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Employee engagement plunges

Shortly before the Gallup Engagement Index survey launched in November 2022, the 
situation in Germany looked bleak in every sense of the word: Winter was looming 
and with it the energy crisis triggered by the Russian war in Ukraine. This caused 
uncertainty among companies as to whether energy would remain affordable or even 
be available in sufficient quantities. Inflation growth had reached double digits, and the 
German industry was still reeling from the effects of the pandemic. In addition, the latest 
COVID-19 lockdown in China exacerbated the already-tense supply chain situation. As a 
result of these challenges, one-third of Germany’s medium-sized companies – the heart 
of the German economy – faced existential challenges, according to the Federation of 
German Industries (BDI). The continuing crisis also affected employees. While the share 
of engaged employees reached a peak of 17% during the pandemic years of 2020 and 
2021, this figure plunged in 2022, with only 13% of employees surveyed indicating that 
they experience an engaging work environment that leads to high engagement. At the 
same time, the share of actively disengaged employees rose to 18%, its highest level 
since 2012 and four points higher than in 2021. These are the key findings of the Gallup 
Germany Engagement Index 2022 – and they bear witness to the massive upheavals 
occurring in the German job market right now. 

Employee engagement as a safeguard against high willingness to switch jobs 

Low employee engagement levels and job market conditions favorable to employees 
have resulted in an increased willingness to switch jobs. While 78% of employees in 
2018 fully intended to remain with their current employer in a year’s time, this figure fell 
considerably to 55% in 2022. Further, the share of employees who intend to remain 
working for their current employer in three years’ time also declined to 39% from 65% 
in 2018. At the same time, German employees are more positive than ever about their 
prospects in a for companies challenging employment market.

Strong leadership is emerging as a key competition factor

The good news is that companies can use a strong workplace culture to boost 
employee engagement and counteract employees’ increasing willingness to switch 
employers. Among engaged employees in Germany, 86% want to remain with their 
current company in a year’s time, while only 20% of actively disengaged employees 
say they will stay with their current employer in the coming year. Further, a mere 2% 
of engaged employees say they are currently looking for a job, compared with 23% 
of those who are actively disengaged. However, only a quarter of German employees 
(25%) say they are extremely satisfied with their current manager, and nearly four out 
of ten (38%) indicated that there is a need for improvement.

These figures show that poor leadership is a driver of employees’ greater willingness 
to switch employers. In a volatile labor market, however, companies must do 
everything in their power to retain employees to cushion the impact of the labor 
shortage, particularly the scarcity of skilled workers, and maintain their performance 
and competitiveness. After all, turnover means having to recruit new employees, but 
often also results in the loss of experience, expertise, and important professional 
contacts. It can also lead more staff members leaving: When employees leave, it often 
has a negative impact on the workplace environment, for example, by adding to the 
workload of the remaining team members. Customer relationships can also suffer due 
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to frequent employee changes since continuity in customer service is disrupted. For 
B2B as well as B2C customers, contact person changes are unsettling.

Once HR has hired a replacement, it usually takes several months before their work 
begins to benefit the company. This is because the newly-hired person first needs 
to learn the employer’s unique processes and routines, become acquainted with 
the team and settle into the new workplace. Depending on how complex the role is, 
it can take up to a year before new hires achieve the same level of productivity as 
experienced employees.

Moreover, three out of four companies (73%) currently report a shortage of skilled 
workers – and their number is rising steadily. Each year, more and more companies 
report employing fewer skilled workers than they need (2021: 66%; 2020: 55%; source: 
Bertelsmann Stiftung). Last year, it took an average of 145 days to fill a vacancy with a 
suitably qualified person – that’s 23 days more than in 2021 and 77 days more than ten 
years ago. More than 845,000 positions in Germany cannot currently be filled – which 
is evidence of a persistent shortage of skilled workers that has long been a reality for 
German companies (source: German Federal Employment Agency).

To remain competitive, companies need to not only benchmark their leadership 
capabilities but also take action to improve their quality and application to everyday 
work. After all, employees leave their direct manager, not the company. Against this 
backdrop, German companies no longer have any excuse for poor leadership.

