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In this guide you’ll learn: 
1. How to build a business case for ethics and 

compliance investments in service of an ethical, 
toxic-free workplace and a healthy bottom line

2. How to measure the efficacy of your compliance and 
ethics programs to secure funding for future investments

3. How to measure and prove the efficacy 
of your programs investments 
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Do you know how much workplace toxicity 
could be costing your organization per year? 

Many companies prefer not to know—to believe 
their employees are leaving because of bigger 
paychecks. But the truth is, they just want a better 
place to work—free of unethical and toxic behaviors. 

The Society of Human Resources Management 
(SHRM) estimates that 1 in 5 employees left a 
job at some point in their career due to a toxic 
workplace culture. That’s 20% of U.S. workers. 

Doing some simple math, here’s how workplace toxicity 
could potentially impact the bottom line of a company 
employing 10,000 full-time, salaried employees: 

 → Voluntary turnover rate = 25% based on 
2021 Bureau of Labor statistics (=2500 
people at a company of 10,000)

 → 20% of employees leave due to some form of 
toxicity (1 in 5) based on SHRM research

 → 20% of 25% attrition = 500 people 
at a company of 10,000

 → The average cost to replace an employee = one-
half to two times the employee’s annual salary 
according to Gartner (for an FTE making $60,000 
per year, that equates to $30,000 to $120,000 
in fully loaded recruiting and training costs)

 → $30,000 to $120,000 in recruiting & training x 500 
people = $15,000,000 to $60,000,000 per year in 
voluntary turnover costs related to toxicity alone

https://pmq.shrm.org/wp-content/uploads/2020/07/SHRM-Culture-Report_2019-1.pdf
https://www.ceridian.com/blog/turnover-and-retention-rates-benchmark#:~:text=According%20to%20the%202021%20Bureau,rate%20in%202020%20was%2057.3%25.
https://www.gallup.com/workplace/247391/fixable-problem-costs-businesses-trillion.aspx
https://www.gallup.com/workplace/247391/fixable-problem-costs-businesses-trillion.aspx
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Rising inflation and interest rates have slowed the 
economy. Making the business case for any investment 
just got harder—let alone investments in ethics and 
culture, which have traditionally (and tragically) been 
viewed as “soft” business impacts. But the hard and harsh 
reality is: Companies that do not invest in ethical, fair, 
and just workplaces risk current and future revenue. 
Not just in the form of fines and penalties, but people. 

We are at an inflection point in our society. Employees 
have had enough and it’s not all about pay, it’s 
about better places to work. With up to 65% of 
employees looking for new jobs and turnover rates 
at historic levels, companies are losing top talent 
and precious institutional knowledge at alarming 
rates. And it’s keeping executives up at night. In a 
2022 PwC C-Suite Survey, 48% of executives say 
that talent acquisition and retention challenges are 
the biggest risks to achieving growth targets. 

Executives need to take note of shifting employee 
expectations because pay alone will not solve the 
problem. To stop the bleeding, companies will need 
to invest in building ethical, toxic-free workplaces that 
differentiate their brand and attract and retain talent. 

A 2022 survey conducted by Flexjobs found that 
toxic company culture is the number one reason 
people quit their jobs (62%). It’s clear employees 
want and expect more from their employers today, 
and many will prioritize ethics over pay. 

A toxic corporate culture is 10.4 times 
more powerful than compensation in 
predicting a company’s attrition rate.

-- MIT SLOAN MANAGEMENT REVIEW 

As Boomers exit, Millennials and Gen Z are exceedingly 
conscious about where they spend their time and energy. 
In fact, according to Great Place to Work, Millennials are 
over 22 times more likely to stay at their job for a long 
time when they believe their company has a high-trust 
culture (almost two times more than Baby Boomers).

https://www.cnbc.com/2021/08/19/pwc-survey-65percent-of-workers-are-looking-for-a-new-job-could-get-higher.html
https://www.cnbc.com/2021/08/19/pwc-survey-65percent-of-workers-are-looking-for-a-new-job-could-get-higher.html
https://www.pwc.com/us/en/library/pulse-survey/executive-views-2022.html
https://www.flexjobs.com/blog/post/survey-resignation-workers-considering-quitting-jobs/
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But while toxicity can be bad for business, how 
damaging is it really? Toxicity shows up in a number of 
places from employee attrition, engagement, morale, 
and productivity to obvious revenue offenders like 
penalties, settlements, and reputational damage. 
Looking at just one metric, employee attrition, it’s 
estimated that toxic culture cost U.S. employers $50 
billion per year before the Great Resignation. On 
the flip side, companies with healthy cultures have 
three times greater total returns to shareholders. 

