 

2000. While you might see this number as a cause for celebration, it’s actually a reason to 

take a deeper look at the trends that drive it.

The annual percentage of engaged U.S. workers increased from 26% in 2000 to 34%  

in 2018. Today, only 32% of U.S. workers are engaged. This means that over the last 

two decades, the average percentage of actively engaged employees has essentially 

remained unchanged.

During the same time period, the percentage of “actively disengaged” workers has 

averaged 17% or roughly one disengaged employee for every two who are engaged.

Companies have continued to use the 
same workplace culture tools year after 
year: employee engagement surveys.
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EMPLOYEE ENGAGEMENT SURVEYS

To improve engagement, U.S. 
companies have invested millions  
of dollars in engagement surveys.
While not inherently flawed, employee engagement surveys used as the primary tool 

for measuring company culture are imprecise. They’re static, reactive, bottom-up, and 

susceptible to individual biases and/or momentary moods employees may be feeling. 

Despite these issues, companies continue to pour resources into these surveys.

We know that a fully engaged workforce has the power to increase business performance, 

reduce absenteeism, attract and retain talent, and sustain competitive advantage—but the 

primary use of employee engagement surveys to gauge company culture stagnates these 

potential results.

So, what is it about employee  
engagement surveys that  
doesn’t work?
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EMPLOYEE ENGAGEMENT SURVEYS

Fixing employee engagement 
requires understanding how and 
why employees are engaged.

By themselves, surveys are no longer the best tool for job. Why? Employee engagement 

surveys are flawed as a primary tool for measuring and managing workplace culture.

They’re a Lagging Indicator

Surveys may be taken months from the events measured, let alone the subsequent 

compiling and analysis. This means you’re dealing with outdated information  

"that’s behind the curve.”

Employee Responses are Subjective

Surveys can be vague, making employee responses difficult to understand. Asking about 

employee thoughts, emotions, and intents leads to answers based on inner experiences 

instead of facts.

Surveys are Administered too Infrequently

Surveys tend to have recency bias, as employees focus on current events instead  

of a thorough view of the company and its culture.

They’re Misaligned with Leadership Behaviors

Employee engagement surveys don’t connect to how frontline leaders practice the values 

and behaviors that embody your desired company culture.

So, what can your company do instead to 
measure and manage workplace culture?
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TIME FOR A BETTER SOLUTION

You can cultivate your  
company culture differently.
If you’re using employee engagement surveys, consider them a helpful tool  

but not the primary solution for measuring and managing company culture. 

Less than one-third of employees believe their company has a strong workplace  

culture, and the top factor that predicts employee performance is the level of  

support provided by management.

High employee performers rate the level of support they receive at an 8 out of 10,  

while low performers rate it at a 6 out of 10, according to a Kincentric report.

What are your leaders doing to support employees 
and cultivate an effective workplace culture?
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TIME FOR A BETTER SOLUTION

Leaders need to consistently 
demonstrate behaviors that 
align with the company’s  
core values.
Behavioral science and social learning theory teach us that a thriving company culture 

results from the consistent practice and reinforcement of proven leadership behaviors 

aligned with the company’s core values. 

Utilizing this top-down approach encourages employees to observe your leadership 

team’s behaviors on the frontlines so they learn what’s expected. Intentional actions by 

your leaders will provide employees with a higher level of support and instill the desired 

company culture throughout the company.

Where should you start?
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TIME FOR A BETTER SOLUTION

Business leaders 
need to recognize 
that workplace culture 
is just as important 
as other business 
priorities and commit 
to measuring and 
managing it as such.
To build a company culture that increases employee engagement and  

business results, there are several components to standardize and pay attention  

to. This includes your company’s core values and correlating leadership behaviors,  

and how they’ll be measured, managed, and improved upon on a daily basis. 

Tackle these activities on your own or use a proven solution to help you. 

CultureWorx is the industry’s first mobile- and web-based business culture performance 

management software. It packages this methodology through a centralized app, making 

it easy for companies to measure, manage, and improve their unique company culture 

across all teams and locations.

Ready to get to the root of what 
makes a company culture great?
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Learn more at getcultureworx.com. 

CultureWorx is the industry’s first mobile- and web-based business culture 

performance management software that helps companies overcome the 

challenge of successfully implementing, improving, and sustaining a company 

culture that optimizes the employee experience and business performance.
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