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EXECUTIVE SUMMARY

Toxic workplace cultures are a widespread problem with serious costs for both
employees and organizations. Studies estimate that nearly one in five workers
describe their workplace as toxic, and those in toxic environments report mental
health issues at over 3× the rate of those in healthy workplaces​ (blog.empuls.io).
Toxic cultures drive attrition: a toxic corporate culture was the single strongest
predictor of turnover during the Great Resignation, 10× more powerful than
compensation​ (sloanreview.mit.edu). Over the past five years, U.S. companies
lost over $223 billion due to turnover triggered by toxic work cultures​ (shrm.org).
Common toxic dynamics include poor leadership, lack of respect, unresolved
conflicts, burnout, absenteeism, and disengagement. This report distills latest
psychological research into practical strategies for diagnosing and fixing toxic
workplaces across industries. 

Key takeaways include:

Leadership and Culture: Leadership behaviors and organizational norms set the tone.
Toxic leadership (e.g. abusive, unethical, or dismissive behavior) is a top driver of
toxic culture​ (mitsloan.mit.edu), whereas inclusive, emotionally intelligent leadership
fosters psychological safety and trust. Nearly 60% of employees who quit due to
culture blame their direct managers​ (civilitypartners.com). Leaders must actively
model respect, accountability, and open communication to transform culture.

Failed Training vs. Lasting Change: Traditional leadership training often fails to
produce lasting change because it ignores context, mindset, and on-the-job
application​ (mckinsey.com). One-size-fits-all seminars and “checkbox” trainings have
low retention and impact. In contrast, transformational strategies grounded in
psychology – such as experiential learning, feedback loops, and addressing
underlying beliefs – yield real behavior change. Effective programs tie learning to real
work, challenge toxic mindsets, and measure outcomes over time​ (mckinsey.com).
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https://blog.empuls.io/toxic-culture-at-work/#:~:text=,vs.%2015
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=Toxic%20culture%2C%20as%20we%20reported,2
https://www.shrm.org/content/dam/en/shrm/research/SHRM-Culture-Report_2019.pdf#:~:text=A%20failure%20to%20do%20so,suite
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=Sull%20analyzed%20existing%20research%20and,norms%2C%20and%20poor%20work%20design
https://civilitypartners.com/wp-content/uploads/2021/02/Costs-of-a-Toxic-Workplace-Infographics-1.pdf#:~:text=58,AMERICAN%20WORKERS%20WHO%20SAY%20THEIR
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=Companies%20can%20avoid%20the%20most,to%20make%20improvements%20over%20time
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=Companies%20can%20avoid%20the%20most,to%20make%20improvements%20over%20time


EXECUTIVE SUMMARY

Key Workplace Issues: Toxic workplaces manifest through conflict,
burnout, absenteeism, disengagement, and high turnover. Each issue
has identifiable root causes and evidence-based solutions:
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EXECUTIVE SUMMARY

Conflict often stems from poor communication or clashing personalities, and if
unmanaged leads to stress and lost productivity. Training in conflict resolution and
emotional intelligence can turn destructive conflict into constructive debate.

Burnout results from chronic stress and unmet psychological needs on the job.
Research shows that balancing workloads, providing autonomy, recognition,
community, fairness, and a sense of purpose can dramatically reduce burnout​
(workplacementalhealth.org)

Absenteeism can be a symptom of low engagement, high stress, or unsafe
environments. Supportive policies (wellness programs, flexibility, mental health
resources) and an engaging, fair culture encourage attendance​ (blog.empuls.io).

Disengagement occurs when employees lack connection to their work or feel
undervalued. Only about 20–30% of employees are engaged at work worldwide,
while the rest are “quiet quitting” or actively disengaged​ (yourthoughtpartner.com) –
costing the global economy an estimated $7.8 trillion in lost productivity.​ Boosting
engagement requires fulfilling employees’ psychological needs (e.g. autonomy,
mastery, purpose) and building a positive, inclusive workplace climate.

High Turnover is often the culmination of these issues. Employees leave
organizations that burn them out or make them feel disrespected. In fact, toxic
culture drives turnover more than any other factor​ (sloanreview.mit.edu). Improving
retention means fixing cultural toxins, investing in employee growth and well-being,
and making sure people feel heard and valued.
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https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=,for%20a%20job%20well%20done
https://blog.empuls.io/strategies-to-reduce-employee-absenteeism/#:~:text=3
https://www.yourthoughtpartner.com/blog/employee-engagement-statistics#:~:text=The%20latest%20data%20on%20employee,they%20find%20a%20new%20gig
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=Toxic%20culture%2C%20as%20we%20reported,2


EXECUTIVE SUMMARY

Transformational Strategies: This report outlines cutting-edge,
psychology-backed strategies to improve workplace culture. These
include developing empathetic and transformational leadership
practices, fostering psychological safety, implementing conflict
resolution systems, redesigning work to prevent burnout, and building
robust recognition and development programs. Such interventions have
been shown to increase engagement, reduce stress, and improve
performance. For example, providing employees more voice and
autonomy can meet their core psychological needs and spur intrinsic
motivation​ (simplypsychology.org).

Training and Implementation: A comprehensive in-person training curriculum is
proposed to equip leaders and teams with the skills to sustain a healthy culture. The
curriculum’s interactive modules (e.g. on communication, conflict management,
inclusive leadership, and burnout prevention) use role-playing and real-world
scenarios to reinforce learning – leveraging the finding that adults retain only ~10% of
information from lectures but ~65% when learning by doing​ (mckinsey.com).
Measurable outcomes (such as pre- and post-360° feedback scores​ (mckinsey.com),
or reductions in conflict incidents and turnover rates) are built into the program.
Finally, a step-by-step implementation plan is provided, emphasizing leadership
accountability, ongoing evaluation, and scaling these changes across an organization
for long-term impact.

In summary, toxic workplaces are not inevitable – they can be diagnosed and healed.
By applying evidence-based psychological insights to leadership, culture, and
training, organizations can create healthier, more productive work environments. 

The following sections delve into why past fixes have failed and detail the
research-driven solutions to turn toxicity into thriving workplace culture.
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https://www.simplypsychology.org/self-determination-theory.html#:~:text=Psychology%20www.simplypsychology.org%20%20Self,Richard%20Ryan%20and%20Edward%20Deci
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=university,behavior%20on%20the%20front%20line
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=One%20approach%20is%20to%20assess,a%20personal%20commitment%20to%20improve


 2. Why Most Leadership Training Fails
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Many companies try to address workplace problems by investing heavily in
leadership training, yet most leadership development programs fail to produce
lasting change. Global spending on employee training exceeded $350 billion in
recent years​ (hbs.edu), but much of this investment yields poor returns – employees
often revert to old habits and company culture remains unchanged​ (hbs.edu).

Psychological research and industry analyses point to several common
shortcomings in traditional leadership training.

https://www.hbs.edu/faculty/Pages/item.aspx?num=51709#:~:text=U,who%20don%27t%20work%20as%20a
https://www.hbs.edu/faculty/Pages/item.aspx?num=51709#:~:text=U,who%20don%27t%20work%20as%20a


Mistake 1

Ignoring Organizational
Context

Mistake 2

Lack of Real-World
Application 

A major mistake is assuming “one
size fits all” in leadership skills.
Training programs often teach

generic leadership theories
without tailoring to the

company’s specific context and
challenges. In reality, effective

leadership is highly context-
dependent – a style that works in
one situation may fail in another​

(mckinsey.com).
​

For example, a growth-focused
tech startup needs innovative
risk-takers, whereas a hospital

may need leaders adept at
compliance and empathy.

Programs that overlook context
produce leaders who can’t apply

their training to the actual
demands of their role. As

McKinsey experts note, too many
initiatives present an “alphabet

soup” of competencies; focusing
on a few critical skills aligned to
the business context yields far

better outcomes​.

 2. Why Most Leadership Training Fails

Traditional workshops often
remove leaders from their daily

work (“off-site retreats” or
classroom lectures) and bombard
them with concepts, but provide
little opportunity to practice new
skills on real problems. Research

on adult learning shows that
after a lecture-only training,

people retain only ~10% of what
they hear, versus about 65%
retention when they learn by

doing​ (mckinsey.com). 

When participants return to work,
they struggle to translate

abstract concepts into action​.
This “decoupling of reflection
from real work” is a recipe for

failure​ (mckinsey.com).

