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A buyer’s guide for leaders evaluating how to measure and move engagement toward a  
healthy, effective, and resilient culture

Why this guide
Organizations evaluating employee engagement and organizational effectiveness solutions 
generally fall into two categories:

• “Traditional research-based organizational diagnostics”

• “Modern listening platforms”

This guide compares eight of the industry’s leading providers, including Gallup, 
Culture Amp, Qualtrics, Workday Peakon, and Performance Dashboard’s Organizational 
Effectiveness Survey (OES), helping HR and Organizational Development leaders identify the 
best solution for their needs.

Every organization is already running some version of a culture or engagement conversation; 
the only question is whether it is grounded in data. Over the past two decades, a field of 
vendors has emerged to help leaders answer that question, each with a different theory about 
what actually drives culture and where measurement should end, and action should begin. 
For HR, OD, and Talent leaders evaluating a partner, the differences between these providers 
matter far more than the marketing pages suggest: some are built to diagnose the deep 
structure of a culture, others to run continuous pulse checks across a distributed workforce, 
and still others to bolt engagement data onto a broader HR technology suite.

This guide starts with Performance Dashboard’s own Organizational Effectiveness Survey 
(OES),  not to sell it, but because OES was designed to bridge these two complementary 
approaches that the rest of this guide describes: the deep, behaviorally grounded diagnostic 
rigor of traditional organizational-development instruments, and the speed, usability, and 
action-orientation leaders now expect from modern listening platforms. From there, the 
guide breaks the remaining seven providers into those same two worlds: traditional OD 
assessment instruments (Gallup, Great Place To Work, Human Synergistics, and Denison 
Consulting), followed by modern listening platforms (Culture Amp, Qualtrics, and Workday 
Peakon Employee Voice) evaluated on what each does, what it stands for, where it excels, 
where it falls short, and the one feature that most defines it.

This guide reflects publicly available vendor information, independent buyer reviews, analyst commentary, and Performance Dashboard’s own program 
materials, current as of mid-2026. Pricing, features, and product names change frequently in this category; readers evaluating a purchase should confirm 
current specifics directly with each provider.

 Insights for HR, OD & Talent Leaders

8 Leading Organizational Effectiveness,  
Culture & Engagement Survey Providers
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At a Glance: How the Eight Providers Compare

The table below is a quick-reference summary before the full profiles that follow. “Organizational 
Effectiveness” reflects how much a provider’s model goes beyond a satisfaction or engagement 
score to diagnose the underlying behavioral (soft skills), operational practices (hard skills), 
and immune system (resilience) traits of culture. “Consultant Delivery” indicates whether the 
assessment is typically delivered through a certified practitioner or consultant relationship, or is 
available as self-service software.

Provider Best For Pulse 
Surveys

Organizational 
Effectiveness

AI 
Analysis

Consultant 
Delivery

Performance 
Dashboard 
(OES)

Bridging deep OD diagnostics with 
a practical action plan for OD & HR 
practitioners and corporate leaders

Yes  
(OES Pulse) Core specialty Moderate

Required 
(OES-certified 
practitioners) 
& self-service 
administration

Gallup (Q12) Research-backed engagement 
measurement with manager coaching Limited

Limited 
(engagement-
focused)

Limited Optional

Great Place 
To Work  
(Trust Index)

Trust-based culture assessment tied to 
employer-brand recognition Add-on Moderate  

(trust-centered) Limited Optional

Human 
Synergistics 
(OCI)

Behavioral current-vs-ideal culture 
diagnostics for OD practitioners No Deep  

(behavioral norms) Limited
Required 
(certified 
practitioners)

Denison 
Consulting

Linking culture to performance for 
executive audiences Limited Limited Limited

Required 
(certified 
partners)

Culture Amp
Self-service engagement  
and performance platform for  
mid-market teams

Yes Moderate Moderate Self-service 
administration

Qualtrics (XM) Enterprise experience management 
spanning employee and customer data Yes Moderate Limited Self-service 

administration

Workday Peakon 
Employee Voice

Continuous listening natively tied to 
Workday HCM data

Yes (core 
strength) Limited Moderate Self-service 

administration
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1. Performance Dashboard - Organizational Effectiveness SurveySM (OES)
25+ years of organizational data, distilled into a diagnostic-to-action model, and a book published in August 2024.

