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When it comes to company culture, talk is cheap. A study in 2020 
found that although 80% of the companies they analysed had 
positive company values, there was no correlation between stated 
and actual values. 

One way to understand if a company walks the talk, is to look at how 
their employees are talking. By analysing employee language, we can 
get a sense of the actual values that have permeated the culture and 
made their way into employee vocabulary. 

This Culture Report reflects the current culture of ACME Corporation 
based on employee language collected from Glassdoor, Exit 
Interviews and Employee Surveys. It highlights a number of positive 
and negative cultural traits and shows how the company is 
performing across the Four Pillars of Culture.

Walk the talk 💬



Methodology 🤖

Our proprietary CultureTech tool uses machine learning 
natural language processing that analyses large volumes of 
text to understand context (‘what someone is talking about’) 
as well as sentiment (‘are they talking positively or negatively 
about it’). 

For this report, we’ve analysed 1844 sentences across a 
variety of input sources from the past 365 days: 

• 30 Exit Interviews  
• 10 Glassdoor Reviews 
• 5 Employee Surveys 

Data is aggregated to ensure the privacy and anonymity of 
individual contributors.



Glossary 🗂

Frequency: Frequency is expressed as a % and represents 
the percentage of sentences that a particular term or topic 
appears in.  

For example, a frequency of 20% means that words related to 
this topic were present in a fifth of all sentences analysed. 

Sentiment: Sentiment scores ranges from -100 to +100. A 
score of -100 is extremely negative, a score around 0 is 
neutral and a score of +100 is extremely positive.  

When analysing large volumes of data, extremes are often 
averaged out so results tend towards neutral. This means that 
for a high frequency, sentiment becomes more statistically 
meaningful even if it appears within ±10 of neutral.



Cultural traits



Cultural traits
In this section we explore cultural traits based on the type of language 
used by employees. 

Employee language has been analysed against a list of values to determine 
how much a particular topic is talked about (frequency) and in what light 
(sentiment). 

We’ve pulled out a number of positive traits which appear to be especially 
characteristic of ACME Corporation’s culture. And we’ve also highlighted 
several negative traits that could be holding the company back.  

By analysing language we can see if there is discrepancy between a 
company’s purported values and employee language, which can signal a 
disconnect in actual behaviour. 

Understanding language can also help inspire new direction by revealing 
positive themes which were previously invisible. It’s easier to breathe life 
and nurture a spark than to light a fire from scratch.



Positive traits

Fun

Learning

Sentiment Frequency

+53

+39

10%

12%

🥳

📚

+27 18%Teamwork👫



Expanded match
Rank Keyword sentences % sentences sentiment
1 creative 13 3% +0.33
2 fun 10 2% +0.53
3 cool 7 1% +0.93
4 positive 3 1% +0.94
5 vibe 3 1% +0.96
6 variety 2 0% +0.53
7 joy 1 0% +0.98
8 exciting 1 0% +0.96
9 passion 1 0% +0.91
10 corporate 1 0% -0.51
11 boring 1 0% -0.74
12 playful 0 0%
13 casual 0 0%
14 relax 0 0%
15 dull 0 0%
16 stale 0 0%
17 monotonous 0 0%
18 stuffy 0 0%
19 pretentious 0 0%
20

Example sentence: “Friendly culture and lots of fun” 

Despite the fast growth of the company and explosive 
atmosphere, it appears that ACME Corporation has largely been 
able to retain a positive culture.  

A significant proportion of conversations describe ACME 
Corporation as a creative and fun environment to work in.  

Sentiment related to this topic is naturally very positive and 
there were only a few instances reflecting the opposite 
sentiment. 

Positive trait: Fun 🥳

Frequency

10%
Sentiment

+53



Example sentence: “There are great growth opportunities” 

Language related to a learning culture at ACME Corporation 
appeared in 12% of all sentences. Employees talk positively 
about opportunities to learn and grow, speaking highly of 
talented colleagues.  

However, progression more formally appears to be a 
somewhat of an issue with development and promotion 
discussed negatively. We’ll explore this topic more in the 
Cultural Pillars section. 