Hands-on learning is crucial: the
most effective programs tie

development to actual on-the-
job projects and challenges, so
that leaders immediately apply
and reinforce new approaches​

(mckinsey.com).
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https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=1
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=university,behavior%20on%20the%20front%20line
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=2,work
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=The%20answer%20sounds%20straightforward%3A%20tie,development%20opportunities%20for%20the%20participants


Mistake 3
Lack of Reinforcement and

Measurement

 2. Why Most Leadership Training Fails
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Mistake 4
Organizational Barriers to

Change

Crucially, even the best training will fail if the organization’s culture and
systems don’t support change. Harvard researchers Beer and colleagues
identify systemic barriers that cause training efforts to “fail before they
begin.” These include a lack of strategic clarity from the top, senior leaders not
walking the talk, a culture that shoots the messenger (preventing honest
dialogue about problems), siloed structures, and employees’ fear of speaking
up​ (hbs.edu).

If a company sends managers to a leadership course but doesn’t fix a toxic
environment (e.g. unclear priorities, no psychological safety to apply new
ideas), people will simply slip back into old ways​. In essence, the context must
be ready for change: leadership development should go hand-in-hand with
organizational changes that remove obstacles and align incentives for new
behaviors​ (hbs.edu).

Traditional trainings are often treated as one-off events, with little follow-up
or accountability. Without ongoing reinforcement (coaching, refreshers, or
changes in systems), new skills atrophy. Compounding this, many
organizations fail to measure training impact beyond happy-sheet feedback
forms​. If no one tracks whether leadership behaviors actually improve – via
360° surveys, performance metrics, or retention data – it sends a signal that
the training wasn’t truly important (mckinsey.com).

Moreover, trainers may focus on making workshops enjoyable to get good
feedback, rather than challenging leaders to grow (which might initially be
uncomfortable)​. This undermines real progress. In contrast, successful
companies treat leadership development like any business initiative: they set
clear targets (e.g. improved engagement scores, promotion rates of
graduates), measure outcomes over months and years, and adjust based on
what works​ (mckinsey.com).

​

https://www.hbs.edu/faculty/Pages/item.aspx?num=51709#:~:text=development%2C%20and%20because%20context%20is,6
https://www.hbs.edu/faculty/Pages/item.aspx?num=51709#:~:text=company%20performance%20doesn%27t%20improve,faire%20style%20by%20the%20leader
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=investment,initiatives%20won%E2%80%99t%20be%20taken%20seriously
https://www.mckinsey.com/featured-insights/leadership/why-leadership-development-programs-fail#:~:text=Too%20often%2C%20any%20evaluation%20of,and%20make%20the%20necessary%20adjustments
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3. Transformational Workplace Settings

Creating a healthy, high-performing workplace requires more
than surface-level fixes—it demands fundamental cultural
transformation. Based on psychological research, these
strategies address the root causes of workplace toxicity by
reshaping leadership behaviors, norms, and work design.​



1.
Cultivate Psychological

Safety and Inclusion

3. Transformational Workplace Settings
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Psychological safety—where employees feel safe to voice concerns without
fear—enhances learning and performance (Amy Edmondson). In toxic cultures,
employees are often afraid to voice concerns (nearly 40% fear negative
consequences if they admit a mental health issue at work​
(apa.org). Leaders should encourage open dialogue through anonymous
surveys and zero-tolerance policies on retaliation. Inclusion is equally critical,
as noninclusive behaviors (bias, favoritism) are top drivers of toxic cultures
(sloanreview.mit.edu). Companies must champion DEI initiatives, ensuring
fairness and respect to counter toxicity (mitsloan.mit.edu).
.

​

Transform Leadership and
Enforce Accountability

Leadership is the strongest predictor of workplace culture (mitsloan.mit.edu).
Transformational leadership—focusing on vision, empathy, and integrity—
creates a positive environment, while autocratic or laissez-faire styles foster
fear or disengagement. Training in emotional intelligence (EQ) helps leaders
manage conflict constructively (mindsair.com). Holding managers accountable
via culture metrics (e.g., 360° feedback, turnover rates) ensures leadership
aligns with company values (mitsloan.mit.edu). Companies serious about
change sometimes remove toxic high performers to reinforce cultural
expectations.​

2.

https://www.apa.org/topics/healthy-workplaces/toxic-workplace#:~:text=Toxic%20workplaces%20leave%20employees%20sick%2C,Toxic%20workplace%20is%20an
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=Based%20on%20research%20from%20MIT,employee%20stress%2C%20burnout%2C%20and%20sickness
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=Sull%20analyzed%20existing%20research%20and,norms%2C%20and%20poor%20work%20design
https://mindsair.com/conflict-resolution/#:~:text=,can%20lead%20to%20better%20conflict
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=3,%E2%80%9D


3.
Foster Open

Communication and
Conflict Resolution

3. Transformational Workplace Settings
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Toxic workplaces often suffer from poor communication—gossip, feedback
suppression, and unresolved conflicts (shrm.org). Establishing a culture of
transparency through open-door policies, all-hands meetings, and anonymous
reporting channels improves trust. Leaders should model vulnerability by
admitting mistakes. Structured conflict resolution training (active listening,
empathy) reduces workplace tension and absenteeism (mindsair.com).
Healthy debate should be encouraged, while personal conflicts must be
swiftly addressed.

​

Redesign Work to Prevent
Burnout

Burnout is both a cause and symptom of toxicity. Research by Christina
Maslach identifies six burnout drivers: workload, control, reward, community,
fairness, and values (workplacementalhealth.org). 
Transforming work involves:

Balancing workloads and enforcing reasonable work hours.
Increasing autonomy (flexible schedules, task ownership)
Strengthening recognition and career growth opportunities
Building social support through teamwork and trust
Aligning work with purpose to enhance meaning and engagement
Forward-thinking organizations also invest in mental health programs and
wellness initiatives to support resilience.

4.

https://www.shrm.org/content/dam/en/shrm/research/SHRM-Culture-Report_2019.pdf#:~:text=of%20open%20and%20transparent%20communication,other%20options%2C%20and%20eventually%20pursue
https://mindsair.com/conflict-resolution/#:~:text=Ignoring%20workplace%20conflicts%20can%20harm,organizations%20a%20lot
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=,communicate%20employee%20contributions%20to%20both
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Disengaged employees reinforce toxicity. Self-Determination Theory (SDT)
identifies three core engagement drivers: autonomy, competence, and
relatedness (simplypsychology.org). Organizations can:

Give employees more autonomy over tasks and decisions.
Foster skill growth through training and mentorship.
Strengthen team bonds and recognition programs (awards, shout-outs).
Regular one-on-ones with managers improve engagement, while job
crafting—allowing employees to shape roles to their strengths—enhances
motivation. Addressing workplace concerns effectively can increase
engagement by 30%, improving morale and customer satisfaction.
customers​ (mindsair.com).

​

5.
Boost Employee

Engagement and Motivation

3. Transformational Workplace Settings

Align Accountability
Systems with Culture

Sustained change requires embedding cultural expectations into hiring,
performance management, and reward systems. Screening candidates for
empathy and integrity prevents hiring toxic individuals. Performance
evaluations should assess respect and teamwork, tying leadership incentives
to cultural impact. Transparency—sharing progress on culture goals—builds
trust and reinforces accountability (mitsloan.mit.edu). Treating culture as a
strategic priority, with metrics and leadership modeling, enables long-term
transformation (mitsloan.mit.edu).

6.

Key Takeaway:
Unlike quick fixes, these strategies address toxicity at its core. Organizations
that commit to cultural transformation—through leadership reform, open
communication, burnout prevention, and systemic accountability—see
healthier employees, stronger engagement, and long-term success.

https://www.simplypsychology.org/self-determination-theory.html#:~:text=Psychology%20www.simplypsychology.org%20%20Self,Richard%20Ryan%20and%20Edward%20Deci
https://mindsair.com/conflict-resolution/#:~:text=Good%20conflict%20management%20boosts%20harmony,business%20results%20and%20happier%20clients
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=2,detoxing%20their%20culture%2C%E2%80%9D%20Sull%20wrote
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=2,detoxing%20their%20culture%2C%E2%80%9D%20Sull%20wrote
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4. Solutions for Each
Workplace Issue

In a toxic work environment, several specific issues commonly arise: workplace
conflict, burnout, absenteeism, disengagement, and high turnover. While
interrelated, each of these problems has unique root causes and targeted

interventions. This section breaks down each issue and presents psychology-
backed solutions and implementation tactics to address them.
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Root Causes

Workplace conflict often emerges from a mix of personal, interpersonal, and structural factors.
Common root causes include competition over limited resources (budgets, promotions),
conflicting goals between departments, poor communication or misunderstandings, and
clashing personalities or work styles​ (mindsair.com).