What They Do and Why Leaders Turn to Them 
The OES is Performance Dashboard’s proprietary diagnostic, built to measure the link between 

leadership behaviors and practices and hard business outcomes,  employee turnover, customer 
satisfaction, productivity, and profitability. It reports on 28 competencies across four functions 
(Effective Leadership, Engaged People, Strategy Implementation, and Performance Measurement) 
plus two core functions, Change Readiness and Values Gap Analysis, and is available in organization, 
department, and combination versions. Leaders and OD consultants turn to the OES when they 
want the behavioral depth of a traditional culture diagnostic, not just a satisfaction score, paired 
with a clear, practitioner-guided path from findings to action. For more than 25 years, the OES 
has gathered data from organizations across the United States and Canada, including Fortune 
100 companies, state and federal government agencies, universities, healthcare facilities, medical 
laboratories, manufacturing and engineering companies, auto dealerships, nonprofits, and 
entrepreneurial companies that went public.

What They Stand For
Performance Dashboard stands for the idea that culture is not one number but a set of 

measurable traits with real consequences. The OES assesses three organizational traits: 
Relational Behaviors (the “soft skills” of how people treat one another), Operational Practices (the 
“hard skills” of how work gets structured and executed), and the organization’s Immune System 
(its resilience),  and maps results against four culture types: Interpersonal, Relentless, Detached, 
and Engaged. Performance Dashboard has turned 25+ years of this data and real client case 
studies into a published book, Sail or Sink: How to Keep Your Organization Afloat and Sailing for 
Success (Cappy Leland and Patrick Rainey, 2024), and delivers OES through a selective network 
of certified OD firms, executive coaches, and internal HR/OD/Talent professionals via its OES 
Certification Program.
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Pros and Cons

Strengths
• Independently validated, a 2015 Validity and Reliability Study by the University of Oklahoma’s

 E-TEAM Department backs the instrument
• Anonymous and confidential. Performance Dashboard does not collect individual employee

 information such as email addresses or any unique identifiers
• Combines behavioral, OD-grade diagnostic depth with a practical, structured path to action

 via Treatment Action Plans (TAPs) built on the Behavior and Practices Quadrangle
• 25+ years of proprietary benchmark data in the U.S. and Canada across government, higher

 education, Fortune 100, nonprofit, entrepreneurial organizations, and other sectors
• Findings are grounded in real, documented case studies (compiled in Sail or Sink), not

 abstract theory alone
• OES Pulse extends the model into ongoing measurement rather than a one-time census

Trade-offs
• Delivered primarily through a certified-practitioner network rather than pure self-service

 software, similar to Human Synergistics and Denison, this raises the barrier to entry
 compared to SaaS-first platforms

• Smaller-scale brand recognition nationally than category giants like Gallup or Qualtrics
• Best suited to leaders ready to act on a structured diagnostic-to-action engagement rather

 than those wanting a lightweight, one-off pulse

Standout Feature
The Behavior and Practices Quadrangle Model, which plots an organization’s Relational Behaviors 

(soft skills) against its Operational Practices (hard skills) to place it into one of four culture types 
(Interpersonal, Relentless, Detached, or Engaged). This gives leaders a single, color-coded visual 
that identifies not just where the organization stands, but which Treatment Action Plan will move it 
toward the Engaged culture type. Readers can see the model applied to real organizations in Sail or 
Sink, or explore the OES Certification Program to learn how it is delivered. As the book Sail or Sink, 
How to Keep Your Organization Afloat and Sailing for Success states: “If you are a leader seeking to 
take your organization to its next level of success, this book charts your course. At the same time, 
if you are struggling to keep your organization afloat and on course to success, Sail or Sink (SOS) 
throws you a lifeline.”
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2. Gallup (Q12® Employee Engagement Survey)
The originator of modern engagement measurement, built on 75+ years of workplace research.