PA 
SINYAN

MARCO 
NINK
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The engagement of Germany’s employees in 2022

Out of 100 employees in an average company, the following are …

13 
people

18 
people

69 
people

engaged not engaged actively 
disengaged 

Basis: Employees aged 18 and 
over in the Federal Republic of 
Germany (37,643,000 = 100%) 
 
Source: Federal Statistical 
Office, Labor Market, 
Microcensus 2021

4,893,590  
people

6,775,740  
people

25,973,670  
people

Extrapolated to the  
working population:

The engagement of Germany’s employees is at its lowest level since 2012. Companies 
clearly placed greater emphasis on their employees during the COVID-19 pandemic, 
resulting in a rise in engagement. Last year, however, it took a significant plunge: Only 
13% of employees in 2022 were engaged at work, down from 17% in both 2021 and 
2020 as well as from 15% in 2019. The majority of German employees – 69% – were not 
engaged: these are employees who do the minimum required of them. Finally, the share 
of actively disengaged employees jumped to 18% in 2022 following a steady decline 
from 16% in 2019, 15% in 2020 and 14% in 2021.
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The economic costs caused by actively disengaged 
employees in the year 2022 amounted to between   
 

118.1 and 151.1 billion euros.

Actively disengaged employees cost companies billions every year. German businesses can ill afford 
these costs, particularly in difficult economic times. Employees who are psychologically detached 
from their work cost the German economy between 118.1 and 151.1 billion euros in 2022 due to lost 
productivity (calculated on the basis of figures from the German Federal Statistical Office).
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German Employee Engagement over time (2001-2022)
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The Gallup Germany Engagement Index has measured employees’ emotional 
engagement with their employer annually since 2001 and is one of the most important 
indicators of leadership culture and the working environment in Germany. Every year 
since this long-term study began, the majority of German employees have been 
categorized as “not engaged”: those who perform at the minimum level required of 
them. However, the most profound insights into the state of mind of German employees 
have come from changes in the proportion of those with high and low levels of 
engagement.  

The 2022 findings show that although German companies had succeeded in positively 
influencing the engagement of their employees during the pandemic, they forfeited this 
advantage just one year later. The apparently greater emphasis placed on employee 
needs gave way to managing persistent crises; the result is a significant slump in 
employee engagement in 2022. 

The last time the proportion of employees feeling a close bond with their employer 
was as low as in 2022 was in 2010, when the effects of the financial crisis continued 
to be felt by German companies. After the share of disengaged employees reached 
a peak in 2012 and stabilized in subsequent years, last year’s 4% rise is the sharpest 
ever recorded.

However, this trend can be reversed: Positive change in engagement is possible. 
Companies in Germany that actively work on the quality of their leadership and 
workplace environment can increase their share of engaged employees to 40% on 
average – with the best-performing companies achieving an engagement level of 60%.

13%

40%

60%

Arbeitnehmende
Deutschland (2022)

Gallup-Kunden in
Deutschland (Durchschnitt)*

Gallup Kunden Deutschland
(Best Practice)*

engaged

* Gallup database 2022

German workforce (2022) Gallup clients in Germany 
(on average)*

Gallup clients in Germany 
(Best Practice)*
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The benefits of employee engagement at a glance: Impact on performance 

Great leadership pays off: This is proven by the latest Gallup meta-analysis, which is 
based on a study of 276 companies from 54 industries with 2.7 million employees in 
96 countries. It shows that there is a correlation between employee engagement and 
company performance metrics for both cost- and growth-related outcomes. 

Workgroups with high engagement have fewer days of absenteeism, lower staff 
turnover, fewer accidents at work, fewer quality defects, better customer ratings, and 
higher productivity compared to workgroups with low engagement. 

In other words, the greater the number of engaged employees, the more a company 
succeeds in terms of performance and competitiveness.

However, managers play a central role in not only creating an environment that fosters 
engagement and performance but that also contributes to the overall wellbeing of the 
workforce. Research shows that engaged employees generally experience greater 
satisfaction with life, are less prone to feeling stressed at work, and are less likely to take 
work-related stress home with them, thereby reducing the negative impact on families 
and friends.

The impact of employee engagement on company performance:  

 — 18% to 43% decrease in staff turnover (43% for low-turnover organizations, 18% for 
high-turnover organizations)

 — 81% decrease in absenteeism

 — 64% decrease in safety incidents

 — 41% decrease in quality defects

 — 10% increase in customer loyalty/engagement

 — 14% increase in productivity

Source: Gallup Meta-Analysis of 276 companies, October 2020
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“I would recommend my company’s 
products and services to friends and 
family members.”

“I would recommend my company to 
friends and family as a great place 
to work.”