In a toxic setting, minor disagreements can escalate because there is low trust and often a lack of
clear conflict resolution channels. Communication breakdowns are especially notorious –
unclear messaging or not listening can breed resentment and confusion​ ​ (mindsair.com).
Additionally, unresolved past issues can linger and sour relationships. High stress and workload
can shorten tempers, causing more frequent disputes. Finally, a culture that rewards aggressive
competition (“cutthroat” environments) or that tolerates bullying will naturally have more
destructive conflicts. When managers avoid addressing issues, conflicts tend to fester and
spread.

a. Workplace Conflict

Solutions

https://mindsair.com/conflict-resolution/#:~:text=Many%20things%20can%20lead%20to,conflicts%20at%20work
https://mindsair.com/conflict-resolution/#:~:text=Many%20things%20can%20lead%20to,conflicts%20at%20work
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To fix toxic conflict, organizations should foster a culture of open, respectful communication
and collaborative problem-solving. Key evidence-based approaches include:

1. Conflict Resolution Training 
Teaching employees and managers conflict management techniques can significantly improve
outcomes. Training often covers active listening, “I” statements (expressing one’s feelings
without blame), empathy, and negotiation skills. It also educates on different conflict styles
(avoiding, accommodating, competing, collaborating, compromising) and encourages a shift
toward more collaborative (win-win) styles. Research shows that when leaders handle disputes
proactively and fairly, employees are more engaged and conflicts are less damaging​
(mindsair.com). Equipping leaders with mediation skills and emotional intelligence (EQ) is
particularly crucial, as high-EQ leaders can recognize tensions early and respond calmly rather
than reacting with anger​ (mindsair.com).

2. Establish Clear Conflict Resolution Processes 
Organizations should implement a clear process for addressing conflicts when parties cannot
resolve them one-on-one. This might involve a neutral HR mediator or a conflict resolution
committee. Knowing that there’s a fair process in place reduces the fear and frustration that
often magnify toxic conflict. For example, an employee who feels harassed or mistreated should
have a safe way to report it and get it addressed promptly. Transparency in how conflicts are
handled builds trust that issues will not be swept under the rug.

3. Promote Psychological Safety for Dialogue 
As mentioned earlier, psychological safety allows employees to voice concerns or disagreements
without fear. In practice, managers can set ground rules in team meetings that encourage
constructive debate (focus on ideas, not personal attacks) and explicitly invite quieter members
to share their views. Interpersonal conflicts often improve when parties can discuss the issue
openly. Even something as simple as a manager facilitating a candid conversation between two
team members – with both sides listening to each other’s perspective – can resolve
misunderstandings before they explode. Encouraging an environment where speaking up early
about friction is welcomed can prevent small issues from snowballing.

a. Workplace Conflict
SOLUTIONS

https://mindsair.com/conflict-resolution/#:~:text=Ignoring%20them%20can%20cause%20missed,deadlines%2C%20resentment%2C%20and%20failed%20projects
https://mindsair.com/conflict-resolution/#:~:text=,can%20lead%20to%20better%20conflict
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4. Leverage Third-Party Facilitation and Coaching 
For entrenched conflicts or team discord, bringing in an impartial third party (such as an
organizational psychologist or trained facilitator) can help. These experts can conduct conflict
mediation sessions or team-building workshops that reset norms. They may use techniques like
perspective-taking exercises (each person restates the other’s viewpoint to build empathy) or
guided problem-solving sessions. Coaching can also help leaders who struggle with conflict; a
coach can work one-on-one to reframe the leader’s mindset (e.g. seeing conflict as something to
engage and resolve, not avoid) and practice new responses. Addressing the mindset is important
– for instance, if a leader believes “all conflict is bad,” they might avoid necessary disagreements,
ironically allowing issues to worsen. Coaching can replace that belief with “conflict can be
healthy if managed well,” leading to more proactive resolution.

a. Workplace Conflict

Implementations Strategies

To implement these solutions, organizations can:

SOLUTIONS



a. Workplace Conflict
To implement these solutions, organizations can 
do the following.

1. Provide Conflict Management Workshops 
Conduct regular workshops or lunch-and-learns on conflict resolution. Make them interactive
(role-playing common workplace conflicts). For example, simulate a scenario of a disagreement
between departments and have participants practice negotiating a solution. According to one
analysis, employees spend on average 2.8 hours per week dealing with conflicts; effective
training can reclaim much of this lost productivity​ (mindsair.com). Post-training evaluations can
measure increased confidence in handling conflicts.

2. Set Up Mediation and Feedback Channels 
Establish a formal mediation program. Train a few employees or HR staff as certified mediators.
When conflicts arise that parties can’t solve, they can voluntarily use a mediator to guide a
discussion. Also implement anonymous feedback tools (like an online form or suggestion box)
where employees can flag emerging conflicts or toxic behavior. This allows management to
intervene early. Ensure that when people do speak up, leadership responds quickly and neutrally
(without taking sides prematurely).

3. Reinforce Norms of Civility and Respect 
Leadership should define and communicate clear expectations for respectful behavior (possibly
in a “Team Charter” or company Code of Conduct). They should intervene at the first signs of
incivility. Research on workplace civility (Porath & Pearson) shows that even small acts of
rudeness have outsized negative effects on team performance. Thus, nipping rude behavior in
the bud is key. If two team members start engaging in personal sniping, a manager should
privately remind them of expected conduct and facilitate a resolution. Modeling calm and
respectful disagreement at the top is also powerful; for instance, if executives debate issues in
meetings with humility and respect, it sets an example for all employees.

4. Monitor and Measure 
Track metrics related to conflict and resolution. For example, HR could track the number of
interpersonal incidents or grievances reported and resolved, and conduct periodic pulse surveys
asking employees whether conflicts are handled effectively in their team. A decrease in
unresolved conflicts or an increase in employees agreeing that “differences are resolved
constructively here” would indicate progress. Additionally, conflict resolution training can be
evaluated by testing knowledge gains or observing participants in simulations (with scores for
using the taught techniques).
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IMPLEMENTATION

https://mindsair.com/conflict-resolution/#:~:text=The%20effects%20of%20not%20solving,conflicts%20are%20big
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Root Causes

Burnout is a state of chronic physical and emotional exhaustion, cynicism, and reduced
effectiveness at work. Psychology defines three dimensions of burnout: overwhelming
exhaustion, feelings of cynicism or detachment from the job, and a sense of inefficacy or lack of
accomplishment​ (workplacementalhealth.org). The root causes of burnout lie in prolonged
workplace stress and an imbalance between job demands and resources. Common drivers
include:

b. Burnout
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Excessive Workload and Long Hours 
When employees have more work than they can reasonably handle or are expected to be “always
on,” stress accumulates and recovery is insufficient. Consistently working long hours or under
intense pressure leads to exhaustion and health problems. Unrealistic deadlines or understaffing
(trying to do more with less) are major culprits​ (blog.empuls.io).

Lack of Control 
Little autonomy over one’s tasks or schedule contributes to burnout. If employees feel
micromanaged or unable to influence decisions that affect their work, they experience higher
stress. A lack of flexibility (e.g. strict scheduling with no allowance for personal needs) can
exacerbate this​ (blog.empuls.io).

Insufficient Reward or Recognition 
Burnout is more likely when people feel their hard work isn’t acknowledged or rewarded. Lack of
positive feedback, low compensation relative to effort, or few opportunities for advancement
can lead to a sense of “why bother,” fueling cynicism.

Breakdown of Community 
 A toxic social environment – marked by conflict, isolation, or lack of support – accelerates
burnout. If employees don’t feel a sense of camaraderie or support from colleagues and
managers, stressors weigh heavier. High levels of workplace incivility or bullying are strongly
linked to burnout (as they create constant psychological distress).

Unfairness or Lack of Justice  
Perceived workplace injustice (whether in workload distribution, promotions, or respect) is a
significant predictor of burnout. Feeling undervalued or discriminated against can lead to
emotional exhaustion and disengagement.

