
Employee Engagement 
Drivers That Actually 
Work in 2026 
Engagement in 2026 reflects leadership 
capability, not employee sentiment. 

AI acceleration, rising mobility, and sustained workload pressure are 
reshaping how work gets done. Where leadership execution is strong, 
engagement holds. Where it is inconsistent, performance fragments. 

The Enterprise Reality

75% 38%
of employees in 
knowledge-based 
roles use AI at work.

of employees are 
likely to consider 
quitting within 12 
months.

Source: Microsoft

Source: EY

70%
of engagement 
variance is driven by 
managers.

Source: Gallup

Engagement is the outcome of leadership behavior at scale. 

The Leadership Drivers That That Actually Work 

01Consistent Leadership Capability 

Engagement breaks where manager quality is 
inconsistent.

Leaders must: 

Set clear priorities  Coach performance consistently 

Provide meaningful feedback  Create psychological safety within teams 

Strong managers stabilize engagement. 

02 Clarity in AI-Enabled Work

AI changes how work is done.  
Leaders must remove ambiguity. 

Leaders must: 

Define AI usage expectations Redesign workflows intentionally 

Align performance standards Build capability before scaling 
output 

Clarity reduces confusion. Confusion reduces engagement. 

Visible Growth and Mobility

Employees stay where they see a future. 

Leaders must: 

Link skill development 
to role progression 

Assign high-impact work 
beyond current roles 

Identify and prepare 
future leaders early 

Make advancement 
criteria transparent 

Growth visibility strengthens retention. 

03

04 Disciplined Workload Management 

Burnout is a design issue, not a people issue. 

CIPD reports 9.4 sickness absence days per employee in the UK.

Leaders must: 

Act early when overload 
appears 

Reduce unnecessary 
complexity 

Sustainable work sustains performance. 

Align demand with capacity  Prioritize rigorously 

The Business Impact 
Highly engaged teams deliver: 

23%  
higher profitability

18% 

higher productivity 

78%  
lower absenteeism 

Source: Gallup

Engagement is a performance multiplier. 

Clarify work

The 2026 Leadership Imperative 
Develop leaders who can execute in complexity. 

Coach consistently  Enable mobility Design sustainable work 

Engagement follows leadership discipline.

 Connect with us to explore how your leadership strategy 
can drive measurable engagement outcomes in 2026. 
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