Statements: Top box: “Strongly agree” on a five-point scale

Engaged 
Not engaged 
Actively disengaged

When it comes to recruitment, employees’ willingness to recommend their company 
to others plays a decisive role in the competition for talent. The more engaged a 
company’s workforce is, the greater is its willingness to recommend their employer 
to others: 64% of engaged employees strongly agree that they are willing to 
recommend their current employer to friends or family members. By contrast, only 
14% of employees who are actively disengaged would unreservedly recommend 
their workplace to others. Engaged employees are important influencers, not only 
for recruiting new team members but also as brand ambassadors: Three-quarters 
of engaged employees (75%) say they would recommend their company’s products 
and services without hesitation, whereas only 19% of actively disengaged employees 
would do so.

75%

64%

40%

27%

19%

14%
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Job market: Better opportunities for employees than ever before 

Statement: “Thinking about the job situation in the city or area where you live today, 
would you say that it is now a good time or a bad time to find a job?”

18%
23%

56% 54% 57%
62%

67% 66% 65%
71% 72%

37%

52%

81%

2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Good time

COVID-19

Basis: Employees aged 18 and over in the Federal Republic of Germany.

German employees consider their opportunities in the job market to be better than 
ever before (source: Gallup World Poll). Eight out of 10 employees (81%) said they 
believe that right now is a good time to look for a job; employees are in better spirits 
than ever before. 

Another trend the study revealed is that while the situation on the job market was 
viewed less positively in 2020 and 2021, there was still an increase in employees’ 
willingness to switch employers. A paradox? Normally, the willingness to change jobs 
should decline in these less favorable conditions as even dissatisfied employees are 
more likely to avoid changing employers at such times, if only due to the risk of not 
being hired permanently following the probation period.

However, these findings can be interpreted to mean that employees have begun to 
consider alternatives to their current job and their present employer and call into 
question the workplace arrangement familiar to them.
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Statement: “I plan to be working at my company one year from now.“

Employee engagement boosts loyalty 

Wechselbereitschaft auf Rekordniveau

Basis:  
Employees aged 18 
and over in the Federal 
Republic of Germany.

78%

73%

61%

60%

55%

2018

2019

2020

2021

2022 “Strongly agree”

“I plan to be with my current company  
one year from now.”

“I plan to be with my current company 
three years from now.”

Statements: Top box: “strongly agree” on a five-point scale

86%

57%

20%

68%

40%

12%

Engaged 
Not engaged 
Actively disengaged
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As engagement increases, the willingness to switch employers declines substantially, 
not just in the short term but in the medium term as well. Among engaged employees, 
86% wish to be with their current employer in a year’s time, while only 20% of actively 
disengaged employees say they will remain loyal in the coming year. Also, a mere 2% 
of engaged German employees report they are actively looking for a job, compared 
with 23% of those who are actively disengaged. 

The consequences of low engagement and job market conditions favorable for 
employees are an increased willingness to switch jobs. While in 2018, 78% of 
employees fully intended to be with their current employer in a year’s time, this figure 
fell considerably in 2022 to 55% and marked a five-year downward trend (2019: 73%, 
2020: 61%, 2021: 60%). Employees’ three-year outlook is even less favorable: While in 
2018, two out of three employees (65%) were firmly convinced that they would still be 
working for their current employer in three years’ time, in 2022 this share decreased to 
only 39% (2019: 58%, 2020: 50%, 2021: 44%).

Headhunters and recruitment consultants are exploiting employees’ willingness to 
switch jobs: In 2022, 27% of employees said a headhunter or recruiter contacted 
them about a job offer, down slightly compared with 31% in 2021 but still well above 
the range of 12% to 16% witnessed between 2010 and 2019. At the same time, 
employees are more positive than ever about their job prospects in what has become 
a challenging hiring environment for companies. Of those employees who no longer 
wish to remain with their current employer in a year’s time, one in five (20%) report 
they are already actively looking for a job, while a further 41% say they are looking 
around. These figures include employees with the option of working remotely as well 
as those who work on-site: Both groups are open to a change.
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Employee retention increases wellbeing and guards against burnout

Statement: “In the last 30 days, has 
the stress of work caused you to feel 
burned out?”

Answer: YES

The impact of the various crises in Germany is also being felt in terms of workplace 
stress: One in three German employees (35%) complains of feeling burned out due to 
work stress. In both 2018 and 2019, prior to the COVID-19 pandemic, this figure was 
only 26% before rising considerably to 35% in 2020. However, engagement serves to 
mitigate the effects of burnout: Among engaged employees, only 13% report feeling 
burned out, while among actively disengaged employees, six out of ten (60%) say they 
feel burned out.

13%

34%

60%

Engaged 
Not engaged 
Actively disengaged
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Statement: “Which of the following work 
schedules would you prefer?”