Costs directly linked to toxicity: 
 → Toxicity cost businesses more than $44 billion 

per year before the Great Resignation (2019). 
In 2022 that number equates to $50 billion.

 → U.S. office workers took over 43 million 
sick days (over 12 months) in order to 
avoid workplace misconduct.

https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/
https://sloanreview.mit.edu/article/why-every-leader-needs-to-worry-about-toxic-culture/
https://www.mckinsey.com/business-functions/people-and-organizational-performance/our-insights/the-organization-blog/establish-a-performance-culture-as-your-secret-sauce
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Show Me the Data
As an HR or compliance leader, you understand the 
widespread risks of toxicity and the upside of great 
company cultures. But in order to build a successful 
program, you need buy-in from the business. 

That entails: 

1. building a compelling business case. 

2. proving that your investments have or 
will positively impact the business. 

With inflation and a weakening economy, the onus 
now falls on HR and compliance leaders to make even 
stronger business cases for ethics and compliance 
program investments. For instance, despite record 
attrition rates, you may face internal skepticism: 
perhaps your compliance and ethics program is viewed 
as “good enough.” Maybe employee pulse surveys 
don’t show evidence of toxicity or cultural red flags. Or 
perhaps you have limited reports of misconduct. From a 
business perspective, why then make the investment? 
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Programs that settle for “good enough” are falling short. 
Not only do they do a disservice to their employees, but 
such programs can be viewed as complacent because 
they rely on surface-level reporting to understand 
the state of their workplaces when misconduct so 
often goes unreported for fear of retaliation. 

In fact, according to a 2021 Ethics & Compliance 
Initiative (ECI) survey, fear of retaliation for reporting 
misconduct has skyrocketed: 79% of U.S. employees 
perceived retaliation when reporting misconduct. 

Continuing to invest in and evolve your program is not only 
the right thing to do for your employees, but it can be a 
differentiator that sets your company apart—helping you 
boost brand reputation, attract top talent, and positively 
impact turnover and engagement rates. These are all 
elements that contribute to a healthy bottom line. 

But it’s not enough to anecdotally know this. You must go 
beyond hunches and prove it to the business. By leading 
with a data-informed understanding of your programs, 
you can prove that your compliance and ethics initiatives 
are valuable and working to serve the needs of the 
business while building a more ethical, toxic-free culture. 
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Every good business case is structured around a 
problem (or opportunity) and solution format. 

The solution is your desired investment, and gaining 
investment approval often hinges on having the right 
data. You need to prove that you either have a problem 
or that you have an opportunity for improvement. 

When building your business case, below are a few 
key sections to focus on, including sample language 
to use as a guideline. Keep in mind, the desired 
investment used for these scenarios is communications 
training software that proactively trains employees 
while they type, helping to foster more safe, 
inclusive, compliant, and ethical workplaces. 
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1. Market Assessment: What are 
current marketplace dynamics? 

Building a business case begins with gathering the 
facts and understanding the market. If your company 
is experiencing a high rate of turnover, how does 
this compare with the market and your competitors? 
Like a balance sheet, organizations need to balance 
and measure their culture. Leading culture indicators 
can include employee turnover, engagement, 
recruitment, replacement costs, and productivity. 

Sample Market Situational Analysis: The U.S. economy is 
facing the most challenging market conditions in decades. 
While inflation and the cost of living should be keeping 
turnover steady, employees are still quitting at record 
rates—and the data suggests it is not just about bigger 
paychecks. Exit interviews point to employee dissatisfaction 
with non-compliant and toxic behaviors. While the impulse 
might be to hold tight on purse strings, we face an epic 
challenge of hiring and retaining talent. One of the best 
ways to positively impact the bottom line is to reduce 
the cost of turnover while continuning to work toward an 
ethical, compliant culture that differentiates our brand.  
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2. Vision: What are your program goals? 