Mismatch in Values 
If there is a disconnect between an employee’s values and their company’s actions, or if the job
feels meaningless, people are more prone to burnout. Working for an organization or leader
whose ethics one questions can create internal conflict and demotivation.

These root causes align with the six factors identified by burnout researchers Maslach and
Leiter: workload, control, reward, community, fairness, and values​
(workplacementalhealth.org).

 Burnout often results when there are chronic deficits in one or more of these areas.

b. Burnout

https://blog.empuls.io/strategies-to-reduce-employee-absenteeism/#:~:text=2
https://blog.empuls.io/strategies-to-reduce-employee-absenteeism/#:~:text=3
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=,for%20a%20job%20well%20done
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b. Burnout

Combatting burnout requires reducing excessive demands and increasing job
resources so that employees can cope effectively. Proven strategies include:

SOLUTIONS
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1.Workload Management and Boundaries
Addressing burnout begins with ensuring workloads are reasonable. Companies should assess
staffing levels and redistribute tasks if some employees are overloaded. Encourage the use of
vacation time and breaks – leadership can model this by not emailing employees after hours or
by explicitly telling staff to unplug on weekends. Some firms implement “no email after 7pm” or
meeting-free days to let people catch up. Research suggests that even small increases in rest and
recovery can significantly reduce exhaustion levels​ (workplacementalhealth.org). Prioritize tasks
to eliminate low-value work that adds stress without benefit. If crunch periods are unavoidable
(e.g. product release), make them time-bound and follow with a less intense period so employees
can recover.

2. Increase Autonomy and Flexibility 
Giving employees more control over how and when they work is a powerful burnout antidote. For
example, flexible scheduling or remote work options allow individuals to better manage work-life
demands, which reduces stress​ (blog.empuls.io). Also involve employees in decision-making –
even small choices, like letting a team set its own internal deadlines or choose its tools, can
improve their sense of control. Studies show that higher job control is associated with lower
burnout and better mental health outcomes​ (workplacementalhealth.org). Trust employees with
autonomy; moving away from micromanagement not only lowers burnout but often boosts
productivity and innovation.

3. Recognition and Reward Systems 
Boosting reward and recognition is essential to counter the “inefficacy” aspect of burnout.
Implement robust recognition programs: shout-outs in meetings, employee of the month awards,
peer-recognition platforms (where colleagues can thank each other), and fair compensation
adjustments. Ensuring people feel appreciated can rekindle their sense of purpose and
commitment​ (workplacementalhealth.org). On the reward side, tie some incentives to team well-
being goals (e.g. managers get recognized for low team turnover or high engagement, not just
output). This aligns organizational focus with preventing burnout. Career development
opportunities are another form of reward – knowing that good performance leads to growth can
motivate employees to sustain effort without burning out, because they see a meaningful return.

b. Burnout

SOLUTIONS

https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=Small%20changes%20can%20lead%20to,and%20tips%20for%20addressing%20them
https://blog.empuls.io/strategies-to-reduce-employee-absenteeism/#:~:text=5.%20Prioritize%20work,flexible%20schedules
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=Tip%3A%20Remind%20people%20managers%20to,and%20reward%20wins%20and%20achievements
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=Tip%3A%20Explore%20ways%20to%20give,peers%2C%20supervisors%2C%20and%20across%20teams
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4. Strengthen Team Support and Community 
A supportive community at work can buffer employees from stress. Encourage team-building and
mutual support. This could be formal (mentorship programs, buddy systems for new hires, group
huddles to start the day) or informal (social events, encouraging peer check-ins). Training
managers to show empathy and to check in on employees’ well-being goes a long way​
(workplacementalhealth.org). Something as simple as a manager regularly asking “How is your
workload? How can I help?” can make employees feel less alone. If interpersonal conflicts or
incivility are present, address them immediately (as discussed in the conflict section) because a
civil environment is foundational to community. A research-backed approach is to foster
“compassionate leadership” – leaders who respond to signs of strain with understanding (e.g. if
someone is dropping performance due to overload, respond by offering help or adjustment, not
punishment). Feeling genuinely cared for at work builds resilience.

5.  Ensure Fairness and Align Values 
To tackle burnout stemming from cynicism, companies should double down on organizational
justice and values alignment. Ensure policies are consistent and fair – for example, workload and
scheduling fairness (prevent situations where the most capable employees get overburdened as
punishment for competence, a common but toxic pattern). Promote people based on merit and
communicate the reasons for decisions to avoid perceptions of favoritism. When people
perceive fairness, they maintain trust and commitment even under pressure. Additionally, help
employees find meaning in their work. Reinforce how each role contributes to the organization’s
mission or society at large. Leaders can share customer success stories or patient outcomes, for
instance, to remind staff why their work matters. This values alignment can combat the “what’s
the point?” cynicism of burnout by providing a sense of purpose​ (workplacementalhealth.org).
If there’s a values mismatch (e.g. a non-profit becoming too commercial for some employees’
liking), leaders should acknowledge it and involve employees in bridging the gap or re-
emphasizing core mission.

6. Support Mental Health and Resilience 
Many companies now offer wellness and mental health programs as part of burnout prevention.
This could include Employee Assistance Programs (EAPs) that provide counseling, stress
management workshops, mindfulness training, or even on-site yoga/exercise classes.
Encouraging use of these resources – and reducing stigma around them – is important.
Additionally, train employees (and managers) in personal resilience skills: managing time, saying
no when necessary, practicing self-care. While individual strategies alone can’t overcome a
structurally burnout-inducing job, they help people cope. The World Health Organization
classifies burnout as an occupational phenomenon, not an individual weakness, so the onus is
primarily on employers to fix the work environment​ (workplacementalhealth.org).

That said, resilient habits (sleep, exercise, breaks, seeking social support) increase one’s
threshold before burnout occurs.

b. Burnout

https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=,is%20key%20in%20tackling%20it
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=Tip%3A%20Review%20opportunities%20for%20advancement,communicate%20employee%20contributions%20to%20both
https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=
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b. Burnout

Implementing burnout solutions can be done via a multi-pronged plan:

By systematically reducing the stressors and increasing the supports, organizations
can significantly mitigate burnout. The result is employees who have energy and

enthusiasm for their work, rather than dread and fatigue. Not only does this
improve individual health (burnout has been linked to depression, anxiety, even
physical conditions), but it also boosts organizational performance and lowers

turnover. Let us elaborate.

IMPLEMENTATION
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1. Assess Burnout Levels and Causes 
Start by measuring burnout in the organization. Use anonymous surveys or the Maslach Burnout
Inventory to gauge levels of exhaustion, cynicism, and inefficacy. Include questions that
highlight the six factor areas (workload, control, etc.) to identify which are most problematic. For
example, if many employees say they regularly work through weekends or feel decisions are
unfair, target those areas. Data can make the case for change and guide interventions.

2. Task Force and Action Plan  
 Form a “well-being task force” with employees from various levels to brainstorm solutions for
the biggest burnout drivers identified. This collaborative approach ensures buy-in and diverse
ideas. Develop an action plan that addresses policy changes (like flexible work or hiring needs)
and programmatic changes (like starting a recognition program or wellness initiative)​
(workplacementalhealth.org). Assign owners and timelines to each action. For instance, HR
might be tasked with revising the remote work policy within 2 months, or a new software tool
might be introduced to streamline a tedious process by next quarter.

3. Quick Wins 
Implement some “quick wins” to show commitment. Perhaps immediately adjust an unrealistic
deadline, bring in a temporary contractor to assist an overworked team, or announce that the
company will be shutting down for a day as a mental health break. Quick wins provide relief and
boost morale, buying goodwill for longer-term changes to take effect.

4. Training for Managers on Burnout Prevention
Hold managers accountable by training them specifically on how to prevent and address burnout
on their teams. This could be an interactive training covering the six drivers: managers learn how
to monitor workload, how to give recognition, how to facilitate team bonding, etc.
(workplacementalhealth.org). Teach them to spot early warning signs of burnout (irritability,
increased absences, drop in quality of work) and to have supportive conversations. One effective
practice is regular “check-in” meetings where instead of status updates, the focus is on how the
employee is doing and what obstacles they face. By normalizing these conversations, managers
can intervene before burnout becomes severe.

b. Burnout

IMPLEMENTATION
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https://www.workplacementalhealth.org/employer-resources/infographics/infographic-beating-burnout-at-work#:~:text=,is%20key%20in%20tackling%20it


CSG
.