Positive trait: Learning 📚

Frequency

12%
Sentiment

+39

Expanded match
Rank Keyword sentences % sentences sentiment

1 grow 19 4% +0.58
2 learn 13 3% +0.65
3 career 12 2% +0.14
4 talent 11 2% +0.61
5 growth mindset 7 1% +0.19
6 develop 5 1% -0.25
7 promotion 4 1% -0.28
8 skill 4 1% +0.87
9 training 3 1% +0.16

10 progress 2 0% +0.03
11 potential 1 0% -0.24
12 upskill 0 0%
13 stagnant 0 0%
14 stretch 0 0%
15 teach 0 0%
16 feedback 0 0%
17
18
19
20



Example sentence: “Collaborative and talented 
teammates” 

Colleagues are frequently talked about in a positive light, 
with words related to teamwork and people appearing in 
almost a fifth of all sentences.  

People are evidently a huge asset to the company, not only 
in terms of their skill but because of the friendly culture they 
create.

Positive trait: Teamwork 👫

Frequency

18%
Sentiment

+27

Expanded match
Rank Keyword sentences % sentences sentiment
1 people 49 10% +0.32
2 team 30 6% +0.16
3 teamwork 11 2% +0.44
4 friendly 6 1% +0.81
5 involved 2 0% -0.37
6 isolated 2 0% -0.54
7 supportive 2 0% +0.01
8 trust 1 0% +0.62
9 share 1 0% +0.37
10 helpful 1 0% +0.71
11 family 0 0%
12 cooperative 0 0%
13 cohesion 0 0%
14 amicable 0 0%
15 empathy 0 0%
16 connection 0 0%
17 silo 0 0%
18 lonely 0 0%
19 alone 0 0%
20 solo 0 0%



Workload -38 6%💼

Negative traits

Detail

Sentiment Frequency

—35 5%🔎



Example sentence: “Lots of people burn out” 

People report struggling with a heavy workload, long hours and 
feeling the effects of stress and burnout. 

The work seems to be taking its toll on employees. 

We will explore the impact of workload further under the 
Wellbeing pillar in the next section. 

Negative trait: Workload 💼

Frequency

6%
Sentiment

-38

Expanded match
Rank Keyword sentences % sentences sentiment

1 long hours 11 2% -0.40
2 stress 6 1% -0.62
3 burnout 5 1% -0.14
4 workload 4 1% -0.66
5 exhausted 3 1% -0.42
6 micromanage 3 1% -0.26
7 burn out 3 1% -0.42
8 struggling 2 0% -0.67
9 weekends 2 0% -0.10

10 micro-manage 2 0% -0.03
11 late night 1 0% +0.69
12 tired 1 0% -0.16
13 unhealthy 0 0%
14
15
16
17
18
19
20



Example sentence: “It was a very chaotic place to work” 

Almost all conversations related to detail-orientation were 
spoken about in a negative light. People talk about a 
disorganised organisation with a lack of processes and 
structure resulting in a chaotic place to work. 

The “fast paced” nature of the company appeared in 4% of 
sentences and could be having some impact on the 
company’s ability to maintain processes and procedures.

Negative trait: Detail 🔎

Frequency

5%
Sentiment

-38

Expanded match
Rank Keyword sentences % sentences sentiment

1 structure 9 2% -0.21
2 organized 5 1% -0.39
3 process 4 1% -0.72
4 organised 3 1% -0.62
5 operation 2 0% -0.33
6 efficiency 1 0% +0.21
7 high standard 1 0% -0.14
8 quality 1 0% -0.49
9 confusing 1 0% -0.80

10 detail 0 0%
11 execution 0 0%
12 procedure 0 0%
13 attention to detail 0 0%
14 reliable 0 0%
15 reliability 0 0%
16 protocol 0 0%
17 excellence 0 0%
18 execution 0 0%
19 input 0 0%
20



Cultural pillars



The Four Pillars 
of culture

In this section we explore the Four Pillars that underpin a 
company’s culture: Belonging, Wellbeing, Development and 
Leadership. 

Though we will be looking at them as individual elements, there is 
often overlap between the pillars and they work best when they 
work together.  

Understanding language and sentiment across the Four Pillars of 
Culture gives us a good indication of where to focus attention 
within the business. We can support you with planning, training, 
implementing and sustaining culture change across the pillars.

🎓

🤝

💗

🧭
Leadership

DevelopmentWellbeing

Belonging



Cultural pillars

Belonging

Development

Wellbeing

Leadership

Frequency

16%

12%

17%

15%

🤝

🎓

💗

🧭

Sentiment

+23

+14

-4

-26



Belonging 🤝 

Belonging is the innate human desire to be part of 
something larger than us. According to Harvard Business 
Review, teams that foster a strong sense of belonging see 
56% increase in performance, 50% decrease in turnover 
risk and 75% reduction in sick days. 