By having a goal, or vision, you can communicate 
what everyone is working toward and collaborate 
toward shared outcomes, whether that is lower 
turnover, higher employee engagement, improved 
training results, etc. Adding a statement that 
reinforces your goals makes it clear who you’re 
serving, and what you want to achieve. 

Sample Compliance & Ethics Vision Statement: One 
of our goals for 2022 is to reduce voluntary turnover 
and retain top talent. To do so, we will 1) understand 
the drivers of turnover 2) understand to what extent 
different types of unethical, non-compliant, and toxic 
behaviors are driving turnover 3) implement strategies 
to improve upon corportate ethics and a culture of 
integrity so employees feel safe, heard, and valued.

“Our ethics, our reputation, our investment in our stakeholders is actually our road 
to profit. It is very consistently aligned and embedded in our business strategy.”
NICOLE DIAZ, GLOBAL HEAD OF INTEGRITY & COMPLIANCE LEGAL AT SNAP INC.
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3. Risk Assessment: What is the 
problem or opportunity?

Identify the problem (or opportunity for improvement) 
using any available data points to reinforce your 
investment case. For instance, you may feel that a certain 
type of training is ineffective for various reasons, but 
having the data to confirm your theories strengthens your 
case for investing in other types of training methods. Or, 
you may have reports of toxic or non-compliant behavior in 
digital communication channels (e.g. Slack, Zoom, Teams, 
etc.), but having the data to validate it supports your case 
for investing in technology that could provide purview into 
digital channels. If this problem/behavior were to grow 
and scale, what would the potential future impacts be?

Sample Problem: The market voluntary turnover rate is 
trending at 25%. We believe we have an even bigger 
problem. Based on employee exit interviews and 
pulse surveys, we believe voluntary attrition could be 
linked to toxic behaviors, particularly in the form of 
harassment and bullying. Although reports of misconduct 
remain low, we believe there is an issue and want to 
understand to what extent toxic and non-compliant 
behavior is impacting turnover. To do so, we need 
to go beyond employee surveys and exit interviews, 
and acquire data points that provide 24/7 visibility 
into the health of our employee communications. 
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4. Recommended Solution: What 
investment do you recommend? 

Your recommendation is arguably the most critical 
piece as it will likely be the area that senior leaders 
focus on and even skip over other sections to 
immediately consume. Make it clear and compelling 
while pointing to expected outcomes. 

Sample Solution: We believe by investing [$X] into in-
the-moment training software, we will be able to more 
proactively identify and track toxic and non-compliant 
behaviors, especially on digital channels where we 
lack visibility. This will enable us to more effectively 
target, train, and reinforce behavior that aligns with 
our code of conduct and company values. By investing 
in technology that provides behavioral data and 
analytics insights, we can improve the ability to hire 
and retain talent, compete, and grow as a company. 

This solution:

 ᥇ Provides in-the-moment training as 
employees type while continuously 
reinforcing company policies and values

 ᥇ Protects others from receiving 
harmful communications

 ᥇ Works with any application on desktops 
where employees are writing

 ᥇ Helps administrators evaluate flagged words, 
words in use, and track improvement over 
time with anonymized dashboards  

 ᥇ Demonstrates effectiveness of the program 
while reducing the risk of litigation, employee 
complaints, brand impact, and financial loss
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5. Estimated Outcomes: How will this 
investment support your program 
goals while solving the problem? 

Include a detailed breakdown of the projected costs, 
return on investment (ROI) in the form of dollars and 
efficiency gains, as well as an implementation timeline. 
Also include projected benefits that are not as easily 
quantifiable, such as improved brand reputation. And 
remember, you don’t have to go it alone. Financial and 
accounting language is not a natural language for many 
HR and compliance leaders. Break your silo and look to 
others within your organization that can help you build the 
financial case for the ethical value that you expect to drive.