S U R V I V A L  G U I D E

the conscious

5. Embed Work-Life Balance in Culture 
Change policies and norms to support balance. For example, set a guideline that emailing at night
is discouraged (possibly use email scheduling tools). Ensure that taking PTO is encouraged –
some companies even implement minimum vacation policies or periodic company-wide days off.
Highlight positive examples, e.g., feature a leader who took a sabbatical and came back re-
energized, to show that rest is valued. Culturally, celebrate efficiency, not martyrdom; reward
teams that meet goals without burnout (perhaps through process improvements) to break the
notion that only overwork yields success.

6. Monitor Progress 
Continuously measure outcomes: track burnout scores in follow-up surveys, watch overtime
hours and PTO utilization rates, look at sick leave trends (burnout often causes increased sick
days). Also, qualitative feedback: are employees reporting improvement in how manageable their
jobs feel? Metrics like retention and engagement will also reflect progress – reduced burnout
should increase both. Communicate improvements, e.g., “We reduced average weekly hours in X
department by 10% and their burnout scores improved significantly,” to reinforce that efforts
are working and to maintain momentum.

b. Burnout

IMPLEMENTATION



CSG
.

S U R V I V A L  G U I D E

the conscious

Root Causes
Absenteeism – frequent unplanned absences from work – can be both a symptom of a toxic
workplace and a contributor to its dysfunction. Its root causes often span personal and
workplace factors, including:

c. Absenteeism
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Health Issues (Physical and Mental) 
Legitimate illness is a leading cause of absenteeism. Importantly, toxic workplaces can make
health problems more frequent: high stress levels can lead to stress-related illnesses, and
anxiety or depression can cause people to take more sick days​
(nber.org) (blog.empuls.io). In fact, studies indicate that mental health conditions like depression
are a top cause of absenteeism​ (blog.empuls.io). Employees in toxic environments might also
take more “mental health days” to escape a psychologically draining workplace.

Burnout and Exhaustion
Burnout, as discussed, often leads to disengagement and withdrawal behaviors. Exhausted
employees may start calling in sick simply because they cannot summon the energy to face work.
This is essentially a coping mechanism – when work feels overwhelming or meaningless
(burnout’s cynicism), absenteeism tends to rise​ (blog.empuls.io).

Low Engagement or “Detached” Attitude 
When employees are disengaged or lack commitment, they have less motivation to attend
consistently. As one source put it, disengaged employees “are not inspired to go the extra mile…
and it can encourage excess absences”​ (blog.empuls.io). In a toxic culture, employees often feel
little loyalty; they may not think their presence matters, making it easier to rationalize absences.

Workplace Harassment or Bullying 
 A particularly toxic cause of absenteeism is when employees dread coming to work due to
harassment or abuse. If someone is being bullied by a boss or ostracized by colleagues, they
might start taking days off to avoid those negative interactions​ (blog.empuls.io). This avoidance
can escalate if the issue isn’t addressed, sometimes leading to extended leaves or quitting.

Lack of Flexibility and Work-Life Conflict 
Rigid work schedules can indirectly cause absenteeism. For instance, an employee with
caregiving responsibilities (children or elderly parents) who has no flexibility might occasionally
have no choice but to miss work. Companies that don’t permit occasional remote work or
schedule adjustments often see higher absences because employees resort to calling out when
life conflicts arise​ (blog.empuls.io). In a healthy environment, many of these could be managed
through flexibility rather than unscheduled absences.

Poor Management and Morale
IIf managers are unsupportive or the overall morale is low, employees are less inclined to show
up. A lack of trust or feeling “I won’t be missed anyway” contributes. Also, unclear policies or
inconsistent consequences for absenteeism can either encourage abuse (if people feel no one
notices no-shows) or encourage legitimate use of days off (if people fear punishment and thus
avoid even necessary absences – until they collapse, perhaps).

c. Absenteeism
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c. Absenteeism

Psychological Solutions: Reducing absenteeism involves increasing employees’
motivation and ability to attend work regularly. Key solutions, supported by

behavioral science, include:

SOLUTIONS
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1. Improve Employee Engagement and Motivation
As engagement rises, absenteeism typically falls. A meta-analysis by Gallup found that highly
engaged business units have significantly lower absenteeism and turnover. Engagement
strategies (discussed in the previous section) like recognition, growth opportunities, and strong
manager support give employees a positive reason to come to work. When people find work
meaningful and feel valued, they are far less likely to take unscheduled days off without strong
cause. For instance, if half the workforce is “not engaged,” you can expect attendance problems,
but turning that around can make a tangible difference in attendance​ (blog.empuls.io). 

2. Enhance Workplace Flexibility and Support  
Many absences can be preempted by offering flexible work arrangements. Flexible hours, remote
work options, or the ability to swap shifts enable employees to meet personal needs without
resorting to calling in sick. Research and case studies show employers who implement flexible
schedules often see improved attendance​ (blog.empuls.io). Additionally, providing support for
life demands – for example, childcare assistance or simply an understanding attitude when
family emergencies arise – encourages employees to communicate and arrange coverage instead
of just not showing up. In a psychologically healthy culture, employees feel comfortable asking
for a needed day off in advance (or a work-from-home day if mildly ill) rather than calling in last
minute under false pretences. Flexibility thus reduces unplanned absenteeism.

3. Wellness and Health Programs 
Investing in employee health and wellness can mitigate the health-related drivers of
absenteeism. Comprehensive wellness programs (as mentioned under burnout) that address
physical fitness, mental health, and stress can reduce sick days. For example, providing flu shots
at work, or health screenings, can prevent illness. Mental health support (like counseling services
or workshops on coping with stress) can help employees manage issues like anxiety or
depression, thereby reducing the likelihood of taking days off for mental health crises. One meta-
analysis of workplace interventions found they can improve overall productivity and reduce
absence, especially when they target multiple aspects of well-being​ (blog.empuls.io).
Encouraging employees to take care of themselves – and giving them permission to use a sick day
when truly needed to recover – can paradoxically reduce long-term absenteeism, since it
prevents small health issues from becoming big ones.

c. Absenteeism
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4. Clear Attendance Policies with Empathy
Having a fair and clear attendance policy is important. Employees should know the procedure for
notifying absences and any consequences. However, policies should be paired with an
empathetic approach. If absenteeism is simply punished without understanding why it’s
happening, it can backfire (people might come to work sick, spreading illness, or feel further
demoralized and disengaged). Best practice is to address patterns of absenteeism with a
supportive conversation first: for instance, a manager might say “I’ve noticed you’ve been out
several days this month – is everything okay? How can we help?” Often this opens up discussion
of workplace issues (e.g. “I’ve been really stressed/burned out” or “I’m dealing with a tough family
situation”) that can then be solved collaboratively. If absenteeism stems from a workplace
factor, this approach identifies it and allows a solution (like adjusting workload). If it’s personal,
the employee might be directed to helpful resources (like EAP for personal issues). Only if
absenteeism is due to poor work habits or disengagement despite support should disciplinary
steps be considered. Even then, framing improvements positively (setting an attendance
improvement plan with incentives for meeting it) can be more effective than threats.

5. Foster a Positive Work Environment  
As a broader solution, many strategies covered earlier (improving manager quality, reducing
toxicity) will naturally reduce absence due to avoidance. If you fix a toxic culture, employees no
longer feel the need to escape it. For example, rooting out harassment will remove the “I can’t
face my bully today” absences. Building strong team morale can even introduce a mild peer
pressure to be present – not out of fear, but because team members don’t want to let each other
down. When people feel part of a team, they are more likely to show up for their teammates.
Some companies encourage this by creating team-based attendance goals or rewards, which can
work if done in a positive, not punitive, way (and always with exceptions for legitimate health
issues). The key is to make the workplace somewhere people generally want to be, rather than a
place they flee.

c. Absenteeism
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c. Absenteeism

To implement absenteeism solutions, consider these steps:

IMPLEMENTATION
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1. Track and Analyze Absence Data
Use HR systems to monitor absence rates, patterns, and reasons. Look for hotspots: Is
absenteeism higher in certain departments or under certain supervisors? That could indicate a
local toxic manager or workload issue that needs addressing. Analyze trends (e.g., Monday/Friday
absences – possible disengagement, or seasonal spikes – maybe flu season). By understanding
the patterns, interventions can be targeted. Also distinguish between types of absence: short
unscheduled absences vs. long-term sick leave – their causes and fixes may differ.