What They Do and Why Leaders Turn to Them
Gallup is the research institution that effectively created the employee engagement category, 

and the Q12 remains its flagship instrument. Leaders choose Gallup when they want a scientifically 
validated, extensively benchmarked measure that ties engagement directly to hard business 
outcomes: productivity, retention, safety, and profitability, backed by one of the largest workplace 
research databases in the world.

What They Stand For
Gallup stands for rigor and evidence. Its entire value proposition rests on decades of psychometric 

research and a StrengthsFinder-adjacent belief that engagement is driven by a small number of 
universal, manager-actionable needs. The company emphasizes the manager conversation as the 
real unit of change; the survey itself is described as “the beginning,” not the end.

Pros and Cons

Strengths
• Unmatched benchmark database spanning industries, countries, and decades
• Simple, memorable 12-item instrument that managers can act on without a data science team
• Strong, well-documented statistical link between Q12 scores and business performance

Trade-offs
• Twelve items are narrow by design, limited diagnostic depth on culture, structure, or

 organizational health beyond engagement
• Premium pricing and a consulting-heavy delivery model that can feel less self-service than

 newer platforms
• Less built for continuous, high-frequency pulse listening than purpose-built engagement

platforms

Standout Feature
The Gallup Database Percentile Rank: the ability to benchmark a team’s GrandMean score against 

Gallup’s global normative database,  remains the gold standard reference point competitors are still 
measured against.
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Traditional Organizational Development Instruments
The three providers below share a common lineage with the OES: each is grounded in a specific, 

research-backed behavioral or cultural framework, and each is typically delivered through a 
consultant or certified-practitioner relationship rather than pure self-service software.

3. Great Place To Work (Trust Index™)
The research and certification body behind the “Best Places to Work” lists, built on a trust-based culture model.

What They Do and Why Leaders Turn to Them
Great Place To Work serves organizations that want both a validated culture assessment and 

access to public recognition; its Trust Index survey underpins the “Best Workplaces” rankings 
published globally. Leaders choose it when employer-brand and recruiting value matter alongside 
internal diagnostic insight.

What They Stand For
The company stands for a specific, research-backed definition of a great workplace: one built on 

trust between employees and management, camaraderie among coworkers, and pride in the work 
itself. Certification and public recognition are central to its value proposition, not an add-on.

Pros and Cons

Strengths
• Long-standing, well-recognized certification and “Best Workplaces” list placement with real

 employer-brand and recruiting value
• Trust Index model is simple, well-validated, and easy for leaders to communicate internally
• Strong global benchmark data across industries and company sizes

Trade-offs
• Certification and list eligibility can create incentives around survey timing and framing that

 differ from a pure diagnostic engagement
• Model is intentionally narrower (trust-centered) than broader organizational-effectiveness

 frameworks covering structure, strategy execution, or change readiness
• Certification-linked offerings add cost beyond the base survey

Standout Feature
Its Trust Index survey doubles as the entry ticket to “Best Workplaces” recognition, a rare case 

where the assessment itself generates external employer-brand value, not just internal insight.
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4. Human Synergistics (Organizational Culture Inventory® / OEI®)
A behavioral, circumplex-based diagnostic used to map an organization’s operating and ideal culture.

What They Do and Why Leaders Turn to Them
Human Synergistics serves OD practitioners and consultants who need a rigorous, behaviorally 

specific diagnostic, not just a satisfaction score. Leaders and consultants choose the Organizational 
Culture Inventory (OCI) and Organizational Effectiveness Inventory (OEI) when the goal is to map 
current versus ideal culture and connect behavioral norms directly to organizational outcomes.

What They Stand For
Human Synergistics stands for the idea that culture is best understood as a set of measurable 

behavioral norms: Constructive, Passive/Defensive, and Aggressive/Defensive,  rather than a single 
engagement number. The company emphasizes its circumplex model and a certified-practitioner 
delivery network over self-service software.

