RESTORING A TOXIC
WORKPLACE
Transforming Disconnection to Harmony
"Through their training and consulting, The Shuler Group shared several
useful tools. We applied these tools to our workflow processes, making
these processes more efficient and clear. These tools help us promote better
communication, together as a leadership team, and even with our CEO. We
are very grateful to have access to our consultant partners!"
- VP of Finance

A single toxic employee can degrade the effectiveness and productivity of an entire
organization. The executive team at Lightwise Foundation (LF)* could feel the tension but
struggled to identify the source. Like most companies, both for- and not-for-profit, LF found
it challenging to discover what was causing low morale and frustration among their
employees.
Upon completing a Company Climate Inventory, The Shuler Group identified 3 key action
steps that could be implemented immediately to improve employee morale and company
culture at LF. Their results:

Fire the Rotten Apple
(Toxic Employee)

Training on
communication skills
for everyone in the
company

Improve company
culture with
transparency

ABOUT THE LIGHTWISE FOUNDATION

The Lightwise Foundation is a philanthropic foundation, where many donors join
together to make the community they love a better place, today and for future
generations.
The Lightwise Foundation's mission is to inspire donors to achieve their
charitable goals from generation to generation and to improve the quality of life
in the community through grantmaking, enlightened civic leadership, and
strategic investments.

THE CHALLENGE

Lightwise Foundation was struggling with a culture that was
becoming increasingly toxic, left over from almost two decades of
toxic leadership. Uncovering the root cause of the issues and
identifying solutions was difficult because of the immediate
challenges needing to be addressed. LF was so busy putting out
fires caused by disputes and miscommunications between
employees and management that there wasn’t any time left to
figure out how to make things better.
During our facilitation of our Company Climate Inventory for LF,
we found that only 26.3% of employees thought that people
communicated clearly with one another. Almost half of the
respondents reported that they didn’t feel like their department
was part of an overall team. In addition, only 36.8% of
respondents strongly agreed/agreed that there was a high level of
loyalty to LF, versus 63.2% neutral/disagree/strongly disagree.
This level of disconnectedness in the organization led to a
company culture where workers felt detached from the greater
mission and found it difficult to see how the daily work they were
doing impacted the organization as a whole.
Additionally, poor communication inside of an organization often
leads to lower morale because employees don’t feel that their
efforts are seen or appreciated, and management feels like
nothing is getting done. The reality may be that most employees
are working very hard, but the overall mission and vision of the
organization hasn’t been clearly communicated or "visible" as
part of daily work life.
It can be overwhelming to grapple with the systemic problems
that cause a toxic company culture, but the solutions can be
specific, executed clearly, and with measurable results.

THE SOLUTION: START FROM THE GROUND UP

After completing the proprietary Company Climate Inventory from The Shuler Group, Lightwise
Foundation bravely acknowledged the issues and opportunities and implemented changes and
practices to shift the company culture and climate in a positive direction. By identifying the
strengths and challenges of the organization into distinct categories, clear next steps were
offered to address the issues within the organization.
The specific areas identified as needing improvement were communication in general, lack of
cross-departmental cooperation and teamwork, a culture of mistrust and disrespect, and
ineffective distribution in communication from the top down. The Shuler Group offered a plan to
address these issues and improve company climate in 4 key areas.
1. Toxic Employees - There was at least one strongly disagree or disagree response in almost every
statement, even in statements where the overwhelming majority of responses were positive. Our
experience has shown that an individual who responds negatively to almost every statement is a
problem in the organization. This person is not an asset, and worse, is a liability, with his/her
discontent with the organization and a probable toxic influence to other staff members. These
behaviors need to be addressed at the individual level and might mean the toxic person needs to
be removed from the organization.
2. Communication - We recommended a review of current organization communications in
terms of regular company-wide communication; dissemination of information; and
acknowledgement of performance, milestones, and goals. Also recommended was interpersonal
communication training with an emphasis on personalities and communication styles. While
this training would address the need for employees to feel included in decisions, we saw a deeper
need for transparency, information, and decision making within the organization. This level of
transparent communication needed to be a value or at least part of the culture at LF.
3. Company Culture - Several responses indicated a concern regarding the current culture.
Frequently, responses touched upon dysfunction within the organization and disrespect from some
of the staff. Because of the overwhelming commitment to Lightwise Foundation, a more positive
company culture, especially one which is transparent, trustworthy, and acknowledges employees'
contributions, would improve engagement, communication, and productivity overall.
4. Team Building - Creating a culture of teamwork where everyone feels they are important
individually as well as part of the bigger whole is crucial to the future success of Lightwise
Foundation. Also, implementing regular team building activities would create a stronger
connection between employee and organization, as well as to each other. Finally, we
recommended bringing the organization together as a whole regularly to air their concerns and
share ideas in a positive, collaborative environment, thereby maximizing the talent and strengths of
the employees and creating more cross-departmental collaboration, or at least understanding and
respect.

POSITIVE CULTURE CHANGE

After implementing the recommendations from their Company Climate Inventory, Lightwise
Foundation has seen a measurable shift in culture and the positive impacts to the organization that
come from that shift. For example, we've seen an overwhelmingly positive response to many of the
questions in the Company Climate Inventory in year 2 compared to year 1. Very few of last year's
replies were in the high 80 percentiles for positive responses. This year almost 1/3 of all closed-ended
questions resulted in 80+% of respondents answering in the Strongly agree/Agree categories.
As a result, LF is thriving and serving its community in new and innovative ways. A positive internal
culture is increasing employee retention, lowering recruiting and training costs, and allowing
bandwidth for upgraded systems to be implemented.
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BIG WINS

80.2

Assets and Profitability Increased
With less time wasted on dysfunctional communication, productivity has increased.
55.8

Employees Are Engaged
As toxic employees naturally selected themselves out of their positions, negative interactions
are minimal. More importantly, LF replaced those former employees with staff whose values
and goals align with those of LF.
Donor Satisfaction Improved
With the right people in the right seats in the donor services department, donors feel heard and
know Lightwise Foundation cares about their satisfaction.
Staff Excited About Measuring Progress
The Company Climate Inventory has become a yearly event to monitor Lightwise Foundation’s
continuing progress, and staff members
have stated how excited they are to take part in the
80.2
survey for the upcoming year.
Simply by utilizing the information gathered in their Company Climate Inventory and acting on
the recommendations, Lightwise Foundation has transformed from an organization that was
struggling internally into a thriving nonprofit. This positively impacts the lives of Lightwise’s
local community in powerful ways. Trust between the executive team and employees allows
for clear and valuable communication across departments, making space for new and
innovative growth within the organization.

TAKE YOUR COMPANY BACK

Most companies already have the tools they need to achieve peace and success. A clear
guide to unlock the potential of those assets and a commitment to follow through is all
you need to succeed.
The Shuler Group’s flagship product is our Company Climate Inventory, a powerful
diagnostic tool that highlights an organization’s strengths, uncovers challenges, and
provides a roadmap for positive forward progress. Schedule a free consultation today
and start your journey from disconnectedness to harmony.
*Statistics and results found in this case study are based on data from a real client. The
name has been changed to protect their confidentiality.

CONTACT US
The Shuler Group, LLC
Phone: (301) 842-8970
Web: www.TheShulerGroupLLC.com