2. Employee Feedback on Causes
Directly ask employees about absenteeism through surveys or focus groups. You might ask,
“What makes it difficult to attend work regularly?” in a general survey. Or conduct anonymous
polls if you suspect specific issues (e.g. stress, childcare). In one survey by the American
Psychological Association, a notable portion of workers said their workplace harmed their mental
health and many reported harassment​ (blog.empuls.io)– issues likely to lead to avoidance
behaviors. Gathering this insight will reveal underlying problems like “we don’t have backup if
we’re sick” or “my manager reacts poorly when I request time off, so I just call in.” Each insight
suggests a fix.

3. Revamp Policies and Offer Flex Time
Based on findings, adjust attendance-related policies. For example, implement a flexible
scheduling policy where feasible: allow varied start/end times, compressed workweeks, or a
certain number of remote days per month. Pilot it in one department and measure attendance
changes. Also consider a Paid Time Off (PTO) bank if you haven’t – combining sick and vacation
days gives employees discretion to use time as needed without needing to lie. Paradoxically,
companies that have switched to flexible PTO often see lower unscheduled absences, because
employees can plan their time off. Ensure sick leave policies encourage people to stay home
when ill (especially important in contexts like a pandemic or flu season) by providing adequate
paid sick days – this protects overall workforce health.

4. Wellness Initiatives and Resource Support 
Launch or bolster wellness programs: for instance, start an initiative like a walking challenge to
promote physical health, or resilience training workshops. Provide mental health days or a
company-wide holiday if stress is high. Offering practical supports can reduce absence: E.g.,
negotiate an employee discount with a local daycare or provide backup care services – this can
drastically cut absenteeism for employees who occasionally miss work due to lack of childcare. If
commute issues cause lateness/absence (perhaps in bad weather), look into transportation
benefits or remote work on those days.

c. Absenteeism
IMPLEMENTATION
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5. Manager Training on Attendance Engagement
Train managers to manage attendance proactively and positively. They should know how to
conduct a return-to-work interview after someone has been on extended leave, as recommended
in absence management best practices​ (blog.empuls.io). In that conversation, the manager
welcomes the employee back, ensures they’re ready to resume duties, and catches up on any
needed accommodations. This helps the employee reintegrate and feel supported, reducing the
chance of recurrence. Managers also should learn to recognize signs of disengagement or
burnout that could lead to absenteeism, and intervene early (tie-in with burnout solutions).

6. Recognize Good Attendance (Carefully) 
Some organizations implement recognition for excellent attendance (like rewards for a quarter
with no absences). This can work as positive reinforcement​ (blog.empuls.io), but it must be done
carefully to avoid people dragging themselves in when truly sick. One way is to reward team
attendance improvements rather than individual perfection, to avoid unintended pressure.
Alternatively, integrate attendance into a broader recognition of reliability or commitment,
rather than a standalone “perfect attendance” award, to keep it healthy.

7. Continuous Monitoring and Adjustment
After changes are made, keep monitoring absenteeism rates. Aim for not just reduction in
quantity of absences, but also healthier patterns (e.g., people taking planned time off rather than
unscheduled). If you see improvement – say absenteeism drops by a certain percentage –
communicate that success and attribute it to the changes (“Our flexible work policy seems to be
helping!”). If some areas aren’t improving, do a deeper dive – maybe that department’s manager
needs coaching, or there’s an undetected issue like workplace bullying that requires action.

c. Absenteeism
IMPLEMENTATION

Through these measures, organizations can significantly reduce
unnecessary absenteeism. The goal isn’t to drive attendance at all

costs – people will still occasionally be sick or need personal days, and
that’s normal. Rather, the aim is to eliminate the toxic causes of

absenteeism (stress, disengagement, fear) and create a supportive
environment where employees want to be present and can manage

life’s demands in harmony with work. This not only improves
productivity (less missed work, less scrambling to cover shifts) but

also reflects a healthier workplace overall.
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Root Causes
Disengagement refers to employees being psychologically detached from their

work – doing the bare minimum or “checking out.” In a toxic workplace,
disengagement can become widespread. Key root causes include:

d. Disengagement

Disengagement can also be contagious – if many colleagues around you are disengaged
(quiet quitting), it can create a norm of minimal effort that pulls even good workers

down.

 Re-engaging a disengaged workforce involves fulfilling key psychological needs and
creating a motivating environment. 



d. Disengagement

1. Increase Autonomy and Empowerment 
Give employees more control and choice in their work. This might mean allowing them to decide how to
approach tasks, involving them in goal-setting, or letting them take ownership of projects. Autonomy is a
core driver of intrinsic motivation​ (simplypsychology.org). Even small empowerments help – e.g., a retail
employee empowered to make certain customer service decisions without manager approval feels more
trusted and engaged. Some companies implement “20% time” or innovation time off, where employees
can work on any project of their choice; this has been shown to spark engagement and creativity (Google’s
famous policy led to some of its key innovations). Essentially, communicate “we hired you for your
expertise – we trust you to do the job and improve it.”

SOLUTIONS
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2. Align Work with Strengths and Goals (Job Crafting) 
Engage people by tailoring roles to fit their strengths and passions where possible. This can be
done via job crafting, which encourages employees to customize parts of their job. For example,
if an employee enjoys client interaction, a manager could give them more opportunities to
present work to clients, even if their main role is technical. Research shows that when at least
20% of a job involves something one loves, the risk of burnout and disengagement drops
dramatically​ (yourthoughtpartner.com). Have managers discuss career aspirations in one-on-
ones and identify ways to make current work more stimulating and meaningful for each person.
Also set clear, achievable goals so employees have a sense of progress – the experience of
mastering challenges and achieving milestones naturally fuels engagement.

3. Recognition and Reward for Effort 
We cannot overstate the power of recognition. Frequent, specific positive feedback boosts
morale and engagement. Psychology tells us that behaviors that get rewarded (even just with
praise) tend to be repeated. Create a culture where colleagues thank each other, managers
celebrate wins (even small ones), and contributions are visible. Recognize not just outcomes but
effort and improvements, to encourage a growth mindset. Moreover, ensure fair rewards in
terms of pay and advancement. While toxic culture outweighs compensation in predicting
attrition​ (sloanreview.mit.edu), pay still needs to be adequate – feeling underpaid can
demotivate. Non-monetary rewards like extra time off for good performance, professional
development opportunities, or small perks can also re-energize employees.

4. Promote Connection and Team Cohesion
Engagement rises when people feel connected to their colleagues and part of a team. Foster
relatedness by building a community at work​ (simplypsychology.org). Encourage team lunches,
cross-functional projects, and informal socializing (virtual or in-person). Mentoring programs can
connect employees to someone who guides and cares about their growth. When people have a
“best friend at work” (another Gallup engagement item), they are far more engaged. Also,
connecting employees to leaders is important – leadership visibility (like skip-level meetings,
Q&A sessions with the CEO) can help employees feel valued and heard by the larger organization,
not just their local team.

d. Disengagement

SOLUTIONS

https://www.yourthoughtpartner.com/blog/employee-engagement-statistics#:~:text=Buckingham%20said%20a%20key%20driver,experience%20physical%20and%20psychological%20burnout
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=Toxic%20culture%2C%20as%20we%20reported,2
https://www.simplypsychology.org/self-determination-theory.html#:~:text=Psychology%20www.simplypsychology.org%20%20Self,Richard%20Ryan%20and%20Edward%20Deci
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5. Communication of Purpose and Impact 
Help employees see the impact of their work. Share customer feedback, success stories, or how
their work makes a difference in the world. When Patagonia’s CEO periodically reminds
employees how their products help the environment, it reinforces purpose. Likewise, hospitals
often share patient recovery stories with staff to boost morale. People are highly engaged when
they feel their work has meaning. If the work itself seems mundane, frame it in a larger context
(“Your coding on this app is going to help small businesses manage finances easily – enabling
entrepreneurship”). Regularly communicating the company’s mission and how each role
contributes fosters a sense of significance.