Sample Estimated Outcomes: This solution is in alignment 
with our goal to reduce employee turnover due to toxic 
and non-compliant behaviors, while also supporting our 
commitment to elevating company culture and creating 
a safe and productive environment for employees. With 
this solution, we will be able to more effectively:

 ᥇ Teach employees as they type in a real-world, 24/7 
environment, and in the context of their work 

 ᥇ Pinpoint the exact type of toxic, harmful, or 
non-compliant behavior so that we can more 
effectively and proactively target our training, 
communications, and engagement efforts 

 ᥇ Track progress over time with analytic insights 

 ᥇ Have the foresight to know when there is a 
problem and adjust our tactics accordingly, instead 
of relying on hindsight information and data
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Here is a sample formula you can use to convey 
the ROI of your program investment: 

We estimate this will result in X% lower voluntary 
turnover over [X time], resulting in $XX annual 
savings. We also expect X% efficiency gains 
related to time to train. It will take [X months] to 
implement this solution and fully be up to speed. 

Companies that actively invest in workplace culture… 

 ᥇ Yield nearly 2X the return over their competitors 
according to Great Place to Work© Institute 

 ᥇ Achieve 3X higher total return to shareholders 

 ᥇ Report 65% less voluntary turnover

 ᥇ Produce employees that are happier 
and more engaged leading to:

 ۶ 12% more productivity

 ۶ 10% increase in customer ratings 

 ۶ 20% increase in sales
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Once you’ve gained approval for your investment, 
how do you measure efficacy and continue 
to win approval for future investments? 

When measuring efficacy, you can use data points to 
correlate the value your solution delivered to the business 
(e.g. improved ethical behavior linked to training, higher 
engagement linked to communications, lower turnover 
linked to decreased toxicity, etc.). These behaviors 
essentially become key performance indicators (KPIs) to 
help you measure the effectiveness of your investment 
while helping prove the case for future investments.   

Data also provides you with the insight to move from 
hindsight to foresight, enabling you to be proactive with the 
solutions your program needs to be successful. The more 
you know about what’s actually happening and trending 
in your org, the more influence you have on positively 
impacting your compliance and ethics program outcomes. 
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3 Steps for Measuring the Efficacy 
of Your Program Investment
By measuring your program effectiveness you can prove 
that the steps you’re taking to create a more ethical 
culture are working while also increasing recognition for 
the value that you’re driving across the organization. A 
compliance and ethics program does more than protect 
company revenue from regulatory fines, penalties, and 
litigation. It also contributes to profitability in the form of 
improved turnover, talent acquisition, and engagement–
while also contributing to less quantifiable impacts such as 
product innovation, brand reputation, morale, and more. 

Here are a few tips for tracking and measuring 
your program and investment efficacy:

1. Define your optimal KPI mix and start tracking: 
Where will the value of an ethical, toxic-free culture 
show up? Reduced turnover, retention, top talent, 
brand reputation, etc. These data points can be 
used to prove either what is working or what is not. 



2022

PAGE  21

FAIRWORDS

2. Devise a formula to measure based on what you 
want to prove: Using your defined KPIs, you can 
prove that your investment solved a problem (or is 
working toward solving) and how it’s contributing to 
the overall ethical balance sheet of your company.

 ۶ We invested [$X] to improve non-compliant 
and toxic communications. As a result of this 
technology investment, over the last [X time]: 

a. Voluntary turnover decreased by X%

b. Toxic and unethical behavior cited in 
exit interviews decreased by X%

c. Reports of retaliation dropped by X%

d. Toxic behavior on digital 
channels decreased by X%

 ᥆ We know this because [X 
language] associated with [X toxic 
behavior] decreased by X%

e. Top talent hires increased by X%

f. Engagement improved by X%

g. Brand perception improved X%

3. Calculate value: The value you drive will not always 
be a hard dollar amount. Be sure to also communicate 
efficiencies gained, such as reduction in time and 
personnel to develop curriculum and train employees.   

 ۶ These improvements equate to [$X] saved 
in employee turnover and acquisition 
efforts. Likewise, with X solution we are 
now able to more effectively target toxic 
behaviors and adjust our training program 
and communications efforts accordingly. 

In the end, measuring the impact of compliance 
and ethics initiatives can be elusive. There’s no one 
right formula. Every company is unique with different 
solutions in place, challenges, and cultural DNA. Start 
by targeting the key behaviors you want to change 
and then continually track those behaviors. 
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Conclusion
“Your culture is defined by the worst behaviors 
that you’re wiling to accept as an organization,” 
says Karen Jones, Managing Director at Denison 
Consulting. But do you know what those worst 
behaviors are? Doing the work to expose bad behavior 
means making the right investments to continually 
stay in the know, stay curious, and use data to 
inform your program’s strengths and weaknesses 
while elevating your company culture over time.