Pros and Cons

Strengths
• Deep, academically grounded behavioral framework with decades of validation research
• Distinguishes current culture from ideal culture, giving a clear gap to close
• Strong fit for consultants and internal OD teams running structured culture-change work

Trade-offs
• Delivery is consultant- and certification-dependent rather than a simple self-service

 platform, which raises the barrier to entry
• Less suited to lightweight, high-frequency pulse checks than to periodic deep diagnostics
• Reporting and visual design feel more traditional than newer SaaS competitors

Standout Feature
The circumplex, a visual map plotting an organization’s culture across twelve behavioral norms, 

is the instrument’s defining feature, making abstract “culture” concrete and directly actionable for 
leadership teams.
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5. Denison Consulting (Denison Organizational Culture Survey)
A culture-and-performance-linked model built around four traits: Mission, Adaptability, Involvement, and Consistency.

What They Do and Why Leaders Turn to Them
Denison Consulting serves organizations and consultants who want a culture assessment 

explicitly designed around its statistically validated link to business performance. Leaders choose 
the Denison model when they need to make the business case that culture change should drive 
measurable results, not just improve sentiment scores.

What They Stand For
Denison stands for the proposition that culture and performance are inseparable, built on 

research linking four cultural traits: Mission, Adaptability, Involvement, and Consistency to financial 
and operational outcomes. The company emphasizes global benchmarking and a certified-
practitioner partner model.

Pros and Cons

Strengths
• Strong, research-backed linkage between the four-trait model and business performance

metrics
• Well-established global benchmark database across industries and geographies
• Clear, quadrant-based visual model that resonates with executive audiences

Trade-offs
• Like Human Synergistics, delivery leans on certified practitioners rather than pure self-service
• Four-trait model, while elegant, is less granular than behaviorally specific instruments for

 diagnosing root causes
• Less built for continuous or high-frequency pulse listening than for periodic strategic

diagnostics

Standout Feature
The Denison Model’s signature circular framework: plotting internal/external focus against 

flexible/stable orientation,  gives executive teams an immediately intuitive way to see where culture 
is helping or working against strategy execution.
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Modern Listening Platforms
The three providers below represent the SaaS-first side of the category, built for continuous, self-
service listening at scale, often as part of a broader HR technology suite.

6. Culture Amp
The category-defining SaaS platform for engagement, performance, and people science.

What They Do and Why Leaders Turn to Them
Culture Amp built its reputation as the engagement platform of choice for mid-market, people-

first companies, combining survey design, benchmarking, and performance/development tools in 
one product. Leaders pick Culture Amp when they want an approachable, well-designed platform 
backed by an in-house people science team, without needing to manage a heavy consulting 
engagement.

What They Stand For
Culture Amp positions itself around “people science”, evidence-based survey methodology 

delivered through clean, self-service software. The company emphasizes accessibility for HR teams 
without dedicated analysts, and has increasingly framed its mission around helping every company 
become a truly employee-led organization.

Pros and Cons

Strengths
• Intuitive interface with strong manager-level reporting and dashboards
• Robust benchmark library and pre-built survey templates grounded in academic research
• Combines engagement, performance, and development data in a single ecosystem

Trade-offs
• Enterprise buyers report the platform is architected for desk-based, mid-market teams

 and can strain with frontline, multi-HRIS, or continuous-listening needs at large scale
• Deeper organizational-diagnostic capability (structure, systemic culture patterns) is

 thinner than dedicated OD instruments
• Advanced analytics often requires higher-tier plans

Standout Feature
Its people science content library and benchmark depth, survey questions and interpretive 

guidance built directly on organizational psychology research,  make it one of the most credible self-
service platforms on the market.
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7. Qualtrics Employee Experience (XM)
An enterprise experience-management platform with engagement as one module in a much larger system.

What They Do and Why Leaders Turn to Them
Qualtrics serves large, complex enterprises that want employee experience data integrated with 

customer, product, and brand experience data on one XM platform. Leaders choose Qualtrics when 
engagement measurement needs to sit inside a broader, AI-driven experience management strategy 
spanning the whole business.

What They Stand For
Qualtrics stands for breadth and analytical horsepower. The company frames itself as the 

operating system for experience management, emphasizing predictive analytics, AI-generated text 
analysis, and the ability to connect employee signals to customer and business outcomes across 
the enterprise.