6. Training and Career Development 
Invest in employees’ skills and career growth. Offering training programs, tuition reimbursement,
or clear pathways to promotion shows that the company is invested in them, which reciprocally
encourages them to invest effort back. It also combats the stagnation that drives disengagement.
A study in the Journal of Applied Psychology found that employees given development
opportunities felt higher commitment to their organizations. Even simple measures like allowing
time for learning (e.g. hour a week for online courses) can improve engagement. When people see
a future for themselves in the organization, they are more engaged in the present.

d. Disengagement

SOLUTIONS



d. Disengagement
IMPLEMENTATION 

To put engagement methods into practice:

1. Engagement Survey and Action
Use an employee engagement survey (many organizations do this annually or bi-annually) to measure
baseline engagement and pinpoint issues. Gallup’s Q12 or similar validated instruments can diagnose
specific needs. Share the results transparently and involve employees in creating action plans for
improvement. For instance, if the survey shows “recognition” is low in a certain department, that
department can brainstorm ways to appreciate each other more. Demonstrating follow-through on
survey feedback is critical – when employees see their input leading to changes (like a new recognition
program or better communication), they become more engaged by the very act of being heard.



CSG
.

S U R V I V A L  G U I D E

the conscious

2. Quick Wins for Engagement
Implement some immediate engagement boosters: perhaps start a weekly email or Slack thread
where anyone can shout out a colleague’s good work. Launch a “idea challenge” inviting
employees’ suggestions on improving a product or process, with top ideas acknowledged by
leadership. These signal a shift to a more inclusive, appreciative culture. Also, ensure managers
start doing simple things like regular 1:1 meetings if they weren’t – the absence of basic
management interaction is often a cause of disengagement.

3. Train Managers to Be Coaches
A key part of engagement is the relationship with one’s direct manager. Train managers in
“coach-like” behaviors: active listening, asking about career goals, providing feedback and
support. Encourage them to have stay interviews – periodic chats specifically to ask, “What keeps
you here? What might entice you away? How can I make this a better place to work for you?” This
proactively surfaces issues and makes employees feel valued. Hold managers accountable by
including engagement scores of their team as one metric of their performance. Managers have a
huge influence – according to Gallup, they account for at least 70% of variance in team
engagement – so getting them on board is essential.

4. Empower Employee Voice
Create forums for employees to contribute ideas and have a say in decisions. This could be
through an online suggestion platform or regular town halls where employees can pose
questions (with leadership responding candidly). Some companies form employee councils or
committees that work with leadership on culture improvements. When employees see their ideas
being implemented, or at least seriously considered, their ownership and engagement
skyrockets. Even involving a representative group in strategic planning or having employees help
define the company values can deepen their connection to the organization.

5. Revise HR Practices for Engagement
Look at HR processes through an engagement lens. For example, the performance review process
should be growth-oriented (what the employee did well and can develop) rather than purely
evaluative. Ensure high performers are advancing – nothing disengages like seeing no reward for
great work. Also consider internal mobility: allowing employees to transfer roles/departments to
pursue interests keeps them engaged in the company rather than leaving for a role elsewhere.

d. Disengagement

IMPLEMENTATION
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6. Celebrate and Narrate Culture Changes
As improvements take effect, celebrate successes. “Wins” could be an uptick in engagement
survey scores or stories of teams that turned things around. Share these narratives in company
communications: e.g. “Team X had an issue with knowledge sharing and introduced weekly
huddles; now their engagement is up and they exceeded their goals.” This reinforces positive
norms and shows that leadership cares about and notices engagement. It also encourages a bit
of healthy competition between departments to improve their work environment.

d. Disengagement

IMPLEMENTATION

By systematically addressing the factors that drive enthusiasm – mastery, autonomy,
purpose, connection, and recognition – a toxic fog of disengagement can be lifted. It’s
not an overnight process, but incremental changes can quickly yield a more energized

workforce. The benefits are tangible: engaged employees are more productive, provide
better customer service, innovate more, and are less likely to leave​ (mindsair.com).

 In essence, fixing disengagement is about making work fulfilling again, so that
employees are internally motivated to give their best.

https://mindsair.com/conflict-resolution/#:~:text=Good%20conflict%20management%20boosts%20harmony,business%20results%20and%20happier%20clients


CSG
.

S U R V I V A L  G U I D E

the conscious

e. High Turnover

High turnover – employees frequently quitting – is often the final symptom of a toxic
workplace, resulting from the unresolved issues above. 

Root Causes Involve:

1. Toxic Culture and Work Environment 
As multiple studies have shown, a toxic culture is the #1 driver of attrition. MIT Sloan researchers found a
toxic culture to be 10.4 times more powerful than compensation in predicting turnover
(sloanreview.mit.edu). This includes cultures that are disrespectful, noninclusive, unethical, cutthroat, or
abusive​ (mitsloan.mit.edu). When employees perceive the culture as toxic, many start seeking an exit. In
fact, about 1 in 5 employees have left a job specifically due to workplace culture​ (sloanreview.mit.edu).
Additionally, a Society for HR Management study calculated that in five years, 1 in 2 employees had
thought about leaving due to culture and actually 20% did – costing employers $223 billion​
(civilitypartners.com)

https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=Toxic%20culture%2C%20as%20we%20reported,2
https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=Based%20on%20research%20from%20MIT,employee%20stress%2C%20burnout%2C%20and%20sickness
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/#:~:text=Employee%20attrition%20is%20higher,iii
https://civilitypartners.com/wp-content/uploads/2021/02/Costs-of-a-Toxic-Workplace-Infographics-1.pdf#:~:text=Culture%20holds%20a%20great%20impact,THEIR%20ORGANIZATION%201%20IN%205


CSG
.

S U R V I V A L  G U I D E

the conscious

2. Poor Management 
A common saying is “employees don’t leave companies, they leave managers.” Data supports
this: nearly 58% of people who quit a job due to culture say their manager was the main reason​
(civilitypartners.com). If an employee’s direct supervisor is abusive, unsupportive, or
incompetent, the employee is likely to leave even if they like the work itself. Lack of coaching,
feedback, or recognition from one’s manager also erodes loyalty. The SHRM report noted that
nearly 60% of employees cited their People Manager as the reason for leaving and that 1 in 3
workers felt their manager didn’t know how to lead a team​ (shrm.org). Those are clear predictors
of turnover.

3. Burnout and Overwork
High turnover often results when employees simply burn out and decide to leave for their own
well-being. If a job chronically demands sacrifice of health and personal life, even previously
engaged employees may reach a breaking point. Burnout-related quits have become so common
there’s a term “Burnout Turnover.” In the wake of the COVID-19 pandemic, many left jobs that
had become too overwhelming. Employers that don’t manage workloads and stress will churn
through employees who hit exhaustion.

4. Lack of Growth Opportunities 
If employees see no career path or chance to advance, they may leave for a place with more
growth potential. Stagnation is a turnover risk especially for high-performing, ambitious
employees (ironically, those you least want to lose). A culture that doesn’t promote from within
or invest in development will drive talent out. This includes not just promotions, but
opportunities to gain new skills or work on interesting projects.

5. External Pull Factors (and Lack of Retention Efforts)
Sometimes high turnover is triggered by external opportunities – e.g., a boom in hiring in the
industry. But even then, whether people stay often depends on internal factors like how valued
they feel. Companies that fail to make retention counteroffers or ignore exit feedback allow more
attrition. Also, inadequate pay or benefits can cause turnover when combined with a toxic
culture (on its own, pay is often a secondary factor; but if culture is also bad, low pay becomes
another push out the door). Essentially, if an organization isn’t actively working to retain people,
the default is they will eventually leave for something better, especially in a strong job market.

e. High Turnover

https://civilitypartners.com/wp-content/uploads/2021/02/Costs-of-a-Toxic-Workplace-Infographics-1.pdf#:~:text=58,AMERICAN%20WORKERS%20WHO%20SAY%20THEIR
https://www.shrm.org/content/dam/en/shrm/research/SHRM-Culture-Report_2019.pdf#:~:text=signs%20of%20toxicity%20back%20to,been%20more%20important%20for%20People
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e. High Turnover

Fixes for Retention (Psychological Factors and Strategies): Reducing turnover
requires making employees want to stay – which means satisfying their needs,

addressing their frustrations, and giving them reasons to commit long-term. Key
strategies include the following.
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e. High Turnover
SOLUTIONS