Statement: “Would you change jobs for a 
4-day work week?”

46%54%

38%62%

46%54%

38%62%

40 hours spread over four working days

18-29 years: 42% 
30-49 years: 48% 
50+ years: 46%

YES 

18-29 years: 52% 
30-49 years: 42% 
50+ years: 26%

40 hours spread over  
five days 

NO

40 hours spread over 
four days 

YES

Full-time employees:

40 hours spread over five working days: 53% 
40 hours spread over four working days: 47%

Full-time employees:

Yes: 43% 
No: 57%

Of those respondents who prefer 40 hours spread over four workdays, 48% would change employers for a 
4-day workweek.

Are new modes of working in Germany’s future? 
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Employees want greater flexibility. One popular workplace model being considered by 
some companies is the four-day work week in which employees achieve 100% of their 
performance goals in 80% of the workweek, without loss of pay. Might this be what 
the future of work looks like? Thanks to a recently published UK study on the topic: 
“Working less for the same pay”, the discussion around the four-day workweek has 
gained new momentum. Following the conclusion of a pilot project for a four-day week 
without loss of wages, the creators of the “4 Day Week Global” campaign expressed 
their satisfaction with the results: In all, 61 companies (mainly SMEs from a range of 
industries) with a total of 2,900 employees took part in the six-month experiment in the 
second half of 2022. An overwhelming majority – 56 of the 61 companies – reported 
their wish to maintain the four-day work week, as employees reported less stress and 
fewer negative emotions (Source: 4 Day Week Global: The results are in: The UK’s four-
day week pilot, February 2023). 

The majority of employees in Germany, however, is not yet convinced: 46% of employees 
say they would prefer a four-day workweek (40 hours over four working days), 54% report 
being satisfied with five days of work per week (40 hours over five working days), and only 
a minority (38%) would change employers for a four day workweek. 

It remains to be seen whether the four-day workweek can function on a larger scale. 
This depends not only on the compatibility of the concept with a company’s workforce 
planning and business model, but also on whether it is possible to increase productivity 
by 20% to compensate for the reduced working hours. In light of the volatile conditions 
of the German job market and the fact that many companies’ order books are full, it will 
be a challenge for companies to ensure that enough employees are available to do the 
work – and in many sectors this is already no longer the case.

The British experiment does not provide insights into the precise impact on 
company productivity. However, the participating companies that disclosed business 
performance information not only reported higher sales, but also fewer employee 
absences thanks to a two-thirds reduction in sick days (source: 4 Day Week Global: The 
results are in: The UK’s four-day week pilot, February 2023).
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Trust takes a nosedive

Crises are always moments of truth: They clearly reveal the differences between good 
and bad leaders. In workplace consulting projects, it becomes clear that great leaders 
succeed in increasing the engagement of their employees even in difficult times and 
under challenging circumstances, while poor leaders demotivate their teams. During 
the pandemic, German companies did a good job of sustaining their employees’ 
engagement, but the most recent data suggest that many management teams are 
currently failing to generate enthusiasm and confidence for the future. In 2022, only 
41% of respondents said they have full confidence in their company’s financial future, 
down five points from 46% in 2021 (2020: 55%; 2019: 48%). At the same time, doubts 
appear to be growing about senior management. Less than a third of employees (29%) 
are fully convinced that their company’s leadership will successfully manage future 
challenges – a decline that prolongs the trend in previous years (2021: 34%; 2020: 36%, 
2019: 41%). Trust in employees’ managers has also suffered, dropping to 41% in 2022, 
compared with 49% in 2019. Clearly, there is a lack of certainty in uncertain times.

It is likely that the continually worsening labor shortage has had a negative impact on 
employees’ trust in leadership. However, signs of this decline in leadership trust have 
been on the horizon for some time: As early as 2013 and again in 2019, the Germany 
Engagement Index revealed that only 16% of employees believed that their company 
succeeded in attracting the best talent. 

However, this decline in leadership trust has not had a negative impact on employees’ 
relationships with their co-workers: In both 2022 and 2019, 41% of employees said they 
continue to trust their co-workers.

Confidence in companies and leadership declines, but team cohesion is sustained

Only 41% of 
employees have 
complete confidence 
in the financial future of 
their company.

At 29%, less than one-
third of employees are 
fully convinced that their 
company’s leadership 
will successfully manage 
future challenges.

A mere 41% trust 
their direct manager 
unconditionally. 

But  42% continue to 
trust their co-workers. 
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In view of these findings, German company leaders should focus on four leadership 
dimensions to better address the needs of their employees:

 — Trust: Without trust, collaboration is not possible. Honesty, clarity, and predictability 
in personal interactions help to build trust. 