Pros and Cons

Strengths
• Extremely powerful analytics, text-mining, and predictive capabilities
• Flexible platform that extends well beyond engagement into full employee lifecycle and

 experience management
• Strong AI-assisted survey design and open-text analysis

Trade-offs
• Complexity and cost put it out of reach for small and mid-sized organizations
• Steeper learning curve and heavier reliance on in-house or partner analysts to unlock full value
• Can feel like more platform than many HR teams need if the goal is simply a culture or

engagement read

Standout Feature
Its AI-driven text analytics engine, which mines open-ended survey comments for themes and 

sentiment at enterprise scale, is widely cited as best-in-class for turning qualitative feedback into 
structured insight.
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8. Workday Peakon Employee Voice
Continuous listening built directly into the Workday HCM ecosystem.

What They Do and Why Leaders Turn to Them
Peakon serves organizations already running Workday as their HR system of record and wanting 

engagement data natively tied to workforce and people-analytics data. Leaders choose it for always-
on pulse listening with kiosk and mobile modes designed for non-desk employees.

What They Stand For
Peakon emphasizes continuous listening over the annual-survey model, positioning frequent, 

shorter pulses as a more accurate real-time read on sentiment than a once-a-year census. 
Workday’s broader messaging ties this to data-driven workforce planning.

Pros and Cons

Strengths
• Tight native integration with Workday HCM data for richer segmentation and workforce context
• Kiosk and mobile modes purpose-built for frontline and non-desk employees
• Continuous pulse model surfaces trends faster than annual-only approaches

Trade-offs
• Full value is most realized by organizations already on Workday; standalone deployments are

 less common
• Less suited to deep, one-time organizational diagnostics than to ongoing sentiment tracking
• Benchmark and content depth generally trail specialist engagement-science vendors

Standout Feature
Its always-on pulse architecture, paired natively with Workday’s HR system of record, lets 

engagement scores be sliced by the same real-time workforce data (tenure, location, role changes) 
that already lives in the HCM platform.
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The Pattern Across These Eight Providers
Looking across the seven providers profiled after the OES, the same pattern emerges.

On one side are the traditional OD instruments: Gallup’s Q12, Great Place To Work’s Trust Index, 
Human Synergistics’ Organizational Culture Inventory (OCI), and Denison’s four-trait model. These 
assessments are built on rigorous research and well-established behavioral and cultural 
frameworks. However, they are typically delivered through consultant-dependent experiences that 
offer less self-service flexibility.

On the other side are the modern employee listening platforms: Culture Amp, Qualtrics, 
and Workday Peakon Employee Voice. These platforms are designed for speed, scalability, and 
continuous pulse feedback. However, they are generally lighter on the behavioral and organizational 
-effectiveness diagnostics needed to explain why survey results look the way they do.

   The OES was designed to bridge these two complementary approaches. The full OES 
provides a behaviorally grounded diagnostic framework that assesses Relational Behaviors (soft 
skills), Operational Practices (hard skills), and Immune System (resilience) traits. It then maps the 
results across four distinct organizational culture types: Interpersonal, Relentless, Detached, and 
Engaged, and translates those findings into practical, structured Treatment Action Plans (TAPs) 
that guide meaningful organizational improvement.

Complementing the full OES is the OES Pulse, a continuous employee listening framework 
that enables leaders to listen, understand, and act on what matters most. Rather than replacing the 
full OES, Pulse extends its value by providing frequent check-ins that monitor progress on 
organizational priorities before, between, and after comprehensive OES assessments.
For HR, OD, and Talent leaders who have found themselves choosing between depth and usability in 
this category, that combination is the point: research-grade diagnostic rigor, delivered in a way that 
produces action, not just another report. Readers who want to see this in practice can find real 
client case studies in Sail or Sink, or learn how the OES is delivered through the OES Certification 
Program.

© Performance Dashboard. This guide is intended for informational purposes for HR, OD, and Talent leaders evaluating engagement and organizational-effectiveness 
assessment providers. Vendor names, products, and marks referenced are the property of their respective owners.