1. Improve Work-Life Balance and Well-being 
Show employees that the company cares about their well-being, not just what they produce. Implement
the burnout prevention measures described earlier (reasonable hours, flexibility, wellness initiatives).
When employees have a healthy integration of work and life, they are more likely to stay. On the flip side,
if someone’s personal life is suffering due to the job, they’ll eventually choose their life over the job. Also
consider family-friendly benefits (parental leave, childcare, flexible return from maternity leave, etc.),
which can significantly improve retention especially for mid-career employees. Many people leave jobs
because a life event (like having a child) wasn’t well supported by their employer. Being there for
employees during critical life moments creates loyalty.
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2. Strengthen Manager Quality and Relationships
Because managers are so pivotal, focus on developing managers who inspire loyalty. Train them
in people management skills: communication, empathy, fairness, and team development. Also,
hold managers accountable for turnover on their team. One practice is to track the turnover rate
by manager; if one manager has significantly higher loss of staff, investigate why (e.g. exit
interviews consistently pointing to that manager’s behavior) and take corrective action.
Conversely, reward managers who retain people through good practices. Encourage managers to
have career discussions – a manager who actively helps an employee map a path forward in the
company is effectively doing retention work. Building a culture of trust and support between
employees and supervisors is key. Simple things like a manager advocating for an employee’s
promotion or accommodating them during personal hardships can cement loyalty for years.
Essentially, fix the adage: if people leave managers, make sure you have managers people don’t
want to leave.

3. Career Development and Mobility
Provide clear and attractive career paths. This can reduce “grass is greener” turnover by showing
employees they can fulfill their ambitions internally. Encourage promotions from within
whenever possible; if people see others growing, they know they can too. Create mentorship and
coaching programs so employees can envision their future by learning from higher-ups. Another
tactic is internal mobility: allow and even encourage employees to move to new roles or
departments that fit their evolving interests. This not only keeps them in the company, but also
refreshes their enthusiasm and skills. For example, if someone in sales wants to try marketing, a
lateral move might prevent them from leaving to do that elsewhere. Some companies have
formal internal job posting systems and give internal candidates priority. Supporting employees’
long-term development builds commitment, as they feel the company is invested in them as a
person, not just in their current job output.

4. Recognition and Loyalty Rewards 
Implement programs that reward tenure and commitment. For example, extra vacation days or a
bonus at milestone work anniversaries (5, 10 years) is a way to thank people for staying. Publicly
celebrate long-time employees’ contributions. While one should also reward high performance,
acknowledging loyalty directly can encourage others to see value in sticking around. More
informally, create a culture of gratitude where employees feel their day-to-day work is
appreciated (reducing the temptation to seek appreciation elsewhere). Also, if financially
feasible, ensure your compensation grows to reflect employees’ increasing value – sometimes
people leave simply because new opportunities offer a big pay jump that their current job hadn’t
kept up with. Conduct pay reviews to ensure you aren’t unintentionally encouraging attrition by
underpaying seasoned employees relative to market.

e. High Turnover
SOLUTIONS
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5. Listen and Respond to Turnover Drivers
Conduct stay interviews: ask current employees (especially high performers) what might make
them leave and preempt those issues. Conduct exit interviews when people do leave, to learn
and address causes if possible. If you find out, for instance, that several good people left
because they felt remote work wasn’t an option and they wanted more flexibility, that’s
actionable feedback to possibly introduce hybrid work schedules. Sometimes turnover reveals
competitive gaps – maybe competitors offer better learning opportunities, or a more modern
tech stack that engineers want to work with. Use that intel to improve your own employee value
proposition. Essentially, treat turnover like customers canceling a subscription – gather feedback
and improve the “product” (the employee experience) continuously.

6. Detoxify the Culture
The most fundamental solution is to systematically remove the toxic elements driving people
away. Everything discussed in the previous sections on conflict, burnout, disengagement, and
management applies here. In short: build a positive culture where employees feel respected,
included, and safe. Donald Sull’s research on cultural detox provides a roadmap: identify toxic
subcultures or behaviors and address them head-on​ (mitsloan.mit.edu). That might mean firing
or re-training toxic leaders, revamping policies to ensure fairness and inclusion, and launching a
cultural values initiative to realign everyone on what the company stands for. As these changes
take hold, attrition due to culture should decrease. It’s notable that companies with healthy,
values-driven cultures have much higher retention, and their ex-employees are often
ambassadors rather than detractors. Aim to become an employer of choice where people want
to stay.

e. High Turnover
SOLUTIONS

https://mitsloan.mit.edu/ideas-made-to-matter/4-ways-leaders-can-detox-their-corporate-culture#:~:text=But%20organizations%20can%20reverse%20a,%E2%80%9D
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The Conflict-Resistant Workplace FrameworkThe Conflict-Resistant Workplace Framework
Instead of reactive mediation, we train employees to resolve and
prevent conflict themselves—through leadership development,

emotional intelligence training, and clear communication
frameworks.

How This Works:
1. We position this as a career-advancing leadership training, not

conflict resolution. Employees need to feel empowered—not blamed.

2. We retrain their communication, emotional intelligence, and
leadership skills so they actively prevent and resolve conflicts without

escalation.

3. We provide a clear, structured program over several months to
ensure long-term behavior change.

THE
SOLUTION
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This program is not designed by an academic with no

real-world business experience, nor by a trainer who

has never actually led a company.

Madusha Ranaweera is a former CEO, board director,

and leadership expert who has been in your exact

position—leading, managing, and navigating complex

team dynamics in high-stakes environments. She has

overseen 900+ employees, led teams through crises,

and restructured leadership pipelines to drive real

business outcomes.

But unlike most corporate trainers, she also holds

advanced degrees in Psychology and Neuroscience—

giving her a deep understanding of human behavior,

motivation, and decision-making.

This means she doesn’t just train managers—she

transforms them.

This program is not designed by an academic with no
real-world business experience, nor by a trainer who

has never actually led a company.

Madusha Ranaweera is a former CEO, board director,
and leadership expert who has been in your exact

position—leading, managing, and navigating complex
team dynamics in high-stakes environments. She has
overseen 900+ employees, led teams through crises,

and restructured leadership pipelines to drive real
business outcomes.

But unlike most corporate trainers, she also holds
advanced degrees in Psychology and Neuroscience—
giving her a deep understanding of human behavior,

motivation, and decision-making.

This means she doesn’t just train managers—she
transforms them.

Why Work With Us?



For Custom, In-Person Corporte Trainings:
Following 3 days of sessions curated to your

needs:

Phase 2

Accountability &
Application (6-Month

Follow-Up Plan)

Phase 3

Ongoing Leadership Growth
& Mentorship  

(Optional Add-Ons)

📍 Monthly Leadership
Implementation Scorecard

to track progress.

📍 Follow-up evaluations &
accountability measures to
ensure practical application.

📍 Final in-person session to
review progress, share

leadership transformations,
and reinforce skills.

📍 Each participant receives
a CSG Leadership Training

Certificate upon completion
of the 6-month follow-up

period.

📍 Monthly Team-Building
Sessions: Real-world

exercises that improve
collaboration, based on
psychological research-

backed strategies.

📍 Internal Leadership
Mentorship Program: Train

senior employees to mentor
and support emerging

leaders in the company.

📍 Train-the-Trainer Session:
Equip an internal employee

to lead team-building
activities without external

intervention.
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Pricing and Investment

💰 Corporate Training Program (Full 3-Session Program + 6-Month
Follow-Up)

✔ $15,000 - $20,000 (In-Person, On-Site)

 (In addition, travel, accommodation, and food to be covered by the
company).

✔ Includes all training materials, leadership scorecards, and final
certification.

Optional Add-Ons:

📍 Train-the-Trainer Leadership Program: $7,500 (one-time) to train an
internal team leader to run future exercises independently.

📍 Leadership Advisory Retainer: $5,000 - $15,000 per month for
continued leadership coaching & workplace culture transformation.
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THIS IS A LONG-TERM INVESTMENT IN
WORKPLACE HARMONY & PRODUCTIVITY.

This isn’t just conflict resolution—this is a cultural reset. 
Your employees will communicate better, lead more effectively, and
contribute to a thriving work environment. Instead of solving conflicts for
them, we’ll equip them with the skills to solve conflicts themselves—
permanently.

Ready to take action? Let’s discuss your workplace’s biggest challenges and
tailor the right program for your team. 

2025

Request a Call with Madusha.

https://www.conscioussurvivalguide.com/corporate-consultations-booking-form