On the right hand side we can see the volume and 
sentiment of words related to Belonging. 

Frequency

16%
Sentiment

+23

Expanded match
Rank Keyword sentences % sentences sentiment

1 teamwork 11 2% +0.44
2 culture fit 10 2% +0.62
3 manager 9 2% -0.36
4 fair pay 8 2% -0.35
5 support 7 1% +0.02
6 friendly 6 1% +0.81
7 friend 6 1% +0.81
8 diverse 6 1% +0.37
9 diversity 6 1% +0.52

10 fair 4 1% +0.36
11 onboarding 3 1% +0.05
12 respected 3 1% +0.31
13 mentor 3 1% -0.25
14 welcoming 2 0% +0.85
15 involved 2 0% -0.37
16 social 2 0% -0.45
17 values diversity 2 0% -0.25
18 personality 1 0% -0.43
19 help 1 0% +0.71
20 onboarded 0 0%



Expanded match
Rank Topic sentences % sentences sentiment
1 connected 19 4% +0.46
2 supported 17 3% -0.12
3 included 15 3% +0.43
4 equity 12 2% -0.12
5 welcomed 10 2% +0.58
6 diversity 9 2% +0.42
7 known 1 0% -0.43
8
9
10
11
12

The data has been categorised by the five domains of 
Belonging based on research from the Achievers 
Workforce Institute. We also explore the additional 
dimensions of diversity and equity. 

We can see that conversations related to connection, 
inclusion and welcomes are generally positive. The 
diversity of ACME Corporation is mentioned several times 
as a positive bonus to working at the company.  

However conversations around support and equity are 
slightly negative. 

In the full report we explore each of these topics to get a 
better sense of Belonging at ACME Corporation. 



Belonging: Welcomed

8 pages of detail unlocked 
in the full report  🔐



Expanded match
Rank Keyword sentences % sentences sentiment

1 learn 13 3% +0.65
2 leadership involvement 9 2% -0.20
3 growth mindset 7 1% +0.19
4 pay rise 6 1% -0.27
5 develop 5 1% -0.25
6 promotion 4 1% -0.28
7 training 3 1% +0.16
8 promoted 3 1% +0.38
9 goal 2 0% -0.72

10 check in 1 0% -0.16
11 121 1 0%
12 payrise 1 0% -0.16
13 advancement 1 0% -0.28
14 course 0 0%
15 development plan 0 0%
16 check-in 0 0%
17 one to one 0 0%
18 feedback 0 0%
19 recognition 0 0%
20 recognise 0 0%

Development 🎓 

As Harvard adult development psychologist Robert 
Kegan writes: “The relationship between realising 
human potential and organisational potential is a 
dialectic, not a trade-off.”  

Growth and development are an integral part to both 
employee and organisational flourishing.  

On the right hand side we can see the volume and 
sentiment of words related to Development.

Frequency

12%
Sentiment

+14



When we categorise the conversations by the different 
domains within Development we can see a slightly 
different picture.  

As we saw earlier in the Cultural Traits section, 
conversations related to ‘learning’ are largely positive. 
However conversations related to progression (e.g. 
promotions, pay rises) occur relatively frequently and 
in a slightly negative light. 

In the full report we explore each of these domains in 
turn.

Expanded match
Rank Topic sentences % sentences sentiment

1 learning 19 4% +0.37
2 progression 14 3% -0.17
3 mindset 7 1% +0.19
4 feedback 1 0% -0.16
5 learning environment 0 0%
6
7
8
9

10
11
12



Development: 
Progression

5 pages of detail unlocked 
in the full report  🔐



Wellbeing 💗 

Good health and wellbeing is a core enabler of employee 
engagement and organisational performance.  