 — Compassion: Employees are more than their performance: Compassion means 
seeing them as people and sharing experiences with them. Compassion is not to 
be confused with “being nice all the time”, but places employees and their needs 
at the center of everything. This includes taking their challenges and doubts 
seriously, acknowledging situations without immediately judging them, taking time 
and giving them space, listening to them and being open to their opinions, ideas, 
and suggestions, answering their questions, and responding to their concerns. 
It is equally important to be open about one’s own mistakes, weaknesses, 
and insecurities.

 — Stability: The basis for stability is communication: being available, answering 
questions, listening, resolving conflicts fairly, and creating an environment where 
employees feel safe. The focus is on the present moment, ensuring that employees 
are anchored in the here and now and know they can count on their leaders. This 
value serves as a stable anchor and is exemplified through one’s own behavior. 

 — Hope: While stability is important for today, hope is future-oriented: When leaders 
exude a positive attitude, it has a contagious effect – and the shared belief in 
a clear direction and a better future unites. Employees need to perceive that 
leaders and managers have a clear direction for the company in mind. The key is 
to get employees excited about the future, to clearly articulate challenges, and to 
celebrate successes.

Find more information here:  
Strengths-Based Leadership:  
The 4 Things Followers Need | Gallup
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In turbulent times, managers play a particularly important role

4%
8%

26%

38%

25%

Statement: “Considering all your 
experiences with your immediate 
manager, how satisfied are you in general 
with him/her? Please use a 5-point-scale 
where 5 is extremely satisfied and 1 is 
extremely dissatisfied.”

1”Extremely dissatisfied” 
2 
3 
4 
5 ”Extremely satisfied“

Note: Percentages are shown if ≥4%. Due to rounding, percentages may add up to 100% ±1%. 
Basis: Employees aged 18 and over in the Federal Republic of Germany.
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Satisfaction

Only 25% of employees are extremely satisfied with their direct manager.

Transparency and fast information sharing

Only 33% say that new developments in the company are communicated in the best 
possible way.

Anchor and trusted point of contact 

Only 30% say their manager is always available and makes time for their concerns.

Maximizing potential 

A mere 14% say their manager inspires them to do things they would not have thought 
themselves capable of.

In turbulent times, the manager plays a particularly important role. However, in 
2022, managers shifted their area of focus, and it would appear that they were more 
concerned with managing crises than their employees. The result is that nearly four 
out of ten employees (38%) believe their direct managers need to improve their 
management skills. At the same time, only a third (33%) say that information on 
developments in the company is shared in the best possible way, while the share of 
those who say their manager is always available and makes time for their concerns is 
similarly low at 30%. Only 34% of employees feel adequately supported by their direct 
manager, and only 14% say their manager inspires them to do things they would not 
have thought themselves capable of. Too many managers also continue to focus on 
their employees’ weaknesses rather than on their strengths and positive attributes. The 
data suggest that there is considerable potential among managers to lead employees 
in a way that enables them to do their jobs better and with greater motivation. But the 
findings also show that a high level of satisfaction with the manager has a positive 
impact on employees’ engagement with their company, thereby boosting employee 
performance and reducing their willingness to switch jobs.
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About the Gallup Engagement Index Germany

The most important long-term study on work environment and leadership 
culture in Germany

Each year since 2001, Gallup has compiled the Engagement Index for Germany based 
on 12 survey items pertaining to the workplace and work environment: the Gallup 
Q12®. The study measures the degree of employees’ emotional engagement with their 
workplace and their level of dedication and motivation at work. For the most recent 
study, a total of 1,500 randomly selected employees aged 18 and over were interviewed 
in German by telephone between Nov. 14 and Dec. 21, 2022 (dual frame: landline and 
mobile phone sample; random selection of telephone numbers, random selection 
of the target person in the household using the birthday method for more than one 
relevant target person per household). The results are representative of the workforce in 
Germany aged 18 and over.

About Gallup

Gallup is a global analytics and advice firm that helps leaders and organizations solve 
their most pressing problems. Combining more than 85 years of experience with its 
global reach, Gallup knows more about the will of employees, customers, students and 
citizens than anyone in the world. Gallup believes that every organization has enormous 
— but largely untapped — potential for breakthrough improvements in employee 
productivity, customer retention and profitability. Gallup professionals — including noted 
scientists, renowned subject matter experts and bestselling authors — help business 
leaders understand and leverage human nature to drive sustainable growth.
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