Employees have made it loud and clear that fair, 
equitable, and just cultures are a top priority. Now is 
not the time for companies to sit on their heels. Now 
is a time to be proactive about ethical behavior and 
make culture a competitive differentiator. The shifts 
in the economy mean that every dollar counts and 
reducing turnover, retaining top talent, improving 
engagement, and reinforcing ethical behaviors are 
proven ways to positively impact the bottom line. 
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About Fairwords
Many compliance and ethics training programs employ 
real-world examples, but what if, instead of examples, 
training actually happened in the moment? Imagine 
how relevant, meaningful, and impactful that could be 
to both employee learning and program efficacy.  

Fairwords is an AI-powered communications training 
software that proactively trains as employees type. Move  
beyond annual training that people tune out and into in-
the-moment training that’s relevant and timely. Faiwords 
was designed to help great companies committed to 
strong and resilient cultures foster inclusive, compliant, 
and fair business communications. Multinational and 
niche brands that adopt Fairwords can rest assured their 
teams are armed with the proactive guidance, tools, 
and training they need to master communications and 
prevent cultural and compliance crises and lawsuits.

Get in touch at www.Fairwords.com

https://fairwords.com/


2022 FAIRWORDS

PAGE  24

Market Trends & Resources to Help 
You Build Your Business Case

 ۴ Voluntary attrition is climbing…

 ۶ 25% is the voluntary attrition rate according 
to 2021 Bureau of Labor Statistics

 ۶ Companies will need to plan for a year-
over-year turnover rate that is 50% to 
75% higher than they are accustomed 

 ۴ Replacing employees is costly… 

 ۶ According to Gartner, the cost of 
replacing an employee is one-half to two 
times the employee’s annual salary

 ۴ Engagement is lower than pre-pandemic levels… 

 ۶ Only 36% of U.S. employees describe 
themselves as engaged at work; that 
number falls to 20% globally 

 ۴ Productivity is dropping…

 ۶   U.S. productivity in the first quarter of 2022 
(or nonfarm business employee output per 
hour), decreased at a 7.5% annual rate from the 
previous three months–the most since 1947 

https://www.ceridian.com/blog/turnover-and-retention-rates-benchmark#:~:text=According%20to%20the%202021%20Bureau,rate%20in%202020%20was%2057.3%25.
https://www.gartner.com/en/articles/great-resignation-or-not-money-won-t-fix-all-your-talent-problems
https://www.gartner.com/en/articles/great-resignation-or-not-money-won-t-fix-all-your-talent-problems
https://www.gallup.com/workplace/247391/fixable-problem-costs-businesses-trillion.aspx
https://www.gallup.com/workplace/247391/fixable-problem-costs-businesses-trillion.aspx
https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx?thank-you-report-form=1
https://www.bloomberg.com/news/articles/2022-05-05/u-s-productivity-drops-on-weaker-output-while-labor-costs-jump
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Helpful Links:
 䌍 Hiring Costs & Calculations

 䌍 How to Measure Company Culture

 䌍 SHRM: The Real Costs of Recruitment

 䌍 SHRM Report: Toxic Cultures Cost Billions

 䌍 MIT Sloan: Toxic Culture is Driving 
the Great Resignation

 䌍 FlexJobs Great Resignation survey

 䌍 PwC Executive Pulse survey

 䌍 Gartner Trending Topics

https://resources.workable.com/tutorial/faq-recruitment-budget-metrics#:~:text=A%20recent%20survey%20by%20the,all%20the%20companies%20SHRM%20surveyed.
https://www.aihr.com/blog/how-to-measure-company-culture/
https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/the-real-costs-of-recruitment.aspx
https://www.shrm.org/about-shrm/press-room/press-releases/pages/shrm-reports-toxic-workplace-cultures-cost-billions.aspx
https://sloanreview.mit.edu/article/toxic-culture-is-driving-the-great-resignation/
https://sloanreview.mit.edu/article/toxic-culture-is-driving-the-great-resignation/
https://www.flexjobs.com/blog/post/survey-resignation-workers-considering-quitting-jobs/
https://www.pwc.com/us/en/library/pulse-survey/executive-views-2022.html
https://www.gartner.com/en/human-resources/insights/trending-topics