There are numerous factors that make up positive 
wellbeing at work. The Chartered Institute of Professional 
Development (CIPD) categorises them as: 

1. Health 
2. Good lifestyle choices 
3. Social connection 
4. Personal growth 
5. Good work 
6. Financial wellbeing 
7. Meaning

Frequency

17%
Sentiment

-4

Expanded match
Rank Keyword sentences % sentences sentiment

1 salary 25 5% -0.19
2 job satisfaction 19 4% +0.69
3 pay 15 3% +0.02
4 career 12 2% +0.14
5 working hours 9 2% -0.43
6 fair pay 8 2% -0.35
7 stress 6 1% -0.62
8 friend 6 1% +0.81
9 collaboration 6 1% +0.68

10 develop 5 1% -0.25
11 health 4 1% +0.49
12 workload 4 1% -0.66
13 performance 4 1% -0.25
14 mentor 3 1% -0.25
15 training 3 1% +0.16
16 lunch 2 0% +0.96
17 freedom 2 0% +0.57
18 social 2 0% -0.45
19 listen 2 0% -0.26
20 heard 2 0% -0.41



On this page we’ve categorised the data into six inter-
related domains that support employee wellbeing, 
combining positive lifestyle choices into health. 

Financial security is a particular concern, with comments 
regarding to pay and salary appearing in 6% of sentences 
with a mostly negative sentiment. 

By far the strongest and most positive domain within 
Wellbeing is the social aspect to ACME Corporation. This 
domain relates to forming friendships and relationships and 
corroborates the positive traits of teamwork. 

In the full report we explore each of these domains in turn.

Expanded match
Rank Topic sentences % sentences sentiment
1 finance 31 6% -0.06
2 growth 24 5% +0.02
3 work 20 4% -0.12
4 social 18 4% +0.37
5 health 12 2% +0.01
6 meaning 1 0% -0.95
7
8
9
10
11
12



Wellbeing: Finance

6 pages of detail unlocked 
in the full report  🔐



Leadership 🧭  

There is a classic saying that people don’t leave 
companies, they leave managers. The role of leaders on 
culture and employee engagement cannot be overstated. 

The most successful companies unite and inspire 
employees around a common vision. This vision is 
communicated in an open and transparent way with 
employees, and they listen and are open to feedback. 

Effective leaders are able to step into the role of manager, 
coach and mentor depending on the situation and display 
vulnerability and accountability, enabling them to connect 
with their employees.

Frequency

15%
Sentiment

-26

Expanded match
Rank Keyword sentences % sentences sentiment

1 management 20 4% -0.19
2 lead 20 4% -0.15
3 caring 19 4% +0.15
4 leadership 17 3% -0.25
5 manager 9 2% -0.36
6 vision 4 1% -0.62
7 direction 4 1% -0.58
8 strategy 4 1% -0.41
9 respect 4 1% +0.20

10 senior management 4 1% -0.05
11 mentor 3 1% -0.25
12 responsibility 3 1% +0.08
13 goal 2 0% -0.72
14 listen 2 0% -0.26
15 clear communication 2 0% -0.34
16 involve 2 0% -0.37
17 coach 2 0% -0.27
18 accountable 2 0% -0.01
19 trust 1 0% +0.62
20 open communication 1 0% +0.28



There was a significant volume of conversations 
specifically related to management and leadership 
ACME Corporation, appearing in 15% of sentences. 
Words related to management (which includes direct 
managers and senior management) were almost 
entirely negative.  

Leadership and management is an area that would 
benefit from focused attention. 

These areas of Leadership are explored further in the 
full report.

Expanded match
Rank Topic sentences % sentences sentiment
1 management 54 11% -0.18
2 connection 23 5% +0.15
3 vision 10 2% -0.54
4 communication 7 1% -0.19
5
6
7
8
9
10
11
12



Leadership: Vision

4 pages of detail unlocked 
in the full report  🔐



Where do we 
go from here?



Access to the full Culture Report 
containing: 

• 4 additional positive and negative 
cultural traits. 

• 22 additional pages of insights, 
exploring each pillar of culture in 
detail.

Unlock culture

Upgraded Culture Report informed by 
additional exit interviews and surveys 
from the company with presentation. 

Culture Strategy informed by the 
report and co-created in a collaborative 
process with employees to accelerate 
and align your business strategy with 
cultural practises.

Upgrade culture

Upgraded Culture Report informed by 
additional exit interviews and surveys 
from the company with presentation. 

Culture Strategy to accelerate and align 
your business strategy with cultural 
practises. 

Activate each Culture Pillar using our 
four step framework to plan, implement, 
train and sustain culture change.

Unleash culture

+ +

+

🔓 🆙 🚀

Turn your company culture into your 
unique competitive advantage



Get in touch
www.matthew-cook.com

matt@matthew-cook.com

http://www.matthew-cook.com

